
 

EC3 Board Meeting Minutes 
August 30, 2022 
 
ATTENDEES 

Director Term 
May 
21 

Jun 
21 

Jul 
21 

Aug 
21 

Sep 
21 

Oct 
21 

Nov 
21 

Jan 
22 

Mar 
22 

Jun 
22 

Jul 
22 

Aug 
22 

Pres 
Total 

Abs 
Total 

Joel D’Souza, Treas. 03/21-02/23 P P P P P P P P P P P P 12 0 

Jewel Davis-Tombul 02/20-01/24 A P A P P P P P P P P P 10 2 

Jen Estill 12/20-11/22 P P A P P P P P P P P P 11 1 

Mark Freeman, V. Chair 04/21-03/23 A A P P A P P P P P P A 8 4 

Laura Geist, Sec. 10/20-09/22 P P P P P P P P P P P P 12 0 

Dan Horn 05/19-09/23 P P A P P P P P P P P P 11 1 

Ann-Marie Mapes 09/20-08/22 P P P P P P P A P P P P 11 1 

Christine Marshall, Chair 09/19-09/23 P P P A P P P P P P P P 11 1 

Lis Tobia, CEO  P P P P P P P P P P P P 12 0 

 
AGENDA 

CALL TO ORDER: 6:20 P.M. 

1) ACCEPTANCE OF AGENDA 

2) RECOGNITION OF GUEST(S) 

a) Cherlyn Tay, Betsy Clinton 

3) PUBLIC COMMENTS 

a) None 

4) CONSENT AGENDA 

a) July operations report 

b) Board retreat report (Report was just received today and will need to be reviewed at a later 
date) 

i) ACTION: Jen motioned to accept the consent agenda; Jewel, second; passed unanimously. 

5) OLD BUSINESS 

a) July meeting minutes 

i) ACTION: Review and vote on adoption (attached, pp. 3-4). Jewell motioned to accept the 
meeting minutes from July 2022; Jen seconded; passed unanimously. 

b) Crisis Communications Policy (appendix to EC3 Governance Policies) 

i) ACTION: Review and vote on adoption (attached, pp. 5-10). Jen provided updates and 
clarification on the policy and plan; Lis updated the board on the overview that was shared 
with the staff during the recent professional development workshop. Formal training with 
board and staff will be needed after adoption. 

ii) Ann-Marie motioned to accept the policy; Dan seconded; passed unanimously. 
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c) CEO transition candidate selection—update 

i) Cherlyn Tay has accepted the position of Executive Director; official start date not yet 
finalized. 

6) NEW BUSINESS 

a) FY-2023 budget proposal 

i) ACTION: Review and vote on proposed budget (attached, pp. 11-12) 

ii) Lis provided budget summary. It is important to note that both the final MDE grant and the 
employee retention tax credits need to be recorded as income in the current fiscal year. 
Because this income is unexpectedly being recorded in FY-2022 instead of FY-2023, covering 
the expenses in FY-2023 will be dependent on this excess FY-2022 income. The significant 
surplus currently showing in FY-2022 will help to cover the FY-2023 deficit. Finance Committee 
is also recommending a 5% tuition increase, which remains less than the rate of inflation. The 
overall two-year budget results in nearly $200,000 in surplus income, which will help to cover 
some of the necessary capital improvements that are needed for the facility.  

iii) The Board had a robust discussion, primarily focused on the proposed tuition increase rate 
and the fact that tuition revenue does not fully cover employee expenses, let alone other 
costs of running the center.  

(1) It was noted that board will need to make some important decisions in the short-term 
regarding whether the plan is to rebalance expenses or focus on identifying long-term 
alternative income streams. Dan also reminded the board that the capital expenditures is 
not reflected in the net income and is instead reflected elsewhere as it is related to 
reserved savings from the Building Blocks Campaign.  

(2) Lis reviewed market rate tuition amounts. EC3 remains among the highest tuition levels in 
the greater Lansing area. 

(3) Jewel expressed some concerns about the level of the tuition increase and wondered if we 
could review further to determine if a 5% increase is necessary. Lis noted that state 
subsidy will cover the tuition at the increased rate for those families that receive subsidy.  

(4) Jen asked for consideration of a 3% increase now and again in 6 months. Jewel preferred 
the 3% every six months, and Ann-Marie agreed the 3% every 6 months would be more 
palatable, especially paired with a call to action to address the need for higher public 
spending on early childhood education.  

iv) Laura motioned to accept the budget, modifying the tuition increase to 3% now and a 
second 3% increase in six months; Ann-Marie seconded; passed unanimously. 

b) EC3 Annual Meeting (October) 

i) Details will be planned at the September 27th meeting 

7) FOR THE RECORD: Official business conducted since the last meeting 

a) On 7/20/22, Chris Jackson submitted his resignation from the Board. 

b) Finance Committee met on 8/2/22 to review draft budget and recommend changes. 

c) On 8/17/22, Samantha Harkins submitted her resignation from the Board. 
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d) On 8/23/22, Dan Horn motioned to offer Cherlyn Tay the Executive Director position; Jen Estill 
seconded. Votes were collected electronically via Google Forms and email: six in favor, one 
opposed, one abstained. Motion passed. 

 

ADJOURN: 7:43 P.M. 
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Operations Report
July 2022

1. Enrollment Update
a. Child care enrollment: 98 children enrolled (81% of total capacity)

i. Enrollment gradually decreases over the summer months, as families of
“graduates” disenroll their children at various times to prepare for
elementary school. We expect another decrease in August, followed by
an uptick in September as new families come in.

b. Summer camp enrollment: 21 children enrolled (81% of total capacity)
i. There are only 2.5 weeks of summer camp left, and enrollment remains

strong.
c. Wait list: 39 children wait-listed (16 infants, 18 toddlers, 5 preschoolers)

i. The reduction in the wait list from last month to this month can be
attributed to families removing themselves, either because they found
alternative care or they changed their living/working arrangements.

2. Staffing Update
a. Two full-time teachers have been hired! One has already started and the other

will start next month.
b. Five FTE classroom assistants needed
c. Seven+ additional PT support staff needed

3. Financial Update
a. The MDE has just announced a third round of Child Care Stabilization Grants.

Applications will be available in the next few weeks, and it is likely that we will be
eligible for something in the neighborhood of $50,000.

b. The Caring for MI Children grant applications are still not available. Neverthless, I
am preparing some estimates on facility needs that may qualify for grant funding.

c. Congresswoman Slotkin’s office is working with the IRS on our behalf to expedite
the payments associated with our Employee Retention Credits (ERC). The IRS
has requested information from us about which of the six filings we would like
them to process first, which is a good sign that some of the payment might come
in the next few months. We are supposed to hear from them again before the end
of August.

d. I will be presenting the draft budget for FY2023 at the August FinCom meeting.
4. Facilities Update

a. The vandalism has completely ceased since we installed cameras and were able
to “catch them in the act.” Once we knew who the perpetrators (perhaps
“poopetrators” is a more accurate term) were, I spent a Sunday afternoon going
door-to-door in the neighborhood and found where they lived (while making many
new friends). Their parents were very accommodating toward EC3 and we
haven’t seen them since. It feels very much like a community effort.
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EC3 Board Meeting Minutes 
July 20, 2022 
 
ATTENDEES 

Director Term 
Apr 
21 

May 
21 

Jun 
21 

Jul 
21 

Aug 
21 

Sep 
21 

Oct 
21 

Nov 
21 

Jan 
22 

Mar 
22 

Jun 
22 

Jul 
22 

Pres 
Total 

Abs 
Total 

Joel D’Souza 03/21-02/23 P P P P P P P P P P P P 12 0 

Jewel Davis-Tombul 02/20-01/24 P A P A P P P P P P P P 10 2 

Jen Estill 12/20-11/22 A P P A P P P P P P P P 10 2 

Mark Freeman, V. Chair 04/21-03/23 P A A P P A P P P P P P 9 3 

Laura Geist, Sec. 10/20-09/22 P P P P P P P P P P P P 12 0 

Samantha Harkins 02/22-01/24          P P A 2 1 

Dan Horn 05/19-09/23 A P P A P P P P P P P P 10 2 

Chris Jackson, Parl. 01/17-09/23 P P P P P P P P P P P P 12 0 

Ann-Marie Mapes 09/20-08/22 A P P P P P P P A P P P 10 2 

Christine Marshall, Chair 09/19-09/23 A P P P A P P P P P P P 10 2 

Lis Tobia, CEO  P P P P P P P P P P P P 12 0 

 
AGENDA 

CALL TO ORDER: 6:18 P.M. 

1) ACCEPTANCE OF AGENDA 

2) RECOGNITION OF GUEST(S) 

a) STAFF: Wanda Bancroft, Betsy Clinton, Taylor Cozine, Julie Douglas, Angie Wallace 

b) FAMILIES: Jillian Rose Baker Adams, Stephanie Blandford, Brandon Brooks, Ben & Brianna Egan, 
Erin Emerson, Sean Hammond, Aimee Khaled, Samara Morgan, Heidi Waugh, Christina Wichert, 
Tracy Wimmer 

3) PUBLIC COMMENT: No attendees had comment at this time. Comments were contributed in the meeting 
“chat” during later discussion, and they were shared by Lis.  

4) CONSENT AGENDA 

a) Financial Management Procedures 

b) June Operations Report 

c) Jen Estill made a motion to accept the consent agenda; Chris Jackson seconded; all Directors voted 
in favor. The motion passed and the consent agenda was adopted. 

5) OLD BUSINESS 

a) Revised Masking Policy Proposal 

i) Lis provided updates to her previous recommendation to lift the masking mandate, providing 
policy language to make masking optional except when community levels for COVID are high. 
She shared with the Board all comments received from families and staff through the chat; 
there was significant discussion among Directors both for and against revising the masking 
policy. 

ii) Ann-Marie Mapes made a motion to accept the new masking policy as written; Joel D’Souza 
seconded; 5 members voted in favor; 4 voted in opposition. The motion passed and the new 
masking policy was adopted. 

b) CEO Transition search committee update 

i) Two candidates for EC3’s Executive position have been through the vetting process with 
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Hiring Solutions; they are working to schedule interviews with the search committee. 

ii) Three other candidates are going through the Hiring Solutions process, with hope at least one 
will reach the interview stage. 

c) Executive Committee update 

i) Committee met with Lis for her annual performance evaluation earlier this week. 

ii) Christine is finalizing the procedures and process used to streamline this activity in advance 
of hiring the new executive. 

d) Reminder of the in-person board retreat on August 19th (dinner) and 20th (9:00 a.m. to 3:00 
p.m.). 

ADJOURN: 6:54 P.M. 
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Appendix H: Crisis Communication Policy 

MAINTAIN A CRISIS COMMUNICATION PLAN 

Every organization should have a plan to ensure appropriate messages are delivered in the event 

of a public relations or institutional crisis. While most crisis communication plans never need to 

be activated, they are important insurance policies to have at the ready when needed. 

The Educational Child Care Center (EC3) must establish, maintain, and routinely review a crisis 

communication plan to address any future significant threat to its reputation that can have negative 

consequences if not handled properly. This plan will be published along with EC3’s emergency 

response plan, as part of the Staff Handbook. 

CRISIS COMMUNICATION PLAN COMPONENTS 

EC3’s crisis communication plan must contain the following components: 

◼ A list of known potential threats that are specific to EC3 and its operations. 

◼ Proactive strategies to prepare EC3’s staff, management, and Board for communication in a 

crisis. 

◼ Reactive strategies to be implemented at a time of crisis. 

◼ Evaluative strategies to learn from past crises and to inform necessary modifications to the 

plan. 

◼ Identification of individuals by role who are authorized to serve as EC3’s spokesperson in a 

crisis. 

◼ A detailed response protocol including checklists of audiences, responses, and communication 

delivery channels. 

◼ A crisis action plan for EC3 staff. 

◼ Templates with potential questions and appropriate responses to be used in a crisis. 

◼ A plan for post-crisis communication. 

◼ A plan for routine training of the EC3 staff in crisis communication. 

CRISIS COMMUNICATION PLAN REVIEW 

As with other EC3 governance policies, the crisis communication plan must be reviewed at least 

annually and updated when appropriate. The review may be initiated within the Marketing 

Committee, or by any designee of the Board Chair. 
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EC3 Crisis Communication Plan 

GOALS FOR A CRISIS COMMUNICATION PLAN 

Every organization should have a plan to ensure appropriate messages are delivered in the event 

of a public relations or institutional crisis. While most crisis communication plans never need to 

be activated, they are important insurance policies to have at the ready when needed. 

This plan includes both reactive and proactive measures the Educational Child Care Center (EC3) 

can implement to address any future significant threat to its reputation that can have negative 

consequences if not handled properly. These threats may include—but are not limited to—issues 

of child safety, fiscal responsibility, or general operations. At EC3, a crisis might involve any of 

the following: 

◼ Evacuation or lockdown of the building for any reason. 

◼ Grave harm to a child or staff member at EC3. 

◼ Illegal activity by an EC3 employee. 

CRISIS COMMUNICATION STRATEGIES 

Pre-Crisis/Proactive 

◼ Establish and update internal and external communication protocols and channels (i.e., EC3’s 

emergency response plan), including social media. 

◼ Select and train the crisis management team, which typically consists of EC3’s administrative 

staff, Board members, legal representative, and a PR strategist. 

◼ Educate all EC3 staff on the appropriate protocol, preferably at the same time they are trained 

on EC3’s response to emergency situations. 

◼ Periodically conduct exercises to test the crisis management plan and crisis management team. 

◼ Pre-draft crisis messaging templates that include management statements, press releases, social 

media posts, and private web pages that can be populated with key information as needed. 

◼ Develop a mass notification system that can be used to connect with employees and 

stakeholders quickly and efficiently. 

Mid-Crisis/Reactive 

◼ Be ready with quick, accurate, and consistent responses when crisis situations arise. A good 

rule of thumb is to have an initial response within the first hour. 

◼ Be sure to communicate via all available communication channels. 

◼ Keep spokespeople prepared with crisis events and key message points. 

◼ Take care to express appropriate levels of professional concern for people and organizations 

impacted by the crisis. 

◼ Remember to include employees in the information loop. 

Post-Crisis/Evaluative 

◼ Provide continuing updates/information on how EC3 has resolved the crisis. 
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◼ Review what worked well and what didn’t, and upgrade plans accordingly. 

AUTHORIZED EC3 SPOKESPERSONS 

EC3 needs to determine which staff and board members will serve as spokespeople during certain 

types of crisis incidents. EC3’s approved spokespeople are: 

◼ Chief Executive Officer/Executive Director, Elisabeth Tobia (517-230-0009) 

◼ Board Chair, Christine Marshall (810-348-9081) 

◼ Program Director, Betsy Clinton (517-749-4958) 

RESPONSE PROTOCOL 

Once EC3 has fulfilled its licensing reporting duty, it must ensure its crisis response protocol 

addresses the following specific audiences in priority order: 

1. Board of Directors 

2. Staff members 

3. Currently-enrolled families 

4. General public 

5. Partner and peer organizations (list attached) 

6. Media (list attached) 

7. Policymakers (list attached) 

To ensure effective, accurate, and timely completion of all crisis communication tasks, everyone 

at EC3 must follow this protocol. 

Crisis Response Immediate Checklist 

The first few hours of any organizational crisis are critical. The following checklist should be 

completed as quickly as possible. Information shared this way should be minimal in most cases, 

and pre-approved by the CEO and Board Chair. 

◼ Gather as many facts as are available. 

◼ Decide which pieces of information can be shared publicly and which cannot. Names, ages, 

addresses, and photos of EC3 children must not be shared. 

◼ Decide which media outlets EC3 is willing to work with, if any. (In the interest of being as 

transparent as possible, interviews will not be limited whenever possible.) 

◼ Working with pre-developed templates and tools (attached), drop in new information to create 

transparent and genuine statements that can be delivered via email, on EC3’s website, and on 

EC3’s social media outlets to both public and internal audiences. 

◼ Prepare the appropriate spokespeople. 

◼ Designate someone from EC3’s core administrative and staff leadership team to monitor all 

social media channels and offer genuine responses (approved by spokespeople) to tweets and 

posts. Anything posted on social media is considered formal comment. 

EC3 Board Meeting Notes: August 2022 (Page 9)



It’s important that early in the crisis EC3 still communicates publicly. Early communication 

conveys transparency and accessibility, hallmarks of effective crisis communication. Examples 

include: 

 “We’re looking into this and gathering all the facts.” 

 “It’s important to EC3 that we are transparent with our families and employees. Please give 

us a little time to gather all of the information and we promise a response.” 

Deliver communication through the following channels: 

◼ The website should include a news posting with a short description of the incident/crisis, 

professional statements of empathy/concern, and a statement on what EC3 is doing to fix it. 

◼ Official EC3 social media pages, with a link to the official statement on EC3’s website. 

◼ Email messages to EC3 staff and families. 

◼ Press statements. 

◼ Outreach to key policymakers and departmental staff. 

The following information should be shared proactively with all EC3 employees and delivered to 

staff again in the event of a crisis. 

CRISIS ACTION PLAN FOR EC3 STAFF 

In the event that someone contacts you (instead of the CEO) regarding a crisis or other negative 

situation, follow this protocol: 

1. Tell the person you are not in a position of authority to discuss the incident, but will connect 

them with someone who is, and do so urgently. 

2. Immediately forward the person’s information to the CEO. They will manage the inquiry, 

and coordinate response messages and additional spokespersons within EC3. 

3. If you are pressed (this may happen with reporters in particular), insist that you do not have 

the insight needed to offer a statement, and would not be able to provide them with accurate 

information. “I am not the appropriate person to be contacting on this matter, and I am 

going to connect you with someone who is. I have nothing to add beyond that.” 

4. Do not say “no comment.” This simple statement implies that you do, in fact, know 

something, but you are not willing to share it. It is a defensive statement that can have 

negative ramifications. 

5. It is okay to respond to a reporter’s inquiry by indicating your desire to help and an offer 

to connect them with someone who can give them accurate information. 

6. Under no circumstances should you ever proactively contact a reporter, blogger, EC3 

family, peer in another organization, or other individual listed above. 

7. Do not discuss the incident over social media channels or respond to comments/questions 

that arrive via social media. 

8. If you discover after the fact that you have spoken with a member of the press, contact the 

CEO immediately to provide details of the conversation. 

9. Understand, that nothing is “off the record,” ever. Most states in the U.S. allow the press 

to record phone conversations without asking permission. Furthermore, if a member of the 
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media ever tells you something is off the record or just between you and them, know that 

it may not actually be the case, even if you have a good relationship with that person. They 

have a job to do, and that job is gathering news. 

TEMPLATE: POTENTIAL QUESTIONS AND APPROPRIATE ANSWERS 

In the event of a public relations crisis, the CEO and Board Chair will work with EC3 management 

and staff, relevant stakeholders, and an external PR strategist to develop a comprehensive list of 

potential questions and appropriate answers. Spokespersons may also undergo media training to 

prepare offering the answers in a live-questioning format. 

Relevant questions include but are not limited to: 

Question: How did [CRISIS] happen? 

Answer: ____________________________________________________________ 

Question: What is EC3 doing about it? 

Answer: ____________________________________________________________ 

Question: How long has [CRISIS] been going on? 

Answer: ____________________________________________________________ 

Question: When did EC3 find out about [CRISIS]? 

Answer: ____________________________________________________________ 

Question: How many staff/children/families/others are affected? 

Answer: ____________________________________________________________ 

Question: How could EC3 allow this to happen? 

Answer: ____________________________________________________________ 

Question: Were there any warning signs that [CRISIS] might occur? 

Answer: ____________________________________________________________ 

Question: Additional Questions (Each crisis will dictate other possible questions) 

Answer: ____________________________________________________________ 

POST-CRISIS COMMUNICATION 

When the crisis is over, often it isn’t really over. The public, families, employees, and peer 

organizations need to see if and how the situation has been resolved. This is especially true when 

the crisis is a result of a systemic problem within an organization. 

This is where crisis communications can really shine. Showing how EC3 has resolved the problem 

must be a priority. The important thing is that EC3 is holding itself accountable long-term and 

being transparent about that accountability. 
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TRAINING PLAN FOR EC3 STAFF 

EC3 staff must be trained on crisis communication protocols at least annually. This training should 

be included in the emergency response training that all employees receive upon hire. 

MEDIA CONTACT LIST 

Television 

◼ WLNS 

• jsardar@wlns.com (editor/producer) 

• newsdirector@wlns.com 

• newstips@wlns.com 

◼ WILX 

• cody.butler@wilx.com (primary) 

• newstips@wilx.com 

◼ Fox 47 

• Sarah.Grimmer@Fox47news.com (primary) 

• newstips@fox47news.com 

Radio 

◼ WKAR 

• Xxx 

Newspaper 

◼ Lansing State Journal 

• Xxx 

PEER AND PARTNER ORGANIZATIONS 

Each crisis will have its own determinants of vendors and other organizations to be contacted, 

particularly as it relates to the ongoing operation of the center (e.g., if the center remains open). At 

a minimum, the following organizations should be contacted. 

◼ Voss Insurance Services (517-455-7534/erica@vossins.com) 

◼ Xx 

◼ Xx 

POLICYMAKERS 

◼ City: xxx 

◼ State legislature: xxx 
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EC3 Budget Story for FY-2023 
CONTEXT 

• The current year (FY-2022) revenues are 50% higher than budget. 

o Tuition revenue was very close—99% of what we budgeted. 

o Grant revenue was almost double the amount budgeted. 

o Other income, primarily the Employee Retention Tax Credits (ERTC), was over budget by 

a magnitude of 25. 

• Current year expenses were also higher than budgeted—almost 20%. 

o Employee costs were higher than budgeted due to an acceleration of the planned wage 

increases. 

o Accounting fees were ten times higher than anticipated, due to the service fee on the 

ERTC. It’s worth noting that those fees were more than half covered by the interest 

accrued on the ERTC. 

• EC3 will be ending the current fiscal year with a net income of approximately $600,000. 

CONDITIONS FOR FY-2023 
• There is no guarantee that government spending on early education will continue in the same 

form or magnitude that it has for the past two years. Therefore, EC3 remains in a position of 

deriving most of its income via fee for service—tuition and related fees. 

• Costs for all goods and services EC3 uses are rapidly increasing, on top of an 11% increase in 

medical insurance premiums. 

• Even with a recommended 5% increase in tuition rates, EC3’s tuition revenue is less than the 

total of employee costs alone. 

• On its own, the FY-2023 budget shows a net loss of approximately $400,000. 

• In practical terms, most of the net income from FY-2022 will effectively be used to fund FY-2023, 

justifying the net loss. 

o Long-term sustainability for EC3 is dependent securing non-tuition revenue streams. 
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  FY-2022  FY-2023  Combined 

Income      

 Tuition and Related Fees 1,433,252   1,613,548   3,046,800  

 Other Income 677,180   28,988   706,169  

 Donations 29,587   20,000   49,587  

 Grants 567,270   60,000   627,270  

 Fundraising Income 15,320   20,000   35,320  

 Interest income 31,177     31,177  

Total Income 2,753,786   1,742,537   4,496,323  

       

Expense      

 Banking & Finance 21,031   27,850   48,880  

 Classroom Expenses 39,959   41,430   81,389  

 Employee Costs 1,794,098   1,785,609   3,579,707  

 Food Expenses 42,904   52,278   95,182  

 Information Technology 21,457   28,691   50,147  

 Insurance Expenses 34,011   30,517   64,528  

 Office Supplies 5,230   6,348   11,578  

 

Property Maintenance & 
Repair 43,872   36,754   80,627  

 

Regulatory Fees and 
Expenses 995   1,810   2,805  

 Utilities 43,142   43,495   86,637  

 Fundraising Expense - direct 6,254   8,156   14,410  

 Governance 8,594   14,400   22,994  

 Accounting & Legal 64,970   8,858   73,828  

 Marketing and Advertising 1,952   41,682   43,635  

 Customer Gifts and Incentives 179   214   393  

 Depreciation Expense 18,969   21,000   39,969  

Total Expense 2,147,617   2,149,091   4,296,708  

       

Net Ordinary Income 606,169   (406,554)  199,615  

 

      

 

Full-Time Rates Fall 2021 Fall 2022  Part-Time Rates Fall 2021 Fall 2022 

Infants  $ 308.00   $ 323.40   Infants  $   70.48   $   74.00  

Toddlers  $ 308.00   $ 323.40   Toddlers  $   70.48   $   74.00  

Preschoolers  $ 265.00   $ 278.25   Preschoolers  $   60.64   $   63.67  

Summer Camp  $ 220.00   $ 231.00   Summer Camp  $   44.00   $   46.20  
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