
EC3 Board Meeting Notes    Date: October 20, 2020 
 
ATTENDEES:  

Name Present Absent 

Christopher Jackson X  

Daniel Horn X  

Jennifer Plowman, Secretary X  

Christine Marshall X  

Matt Randall X  

Jewel Davis-Tombul X  

Ann-Marie Mapes X  

Lis Tobia, Staff X  

 
CALL TO ORDER: 6:31 p.m. 
 

1. Approval of September 2020 Board Meeting Minutes 
 

MOTION: Approve September 2020 Board Meeting Minutes 
MADE BY: SECOND BY: VOTE: 
Jewel Davis Christine Marshall Unanimous 

 
2. Public Comments were read. 
3. Election of Board Vice Chair 

a. Both Christine Marshall and Jewel Davis-Tombul were nominated for Vice Chair 
and each was given three minutes to speak on their behalf. 

b. Board members voted via electronic ballot. 
c. Lis announced that Jewel Davis-Tombul received 5 votes for Vice Chair and 

Christine Marshall received 2. Jewel Davis-Tombul is the new Board Vice Chair. 
4. Board Member Pledge Renewal 

a. Each board member was asked to renew their pledge commitment to the board. 
b. Lis Tobia conducted a roll-call vote of members to uphold the pledge. 

5. Volunteer Contribution Policy 
a. Background for the policy and FAQs were discussed. 
b. Public comments and questions were addressed. 

6. EC3 Fiscal Year 2021 Budget Overview 
a. Lis Tobia and Dan Horn reviewed the 2021 Budget for EC3. 
b. Public comments and questions were addressed. 

7. Strategic Plan Update 
a. Lis Tobia and Chris Jackson reviewed the Strategic Plan changes and updates. 

8. Directors Monthly Update 
a. Lis Tobia reviewed monthly enrollment, staffing and finances. 

ADJORN: 7:49 p.m. 
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EC3 Annual Meeting

 October 20, 2020, 6:30 – 8:00 p.m.

 Virtual coordinates

 By Video Conference: https://meet.google.com/sfg-zzry-srf

 By Phone: (US) +1 929-329-2503 PIN: 382 727 149#

 Handouts available here:

 http://ec3kids.org/uploads/file/BoardDocs/2020.10_Board

Meeting.pdf

 Meeting will be recorded

 Please keep your device muted
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EC3’s Board of Directors

 Jewel Davis-Tombul

 Daniel Horn, Treasurer

 Christopher Jackson, Chair

 Ann-Marie Mapes

 Christine Marshall

 Jennifer Plowman, Secretary

 Matt Randall

 Biographical information can be found at this link: 

 https://bit.ly/2IEdEJ5
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https://meet.google.com/sfg-zzry-srf


10/20/2020

2

Welcome and Call to Order

 Introduce Board members, establish quorum

 Establish meeting protocols for public comment and 

other questions

 Jennifer Plowman will monitor chat, respond when able

3

Approval of September Notes

 Chris Jackson will ask for a motion to approve the notes 

from the Board meeting held on 9/15/20

4
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Public Comment

 Chris Jackson will read from comments submitted in 

advance of the meeting

 Additional questions and comments may be submitted in 

the chat area but may not be addressed during the 

public comment portion of the meeting
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Election of Board Vice Chair

 Chris Jackson will introduce nominees for Vice Chair

 Nominees will have up to three (3) minutes to present 

their hopes for the leadership team, if elected

 Christine Marshall

 Jewel Davis-Tombul

 Lis Tobia will text electronic ballot to Board members

 Lis Tobia will announce the voting results
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Board Member Pledge Renewal

 Board members commit to EC3:

 Adhere to code of ethics

 Report all conflicts of interest

 Distinguish between the role of the Board and the role of 
Management

 Be prepared for meetings and other Board work

 Provide fiscal and program oversight

 Participate in Board meetings and major events

 Be EC3 ambassadors

 Provide financial support

 Support EC3 staff

 Adhere to confidentiality and bylaws

 Adhere to whistleblower policy
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Board Member Pledge Renewal

 EC3 commits to Board members:

 Insurance against director and officer liability

 Meaningful service to EC3’s mission and community

 Timely reporting of information and best response to 

inquiry

 Highest and best use of assets

 Efficient and effective meetings

 Encouragement of feedback and constructive criticism

 Being an organization to be proud of
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Board Member Pledge Renewal

 Lis Tobia will conduct a roll-call vote of members to 

uphold the pledge
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Volunteer Contribution Policy: 

Background

 EC3 is a parent cooperative--owned and controlled by its 

families

 EC3's families and staff are not mere customers and 

employees; they are participants in a meaningful and 

important collective, known as the"EC3 family”

 EC3's founders embraced this ideal

 To foster participation in all aspects of the organization

 To make EC3 a viable, sustainable entity of value to the 

greater Lansing community
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Volunteer Contribution Policy: 

Background

 Participation in group activities at EC3 has declined

 Board membership has been difficult to maintain

 Events to raise funds and to maintain/improve the property 

have had decreased attendance

 Codifying volunteerism establishes its value

 Expectation of volunteer hours (five hours per child every 

six months)

 Adding a financial component ($100 deposit every six 

months) highlights the importance of volunteerism
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Volunteer Contribution Policy

 Parents of EC3 students are expected to contribute a 

minimum of five (5) volunteer hours (per child) every 

six months within each fiscal year, from October 1st to 

September 30th

 Opportunities will be established in advance and clearly 

communicated

 Service, not items

 “Deposit” of $100 per child every six months will be 

credited off with participation; remainder applied to 

general fund

 Credits cannot be stockpiled or transferred
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Volunteer Contribution Policy: 

FAQs

 Abrupt introduction; is EC3 in financial (or other) 
trouble?

 Up-front “deposit” vs. back-end “fee”

 Volunteer hours from extended family

 Transferability

 Activities at inconvenient times, places

 No time or energy to volunteer

 Policy modification?

 Link to “volunteer inventory” survey sharing your skills 
and talents: 
https://www.surveymonkey.com/r/C6W72JC
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EC3 FY-2021

Budget Overview
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Foundational Assumptions

 EC3 exists to provide high-quality early learning 

and care to children of families in the Greater 

Lansing Area. “High-quality” is defined by 

standards established by NAEYC and the Great Start 

Initiative, including (but not limited to)

 Credentialed, experienced, teaching staff

 Low teacher-to-student ratios

 Engagement with and support of families

15

Foundational Assumptions

 EC3 strives to have its student body, families, and 

staff reflect the demographic composition of the 

Greater Lansing Area.

 EC3 strives to be a model center in every way, 

including financial sustainability.
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Typical Budget Assumptions

 Revenue and expense estimates are based on 

actual revenue and expenses incurred over the past 

year.

 Variables such as number of enrolled children, 

availability of qualified staff, and certain costs 

(food, health care, etc.) are largely outside of 

management’s control.

 Planning for a “positive net revenue” is an 

appropriate way to reduce the risk of this 

variability.
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This Year’s Budget Assumptions

 The actual revenue and expense incurred over the 

past year—and previous years—are not valid predictors 

of revenue and expense for the upcoming year.

 Not only are certain variables outside of 

management’s control, but they are impossible to 

forecast due to the unprecedented circumstance of 

pandemic disease.

 Because there is no way to reduce the risk of these 

uncertain variables, allowing for the possibility of a 

“negative net revenue” is an appropriate way to move 

forward with budget and operational planning.
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Process for Constructing the 

Budget: Expense

 What will it cost to operate a center meeting the 
foundational assumptions?

 Begin with the fixed costs—those that would be incurred 
regardless of how many families are served and how the 
staff is structured (e.g., mortgage payments, utilities).

 Add program costs—those that have some dependency 
on the number of children and staff, but still meet the 
foundational assumptions (e.g., classroom equipment 
and supplies).

 Add cash reserve savings—those costs that may or may 
not be dependent on enrollment or staffing, but that 
support the foundational assumptions (e.g., savings for 
capital improvements).

 Add people costs—those that are highly dependent on 
the foundational assumptions (e.g., wages, benefits).

19

Process for Constructing the 

Budget: Revenue

 How much will it take to cover the expenses and still have a 
positive net revenue (while being willing to accept a loss)?

 Begin with estimating enrollment—how many children do we 
reasonably expect to (hope to) serve in the coming year? 
(Note: we use estimates that are a percentage of our total 
capacity, which helps account for lapses between 
enrollments and unfilled slots during the year.)

 Add estimates of credits—how much revenue will we forego 
to honor certain policies or incentivize enrollment?

 Add known (hoped for) sources of non-tuition revenue—
government reimbursements, donations, grants.

 Adjust tuition rates until the budget reaches the target 
equilibrium.
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EC3 FY-2021 Budget: Expense

Administrative Expense 

(Low dependence on enrollment or staffing)

Building (Mortgage, Utilities, Maintenance, 

Cleaning)

$87,725

Insurance $24,000

Technology, Professional, and Banking Fees $52,885

Marketing/Advertising, and Office Supplies $15,186

Regulatory Fees $1,450

TOTAL ADMINISTRATIVE EXPENSE $181,246
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EC3 FY-2021 Budget: Expense

Program Expense

(High dependence on enrollment and staffing)

Program equipment, supplies, and activities $37,671

Program food $31,939

TOTAL PROGRAM EXPENSE $69,611
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EC3 FY-2021 Budget: Expense

Cash Reserve Savings 

(Low dependence on enrollment and staffing)

Payroll liabilities reserve $0

Loan payments beyond minimum $0

Building upgrade reserves $0

TOTAL CASH RESERVE SAVINGS $0

 Both the payroll liabilities savings account and the 
building upgrade savings account are sufficiently 
funded; additional contributions are on hold until 
overall budget risk is reduced.

 Accelerated loan payments will not be made.
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EC3 FY-2021 Budget: Expense

Employee Expense

(Largely dependent on enrollment and staffing)

Teaching/classroom staff $807,050

Administrative/custodial staff $221,507

Payroll taxes/expenses $109,233

Benefits $104,832

Staff development & training $7,714

Staff recruitment $1,419

TOTAL EMPLOYEE EXPENSE $1,251,755
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EC3 FY-2021 Budget: Expense

Program 
(Employees)

83%

Program 
(Materials)

5%

Administrative 
(Overhead)

12%

 Total expense: 

$1,502,611
25

EC3 FY-2021 Budget: 

Non-Tuition Revenue
Non-Tuition Revenue

Grants $60,000

Fundraising $50,000

Donations $10,000

Fees and Interest $12,429

Food Program Reimbursement $11,211

Volunteer Contribution Residual $1,904

TOTAL NON-TUITION REVENUE $145,544
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EC3 FY-2021 Budget: Tuition 

Revenue

Tuition 

Revenue

Previous

Weekly

Rate (FT)

New 

Weekly 

Rate (FT)

Previous 

Daily 

Rate (PT)

New Daily 

Rate (PT)

Projected 

Annual 

Revenue

Infants $297 $287 n/a $66 $203,212

Toddlers $297 $287 $68 $66 $609,636

Preschoolers $253 $245 $58 $56 $519,320

Summer Camp $230 $200 $46 $40 $51,866

Employee Tuition Discount (est.) $(20,000)

TOTAL TUITION REVENUE $1,364,034
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EC3 FY-2021 Budget: Revenue

Tuition
90%

Non-Tuition 
(Fees/Reimb.)

2%

Non-Tuition 
(Grants/Donations)

8%

 Total revenue: 

$1,509,579
28
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EC3 FY-2021 Budget

Budget Overview

Operating Revenue $1,509,579

Operating Expense $1,502,611

NET REVENUE $6,967
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What does tuition actually pay 

for? 

Expense Infant-

Toddler

Presch

ool

Summer 

Camp

Administrative 

Expenses
$35 $30 $24

Program Expenses $13 $11 $9

People Expenses $239 $204 $167

New Tuition Rate $287 $245 $200
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Budget Q&A

 What is the annual cost savings for EC3 families?

 Between $416/year and $520/year per FT child

 Between $208/year and $312/year per PT child

 How does this compare to last year’s tuition rates?

 Last fall, tuition increased by 3.8%

 This fall, tuition decreased by 3.3%

 Why is tuition decreasing?

 To make EC3 more affordable for Lansing families

 To make EC3 more competitive among high-quality centers in the 
area

 To increase enrollment

 When will this decrease take effect?

 New rates began on the billing of September 21, 2020

31

Update on Strategic Plan

32
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Update on Strategic Plan

 Expansion into a larger service organization on hold

 Closure of Early LCC

 Covid-19 impact on EC3 operations

 Focus on strengthening Board

 Membership and structure

 Bylaws and committees

 Board retreat to re-tool strategic plan: mid-2021
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Director’s Monthly Update

 Enrollment slowly increasing

 22% in July, 54% now

 Normal enrollment for October: 75%

 Staffing is stable

 No cases yet of Covid-19 among students or staff

 Screening and cleaning protocols continue

 More diligent sick policies for children and staff enforced

 Finances are stable

 Grant funds from MDE, the Community Foundation, and 
elsewhere help cover enrollment/tuition gap

 Auction accounted for $18,000

 Lis Tobia working less on operational matters, focused on 
fundraising
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Questions/Comments from Chat

 Jennifer Plowman will report any questions or comments 

conveyed through “chat”

35

Adjourn
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