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Agenda 

 What is sound business management and why 
is it so hard? 

 Key principles for effective interventions: 
• Strategic training 
• Easy-to-use tools and resources (free or low-cost) 
• TA linked to training 
• Training/TA that builds on “teachable moments” 
• Trainers/TA providers that understand both business and ECE 
• Support for Shared Services 

 Cost-effective ways States can support sound 
ECE business management 
 



Why is Sound ECE Management  
So Important? 

• High-quality ECE is essential 
• Sustainable quality requires strong pedagogical and 

business leadership  
• Poor fiscal management is the #1 reason ECE programs fail 
• Even programs with high QRIS/ERS scores may fail to see 

fiscal trouble until it is too late 
• States invest large sums of money helping ECE programs 

improve quality, only to see many of those programs close or 
limp along offering poor quality 
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Change Management Challenges: 
Provider Level 

 Lack of business knowledge, skills and tools among ECE 
managers 
• Time and resource constraints to invest in tools, training 

and TA 

 Training and TA that does not get absorbed: 
• Too broad-brush, not specific to the program’s needs 
• Not organized in manageable, “digestible” steps 
• Not enough follow-up, one-on-one help to apply 

tools/principles 
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Change Management Challenges: 
Provider Level 

 Lack of motivation to change because: 
• Don’t believe it will make a difference 
• Don’t understand what to do/how to do it 
• Generally not held accountable for business results (by 

funders, board or policy makers) 
• Overwhelmed with everyday job 
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Change Management Challenges: 
System Level 

• ECE leaders, funders and policy makers often fail to see 
the importance of sound business management in 
sustainable, high quality ECE 

• Lack of systemic data on industry norms, costs, 
customers, business models 

• Historic focus on individual, small business as “best” 
model is flawed  

• Little focus or investment in system-building at the 
provider level 
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Sound ECE Management 
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Pedagogical 
Leadership 

Business 
Leadership 

High 
Quality 
ECE 



Effective Business Leadership: 
The Iron Triangle of ECE Finance 

• Ensure full 
enrollment – every 
day, in every 
classroom 

• Collect tuition and 
fees – in full and on-
time 

• Revenue covers per-
child cost (tuition, 
fees + 3rd party 
funding) 



The Iron Triangle Matters 
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Net Income for Center: 
 Intensive Focus on Iron Triangle 

Basic Approach "Iron Triangle" Approach

• “Iron Triangle” Approach: 95% enrollment, 2% uncollectible debts   
• Very difficult to achieve with high subsidy co-pays, low absence policy & no targeting 
• Very difficult to achieve in smaller centers 

 
 



Effective Pedagogical Leadership 
 Instructional Leadership – from Site Directors or site-

based quality improvement staff to deepen teaching and 
learning 
• Regular classroom observations 
• Reflective supervision of teachers 
• Assistance with child assessments 

 Teachers meet regularly, in professional learning 
communities, to reflect on their work 

 Classroom teachers make home visits  
 Children receive the individualized, reflective teaching 

they need to succeed  
 

10 



The Many Roles of an ECE Director 

The average US child care center serves 75 children;  
In many centers a single director is responsible for multiple tasks. 



Effective Interventions 
• Strategic training 
• Easy-to-use tools and resources (free or low-

cost) 
• Technical Assistance linked to training 
• Training/TA that builds on “teachable moments” 
• Trainers/TA providers that understand both 

business and ECE 
• Support for Shared Services 



Effective Business Training is Strategic 

• Specific, hands-on, focused on providers’ needs, 
delivered in manageable steps.  

• Intentionally linked to on-going TA 
• Links to, and reinforces use of, technology  
• Trainers understand both ECE and business 

management 
• Takes advantage of Teachable Moments (e.g. training at 

tax time; or linked to grants/loans) 
• Includes referrals for Shared Services when program is 

too small to support skilled administrative team 
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Free and Low-Cost Tools and Resources 

 ECESharedResources.org 
• National site (www.ecesharedresources.net) 
• State-customized site (e.g. http://www.sharedsourcepa.org) 
• ELV linked to Alliance Core/Jitasa  

 First Children’s Finance Child Care Business Resource 
Center 

 OppEx webinars (on the Iron Triangle, Knowledge Hub 
and Shared Service) 















Capacity Building Shared 
Services 

For help with everything from 
general maintenance, to 
facilities issues, to financial and 
accounting management, calls 
blasts and more, our services 
are available 24/7. 

Click here for a complete list of 
services and to learn more. 

Ask an Expert 

Have a question about your 
facility, accounting practice, HR 
issue, etc.? 
Let the experts help lend clarity 
to your most complex concerns. 

Click here to submit your question 
and receive a call back within 1 
hour. 

Service available Mon – Fri  8a – 5 
p  

Capacity Building Shared 
Services 

For help with everything from 
general maintenance, to 
facilities issues, to financial and 
accounting management, calls 
blasts and more, our services 
are available 24/7. 

Click here for a complete list of 
services and to learn more. 

Ask an Expert 

Have a question about your 
facility, accounting practice, HR 
issue, etc.? 
Let the experts help lend clarity 
to your most complex concerns. 

Click here to submit your question 
and receive a call back within 1 
hour. 

Service available Mon – Fri  8a – 5 
p. 

Business Operations>> 
Family Engagement >> 
Forms 
Health >> 
Posters 
Safety >> 
Shared Services >> Shared Services >> Collections & 

Reconciliation       - Parent 
Fees 
Cleaning Services 
Financial Management 
Fuel Program 
Insurance 
Maintenance Dispatch 
Legal 
Property Inspection 





States with Web-Based ECE “Knowledge Hub” 
May 2015 



First Children’s Finance Dashboard 
http://www.firstchildrensfinance.org/ 





Child 
Management 
System 
Off-the-shelf tools can 
be used. These include: 

Child Care Manager 
(screen shot, right) 

ProCare 
OnCare 
EZCare 
….and many others 

Some States have 
customized software: 

AllianceCORE 
ChildWare in PA 



More Free Resources On-line 

Recorded Webinars on: 
• The Iron Triangle  

 of ECE Finance 
• The ECE Knowledge Hub 
• Shared Services 

Opportunities Exchange 
www.opportunities-exchange.org 

 

http://www.opportunities-exchange.org
http://www.opportunities-exchange.org
http://www.opportunities-exchange.org


NH Example: Business Training/TA 
 Need for Iron Triangle training for the field 
 Business Management, in general, is most 

requested TA topic 
 State Plan Strategies (6.1) 

• CCR&R TA Specialists  --  utilize content experts from CCR&R 
staff and regional consultants; share knowledge with other T&TA 
specialists; go out in pairs  

• Progressive Training and TA pilot (25 programs statewide) – 3 
options on TA menu; one is on PD; training in Shared Services is 
a benefit of participation; tie the two together; takes baby steps 

• Utilize Directors’ Collaboratives to explore business practices and 
Shared Services further.  



NH Example: Business Training/TA 
State Plan Strategies (6.1) (cont.) 
 Training: 

• Communicate Clearly and Get Results - Hands-on training: 
clear job descriptions + performance evaluation = improved 
employee practices. 

• Standards of Practice: considers staff learning styles; use of PD 
plans in reflecting and identifying PD goals; assists in adapting to 
change and adhering to standards of practice. 

• Managing Legal Risks with Holly Elissa Bruno 
• Leadership Summit and follow-up day 
• Community of Practice – cross-sector  group for TA Specialists 

in NH; implement with teachers as well 
• Plus On-going training (webinars) on the Knowledge Hub – for 

practitioners and TAs  



NH Example: Business TA 
TA practices to strengthen provider’s business practices (6.2.3) 
 Business TA topics included:  

• Hiring and retaining qualified staff 
• Staff scheduling 
• Marketing to increase enrollment 
• Transition help/support for new Directors 
• Requirements for Directors to train new staff 
• Licensing applications 
• Review of staff and family handbooks 
• Expansion of Program  

 New TA Initiative just for Shared Services 
• Accessing and navigating the SS platform 
• Action planning around using resources 
 
 



NH Example: TA Scenarios 
Demonstrates TA practices to strengthen provider’s business 
practices (6.2.3) (cont.) 
 Center Director: Introduced Online Provider Services (OPS), 

provider talked about program expansion and need to get 
work done to accommodate such; referred to Seacoast Early 
Learning Alliance:  
• Use of Technology 
• Program Expansion 
• Use of teachable moments 

 Family Child Care: asked for help re: late payments, introduced 
OPS- no time with admin work; discussed policy changes, use 
of a handbook; support in “confrontation”- impact on business 

• Iron Triangle- fee collection 
• Parent/provider communication: Policies and handbooks, courage to 

collect 
• Take advantage of motivation to change 



TA Linked to Business Practices:  
National Examples 
 First Children’s Finance – Growth Fund 
 Community Development Financial Institutions: 

• Self-Help (North Carolina, statewide) 
• Low-Income Investment Fund (national) 
• Local Initiatives Support Corporation (LISC) (national) 
• Nonprofit Facilities Fund (national) 

 Business/Economic Development Organizations 
• Good Work Network (New Orleans) 
• Nehemiah Gateway CDC (Delaware) 
• Capstone Community Action (Vermont) 

 McCormick Center (National Louis University) – PAS/BAS 
 



Beyond T/TA: Encourage Shared Services 

Services provided by Hub: 

• Administrative services 
(billing, fee collection, 
subsidy paperwork, CACFP 
administration, etc.) 

• Fundraising 
• Bulk Purchasing 
• Human Resources 
• Staffing 
• Professional Development 
• Quality/Classroom supports 
• Comprehensive services 
• And more…. 



Fellow Alliance Members Great North              
Advantage  ECE Shared Resources 

Early Learning NH /       
VB3 

Alliance Leadership 

You 

The support you need so you can focus  
on the job you love.  

Your “Verizon Network” 

Share Staffing, Assets and Expertise 



ELV 



OppEx website: www.opportunities-exchange.org  

http://www.opportunities-exchange.org


Beyond Training: NH Policy Exploration 
Embed business outcomes in QRIS 

• Metrics based on Iron Triangle (enrollment, fee collection, cost per 
child) required for annual report 

• Free membership to Knowledge Hub as QRIS benefit 
Recognize benefits of “economies of specialization” in ECE 
management: 

• Revise licensing rules to enable shared leadership/administration 
among sites (= utilizing more skilled staff doing what they like) 

• Offer a “business hub” for small stand-alone programs.  
• Explore feasibility of using contracts to encourage shared services 

among existing partners such as CCR&R, SACC, college tuition 
assistance, expulsion prevention. 

SS is not done TO/FOR you, but WITH you. Requires 
engaging providers in baby steps.  



Resources 
• First  You Have to Pay the Bills: Training and TA Focused on the Business 

Side of ECE  by Louise Stoney and Susan Blank. Exchange Magazine, 
September 2012 

• Delivering Quality: Strengthening the Business Side of Early Care and 
Education by Louise Stoney and Susan Blank. September 2011 

• The Iron Triangle: A Simple Formula for Financial Policy in ECE Programs 
by Louise Stoney. Exchange Magazine, March/April 2013 

Webinar that features the ECE Knowledge Hub: 
http://opportunities-exchange.org/wp-content/uploads/ECE-Knowledge-Hub-
FINAL12-16-14.pdf 

Shared Services examples, tools, resources:www.opportunities-exchange.org  
ECE Finance reports and resources: www.earlychildhoodfinance.org  
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