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Wabash County READI Proposal

Project or Program Contact Information
Project/Program Name

Shared Services Model for Wabash County Early Childhood Education
Programs

Project/Program Contact

Julie Garber

Project/Program Contact Email

julie@cfwabash.org

Project/Program Contact Phone

(260) 982-4824

Relationship to Project/Program

Director of the Project

Project or Program Location
Address

220 East Main Street
North Manchester, IN 46962

County

Wabash

Project or Program Details
What type of project/program?

Programming

What is the duration of the
project/program?

September 2021-August 2025

Is this a hybrid project and program?

No

Select project/program focus areas.
(You can select multiple)

Grow the Workforce

Share a description of the
project/program.

The Community Foundation of Wabash County has committed significant
unrestricted grant resources to early childhood education believing that
high quality education in the first five years of life has out-sized benefits for
children, families who work and need care, employers who struggle with
talent attraction and retention, and communities that experience a drag on
tax revenues because of low education of its citizens.
As fiscal agent of First Five Wabash County, the county's early childhood
education coalition, the Community Foundation is currently piloting an
innovative business model for early education that replaces a failing system
of operation. The First Five Hub is based on the shared services model
designed by Opportunities Exchange, an early education consulting group.
Shared services uses collaboration between programs to reduce operating
costs, brings parent-pay fees into alignment with costs, and redirects
savings to compensation. Strict adherence to a fee structure that covers
costs, 100 percent fee collection, and maintaining low operating costs are
central to the model.
Currently, the First Five Hub is gearing up to bring seven programs under
one operational unit. Programs remain autonomous entities, but share
administration, technology platforms, professional development,
credentialing costs, purchasing, a substitute pool, and food services. After
the first year, in which FFH has subsidized the model, the hub will transition
into a cooperative model in which member programs pay membership fees
to support the shared services model.
Hub revenues support part time positions that serve all programs in the
hub.
•Hub director (principal or "dean" of early education)
•Business analyst (fee collection and monthly reporting)
•Readiness Coach (staff professionalization)
•IT coordinator (oversees management system software)
First Five Hub seeks a READI grant for three features of the Hub
organization within the Community Foundation of Wabash County. A grant
of $150,000 from READI and $750,000 from private philanthropy will allow
the Hub to increase the directorship from part-time to full-time ($75,000)
over five years, provide financial assistance to qualified low-income families
($25,000), and enroll families in the Community Foundation's early award
scholarship program ($50,000 over five years for $25 seed deposits).

Why is this project/program regionally
significant?

In a study called "Lost Opportunities," commissioned by Early Learning
Indiana and produced by Indiana University Public Policy Institute, research
finds that Indiana businesses lose $1.1 billion in absenteeism and
employee turnover due to inadequate or inaccessible
(childcarehttp://ppidb.iu.edu/Uploads/ProjectFiles/Economic.Impact_Early.L
earning_Sep.28.2018.pdf). The study looks at three urban counties and
three rural counties in the state, finding similar losses in each. Similarly, the
Northeast Region does not have sufficient childcare for the families who
live here and work in our industries. The First Five Coalition in Wabash
County meets regularly with early childhood coalitions in the other ten
counties of the region, working together to uniformly drive up quality,
quantity, accessibility, and affordability in the region. The region has been
growing in awareness that early education has benefits for child
development, family financial stability, employee attraction and retention,
and increased revenues for communities. Savings can be realized across
the region in reduced cost for grade retention and special education,
employee turnover, loss of women in the workforce, and spending for social
services, healthcare, and criminal justice. Robust childcare and major
community investment in childcare and early education is integrally tied to
strong workforce development and social stability in communities.
In a recent Wall Street Journal comparison of childcare investment by
states, Indiana comes in 45th out of 50
(https://247wallst.com/special-report/2021/06/10/states-with-the-best-and-w
orst-early-education/3/). Improvements are coming. The pre-kindergarten
program for four-year-old children has now been opened to any classroom
in which half the students qualify by low income. But only programs that
maintain a quality rating of level 3 or 4 are qualified to offer On My Way
Pre-K. Many programs do not qualify because their teaching staffs have no
credential. The way to improve the childcare and early learning picture in
the region is to make investments community by community. The
Community Foundation and the First Five Coalition are working closely to
drive up quality, quantity, accessibility, and capacity in order to serve more
families and to serve working parents. Investing in early childhood is a
strategy in Wabash County to attract talent to the community and to the
region.

How does this project/program relate to The business model for early childhood education, especially nonprofit
the identified focus area(s)?
care, is difficult to sustain. All education is expensive, but unlike k-12
education, which is heavily subsidized by public dollars, early education is
costly and has little financial support other than parent fees, fundraising
and charitable gifts. To remain accessible to families, programs charge low
fees, which do not realistically cover costs of operation. Breakeven models,
therefore, depend on paying teachers and caretakers low wages. Very few
caretakers in our rural county have a certification for childcare because
they cannot afford college level education costs on the wages they make in
childcare, which, in turn, keeps programs from achieving a quality rating
that would give them access to state and federal support. The current
model is a downward spiral for education programs and for the early
childhood education workforce. The Shared Services Model is an
innovative business model for early education that strives to bring
sustainability to nonprofit early education programs and the education
workforce while maintaining quality.
Early education is important for child development, but also for maintaining
and growing our local workforce. In 80% of Wabash County households, all
adults work and need care for 1600 children. Early childhood education
programs in the county can currently serve 450 of those children in high
quality programs. That gap has a high impact on the workforce. Parents
miss on average 13 days of work annually because of childcare problems.
Low earners, women mainly, are leaving the workforce to stay at home with
children because the cost of quality care is too high. Parents are
unknowingly giving up five to ten years of income, wage increases, training,
and promotions. Meanwhile industries are investing in new employees only
to lose them before they become productive for the company. To keep
Wabash County citizens in the workforce and to attract new families to the
area, we need four times as much quality childcare than is currently
available. The shared services model uses a co-op design to make
childcare businesses sustainable for families and workers. By bringing
seven programs into one administrative, collaborative unit, the First Five
Hub can reduce operating costs, raise revenues, and redirect savings in
operations to compensation. Wabash County is piloting the model for
seven early education programs with advising from Opportunities
Exchange, an early childhood education consulting group, and a grant from
Early Learning Indiana.

What is the project/program timeline?

The First Five Hub pilot will run for five years, 2021-2025.
Fall 2021: Spring 2023: First Five Hub implements the shared services
model
Fall 2022: Member programs of the Hub begin paying membership fees to
sustain the model into the future.
Fall 2023: Early Learning Grant ends. First Five Hub operates on fees and
savings, and seeks grants from the Community Foundation,
First
Five Coalition, Wabash County United Fund, and other local
resources
Fall 2025: Pilot ends.

List the partners involved in this
project/program.

Community Foundation of Wabash County
First Five Wabash County Coalition of ECE stakeholders
Early Learning Indiana
Wabash City Schools
Metropolitan School District of Wabash County
Manchester Community Schools
Manchester Early Learning Center
Wabash First United Methodist Church
La Fontaine Learning Center
Montessori Preschool at the Wabash Presbyterian Church

Project or Program Finances
What is the total amount of READI
program funds requested?

$152,500

Upload a file with project/program
finances.

https://www.formstack.com/admin/download/file/10991779332

What is the sustainability of the
project/program? Share your 3-year
plan.

Year 1: Implement the Shared Services Model, including services such as
common management software, contract food service, reduced duplication
in training costs, and private, state, and federal funding to reduce and cover
operating costs.
Year 2: Begin assessing membership fees from member programs.
Year 3: Add up to two new members annually to improve sustainability.

Describe the return on investment for
this project/program.

In the field of early education, high quality programs bring an average of $7
to the community for every dollar invested. The plan for this investment is
to bring early education programs to the break even point. The return is
calculated in social savings:
1. Talent attraction for young families seeking to move to the area for
employment
2. Talent retention for employers who can save upwards of $5,000 per
employee who stays in a job for five years.
3. Education savings in the form of reduced retention of children in grade
levels and costs of special education for children who are not ready for
school. In 2019, Wabash County spent $67,000 retaining children in a
grade level.
4. Reduced use of criminal justice, social service, and public health dollars.
5. Improved participation of adults in the local economy.
6. Increased tax contribution in communities where adults are fully and
continuously employ, due, in part, to quality, dependable childcare.

Project or Program Assets
Share an image of the project/program.
(Option 1)

https://www.formstack.com/admin/download/file/10991779335

Share an image of the project/program.
(Option 2)

https://www.formstack.com/admin/download/file/10991779336

Share an image of the project/program.
(Option 3)

https://www.formstack.com/admin/download/file/10991779337

Project Cost/Budget – Construction Projects (if applicable)
Description

Acquisition/Rights-of-Way Expense
Design/Inspection Expense
Legal/Financial Expense
Infrastructure Construction Cost
Building Construction Cost
Other Construction Costs

$
$
$
$
$
$
Project Construction Expenses Totals per year $

Total Construction Expenses Project Cost

Totals Per
Category

Cost – Fiscal Cost – Fiscal Cost – Fiscal Cost – Fiscal
Year 2021 Year 2022 Year 2023 Year 2024
-

$
$
$
$
$
$
$

-

$
$
$
$
$
$
$

-

$
$
$
$
$
$
$

$

(all fiscal
years)

-

% of Total
Expense

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

-

Project Cost/Budget – Programs (if applicable)
Cost – Fiscal Cost – Fiscal Cost – Fiscal Cost – Fiscal Cost -- Fiscal Totals Per
Year 2021 Year 2022 Year 2023 Year 2024 Year 2025 Category

Description

Program Director Salary
Financial Assistance to families
Early award enrollment seed

$

60,000 $

60,000 $

60,000 $

60,000 $

60,000

########

39%

$

80,000 $

80,000 $

80,000 $

80,000 $

80,000

########

52%

$

12,500 $

12,500 $

12,500 $

12,500 $

12,500

$ 62,500

8%

$

0%

$
- $
- $
- $
Project Program Expense Totals per year $ 152,500 $ 152,500 $ 152,500 $ 152,500 $ 152,500
(all fiscal $
762,500

Total Program Expenses Project Cost

% of Total
Expense

-

years)

Funding Source
Cost – Fiscal Cost – Fiscal Cost – Fiscal Cost – Fiscal Cost -- Fiscal Totals Per
Year 2021 Year 2022 Year 2023 Year 2024 Year 2025 Category

Description

READI
Other Funds $
Private/Philanthropic Funds $
Local Government Funds $
Total Project Income
Total Project Cost

$ 30,500 $ 30,500
$
- $
$ 122,000 $ 122,000
$
- $
Project Income Totals per year $ 152,500 $ 152,500
(all fiscal years)

$ 30,500 $ 30,500 $ 30,500 $ 152,500
$
- $
$
$ 122,000 $ 122,000 $ 122,000 ########
$
- $
$
$ 152,500 $ 152,500
$762,500

$

610,000.00

(all fiscal years; $
Construction Expenses + Program Expenses)

762,500.00

% of Total
Expense
25%
0%
100%
0%

