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Collective Management: 

New Strategies for Shared Services
Background

A major barrier to financing early care and education programs is the fragile nature of the industry and the absence of economies of scale. Early childhood programs--unlike their counterparts in other industries--tend to be very small. And very small businesses rarely have the financial stability and fiscal expertise necessary to take advantage of new, innovative financing strategies. Because of their size, early childhood programs find it difficult to weather bad economic times (when enrollment might be down), take financial risks (such as borrowing money to grow), or try new educational approaches or service delivery strategies (because they don't have enough qualified staff to do so.) 

While the average child care center serves approximately 70 children, it is not uncommon to find centers that enroll only 30 or 40. Home-based child care providers rarely serve more than 6 children at one time and often have as few as 3 or 4. This is in stark contrast to other fields, such as elementary and secondary education, higher education, subsidized housing, agriculture (which uses a cooperative strategy), and many other sectors that have an administrative infrastructure that can provide stability and economies of scale. 

There are ways that early childhood programs can join forces to stabilize the industry and obtain economies of scale. The report, Collective Management of Early Childhood Programs: Approaches That Aim to Maximize Efficiency, Help Improve Quality and Stabilize the Industry identified a few examples in which participating centers or homes contract with a single entity to provide management support services. These include:

· Staffing Services -- Centers that Care (OH) is a non-profit early care and education employment center that recruits and screens staff on behalf of member child care centers. Child Care Staffing Solutions (NY) is a complete staffing program for child care centers that recruits substitutes/temporary staff, temp-to-hire staff as well as direct placement staff. Participating centers have access to a hotline (from 6am - 10pm Monday -Friday and 6-10pm Sunday) to request staff.  Child Care Services Association (NC) employs six resource teachers full time. These individuals provide on-going support, teacher modeling and coverage for professional development, class preparations and emergencies in participating child care centers.

This issue brief was written by Anne Mitchell and Louise Stoney of the Alliance for Early Childhood Finance on behalf of Smart Start’s National Technical Assistance Center.                                                                                                                                                                                                
· Meal Services - Nation's Capital Child and Family Development (DC) has a large commercial kitchen that caters over 3,000 meals each day for child care centers throughout the city. Child Care Services Association (NC) operates a meal service program that prepares and delivers meals (2 snacks and 1 lunch daily) to child care centers in two counties, and will also handle all USDA food program paperwork. 

New Approaches

Research  on shared services strategies has continued. Over the past year several pilot projects have begun and new strategies are in development. These include:

· Action for Children in Ohio brought together a network of community-based child care programs that bid collectively on a State Head Start contract. The proposal was funded, and these centers now have a shared comprehensive services strategy and will soon launch a new, collaborative data collection system. 

· As part of a 3 year Early to Learn grant from the United Way, the Reinvestment Trust is working with 30 child care centers in Philadelphia, PA on program management/administration. Shared service strategies for marketing, and standardized billing and fee collection procedures, are under development. Shared staff recruitment and common fiscal management software are planned.

· Child Care Ventures in Santa Cruz, CA is conducting focus groups in 12 centers to determine the feasibility of shared services. A range of options are possible, including: an insurance pool for dental services, bulk purchasing, fee collection, hiring a resource specialist for quality improvement, among others.

· Several organizations -- including groups in Wisconsin, North Carolina and Pennsylvania -- are exploring the feasibility of establishing a professional employer organization (PEO) that can serve as the joint employer of staff in child care centers and/or as an "employer of record" for family-based providers. A PEO could help these small businesses purchase affordable health insurance and other benefits.
· A group of early care and education programs in two rural counties in Maine (Kennebec & Somerset) are exploring the feasibility of a "branding" approach to shared services and marketing.

Individuals engaged in launching shared services strategies frequently note that one of the most difficult tasks is marketing the service. The concept of shared services is very new for the field of early care and education, as is work on administrative efficiencies. Helping program directors and boards understand how shared services can strengthen their organization, and identifying which services are most appropriately shared, is a key part of this work.

Other Resources

Collective Management of Early Childhood Programs: Approaches that Aim to Maximize Efficiency, Help Improve Quality, and Stabilize the Industry. 

Stoney, Louise (2004) Smart Start’s National Technical Assistance Center and Cornell University Linking Economic Development and Child Care Research Project.  http://www.earlychildhoodfinance.org/handouts/CollectiveManagementfullreport.pdf
Shared Services Strategy For Child Care Centers
Soller, P.  (2004) Powerpoint presentation on what the early childhood field can learn from the private sector about marketing shared services.

http://www.earlychildhoodfinance.org/powerpoint/Shared%20Services%20Presentation.ppt
Collective Management 

S. Balboni (2004) Powerpoint presentation on the experiences of Community Partners, Inc. prepared for Region I Child Care Conference. 

http://www.earlychildhoodfinance.org/powerpoint.htm
Kinderstreet Cost Assessment Model

www.kinderstreet.com
Discussion Questions

1) What have we learned current practice with shared service strategies? What works? What are some of the best ways to start? What doesn't work as well?

2) Why should an umbrella organization (such as a Child Care Resource and Referral Agency or Community Development Financial Institution) engage in fostering a shared services strategy? What is a realistic role for these agencies?

3) How can we most effectively market this approach to early care and education program directors, boards and practitioners?
4) How can we most effectively market this approach to funders?







