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1.0 Executive Summary

Scientific research proves and early childcare is key in child development and has a positive influence on
childrenbés devel opment and school r e atangibblecand . Qual i
intangible resources which pose certain chglsnin obtaining those and carry certain costs. This results

in an overall high cost of childcare. Those barriers extend over to social inclusion programs and projects

which are notoriously under resourced.

Crann Support Group is a social enterprise thiapsrts early childcare centres (ECCs) and voluntary social
inclusion projects by providing a shared services model to thrgsmizationsThis model is unique for
Ireland however it also exists in the United States of America and has been provenryosbecsessful in

both circumstances.

This report is a summary of project work that focusc
impact was twofold, directly on partnerirgganizationsand indirectly through their work, on local
communities. ie report is supplemented by a presentation on the same subject.

The project work included primary research into the subject, engagement and interviews with key Crann
representatives Marie Daly, CEO of Crann and Rachel Grant, HR Manager for Crann Gaadprfinity
project l i ai son) , online survey for Crann Groupds

board members, project managers from partnexggnizationsand also secondary research.

The report provides overview of tleeganizationitself, presents results of the survey and focus group

exerciseandobservations and conclusicaisout childcarand impact measurement from external sources.

The survey highlights the huge importance Crann Support Group has for all Community Childcare
Organizationd CCOs) and Community Voluntary Social Inclusion Programs (CVSIP). The results reveal
that the model Crann offers to those entities is vital to their existence and in many cases lack of those

services would mean many of them would cease to tgpera

Focus group exercise was conducted in Crann location in Navan on the 3rd of March 2020. The group
consisted of directors of CCOs, board members of Crann and managers of social programs and projects.
The exercise built on the online survey and explémdquestions in more detail. Results emphasized the

survey findings and Cr anordgasizatbisr ect i mpact on al l p

)
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In the next part of the report the team presents key indicators which are divided on direct and indirect impact
categories. It dcusses cost savings and quality of childcare as well as introduces examples of similar

support models from the US.

The final part of the report consists of recommendations the team is making to Crann. It consists of a

dashboard for impact measuremengatty of change chapter and conclusions.

2.0 Context of the problem

Early Childhood care plays an important role in c¢hi
families with young children. The quality of childcare can have a positive influencehildren's
development and school readiness by providing valuable educational and social experiences. High quality

childcareis characterized as:

b Having wellqualified, weltpaid, stable staff, low chitddult ratios, and efficient management.
b Offering a program that covers all aspects of ctidslelopmentghysical, motor, emotional, social,
language and cognitive development).

Research shows that oriligh-quality provision can deliver welbeing and appropriate development to young
children.As an increasing number of mothers in Ireland are in the workforce and most children ages 3 and
older, now attend a childcare facility on a regular basis, it has become critical that young children from all
backgrounds should have access to {jgahlity chidcare and early education.

It is also important that the childcare facilities are affordable to all categories of families. In IfEhend,
National Childcare Schenprovides subsidies to lpeparents meet the cost of quality early learning and care
for early childcare and scheage childcare. It replaces all previous targeted childcare syppgramswith

a single, streamlined and udgendly scheme. It is also important for the childcare facility to focus on the

cost so that they can offer affordabl@ldcareto community families.

Crann is a unique example of arganizationthat through its busess model is enabling Early Childcare
Centres (ECCs) to provide quality and affordable childcare and a variety of social inclusion programs. The

challenge thiorganizationis facing and a question it is asking itself is around the impact their worknhas o

! "Early childhood education and care - Child care i Early ...." http://www.child-encyclopedia.com/child-care-early-
childhood-education-and-care. Accessed 21 Mar. 2020.



https://www.youtube.com/watch?v=Q_bLPdEWmcI
https://www.youtube.com/watch?v=Q_bLPdEWmcI
http://www.child-encyclopedia.com/child-care-early-childhood-education-and-care
http://www.child-encyclopedia.com/child-care-early-childhood-education-and-care
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the ECCs and in the end on the communities themselves. Measurement of this impact is also something Crann

would like to develop.

3.0 About Crann

Crann as a company was established in 2012, however as a model of shared services it can trace its early

roots to 1999 when Marie Daly identified a need for preschool and afterschool service for children in county
Meath. Itgrew organically and very fast, reflecting big demand for quality and affordable childcare in the

local communities of the county.

Theol | owi ng excerpts from ACr ann0 23 & ad eamgamieatioaen dt hoep e r «

best.

ACrann Support Group ( Croaganizationivoskingato improvenanchenhiance v ol un't
the governance and operations of community childoaganizationdCCOs) and community voluntary

social inclusion projects (CVSIPs) through the provision of shared business services. Crann is responsible

for the administraton of i n excess of 07M (2018 audit figures
Crann works within the principles of community development and believes that by working together we

can achieve more. 0

Crann has a total of 21 CCOs & CVSIPs membdre awvail of some oall their shared business services
which enable them to be more effective and impactful at what they do.

ACrann is responsible for providing for 787.3 chil
972 children across itB0-membercommunity childcare centres in Co. Meath and Co. Dublin in 2018. An
additional service joined the group in 2019atidition,six other centres avail of Crann services and provide

a further 440 childcare places. 0

It is also responsible for socialclusion projects that support parenting, the long term unemployed and
specific issues for vulnerable families. In providing these projeetsibers CVSIPprovide services to:
85 Young People; 90 Families; 187 Adults; 452 Job Seekers; and 130 CE paHicipa

Crann is responsible for 201 staff members and 113 CE participants employed and working across member
CCOs and CVSIPS.

The illustration on page 6 represents early years of Crann formation: 2099.
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Fig-1: Snapshobf Crann formation

FORMATION OF CRANN

Ballnvor = Serving 130 children
2008 at any one time

The Boa f
2007 CRANN Support service trorm each EEC
established fram H
RIM chi LUstamah s ‘
2003 - 2006 Meath County Cour * fund g
0 the
lat ide Nawvan Community loined
mited compary EQCP funding came to an end programme. [SEF)
1999 - 2003 ' . ) in 2006, This was replace by
: | : NCIP (The national childcare

Investment programme) = a
five year programme to

improwve the quality in early
childcare

actabliched
equent absentee. The *  Challenge in recruiting a
najority of the staff absence manager ~Lack of suitable
1 ! qualified persannel in
childcare sector

d quantity of childcare places in Ireland, support greater social inclusion and facilitate women and men to participate in or return to,
ds.

3.1 Activity of Cranrt

A total of 21 CCOs & CVSIPs are members of Crann @tilize some orall the services provided. These

include:

[@]3

Management of community enterprise services including consultancy and program development

0 Human Resource Management

0 FinanceManagement preparation accounts to audit stage

0 Education and Training

0 Community Employment Scheme

0 Catering

0 Facilities Management including transport, maintenance, caretaking, and cleaning
0 Procurement Management and Reception

2 Crann Strategic & Operational Plan 2022023
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The benefits of being a membeof Crann include:

0 It allows membeprganizatiorto focus on core business activities

0 It gives confidence and reliability in the management and human resource services

0 It gives access to significant expertise and knowledge working within thprofinsector

0 It gives confidence and reliability in the accuracy and efficiency of accountancpagmall
services

0 It ensures compliance with statutory legislative law

0 It maximizestraining and qualified personnel

0 Itis cost effective

CRANN SUPPORTED CCO's

v

i

= L

Meath T !
eath Travelers Summerhill Community

Childcare CLG

workshopCLG

Lagore Road «—
Community (-
Duleek Community
Childcare CLG
Ballivor Community
Childcare CLG

Others CCO’s who avail of services
from the a la carte menu.
Kilmainhamwood Childcare CLG

CRANN Support Group zfzpmtree Early Education Centre
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4.0 Project work

The task given to the Trinity Team Innov8 was to help Crann measure its social impact in a more effective
and accurate way. The initial project briefing talked about creating a plan for that measurement and listed

proposal of specific deliverables:

0 A ATrhyeoof Changeo for Crann, including specific
0 impact measures.
0 Aligning impact measures that clearly relate to specific outputs of Crann partners.
0 A plan for how to measure that impact on an annual basis.
After initial conversatils wi t h Crann CEO Marie Daly and Rachel Gi

liaison, Teaminnov8 identified the following steps/questions that would allow for successful project

delivery.

STEP TWO:
STEP ONE: How do we know STEP THREE: STEP FOUR:
What differem;e do we are making a What is the Can we prove that
difference...? difference we are we made a
we want to make...? N .
making...? difference...?
Vision/Mission Indicators
Outputsfoutcomes Arranging audit
Walues (org) ) . H
o Consulting Collate / analyse data Social audit panel
Objectives (org) - N i
. stakeholders Draft Social (options);
Key aspects checklist A
. Confirming scope Accounts Statement
Stakeholder analysis ) ) ; :
Social Accounting (Basic or advanced Social Report
Key Stakeholders
Plan levels) summary
Implementing plan
SOCIAL REPORT &
SUMMARY

Fig-2: Setting the context
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Step One: What difference/impact dgeCrann want to make?

Crann has a clear vision, mission, principles and values and this defines the impagatiwationvants
to make for the CCOs and CVSIPs

Purpose

CRANN works as a partnership
with CCOs and CVSIPs, working
together to improve and enhance

Vision
Community Childcare Organisations (CCOs)

and Community Voluntary Social Inclusion the operations of these

Projects (CCSIPs) attain good governance, organisations and projects in their

are sustainable, and deliver a high quality local communities.
service to their local communities.
. Value
Mission .
) ) o Integrity, Person centred,
Community Childcare Organisations (CCOs)
and Community Voluntary Social Inclusion
Projects (CVSIPS) are supported by the

provision of shared business services in the

Innovation & Inclusion

Principles
Our principles guide our code
of conduct tow

people we serve and

areas of business management and
program development, human resource

management, finance management,

education and training, community
employment schemes, catering, facility
management and procurement.

Fig-3: Vision, Mission, Purpose & Value

StepTwo: How does Crann know it is making a diffecefimpact?

Getting feedback from CCOs and CVSIPs was key in answering this question. Trinity Team Innov8 sent a
short online survey with ten questions to all representatives of manrdgmerizationsThe results clearly

show that the vast majorityf CCOsand CVSIPs believe that Crann makes a huge impact and difference
to theiroperationsThe results are summarizeddhapter 5.1This also formed a base for a focus group
exercise which delved into key quest$o This is summarized ohapter 5.2

Results from the survey and focus group were essential in establishing key indicators of the impact that
Crann is having on CCOs and CVSIPs.
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StepThree: What is the diffeence/impact Crann is making?

Trinity Team Innov8 collected financial data from Crann and representation of member CCOs and CVSIPs.
After analysis and interviews with the accounting department, the team came up with the cost benefit
analysis and the saviagnade by therganizationsvailing of Crann services. The team also validated the
savings with the similar shared service model doiidcare organizations in the United States. These
financial benefits are considered a direct impact Crann has on the @@DCVSIPs with additional
indirect impacts also identified. Results are detailedhiapter 6.11t is important to note that indirect
impacts are not quantified, as they would require engagement with Crann maeanioe partnering
organizationdn a much more detailed manner and that is simply beyond the feasibility of this project.

Instead, study of indirect impact is based on publicly available research.
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StepFour: Can Crann prove it is making thidference/impa@

With all the analysis and the research complete Trinity Team InswvBnarizedhat ina social impact
measurement dashboard for Crann. The team thinks this impact dashboard can be updated, validated,

included in annual reports and evardited on a yearly basis.

€736

isthe average cost of the
childcare in the organization
where CRANN support is
utilized, which is much lesser
than the Meath county cost of
€780

33.5 hrs

is the average time spend by
a child in the childcare, which
is higher than the national
average of 27 hrs.

€2M

approx £2M savings made by
childcare facilities by using
the CRANN support

€12M

Savings for every 100 crime
by preventing a youth from
becoming a typical career
criminal -

-4.6%

reduction in childcare cost
compared to 2013 figure in
Meath County and 5th place
in the cost among other

323

average number employment has
been created by the community
childcarefacility wherethereis
CRANN Support

348 (41%)

no. of disadvantage family utilize
the affordable childcarefacility
out of 854 families

county
+10%

increase in child registrationin

theyear 2019 in the community

child care where CRANN provide
support

-12%

reductionin Crime in county
meath is reported in 2018

Fig-4: Dashboard for impact measurement




t Crann Support GroupTCD Social Enterprise Project
CRANN

5. Outcome from online survey and focus group

5.1 Online Survey 20
. . participated in
The survey consisted of ten questions. The team usetitey s o088 9 o Survey
| o s RRRRRRRNRE
monkey and it was sent to 40 individuals representing differen 'i' ’ﬁ‘ 'i‘ 'ﬁ 'i' '.m fﬁ‘ ’i‘ fﬁ 'i‘
CCOs and CVSIPs and 30 responded (75%). Completeresult o o o « « o s o o =
™YY

can be accessed here:
https://www.surveymonkey.com/results/SANR6GKPQT7/

Survey Q1: How much of an impact do you feel your work/work of

your organization/project/program has on the local community?

62 percent of CCOs agree that 6A |
local community through their work
38 percent of CCOs agree that 0A g

to the local community through their work

@ Agreatdeal ofimpact @ A lot of impact

Graph1: Survey Q1
Survey Q2: How much of an impact does Crann have on the work
of your organization/project/program?
62 percent of CCOs agree that

on their organization.

34.5 percent of CCOs agree tha
their organization.

6.6 percent of CCOs agree that Crannisnkin 6 moder at

of impact on their organization.

® Agreatdeal @ Alot A moderate amount

Graph2: Survey Q2

3 "SurveyMonkey. https://www.surveymonkey.comAccessed 26 Mar. 2020.



https://www.surveymonkey.com/results/SM-FR6GKPQT7/
https://www.surveymonkey.com/results/SM-FR6GKPQT7/
https://www.surveymonkey.com/results/SM-FR6GKPQT7/
https://www.surveymonkey.com/
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Survey Q3: What are the most important

dimensions of impact that cooperating with o
F|nan(:|al_(e.gj
savings

Crann creates?

_ Opergtic#ja_l (e.g.
. . . . . . o Increased eficienc’
Financial savings, improve operational efficienc )
Reputat_iopal (e._?H
help in keeping the repation of the organization,  Crannis seenas

something positive)

improve customer impact, and help them "Customer" impact

(parents, children

. . etc.)

comply with regulatory requirements. Regulatory impact
(compliance with

statutory legislative
law and regulation)

Among the thirty, twentythree people we

other

surveyed, mentioned that apart from the above f

categories, Crann is also providing procureme
advantag in a form of bulk buying.
Graph3: Survey Q3

Survey Q4: How easy is it to cooperate with Crann?

45 percent of CCOs said that it is extreme essayor
them to cooperate with Crann.

45 percent of CCOs said that itviery easyfor them to

cooperate with Crann.

10 percent of CCOs said that isismewhat easyor them
to cooperate with Crann.

Below, is a complete list of comments associated with 1

question @ Extremely easy @ Very easy Somewnhat easy

Graph4: Survey Q4

AVery supportiveo
ALocal Di rpoadhaedbyscustomess aadpCrann do not appreciate this. Some medium size expenses
are incurred without consultation. o

AThere's always help at the other end of the phone w
Governance issues and their team igvays proactive and they communicate very effectively with their

me mber s. 0

AApproachable, timely, accountable, knowledgeabl e, thc¢
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Survey Q5: What are the most important services

Consultancy and

delivered by Crann to your program

HR Management

organization/project/program? Finance and

accounting

. . Education & Trainil

Top 3 most important services are: veaton & Treimng
Procurement
Management

d Organizationafovernance O vemance
. Facilties
0 HR management Management

Expertise in dealing
6 Finance and accounting i

Other

0 2 4 6 8 10

Graph5: Survey Q5

Survey Q6: Are you aware of any viable alternatives to the
services Crann is providing to your

organization/project/program?

Only two members mentioned that there is an alternative to C

servicesii Wheel o

Comments:

ifWheel 0

@ Yes (please elaborate in the comment field) @ No

s reputation and pro_ y e

ACrann
extended the impact and services of the organization's outside Graph-6 : Survey Q6
Co . Meat h. o

Survey Q7: What kind of challenge would it be for
your organization/project/program if you had to
perform services delivered currently by Crann, in-

house or use other business entities?

93 percent of the people satht it would be extremely

hard or a big challenge to sustain their activity without 1

support of Crann services

@ It would be extremely hard and unsustainable @ It would be a big challenge and hard to sustain...
» Neither big nor small, we could cope

Graph-7 : Survey Q7
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Survey Q8: Overall, are you satisfied or dissatisfied with your

experience with Crann?

Around 68% are vergatisfied, however 7% are neutral, eith

satisfied or di ssatisfied a

@ Verysatisfied @ Satisfied Neither satisfied nor dissatisfied

Graph-8 : Survey Q8

Survey Q9: What would you like to see Crann do more of/less of for your

organization/project/program? Is there anything that would help you achieve your results better?

Below complete list of comments:

0 Publicity within the community local radio etc. meetvith board once term
0 They stay and continue to facilitate confidence indttganization

0 Long term planning for the futurd our project in terms of the building/location.
0 Consistency of service and compliance across all service providers.

0 Continue to provide governance support as they have been.

0 Continue to develop the good support

0 Excellent supports as iespecially linksvith other providers re Govt policy
0 Greater understanding and clearer understanding of roles and functions
0 nothing. Crann does a super job

0 More Spot checking and internal audits

0 Training

0 Website site development. Bookings online.

0 Greater parent involvement. improvid processes,

0 Crann are very helpful in all aspects of building a successfidnization

0 More on quality provision for the children

0 Not sure. Currently Crann provides a comprehensive service.

Survey Q10: Please sharany additional comments you might have to any of the questions:

™y
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| don't know many of the Cranmembers. Itvould be nice to connect

They totallystabilizedan organizationand that meant it stayed open for the community

| couldn't answer questions 3 &% properly. Every time | clicked a number from dinep-down

menu it would undo aumber,| had picked for one of the other answers.

For a smallorganizationCrann are a great support to have and access to their guidance

Recent strategic plan should prde renewed focus for each Board

Nothing else to add

Excellent body

The services of Crann are constantly being stretched beyond breaking point. They need a funding
stream, separate from what its members can afford to pay, to employ a larger team. The key
personnel within Crann are required to work long hours to sustain the services they supply. The
first phase of development is now well established and functioning to capacity, but the funding
stream available to therganizationleaves it financially vulneble and curtails its potential
growth.

See above. Very satisfied with Crann and the expertise and support provided to Lagore

It is a pleasure working with Crann. They have supportedasganizationto develop better
governance and sustainability for the future in a community working in a disadvantaged area.

We would really struggle without the support of Crann
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5.2 Focus Group

Trinity Team Innov8organizeda focus group exercise with 17 represtiws from different CCOs and
CVSIPs on the 3rd of March. The

approximately 2 hrs. It was conducted in a form of moderated discussion. The team recorded the audio of

session took pl ace
the session. The exase was observed by Crann CEO Marie Daly and Rachel GHiRtManager for

Crann.

FOCUS GROUP - WHO WE SPOKE TO

William Keegan
Ballivor Commmunity
Childcare (CLG)

Fran Bryne
Trim Community
Childcare & Lilliput

Enda Lydon
Navan Community
ChildcareCLG

Laytown
Frank Andrews Marguerite
Duleek Community O’ Loughin Mary Gormley
i . Ronanstown
Childeare Simonstown Community Childcare
Childcare Facility y
. Deirdre Kelly
Sinead Goman Madeleine Ballivor
Lagore Road Thornton Community
Community Childcare Simonstown Childcare
Childcare Facility
Elder Bolger Irene Farrell
O'Hora Moira Doyle Crann Support Group
Summerhill CLG Community

Lagore Road

Community Childcare EmploymentScheme

Community Childcare

Barbara Bolger

Helen Fleming Claire Diamond East Coast Family Cathreen Sherrock Se Fulham
Lagore Road Trim Community Resource Centre South Meath response to Navan Community
Community Childcare Childcare & Lilliputs (Bettystown and Teanager Childcare
Laytown Laytown)
Matt Melvin Andy Ogle
Navan Community Trim Community Tom Malone Rachel Grant Marie Daly

ChildcareCLG

Meath Job Club

Childcare & Lilliput
Laytown

Fig-5: Picture from Focus group

CRANN SupportGroup

CRANN Support Group

The discussion revolved heavily around the impact Crann hadl tre organizationsand how various

examples of that may be. Partiaiis wereawareof the difficulty of measuring social impact. They

highlighted that i f it
Key points highlighted during the focus group session:

0 There is still growing denmal on Crann services

(@]

wa s

not for

Crannos

Teachers and site Directors can focus on children and their primary duties and goals

ser vi
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0 Shared services model enables monetary and time savings and reinvestment of those resources in
primary purpose of CCOs and CVSIPs

0 High administratie costs limit investment in skilled workforce

0 Economies of scale & specialization

0 Sharing staff promotes efficiency; eliminates duplication of effort

0 Joint planning and procurement can reduce costs e.g. bulk buying of supplies or contracting on
behalf of he entire Carnn group.

0 Crann was integral part of community bringing cohesion

0 There is demand among the member CCOs and CVSIPs for more consultancy services from Crann

e.g. risk management, auditing.

Fig-6: Snapshot of what we heard























































