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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
children’s development and school readiness. Quality childcare services require a lot of tangible and
intangible resources which pose certain challenges in 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 that supports early childcare centres (ECCs) and voluntary social
inclusion projects by providing a shared services model to those organizations. This model is unique for
Ireland however it also exists in the United States of America and has been proven to be very successful in

both circumstances.

This report is a summary of project work that focused on measurement of impact of Crann’s services. The
impact was twofold, directly on partnering organizations and indirectly through their work, on local
communities. The 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 Group (and Trinity
project liaison), online survey for Crann Group’s members, focus group with key individuals: directors,

board members, project managers from partnering organizations and also secondary research.

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

exercise, and observations and conclusions about childcare and impact measurement from external sources.

The survey highlights the huge importance Crann Support Group has for all Community Childcare
Organizations (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 operate.

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 explored key questions in more detail. Results emphasized the

survey findings and Crann’s direct impact on all partnering organizations.
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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 discusses 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 measurement, theory of change chapter and conclusions.

2.0 Context of the problem

Early Childhood care plays an important role in children’s development and provides valuable support to
families with young children. The quality of childcare can have a positive influence on children's
development and school readiness by providing valuable educational and social experiences. High quality

childcare is characterized as:

e Having well-qualified, well-paid, stable staff, low child-adult ratios, and efficient management.

e (Offering a program that covers all aspects of child development (physical, motor, emotional, social,
language and cognitive development).

Research shows that only high-quality provision can deliver well-being 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 high-quality childcare and early education.*

It is also important that the childcare facilities are affordable to all categories of families. In Ireland, The
National Childcare Scheme provides subsidies to help parents meet the cost of quality early learning and care
for early childcare and school-age childcare. It replaces all previous targeted childcare support programs with
a single, streamlined and user-friendly scheme. It is also important for the childcare facility to focus on the

cost so that they can offer affordable childcare to community families.

Crann is a unigue example of an organization that through its business model is enabling Early Childcare
Centres (ECCs) to provide quality and affordable childcare and a variety of social inclusion programs. The

challenge this organization is facing and a question it is asking itself is around the impact their work has on

! "Early childhood education and care - Child care — 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. It grew organically and very fast, reflecting big demand for quality and affordable childcare in the

local communities of the county.

The following excerpts from “Crann strategic and operational plan 2020 - 2023” describe the organization
best.

“Crann Support Group (Crann) is a community voluntary organization working to improve and enhance
the governance and operations of community childcare organizations (CCOs) and community voluntary
social inclusion projects (CVSIPs) through the provision of shared business services. Crann is responsible
for the administration of in excess of €7M (2018 audit figures) and maintains assets to the value of €5.6M.
Crann works within the principles of community development and believes that by working together we

can achieve more.”

Crann has a total of 21 CCOs & CVSIPs members who avail of some or all their shared business services
which enable them to be more effective and impactful at what they do.

“Crann is responsible for providing for 787.3 childcare places (437.6 FTE and 349.7 Seasonal places) for
972 children across its 10-member community childcare centres in Co. Meath and Co. Dublin in 2018. An
additional service joined the group in 2019. In addition, six other centres avail of Crann services and provide

a further 440 childcare places.”

It is also responsible for social inclusion projects that support parenting, the long term unemployed and
specific issues for vulnerable families. In providing these projects members CVSIPs provide services to:
85 Young People; 90 Families; 187 Adults; 452 Job Seekers; and 130 CE participants.

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: 1999 - 2012.
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Fig-1: Snapshot of Crann formation
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3.1 Activity of Crann?

A total of 21 CCOs & CVSIPs are members of Crann and utilize some or all the services provided. These

include:

e Management of community enterprise services including consultancy and program development
e Human Resource Management

e Finance Management preparation accounts to audit stage

e Education and Training

e Community Employment Scheme

e Catering

e Facilities Management including transport, maintenance, caretaking, and cleaning

e Procurement Management and Reception

Z Crann Strategic & Operational Plan 2020 - 2023
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The benefits of being a member of Crann include:

e |t allows member organization to focus on core business activities

e |t gives confidence and reliability in the management and human resource services

e |t gives access to significant expertise and knowledge working within the non-profit sector

e |t gives confidence and reliability in the accuracy and efficiency of accountancy and payroll
services

[ J

It ensures compliance with statutory legislative law
e It maximizes training and qualified personnel

It is 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 ztzplntree 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:

® A “Theory of Change” for Crann, including specific mission, goals, outputs and
e impact measures.
e Aligning impact measures that clearly relate to specific outputs of Crann partners.

e A plan for how to measure that impact on an annual basis.

After initial conversations with Crann CEO Marie Daly and Rachel Grant Crann’s HR Manager and project
liaison, Team Innov8 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 does Crann want to make?

Crann has a clear vision, mission, principles and values and this defines the impact the organization wants
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
areas of business management and
program development, human resource
management, finance management,
education and training, community
employment schemes, catering, facility

management and procurement.

Innovation & Inclusion

Principles
Our principles guide our code
of

Fig-3: Vision, Mission, Purpose & Value

Step Two: How does Crann know it is making a difference/impact?

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 member organizations. The results clearly
show that the vast majority of CCOs and CVSIPs believe that Crann makes a huge impact and difference
to their operations. The results are summarized in chapter 5.1 This also formed a base for a focus group
exercise which delved into key questions. This is summarized in chapter 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.




Crann Support Group - TCD Social Enterprise Project
CRANN

Step Three: What is the difference/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 savings made by the organizations availing of Crann services. The team also validated the
savings with the similar shared service model for childcare organizations in the United States. These
financial benefits are considered a direct impact Crann has on the CCOs and CVSIPs with additional
indirect impacts also identified. Results are detailed in chapter 6.1. It is important to note that indirect
impacts are not quantified, as they would require engagement with Crann members and partnering
organizations in 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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Step Four: Can Crann prove it is making the difference/impact?

With all the analysis and the research complete Trinity Team Innov8 summarized that in a social impact
measurement dashboard for Crann. The team thinks this impact dashboard can be updated, validated,

included in annual reports and even audited 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
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5. Outcome from online survey and focus group

5.1 Online Survey

The survey consisted of ten questions. The team used the survey

]
()
monkey?® and it was sent to 40 individuals representing different 'i'
CCOs and CVSIPs and 30 responded (75%). Complete results fﬁ‘

can be accessed here:
https://www.surveymonkey.com/results/SM-FR6GKPQT7/

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 they are making ‘A lot of impact’ to the
local community through their work

38 percent of CCOs agree that they are making ‘A great deal of impact’
to the local community through their work

Survey Q2: How much of an impact does Crann have on the work
of your organization/project/program?

62 percent of CCOs agree that Crann is making ‘A great deal’ of impact

on their organization.

34.5 percent of CCOs agree that Crann is making ‘A lot’’ of impact on
their organization.

6.6 percent of CCOs agree that Crann is making a ‘' moderate amount”’

of impact on their organization.

Graph-2: Survey Q2

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

30

participated in
Survey

=ife =ile =ile
=ife =ie =ie
=ilfe =ile =ie
=ille =He =He
=ile =ille =He
=ile =ie =ie
=ie =Re =ie
=ilfe =ifle =ille
=ile =ije =i

@ Agreatdeal ofimpact @ A lot of impact

Graph-1: Survey Q1

® Agreatdeal @ Alot

A moderate amount


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

Crann creates?

Financial savings, improve operational efficiency,
help in keeping the reputation of the organization,
improve customer impact, and help them to

comply with regulatory requirements.

Among the thirty, twenty-three people we
surveyed, mentioned that apart from the above five
categories, Crann is also providing procurement

advantage in a form of bulk buying.

increased efficiency)

Financial (e.g.
savings)

Operational (e.g.

Reputational (e.g.
association with
Crann is seen as
something positive)

"Customer" impact
(parents, children
etc.)

Regulatory impact
(compliance with

statutory legislative
law and regulation)

other

Graph-3: Survey Q3

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

45 percent of CCOs said that it is an extreme essay for

them to cooperate with Crann.

45 percent of CCOs said that it is very easy for them to

cooperate with Crann.

10 percent of CCOs said that it is somewhat easy for them

to cooperate with Crann.

Below, is a complete list of comments associated with this

question.

“Very supportive”

@ Extremely easy @ Veryeasy Somewhat easy

Graph-4: Survey Q4

“Local Directors are approached by customers and Crann do not appreciate this. Some medium size expenses

are incurred without consultation.”

“There's always help at the other end of the phone when required. Also, Crann is very well versed in

Governance issues and their team is always proactive and they communicate very effectively with their

members.”

“Approachable, timely, accountable, knowledgeable, thorough make it easy to deal with Crann”

10
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Survey Q5: What are the most important services
Consultancy and
program

HR Management

organization/project/program? Finance and

accounting

delivered by Crann to your

. . Education & Traini
Top 3 most important services are: seson S e
Procurement
Management
Organizational

e Organizational governance govemance
Facilities
e HR management Management

Expertise in dealing
with

e Finance and accounting

Other

o
N
IS
-3
-

10

Graph-5: 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 Crann

services - “Wheel”

Comments:

“Wheel”

@ Yes (please elaborate in the comment field) @ No
“Crann's reputation and progress over the last 20 years has

extended the impact and services of the organization's outside Graph-6 : Survey Q6
Co. Meath.”

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 said that it would be extremely

hard or a big challenge to sustain their activity without the

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 very satisfied, however 7% are neutral, either

satisfied or dissatisfied and they should be Crann’s focus.

@ 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:

e Publicity within the community local radio etc..... meet with board once term
e They stay and continue to facilitate confidence in the organization

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

e Continue to provide governance support as they have been.

e Continue to develop the good support

e Excellent supports as is - especially links with other providers re Govt policy
e Greater understanding and clearer understanding of roles and functions

e nothing. Crann does a super job

e More Spot checking and internal audits

e Training

e \Website site development. Bookings online.

e Greater parent involvement. improved hr. processes,

e Crann are very helpful in all aspects of building a successful organization.

e More on quality provision for the children

e Not sure. Currently Crann provides a comprehensive service.

Survey Q10: Please share any additional comments you might have to any of the questions:
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I don't know many of the Crann members. It would be nice to connect

They totally stabilized an organization and that meant it stayed open for the community

I couldn't answer questions 3 and 5 properly. Every time | clicked a number from the drop-down
menu it would undo a number, | had picked for one of the other answers.

For a small organization Crann are a great support to have and access to their guidance

Recent strategic plan should provide 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 the organization leaves it financially vulnerable 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 supported our organization to 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 Innov8 organized a focus group exercise with 17 representatives from different CCOs and

CVSIPs on the 3rd of March. The session took place in Crann’s location in Navan Co. Meath and lasted

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

the session. The exercise was observed by Crann CEO Marie Daly and Rachel Grant - HR Manager for

Crann.

FOCUS GROUP - WHO WE SPOKE TO

William Keegan
Ballivor Commmunity
Childcare (CLG)

Frank Andrews
Duleek Community
Childcare

Sinead Goman
Lagore Road
Community Childcare

Elder Bolger
O'Hora

Lagore Road
Community Childcare

Helen Fleming
Lagore Road
Community Childcare

Matt Melvin

Navan Community
ChildcareCLG

Enda Lydon

Navan Community
ChildcareCLG

Fran Bryne
Trim Community
Childcare & Lilliput

Laytown

Marguerite

O’ Loughin

Simonstown
Childcare Facility

Mary Gormley
Ronanstown
Community Childcare

Deirdre Kelly

Madeleine Ballivor
Thornton Community
Simonstown Childcare
Childcare Facility
Irene Farrell
Moira Doyle Crann Support Group

CLG Community
Employment Scheme

Summerhill
Community Childcare

Barbara Bolger

Claire Diamond East Coast Family

Trim Community Resource Centre
Childcare & Lilliputs (Bettystown and
Laytown Laytown)
Andy Ogle

Tom Malone
Meath Job Club

Trim Community
Childcare & Lilliput
Laytown

Fig-5: Picture from Focus group

Cathreen Sherrock

South Meath response to
Teanager

Rachel Grant
CRANN SupportGroup

Se Fulham
Navan Community
Childcare

Marie Daly
CRANN Support Group

The discussion revolved heavily around the impact Crann has on all the organizations and how various

examples of that may be. Participants were aware of the difficulty of measuring social impact. They

highlighted that if it was not for Crann’s services they would cease to operate and provide their service.

Key points highlighted during the focus group session:

e There is still growing demand on Crann services

e Teachers and site Directors can focus on children and their primary duties and goals
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e Shared services model enables monetary and time savings and reinvestment of those resources in
primary purpose of CCOs and CVSIPs

e High administrative costs limit investment in skilled workforce

e Economies of scale & specialization

e Sharing staff promotes efficiency; eliminates duplication of effort

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

e Crann was integral part of community bringing cohesion

e There is demand among the member CCOs and CVSIPs for more consultancy services from Crann
e.g. risk management, auditing.

WHAT WE HEARD

Improve Quality

Increase the
N employment in
Reduce Crlm.e in the community -
the community - especially for
from the early the vulnerable
start. families.

Fig-6: Snapshot of what we heard
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6.0 Defining the Key indicators

Based on the outcomes of the focus group and the online survey, Trinity Team Innov8 developed key
indicators for Crann support service. The Team categorized the impact into two categories: direct and
indirect. Direct impact is the benefit that CCOs and CVISPs are getting by using the Crann support services.

Indirect impact is the impact those CCOs and CVISPs have on their local communities.
Direct Impact:

e Cost reduction,
e Improvement in quality of the childcare

e Time reduction (e.g. quicker in preparing financial statements)
Indirect Impact:

e Improve quality of life

e Increase Employment

e Long-term reduction in criminal behavior

e Access to affordable childcare

e Rate of return is high on inventing in disadvantaged children's
e Boast social mobility of children

e Children receiving early care perform on average better than others at the age of 15 years

6.1 Measuring the Cost Savings

One of the biggest advantages of Crann is the knowledge and experience acquired over twenty plus years.
This translates into the main benefit of the shared services concept: affordability. COOs and CVIPS are
unable to get similar offering and pricing of services from any other provider of business services. This also

means that Crann services are unique in Ireland in this “sector”.

To estimate the cost savings, the project team analyzed the accounts but also asked focus group participants
what their 3 key areas of spending and what kind of spending are would they have to make if Crann services

were not available. Focus group has identified the following resources.

e HR Manager e Legal advisor
e Accountant e Cleaning & maintenance
e Facility Manager e Catering

The Team also reviewed Crann’s yearly financial statement in order to understand revenue levels on a

yearly basis. The Team then estimated the cost of a full time or dedicated employee for each childcare
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center. Cost savings is calculated by the difference between the cost of employment and the cost invoiced

to CCO or CVISP. From this calculation, the average savings for each childcare center is calculated

at around €100,00 to €150,000 a year. Also, if the Crann support is not available, every childcare center

must spend around 35% to 45% of their turnover to the cost of employees.

Below table presents some concrete examples. In the absence of Crann, childcare centres like Lagore,

Duleek and Laytown would have to spend more on staff salaries than their turnover, so they would simply

become unsustainable. The detailed analysis is attached in the annexure-1

Table-1: Cost Savings

Percentage spent on staff

Total Cost of|Invoiced by salary, if Crann support is
Employ Crann Cost Savings |Turnover not used

Ballivor € 181,000 € 38,341 € 142,659 € 397,665 46%

Navan € 181,000 €59,010 € 121,990 € 494,629 37%

Simonstown € 181,000 €35,135 € 145,865 € 386,856 47%

Trim € 241,000 € 61,967 € 179,033 € 705,396 34%

Summerhill € 201,000 € 24,220 € 176,780 € 299,643 67%

Lagore € 238,500 € 13,430 € 225,070 € 222,446 107%

Duleek € 238,500 €5,176 € 233,324 € 68,457 348%

Laytown € 238,500 €6,572 € 231,928 € 102,785 232%

Cost of Employment Vs Cost charged by CRANN

B Costof Employment [l Cost charged by CRANN

€300,000
€200,000
€100,000

€0
Ballivor

Navan Simonstown Trim  Summerhill Lagore

Graph-9

Duleek
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6.2 Cost of childcare in county Meath

The national average monthly cost of a 2-year-old in full-time care is €745 — a 5.5% increase since 2013,
according to a nationwide survey conducted by Newstalk. Kildare, Meath and Louth were placed in fourth,
fifth and sixth place respectively in the survey. However, Meath and Clare were the only counties to register

a fall in childcare costs when compared to 2013 figures.*

County 2013 2018 % Difference
Dublin €963.30 €1,047.49 | 8.73%
(o) _Wicklow €955.96 €1,006.63 5.3%
+5.5 /Q Cork €870.78 €896.65 2.97%
; Cn , Kildare €814.45 €850.61 4.44%
nationwide increase in | _____ { Meath €817.26 €780.00 2.56%
cost of childcare Touth €706.33 (322 %1) 5.2%
Westmeath €663.00 €758.33 14.37%
. Wexford €731.68 €756.60 3,4%
! Kerry €679.90 €740.48 8.91%
' Umerick €693.33 €728.00 %
i Donegal €697.66 €719.33 3.1%
| Kilkenny €664.73 €715.00 7.56%
i Galway County €684.66 €715.00 4,43%
i Galway City N/A €828.75
' Mayo €640.46 €715.00 11.63%
0 sligo €637.86 €702.00 10.05%
-4.6 /o Waterford €667.33 €702.00 5.19%
Laols €676.00 €702.00 3.84%
reduction in childcare Carlow €619.66 €669.06 7.97%
cost when compared to Cavan €678.16 €701.13 3.38%
2013 figure in Meath Offaly €656.28 €687.91 4.81%
County ROSCOMMON €613.60 €682.50 11.2%
Clare €684.66 €677.08 -1.1%
Monaghan €640.46 €671.66 4.87%
Leftrim €624.00 €658.66 5.55%
Tipperary €650.43 €663.86 2.06%
Longford €602.33 €650.00 7.91%

Fig-7: Cost of childcare-county wise

Above data shows there is a reduction of 4.6% in cost of childcare in county Meath, while at the same time
the national average cost of childcare is increasing to 5.5% since 2013. It cannot be claimed that there is a
direct correlation between the Crann operations and services and the cost of childcare in county Meath, but
it is one of the factors in this reduction. Please note that there are 197 childcare centres in county Meath,

out of which 33 are the community centres and 164 are private childcare units®.

4 "Childcare costs up 5.5% nationwide: Here's a county-by ...." 19 Aug. 2018, https://www.thejournal.ie/childcare-

costs-up-5-5-nationwide-heres-a-county-by-county-breakdown-of-creche-costs-4189609-Aug2018/. Accessed 27
Mar. 2020.

5 "Early Years Sector Profile Report 2017/2018 - Pobal." https://www.pobal.ie/app/uploads/2018/11/Early-Years-
Sector-Profile-Report-2017-2018.pdf. Accessed 27 Mar. 2020.



https://www.thejournal.ie/childcare-costs-up-5-5-nationwide-heres-a-county-by-county-breakdown-of-creche-costs-4189609-Aug2018/
https://www.thejournal.ie/childcare-costs-up-5-5-nationwide-heres-a-county-by-county-breakdown-of-creche-costs-4189609-Aug2018/
https://www.pobal.ie/app/uploads/2018/11/Early-Years-Sector-Profile-Report-2017-2018.pdf
https://www.pobal.ie/app/uploads/2018/11/Early-Years-Sector-Profile-Report-2017-2018.pdf
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6.3 Shared service model for ECE in US

Example of similar model in US

Shared services involve sharing within an organization or group. Specifically, it refers to one part
of an organization or group providing a service that had previously been found in more than one
part of the organization or group. Thus, the funding and resourcing of the service is shared.

Shared accountability for results is a fundamental tenet of a shared-services approach. All partners
need to ensure that the agreed results are delivered based on defined measures. This approach is
emerging as a strategy for maximizing the impact of resources invested in early childhood,
primarily for those providing direct services to children and their families. This strategy be
supportive of system financing. By providing ways to support a program or provider, it allows

funding to be redirected or allocated in different ways®.
The following are proven results of shared services in early childhood:

e Reduced or shared costs and time through joint purchasing, staff sharing, centralized
administration, or some combination.

e Shared program or administrative capacity-building using common tools and systems,
shared mentoring and supervision, and collaborative improvement processes.

e Reinvestment of cost and time savings into enhanced program quality.

There are a growing number of emerging and successful shared-services alliances in the early
childhood sector. In “intensive” shared-services models, a local or regional network of centers,
homes, or both collaborates and shares staff to deliver services more efficiently and with greater
attention to quality. When organizations come together to participate in a shared service, they are
often identified as an alliance. These alliances may use a range of business models to operate.

e Sound Child Care Solutions (SCCS) in Seattle is a local example of shared services.
According to its website, “SCCS is a consortium of seven child care centers that creates
stable child care by sharing administrative, accounting and human resource functions,
while simultaneously investing in improved teacher practices by providing ongoing

professional development opportunities in alignment with our commitment to undoing

6 "Shared Services - Early Childhood Training and Technical ...."
https://childcareta.acf.hhs.gov/systemsbuilding/systems-guides/financing-strategically/maximizing-impact-public-
funding/shared-services. Accessed 27 Mar. 2020.



https://childcareta.acf.hhs.gov/systemsbuilding/systems-guides/financing-strategically/maximizing-impact-public-funding/shared-services
https://childcareta.acf.hhs.gov/systemsbuilding/systems-guides/financing-strategically/maximizing-impact-public-funding/shared-services
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institutionalized racism, and providing quality care and education to the children we
serve’.”

e In Fairfax, Virginia, the Infant Toddler Family Day Care is a shared-services

consortium of providers that receive a wide range of support and services including
marketing, training, monthly billing and collections, professional networking, support
to parents, and a substitute pool.

e Quality Care for Children, in Georgia, is a hub for web-based services that are offered

statewide. These shared services include cost savings on food and supplies, templates,

and support documents.

6.4 Approach to Shared service model for ECE

This is the approach adopted by the opportunity exchange service in the US to transform
the ECE business to a more affordable and quality childcare. They have the online
knowledge hub to share the knowledge and information, this is where the Crann support
service can implement in future. More automation will also improve the efficiency and

reduce cost.

Transactional Transformational

‘ Intensive Staff-

Sharing
Sharing Back Staff-sharing in
‘ Office many areas,
Networking Billing, fee \Slgﬁjrgg core

collection, etc.

. Some shared
Sharing resources, e.g.
Information maintenance,

Online training
“Knowledge

Hub”
Modest cost/time savings Resources re-allocated from admin to classroom

Fig-8: Approach to Shared service for ECE

" Shared Services | Office of Child Care." https://childcareta.acf.hhs.gov/systemsbuilding/systems-
guides/financing-strategically/maximizing-impact-public-funding/shared-services. Accessed 27 Mar. 2020.



http://www.infanttoddler.com/
http://www.qualitycareforchildren.org/
https://childcareta.acf.hhs.gov/systemsbuilding/systems-guides/financing-strategically/maximizing-impact-public-funding/shared-services
https://childcareta.acf.hhs.gov/systemsbuilding/systems-guides/financing-strategically/maximizing-impact-public-funding/shared-services
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Below are the some of the benefit calculated and published in the opportunity exchange - A shared

service organization for ECE®

e Finances — bad debt decreased to approximately 2% + cost savings

e Enrollment — centralized marketing efforts support high enrollment

e Choice for families — high quality options in center or home-based care, full day year-round
for Head Start

e Time — center directors now focus most of their time on supporting teachers, instead of on
administration

e Teachers — salaries increased and able to offer other benefits

e Child Outcomes — 85% of children score “Exceeding Widely Held Expectations” on
Teaching Strategies GOLD

e Family Supports — Classroom teachers do home visits

6.5 Savings calculator

The infographics® (Fig-9) shows the savings made by using the shared services. Using this
infographic, The Team have calculated the savings by reducing the time spent by the director and the

technical assistant for the activity.

Activity Hours saved/month Cost Saving/month
Purchase of Material Staff - 3 hrs.; Director - 5hrs $218.5
Creating Job description Staff - 35hrs; Director - 2hrs $577.5
Risk Management Plan Staff - 22 hrs.; Director - 25hrs $1,194
Employee Handbook and Family handbook Staff - 32 hrs.; Director - 18.5hrs $1,112

8 "Examples of Shared Service Alliance Organizational Structure.” https://opportunities-exchange.org/wp-
content/uploads/Examples-of-Alliance-Org-Structure_2020.pdf. Accessed 27 Mar. 2020.
% "ECE Shared Resources | Home." https://www.ecesharedresources.com/. Accessed 27 Mar. 2020.



https://opportunities-exchange.org/wp-content/uploads/Examples-of-Alliance-Org-Structure_2020.pdf
https://opportunities-exchange.org/wp-content/uploads/Examples-of-Alliance-Org-Structure_2020.pdf
https://www.ecesharedresources.com/
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Total Savings per month $3,102
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] L e '
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Fig-9: Infographics for cost savings calculator

Call 1.877.861.8315

office supplies

up to 24% savings in

School supplies
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email for marketing email
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Payroll processing

100% in Job

posting
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Source: Save Money
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6.6 Measuring the impact on Crime rate

Studies suggest that there is a direct link between early child education and the crime rate.

Child Parent Centers: High Scope/Perry Preschool:
Violent Arrest by Age 18 Chronic Offenders (over 4 arrests) at Age 27
15% 35%
9%
' i 7%
Youth who received Those who did
Youth who received Those who did preschool program not
preschool program not

Fig-10: Comparison crime rate for child attend the preschool Vs those who do not attend

e 70% of Children who did not participate in the preschool program were more likely to be arrested
for a violent crime by age 18

e Disadvantage children will be Five time more risk that they would become chronic lawbreakers
as adult, if we leave disadvantage children out of the preschool program?®

e Forevery $1 investment in the early child education, we can get $7 return without counting the
pain and suffering from crimes*!

e $1.3M potential benefits in saving high-risk youth from becoming a typical career criminal -
study by Vanderbilt University

From the OECD data (Fig-11), the rate of return to one euro invested in educational interventions for

disadvantaged and well-off children are very high during early childhood education.

10 (PDF) Long-term Effects of an Early Childhood Intervention on ...." 5 Sep. 2016,
https://www.researchgate.net/publication/11992955 Long-

term_Effects of an Early Childhood Intervention on_Educational Achievement and Juvenile Arrest A 15-
Year Follow-up_of Low-Income_Children _in_Public_Schools. Accessed 28 Mar. 2020.

11 »Benefits and Costs of the High/Scope Perry Preschool Program." 26 Apr. 2003,
http://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.466.303&rep=repl&type=pdf. Accessed 28 Mar. 2020.



https://www.researchgate.net/publication/11992955_Long-term_Effects_of_an_Early_Childhood_Intervention_on_Educational_Achievement_and_Juvenile_Arrest_A_15-Year_Follow-up_of_Low-Income_Children_in_Public_Schools
https://www.researchgate.net/publication/11992955_Long-term_Effects_of_an_Early_Childhood_Intervention_on_Educational_Achievement_and_Juvenile_Arrest_A_15-Year_Follow-up_of_Low-Income_Children_in_Public_Schools
https://www.researchgate.net/publication/11992955_Long-term_Effects_of_an_Early_Childhood_Intervention_on_Educational_Achievement_and_Juvenile_Arrest_A_15-Year_Follow-up_of_Low-Income_Children_in_Public_Schools
http://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.466.303&rep=rep1&type=pdf
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interventions for disadvantaged and well-off children

>> Rates of return to one °|ro invested in educational
at different stages of the life cycle (2006)

s
Rate of o
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Source: Adapted from Cunha et al. (2006) in Wossmann (2008), Efficiency and equity of European education and training
policies

Fig-11: OECD' data on return on investment in ECE

Crime and Violence in County Meath

We have also looked at the crime and violence rate in the county Meath. The change in crime rate in county
Meath dropped down to -3 per cent between 2007 to 2011(Fig-12). However, county Trim, Navan,
Summerhill & Ballivor have significant reduction in crime rate from 20 to 35 per cent. At the same time

there is an average increase in population of 15 to 28 per cent (Fig-13) in the county Meath'®

The local newspaper Meath Chronicle reported that the Crime in Meath has dropped sharply in 2018, falling
by 12 per cent overall since 2017. Crime figures fell throughout the County, but Kells saw a massive fall

of 22 per cent in its crime figures.'*

12 »Investing in high-quality early childhood ... - OECD.org." Investing in high-quality early childhood education
and care (ECEC). Accessed 28 Mar. 2020.

13 "Maps at Local Authority Level - AIRO, Maynooth University." http://airo.maynoothuniversity.ie/mapping-
resources/airo-census-mapping/local-authority-modules. Accessed 28 Mar. 2020.

14 »Crime down 12 per cent in Meath - Meath Chronicle."
https://www.meathchronicle.ie/news/roundup/articles/2018/12/11/4166402-crime-down-12-per-cent-in/. Accessed
28 Mar. 2020.



https://www.oecd.org/education/school/48980282.pdf
https://www.oecd.org/education/school/48980282.pdf
http://airo.maynoothuniversity.ie/mapping-resources/airo-census-mapping/local-authority-modules
http://airo.maynoothuniversity.ie/mapping-resources/airo-census-mapping/local-authority-modules
https://www.meathchronicle.ie/news/roundup/articles/2018/12/11/4166402-crime-down-12-per-cent-in/
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Total Offences Committed, Meath, % Change 07-11
“Click of botttom of table to sort values”
County Station Measure Values
Meath Navan % Change 07-11 -19.7 _'-
Ashbourne % Change 07-11 37 89.3 60.9
Laytown % Change 07-11 I 0.5
Kells Ceanannus Mor % Change 07-11 0.7
Dunboyne 5 Change 07-11 28
Trim % Change 07-11 349 I
Dunshaughlin % Change 07-11 EXE
Duleek % Change 07-11 -22.4
Baile Atha Bul %, Change 07-11 -33
Nobber % Change 07-11 R
Slane % Change 07-11 -36.7 -
Enfield % Change 07-11 993 I
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Click Here to Sort
Fig-12: Crime data in county Meath
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Fig-13: Population data in county Meath

6.7 Measuring the Quality of Childcare

The research evidence supports the contention that better-quality childcare is related to better cognitive and
social development for children. While these effects of childcare quality are in the modest to moderate

range, they are found even after adjusting for family selection factors related to both the quality of care and
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to children’s outcomes. Numerous studies have found short-term effects of childcare quality on children’s
cognitive, social, and emotional development during the preschool years. Longer-term effects lasting into
the elementary school years have also been found, although fewer longitudinal studies have been conducted
to examine this issue. Moreover, these results indicate that the influences of childcare quality are important
for children from all backgrounds. While some studies have found even stronger effects for children from
less advantaged backgrounds (suggesting that this issue may be even more critical for children already at
greater risk for school failure) the findings indicate that children from more advantaged backgrounds are

also influenced by the quality of care.’®

The graph below (Fig-XX) shows the cognitive academic achievement increases with the increase in

the quality of early child education.

109
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99

Cognitive Academic Achievement

98
2 21 22 23 24 25 26 27 28 29 3 31 32 33 34 35 36 37 38

Quality

Fig-14: Positive effects on
cognitive academic achievement at age 15 in line with exposure to higher quality childcare (NICHD).
Source: Vandel. D L et al,2010%¢

Factors which include the quality of childcare

®  The quality of the ECEC primarily depends on high quality interactions between staff and

children, which depends on workforce quality.

®  (Quality workforce depends on qualification of the staff and the salary paid

15 »Childcare - Early education and care: Impact on child ...." http://www.child-encyclopedia.com/child-care-early-
childhood-education-and-care/according-experts/child-care-and-its-impact-young-1. Accessed 19 Mar. 2020.

16 *Do Effects of Early Child Care Extend to Age 15 Years ... - NCBI."
https://www.nchi.nlm.nih.gov/pmc/articles/PMC2938040/. Accessed 28 Mar. 2020.



http://www.child-encyclopedia.com/child-care-early-childhood-education-and-care/according-experts/child-care-and-its-impact-young-1
http://www.child-encyclopedia.com/child-care-early-childhood-education-and-care/according-experts/child-care-and-its-impact-young-1
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC2938040/
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In 2012, Early Childhood Ireland conducted a survey to provide members with information on the current
levels of pay and salaries in the early childcare and education sector in Ireland. Some of the Key Issues
emerging from the survey'’

®  Low pay compared to national average

®  Pay rates are not commensurate with higher qualification levels.

®  The ECCE scheme opens for only 38 weeks of the year with part time employees

®  ‘parents want to pay less, but staff want pay rises’,

®  cmployers from the survey remarked “the wages reflect the low value of the childcare sector”
Comparing the salary data from 2012 till now, there is no change in the average salary for the early child
care worker i.e., €11 to €12.5 per hour, which is less than the national average salary of €16.1'® for the

part time
2012
Recentdata
FETAC 5/6 FETACS/6 level 7 Llevel 7
qualfiaton qualification qua ification qualfication
JobTde Naags Rarge tat 0N Average Range thet 0% et Preschool Teacher, (but not €10- €15
per hour TRoORMISN  perhour roosgmte Special Education)
Pt 27  €100014.00 €1235  €1000-1600 Early Childhood Educator (ECE) €10-€14
ProSchad £07% 00200 ciogs esoons0 child Care Leader €10-€14
Roam €1096 €5.00-12.50 €1076 €9.00-1150
Lemcler Operations Manager €10- €22
Chidcare €982 ¢865-10.5 €999 €865-1050 P 9
€068 9001200 €086  ¢s001300 Nanny €9-€15
Aber Sdod €043  €9.00-11.00 €1026 €9.00-1200 : g
Aesstare Production Supervisor €11-€19
Muf €11.49 €950-12.50 €1325 €9.50-1600
L'ES
Sercd €105  €865-10.5 €184 €86513.00 Child Care Assistant €9-€12
arye
Superveor €1210  €100014.00 €1264 €10.00-14.00 Child Care / Day Care Worker €10-€13
R 1285 €105016.00 0383 €11001600 Retail Store Manager €10- €16
Mareger €490 €20018.00 €16.76 €1250-2200
. Construction Foreman €15-€28
€106S €1085
Mn“" ik €9.00-12.50 £€950-1600

Fig-15: Salary data for the childcare employee
worker. The savings made by using the shared services will help the employer to invest in pay scale

increases for the employee there by improving the quality of the childcare

7 Early Childhood Ireland Salary Survey 2012 - Early Childhood ...." Salary Survey 2012 - Early Childhood Ireland -
Inspiring and enabling members to provide quality experiences for young children and their families. Accessed 29
Mar. 2020.

18 "|rish workers earn an average of €23 an hour and a yearly ...." 11 Jun. 2019, Irish workers earn an average of €23
an hour and a yearly salary of €39,000, according to CSO figures. Accessed 29 Mar. 2020.



https://www.earlychildhoodireland.ie/work/research-2/previous-projects/early-childhood-ireland-salary-survey-2012/
https://www.earlychildhoodireland.ie/work/research-2/previous-projects/early-childhood-ireland-salary-survey-2012/
https://www.thejournal.ie/rish-workers-earn-an-average-of-e23-an-hour-4677090-Jun2019/
https://www.thejournal.ie/rish-workers-earn-an-average-of-e23-an-hour-4677090-Jun2019/
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Pre-school is Very important since the transition from ECE to primary school is a big step for most

children.

The changes include:

®  the types of activities they engage in

®  the ways in which adults interact with them
® their physical surroundings

®  the number of peers

® the rules and routines.

ECEC benefits can disappear if quality is not
sustained in primary education

The Combined Impact of Pre-School Quality and Primary School
Effectiveness: Mathematics at the end of primary school (United Kingdom)

Primary School Effectiveness: u Very low / Low Medium / High / Very High
0.8
0.7 0.67
0.60
0.6 056
0.5 045
§ 0.43 041
Tt 04
£
0.29
“ 03
0.2
0.1
0
0 i = 1
No Pre-school Low Medium High
Pre-school quality

Notes: Reference group: No pre-school and Very Low / Low Effectiveness
Source: Sammons. P.. Sylva, K.. Melhuish, E.. Sirai-Blatchiord, L. Taggart, B.. & Hunt. S. (2008). Eff

Fig-16: Preschool effectiveness Vs Quality of preschool

From the above graph Fig-16 (Source: OECD?®) the effectiveness in performance of the child is high if
he/she attends the quality pre-school compared to the child who does not attend the pre-school.
Currently, we don't have data to quantify the quality of Childcare facilities for Crann CCO’s - We are
proposing Crann to adopt the National Framework for Early childhood education to evaluate the
quality of the childcare service.

19 *Investing in high-quality early childhood ... - OECD.org." https://www.oecd.org/education/school/48980282.pdf.
Accessed 29 Mar. 2020.



https://www.oecd.org/education/school/48980282.pdf
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7.0 Recommendations

Crann is making the following commitments in their “Strategic and operational plan 2020 - 2023”

“Crann overall focus for the next three years will be as follows:

1. Expanding the innovative shared business service of Crann as a Community Services Program
(CSP).

2.  Supporting our member organizations in the provision of quality childcare and voluntary social
inclusion projects, ensuring they remain at the cutting edge of best practice and innovation.

3.  Supporting our member organizations in updating and modernising centres and investing in
development of major centres as needed by the local communities.

4.  Advocating to the Department of Children and Youth Affairs (DCYA) on behalf of Early Years for
improved terms and conditions of employment for Early Years services including a recognised pay
scale.

5. Improving communication with our Parents/Guardians/Service Users through our Marketing and
ICT Strategy, improving our website to be more inactive and using all social media platforms to
outline our services and communicate to our Parents/Guardians/Service Users.

6.  Supporting the unemployed to gain skills, training and employment for the security of their
families.

7. Advocating to the Government for replication of the Crann Model nationally.

8.  Advocating for secure CORE funding for social inclusion projects, in order to support the
vulnerable communities, they serve.

9.  Promoting good communication with our partner state and funding agencies to understand the work
that we do in supporting our member organisations in childcare and voluntary social inclusion

projects.”

The TCD EMBA team are making the following recommendations to Crann that will allow them

1. Implement the National Framework for the Quality Standards across the COOs siolta-manual-
2017.pdf
2. Implement the Strength and Difficulties Questionnaires - Where we can measure the Quality of

Childcare, Facility SDQ Scoring

3.  Implement the Shared Service model in other county - Refer the US model
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4.  Expand services into the fields like risk management and internal auditing

5.  Focus on to build the capabilities of the staff by providing regular training which intern improves
the quality of the childcare.

6.  Develop online knowledge hub - Make the forms, standards and policies available online to the
CCOs. Best practices also can be shared online.

7.  Implement more Automation in the process, which will increase the efficiency and reduce the
cost.

8.  Establish more communication and collaboration strategy between the CCOs to understand the

Gaps and to support by sharing the Staffing, Resources & learning and Service delivery.

8.0 Conclusion

The wealth of research done on the Early Child Care service proves that ECE is very important in a child’s
development, making them school ready and in shaping them to become better people in general. ECE

makes every community a safer place as well as it influences youth crime rates in a positive manner.

However, there are a number of challenges in the childcare field which many countries are facing and are
trying to solve by developing the best practices, right policies to make it affordable and improve the quality

of the childcare so it delivers maximum benefits for all stakeholders.

The Crann Support Service is a model, which is one of the best solutions to many of those problems. Shared
service models help community childcare organizations to be more efficient, affordable and in the end
sustainable. Crann makes childcare affordable for the vulnerable families in the community. The monetary
savings achieved through using Crann support services is reflected in the overall cost of childcare and
means these resources can be invested in the core work, skills and facilities to accommodate more children

in future.

The early childcare service is a vast subject and Trinity Team Innov8 is aware the surface was but skimmed
with this project. In focusing on Crann’s model and the impact this organization brings to the CCOs and
CVSIPs and based on our research of similar models abroad, the shared services approach brings a lot of
value and cost savings to ECE organizations. We conclude that this model will ultimately eliminate non
added value activities from the system and allow for further improvement of quality and affordability of
childcare in county Meath. This model should be replicated by other organizations in other counties in

Ireland.
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