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Executive Summary

Crann Support Group (“CRANN”) is a social enterprise that supports childcare community
organisations (“CCOs”) and community voluntary social inclusion projects (“CVSIPs”)
through the provision of shared business services. They intend to scale their operations,

by offering their current business support model to CCOs nationally.

The objective of Trinity Enterprise Team’s (“TET”!) project was to conduct market
research to determine whether there is a market need for CRANN’s services, amongst
CCOs in the Republic of Ireland. This research should assist CRANN in both their market

development strategy and build an evidence-based case to aid CRANN secure funding.

Both quantitative research, in the form of a survey, and qualitative research, in the form
of in-depth interviews, were undertaken. Secondary research was also conducted. The

main findings from this research are as follows:

e There is a market need for CRANN’s service offering as 83% of CCOs see a benefit
in the offering of a shared business support service.

e There is a greater need for certain support activities, such as governance,
mentoring and coaching.

e Identification of the critical success factors of operating a business support
service.

e |dentification of the risks associated with scaling; and

e Insights into the potential challenges that CRANN might face in pursuing their

market development strategy.

1 See Appendix |
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Following this, the recommendations to CRANN are as follows:

e While CRANN has a strong unique selling proposition, brand awareness is critical.
Therefore, a good marketing plan should be devised, with clear messaging
delivered to the target market.

e Concerns from the target persona over the loss of autonomy should be addressed
within the marketing plan.

e Seek funding to ensure CRANN has the core capabilities and resources (such as an
IT infrastructure) required to deliver their services to an increased member base.

e Seek external accreditation with respect to quality assurance as it would ensure
credibility of CRANN’s service offering whilst assisting CRANN with promoting

both their service and their brand in the market.

Social Enterprise Project Objective

After consultation with CRANN, the aim of this project was amended to an undertaking
of market research to determine whether there is a market need for CRANN'’s services,
amongst CCOs in the Republic of Ireland (see Appendix II). CRANN’s current strategy is
centred around scaling their existing service offering to a new geographical market
(CRANN, 2020 b). Therefore, CRANN is pursuing a market development strategy as

depicted below.
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Figure 1 CRANN s Strategic Direction (H.l. Ansoff, 1988)
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To pursue this strategic direction, an evidence-based analysis is required to determine
whether there is a gap within the current Irish market for community based shared
services amongst CCOs. This entailed conducting quantitative and qualitative research, in
the form of a survey, interviews with managers of CCOs as well as with potential

competitors operating in the private sector.

Prior to conducting the research, a deep understanding of the community childcare sector
was required. By analysing the business environment in which CRANN operates, it helped
to contextualise the findings, encouraged insightful questioning and overall, provided for

a more fruitful discussion with CRANN and their target market.
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MISSION AND SOCIAL IMPACT

The origins of CRANN began in 1999, when Marie Daly (CEO) identified a need within the
local community for both preschool and afterschool services. This ultimately led to the
establishment of CRANN in 2012. CRANN’s mission is to support local communities
through the provision of shared services (i.e. business support services such as HR,
Finance, etc). Over the next decade, this business grew exponentially as it strived to

satisfy the local demand for high-quality, affordable childcare (CRANN, 2020 a).

CRANN defines its purpose as “a community voluntary organisation working to improve
and enhance the governance and operations of CCOs and CVSIPs? through the provision

of shared business services.” (CRANN, 2020 a)

INTERACTION BETWEEN CCO VALUE CHAIN AND CRANN’S BUSINESS MODEL

As depicted in Figure 2 Value Chain of a CCO (Porter, 1985), support activities help to
boost the effectiveness and efficiency of CCO’s primary activities. However, it is these
activities which can be outsourced to CRANN, enabling CCOs to focus solely on their core

activities.

2 Community Voluntary Social Inclusion Projects
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Figure 2 Value Chain of a CCO (Porter, 1985)
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Generally, CCOs struggled with effectively managing the business support activities whilst
running the day-to-day operations of their business. It was in response to this need that
a shared business model was devised by CRANN. The founders of CRANN believed that by
working in partnership with CCOs, they could achieve their common vision, which is to

deliver high quality affordable childcare.

Today, CRANN is responsible for the administration of more than €7M annually and
maintains assets to the value of €5.6M (CRANN, 2020 a). Currently, CRANN has a customer
base of 15 CCOs and 10 CVSIPs (see Appendix Ill). However, the geographical scope of its
customer base is currently limited, with the majority of CRANN’s customers located in
County Meath with the remainder based in County Dublin. It is also worth noting that

CRANN is limited by its constitution to serving not-for-profit entities only.

SERVICES OFFERED

According to CRANN Strategic Plan 2020, there are numerous benefits of being a member

of CRANN. These benefits include but are not limited to the following:

e Save time and concentrate solely on their core business.
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e Access to a higher skill set and a pool of specialised community childcare

Crann Support Group

knowledge and expertise.

e Peace of mind that their organisation will be compliant with all statutory
legislation.

e Mitigation of risk within member organisations. As CRANN acts as an independent
third party, checks and balances, which are standardised and impartial, can be
imposed reducing the risk of error or fraud arising in financial transactions.

e By reducing costs, it is also a cost-effective solution.

CRANN’s members can therefore avail and benefit from all, or a selection of the below
services. Based on its shared business model, the scope of business support services

currently offered by CRANN are as follows: (CRANN, 2020 a)

e Management of community enterprise services including consultancy and
program development.

e Human Resource Management (“HRM”).

e Finance Management (including the preparation of accounts to audit stage).

e Education and Training.

e Community Employment Scheme.

e (atering.

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

e Procurement Management and Reception.
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Literature Review

CRANN can be identified as a social enterprise, as its activities enhance social wealth
(zahra, 2009). The Organisation for Economic Co-operation and Development (“OECD”)
outlines why early childhood education and care is so important to society globally. It has
significant economic and social benefits supporting parents, female employment, and it

is part of societies social contract to educate its children (OECD, 2011).

The Irish government is strategically aligned to social enterprise sustainability and growth
(Department of Rural and Community Development, 2019). They support the CCO sector
and are the main funder (CRANN, 2020 b).

The Annual Early Years Sector Profile report for 2018/2019, states that there are 4,598
childcare providers in Ireland. 74% (3,397) of these providers are operated by for profit
organisations. There are 1,201 CCOs (representing 26% of childcare providers), CRANN’s

target market.

Figure 3 Growth Trend of Number of Early Learning and Care, and School Age Childcare services by organisation type
(Pobal, 2019)
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As depicted above, there has been some growth in the number of private childcare
services while the number of community services has remained stagnant. Yet there is a
greater demand for community services, with 10% of children on a waiting list for places
at CCOs, compared to 5% for private places (Pobal, 2019). Additionally, 60% of lone
parents find it a challenge to access childcare services (Society of St Vincent de Paul,

2019).

The societal benefits of community childcare include a sliding scale of cost depending on
income (Early Childcare Ireland, 2021), higher level of one-to-one direct child support and

lower levels of staff attrition (Pobal, 2019).

Figure 4 Comparative statistics on Community and Private Childcare Organisations (Pobal, 2018)

Community Private
Waiting list for childcare places 10% 5%
Average number of staff per Service 7.3 5
directly working with children
Total average number of staff per 8.7 5.6
service
Staff five plus years in 48% 41%
current organisation

CRANN'’s strategic plan (CRANN, 2020 b) outlines their intention to scale their operations,
by offering their current business support model to CCOs nationally. Its focus is to grow
“the innovative shared business service model of CRANN as a Community Services
Programme”. Their current target is to onboard 10 additional CCOs. Bloom and Chatter;ji

created a model “SCALERS” to align internal resources to scale effectively for social
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but a “cookie cutter process,” but with a strong understanding of the Theory of Change,
i.e. how they will achieve their mission (Dhillon, 2018), a roadmap in effect, social
enterprises can successfully scale. Forfas identified the primary opportunity for social
enterprise is to “encourage existing, successful social enterprises to promote and replicate
existing business support models” (Forfas, 2013), such as CRANN’s business model. This
aligns with this team’s research whereby it was found that a shared service model is

scalable if you have the right people and processes in place.

Previously, CRANN commissioned two Trinity Business School MBA teams to analyse their
organisation and the current research is building on top of Team Grafton’s operational
and financial analysis, and recommendations on how CRANN could secure funding
(Grafton, EMBA TCD, 2019) and Team Innovat8 measurement of the social impact of
CRANNS services (Innovat8, EMBA TCD, 2020).

To summarise, the academic literature supports CRANNs’ strategic plan to provide

business supports to CCOs.

Methodology

After gaining an in-depth understanding of CRANN and the CCO sector, a bespoke
research methodology was designed. Its design was informed by the requirements of
CRANN, the understanding gained of their sector, the diverse experience of the TET, as

well as academic research.

As outlined previously, the aim was to build an evidence-based case to understand and
size the need for CRANN'’s services nationwide. Following multiple virtual conference

meetings with CRANN’s team,? the scope of the work was established. It was determined

3 CRANN Organisation Chart available in Appendix IV
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would provide an impartial analysis of the unmet market needs amongst the target
audience. In addition to meeting CRANN’s brief, this data could also be used by the wider
industry when lobbying for further governmental support. Several challenges to this

approach were identified:

1. Ensuring General Data Protection Regulation (“GDPR”) compliance

2. Access to Respondents — The target market needed to be agreed and the ability
to reach them established.

3. Time Constraints

4. Quality — A balance needed to be achieved between answering CRANN'’s
guestions and ensuring robustness and reliability.

5. Depth of Information — To aid understanding, it was agreed the following
additional research would also be undertaken:

a) In Depth interviews with key industry stakeholders.

b) Secondary Research — Analysis of academic and industry sources.

THE PROCESS

Initially, the intention was to survey both CCOs and CVSIPs, via the responsible state body,

Pobal.* Two issues were identified:

- First, this target audience was too broad to define a robust sample, particularly in
relation to CVSIPs.

- Secondly, the GDPR challenge of getting Pobal to provide access to their database.

As a result, the scope of the survey was limited to CCOs within the Republic of Ireland, a

defined audience of 1,201 services (Pobal, 2019). To minimise GDPR issues, it was agreed

4 Pobal is a not-for-profit company that manages programmes on behalf of the Irish Government and the
EU; https://www.pobal.ie/
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CRANN would directly distribute the survey using their own database, while the TET
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retained control of the survey data. As a further data protection measure, wording was
agreed for the survey invite (see Appendix V) to ensure informed consent of respondents

with a question added to the start of the survey to capture this consent.

Qualtrics was chosen as the platform for this project. Qualtrics offers scoring on the setup
for the survey, to ensure optimal performance and maximised response rates. Utilising an
iterative agile approach, including ongoing discussions with CRANN, with a focus on
optimisation for desktop as well as mobile viewing, the survey was developed and
ultimately, the team perfected the survey Qualtrics score to score ‘great’ (see Figure 5

Qualtrics iQ score of CCO Business Supports Survey). The full survey can be viewed in

Appendix VI.
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Figure 5 Qualtrics iQ score of CCO Business Supports Survey

ExpertReview x

rowERED BY Q)
We found 2 ways
to improve your survey. Great
ovERALL scoRE
v
2 Optimize Questions For Mobile
i g QUESTIONS
Up to 53% of survey starts on Qualtrics happen on mobile devices, many of these mobile end up leaving before they finish the survey - making sure that
Moderate (1] your survey is ‘mobile-friendly” can help increase both rates and the of your data
Minor 1 Loem More.
> Questions (2)
Suggestion o
Passed 10 .
o 22 Number of Matrix Tables y
e o A Did you know that respondents don't like matrix questions? Research has shown that response quality and completion rates both decline when questions use the matrix format. We've

detected that the number of matrix rows contained in your survey may negatively impact the quality of data that you collect. We recommend simplifying possible responses (for example:
Strongly Disagree, Disagree, Neutral, Agree, Strongly Agree could be simplified to Disagree, Neutral, Agree).
Learn More.

> Questions (2)

Valid Display Logic Survey Erroe

Smooth move! By using correct display logic, your survey should flow nicely.
Learn More

The Last Question In the Survey Is Not Descriptive Text

What a beautiful ending! It's smart to avoid ending a survey with a descriptive question.

Provide Feedback Leam More
Valid Piped Text Survey Erior
Severe a
Nice, all of your piped text is functioning properly!
Moderate 1 Learn More
Minor 1
Suggesion @ Predicted Duration vetodclogy | (Y
| Passed ® Good job! The shart duration of your survey will increase your chance of receiving & completed survey!
Learn More.
FILTER BY ISSUE TYPE
P YT — End of Survey Scoring Set Up
Compli " Score! Your end of your survey scofing is good o go
Leorn ore
Minimal Use of Text Entry Boxes metnodology | (D)
Smart mave! By keeping the number of text-entry questions low, you have a better chance of survey completion
Lean wore
Complete Translations sy o) (Y
Translation complete! Your survey can be taken in different languages.
Loarn wore
Provide Feedback
FILTER BY ISSUE TYPE
Survey Eror ) ' f -
o Timing/Metadata Questions Are Accompanied By Other Questions suvyeror ) (Y
Complance st
Right on! Al of your Timing/Metadata is paired with a valid question type.
Loar bare
Accessibility: WCAG comptance 2ssist | (EERY)
Nice going! Your survey is farmatted o allow peaple with disabilities to participate.
Learn Mare
Question Text Is Clear and Concise Wethadology
Fantastic! Your questions are concise and ta the paint!
Provide Feedback:

Leam Mare

TET- TEAM 2 | SOCIAL ENTERPRISE PROJECT | MARCH 13™ 2021 PAGE 14



d Trinity College Dublin
5 Coléiste na Triondide, Baile Atha Cliath
The University of Dublin

Crann Support Group

AW

The CCO Business Supports Survey (herewith referred to as ‘the survey’) was live for 9
days. Reminders were used, with CRANN prompted when to send these based on lulls in
response. The lack of a publicly available sector profile was a limitation of the project, so
an ambitious response rate of 10% was set. In the end, the final sample amounted to 126

CCOs, exceeding the target.

With the survey underway, in depth interviews were conducted with management of
CCOs (none of which were existing CRANN members), corporate service providers, and
experts from the charity and social enterprise sectors. Other interviewees were reached
utilising the networks and contacts of the TET. In total 16 hours of interviews were

conducted. The interview guide used can be seen in Appendix VII.

In addition to primary research, the TET undertook extensive secondary research to
further substantiate and build on the findings from the survey and interviews. Details on

the specific models used can be viewed in the section on Secondary Research Findings.

DATA VERIFICATION

Overall, 192 people attempted the survey. Before commencing analysis, a data cleaning

process was undertaken including:

1. Partial Completes were removed — after analysing those, a decision was made to
remove these from the final sample, ensuring consistency across all questions.
This reduced the number of respondents to 138.

2. Non CCOs were removed — The first question asked respondents to confirm they
represented a CCO. Those who said ‘No’ were provided an opportunity to specify
who they represented. An analysis of these respondents indicated they
represented private childcare organisations, so a decision was made to remove

these from the final sample, thus reducing the number of respondents to 126.
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Primary Research Findings

PROFILE OF SURVEY RESPONDENTS

Firstly, the team identified the profile of participants. Responses were seen in every
county in Ireland and the majority of those taking part were Managers of CCOs (85%),

meaning our sample represented a broad spectrum of senior CCO professionals.

Figure 6 Q2 What is your role within your organisation? and Q3 Where is your CCO based?

REGION

ROLE WITHIN CCO

Member of Board
of Management or
Director

Dublin
21%

7%

|8%

The size of the organisations ranged from small (less than 10 children) to large (more than

50 children) with the latter group accounting for 52% of survey participants.
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Figure 7 Q4 How many paid employees currently work for your organisation? and Q5 How many children attend your
ccor

Q.4 STAFF Q.5 CHILDREN
51 Plus  — ./ S—

41 - 50
21 — 40

11-20

13%

18%

1-10 46%
3%

Most of the services, who took part in the survey, provide full daycare services and are
standalone. A potential limitation identified was the impact of COVID-19. While many
sessional Early Childhood Care and Education (“ECCE”) respondents were reached, the
enforced closure of these services during the interview period may have impacted the

number of these participants.

Figure 8 Q6 What type of service do you provide? and Q7 Is your CCO Standalone or Part of a Wider Organisation?

0.6 SERVICE OFFERED 0.7STANDALONE?
Full Day Care - 56%
Sessional ECCE & SAC . 15% = Standalone
Sessional ECCE . 24% m Part of a wider

Organisation

Sessional SAC 4%
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OVERALL DEMAND

A key finding was that nationally, 83% of CCOs agreed they could see ‘A lot’ or ‘A great
deal’ of benefit in a cost-effective shared service organisation, with this figure rising to
90% in Connacht/Ulster. This question was asked towards the end of the survey so as not
to skew results and while it did not mention CRANN by name, it is a proxy for overall

demand for their services.

Figure 9 Q.14 Would a cost effective Community Shared Service organisation (eg Governance, Finance, HR etc), that
delivers professional expertise and support dedicated to CCO's be of benefit to you?

o ‘

~

Great Deal
| A Lot
83%

A Lot e Dublin 69%

Rest of Leinster 82%

A Moderate Amount Munster 84%
A Little 6% Cconn/Ulster 90%

ANALYSIS OF CURRENT BEHAVIOUR

Next, the team looked at how CCOs are currently managing support activities and
functions. Participants were asked if functions were carried out in-house, outsourced or
were not applicable. This question established a benchmark for later questions, which
looked at future intention. Currently, CCOs are outsourcing, on average, 25% of their
support activities, and there is a huge differential in the level of outsourcing across

activities.
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Figure 10 Q.8 In your organisation, how do you primarily carry out each of the following activities / functions... - How
do you currently carry out the below functions?

% OUTSOURCE

Governance Training || G 65%
CPD I 58%
Payroll [ 29%
Governance Support [l 25%

Mentoring / Coaching [} 23%
Maintenance / Care-.. JJJli} 20% Average:
HRM [l 19% 25%
Finance Management | 15%
Cleaning | 7%
Procurement ] 7%
Other M 7%

The survey provided a clear explanation for Governance Training topping the outsource
list, with 84% of CCOs finding that keeping up to date with the broad spectrum of

regulations within the sector very challenging, and 56% finding it extremely challenging.
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Figure 11 Q.13 The ELC, ECCE, and SAC is a highly regulated sector (e.g. Employment Law, Company Law, Charity Law,
Health and Safety etc.), do you find it challenging to keep up to date?

Extremely Challenging

Very Challenging

Moderately Challenging
Slightly Challenging
Not Challenging at All 2%-1%

Further insight was gained by analysing how much time was spent on support activities.
HRM and Cleaning consume the most time for CCOs. While the high figure for cleaning
may be skewed due to Covid-19, the time-consuming nature of HRM is likely to increase
the desire for it to be outsourced and thus acts as an opportunity for service providers

like CRANN.

Figure 12 Q.12 Of the following functions which consume most of your time? 1 taking the most amount of time to 11
taking the least amount of time?

Share of Most Time (Ranked #1)

Mentoring/Coaching,
9% Other, 8%

Procure...
CPD, 3% 3%

Governa... Mginte...
Human Resource Finance Support, 200

. Govermnance taking,
Management, 27% Cleaning, 19% Management, 17% 6% Training, 3% 2%
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ANALYSIS OF FUTURE INTENTIONS

Having analysed the current outsourcing habits of CCOs, the team desired to understand,
from a CCO perspective, what support activities would be beneficial to outsource. While
just 25% of activities are currently being outsourced, on average 70% of respondents said

they thought outsourcing could be at least ‘Somewhat beneficial’ or ‘Very beneficial’.
Figure 13 Q.9 Would it be beneficial to outsource any of the following functions / activities in the future?

% Somewhat/Very Beneficial

2%
CPD T 92%
Mentoring / Coaching | EEGRNGEGC 1%
Governance Support [ EEENss% Average:
Human Resource. . | G 2% 70%
Procurement || TR 69%
Maintenance / Care-.. ||| EGEGBG 62%
Finance Management |Gz 1%
Cleaning [ 56%
Payroll [R5 1%
Other T 32%

Governance Training

In line with current behaviour, Governance Training and Continuous Professional
Development (“CPD”) continue to top the list. However, Mentoring and Coaching as well
as Governance Support also come out remarkably high. These somewhat related fields
highlight the opportunity for CRANN to position themselves as a trusted and experienced

advisor, a theme which also came out during the in-depth interviews.

To quantify the opportunity, a combined view of what CCOs outsource now versus what
they see a benefit in outsourcing was taken. Consequently, clear trends emerged, which

have been grouped into six related support activities:
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1. Governance
2. CPD
3. Mentoring and Coaching
4. HR Consultancy
5. Finance, Payroll and Procurement
6. Maintenance and Cleaning

Figure 14 Business Supports — Understanding the Opportunity

Average Score - Outsourced now and see benefit

79% 75%

57%
41%

40% 38% 38%

32%

Gov. Gov. CPD Mentoring HRM Procurement/ Maintenance
Training Support & Consultancy  Payroll/Finance and Cleaning
Coaching

TOP OPPORTUNITIES

Combining the insights from both the survey and interviews, four business support areas

were identified as opportunities:

1. Governance — Under directive from the Charities Regulator, all charities need to
apply the new governance code this year. CCOs have concerns about their lack of
experience and ability to do this. As such, training for Boards of Management
(“BOM”) on governance, and support in completing and auditing governance

documentation, are services that are likely to be in high demand.

2. Mentoring and Coaching — Although CCO managers report to BOM, they are often

autonomous in the day-to-day running of the CCO and many feel they lack
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support. This is a niche area, where only those with expertise in the sector could

Crann Support Group

provide the mentoring needed. CRANN is ideally positioned to capitalise on this

opportunity.

3. CPD —CCOs see value in CPD, but the challenge for CRANN is that this is a mature
area, with free government funded courses and low-cost private courses available,
with offerings from as little as €15 per attendee (Canavan and Byrne, 2021) .
Demand is high, but CRANN should only focus on this segment if it can be delivered

cost efficiently.

4, HRM - Through the in-depth interviews, the TET established that cost of HRM
consultancy is high, with annual membership of one private provider as high as
€4,500 p/a.”> CCOs see these providers as unsatisfactory due to cost, lack of
knowledge of the sector, and their style of advice. Staff often live and work in the
community, and many may have children who attend the CCOs, so a more

nuanced, people-centred approach, bespoke to the sector, is required.

CHALLENGES

While the remaining business support services will be needed, especially where CRANN is
offering a ‘full suite of services’, the current need for these services amongst CCOs is not

as great and the opportunity therefore not as large.

1. Procurement — CCOs accept there could be cost savings by grouping together to
increase purchasing power. However, a common theme in interviews was that
CCOs preferred sourcing locally as it tied in with the CCO mission of being part of
the community. CCOs could be persuaded to sign up to centralised procurement

but would need to see significant savings to incentivise them to do so.

5 Quoted during in-depth interviews
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2. Finance - Not seen as a challenge, but a necessary evil. Most CCOs have well-

established staff within the organisations, minimising the incentive for change.

3. Payroll — Tends to be already established, mature and highly automated, so again

little incentive to change.

4. Maintenance and cleaning — With access to Government CE scheme workers, this

is an area CRANN is unlikely to be cost effective in.

Secondary Research Findings

To gain a greater understanding of CRANN’s strategic position, TET analysed the layers of

the business environment in which CRANN operates.

THE MACROENVIRONMENT

To examine the external business environment, within which CRANN operates, a PESTEL
analysis across six key areas was carried out. Conclusions regarding the external factors
might cause CRANN to act, either to capitalise on opportunities or to mitigate potential

threats, as summarised below:

1. Political: There are several governmental initiatives (such as ECCE), which benefit
the CCO sector and in turn, benefits CRANN. Increased governmental support of
the sector also provides opportunities as the government in the current
environment may be more receptive to providing funding to CRANN.

2. Economic: COVID-19 is a major disruptor to the sector. Reduction in demand,
constrained operational capital and increasing costs threaten the sustainability of
CCOs.

3. Social: Increased demand for CCOs as participation of women in the labour force

rises, along with two-parent working families.
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4. Technological: Technological advancements provide opportunities as time and

Crann Support Group

cost associated with support services can be reduced.

5. Environmental: Sustainability and eco-friendly business models can provide
opportunities in terms of marketing.

6. Legal: Maintaining compliance with increased regulation adversely affects the
cost structure of CCOs. Conversely, it is an opportunity as demand for CRANN’s

services may increase as the burden of compliance increases for CCOs.

In summary, whilst Covid-19 and increased regulation is an external threat to the sector,

it is important to recognise the opportunities they bring to CRANN.

THE SECTOR

To assess the competitive forces within the CCO sector and the attractiveness of the
sector, Porter’s Five Forces framework was used (Porter, 1980). As Figure 15 Competitive
Forces shaping the CCO illustrates, the sector is relatively unattractive as it is labour
intensive and highly regulated, with no additional support given or incentives available to

help the sector overcome these challenges.

Threat of new entrants is relatively high as there are few barriers to entry. However,

there is limited incentive for establishing a CCO as no extra financial support is given.

Competitive rivalry and power of buyers are low as there is high demand for high quality
and affordable childcare, but availability is limited. This assists in keeping competitive

rivalry to a minimum.

Power of suppliers is moderate because whilst prime locations are limited, there are

many suppliers to a CCO and switching costs are low.

Threat of substitution is high as there are other forms of childcare available i.e. family

support, childminders etc.
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Figure 15 Competitive Forces shaping the CCO sector

Relative Less Profitability More Profitability

ower Very Strong Strong Average Weak Very Weak

Forces

Threat of New Entrants <_4‘

Power of Buyers

Power of Suppliers ‘—’

Threat of Substitutes

Internal Rivalry

Overall

In summary, the analysis of the above helps to explain why growth in CCOs has stagnated

in recent years.

COMPETITOR LANDSCAPE

As a business support provider, CRANN is competing against five categories of rivals, as

detailed below.
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1. General Corporate Service Providers offer a range of support services (such as

Crann Support Group

accountancy, HRM etc.) to enterprises across a few industries (i.e. TMF®, Apex’

etc).

2. Unions and Not-for-profit organisations deliver advisory services on matters such

as human resources (e.g. IBEC® and the Wheel®).

3. Specialists Service Providers have expertise in one function of the business (e.g.,
Peninsulal® specialises in human resource and health and safety support). Equally,

the finance function could be outsourced to a local accountant.

4, Other CCOs running as umbrella groups may have service level agreements in
place so that they can benefit from sharing resources with respect to their support

activities.

5. Sector specialists offer business support services and specialise in the childcare

sector (e.g. Canavan & Byrne'?l).

As these organisations offer business support services, it is important to understand the
strengths and weaknesses of CRANN’s offering relative to its rivals. Figure 16 Competitor
Analysis presents a direct comparison of CRANN’s offering and the five competitor groups
identified, across six dimensions namely cost, expertise, customer experience, brand,

internal controls, and trusted advisor.

5 For further information on TMF, please refer to: https://www.tmf-group.com/en/

7 For further information on the Apex Group, please refer to: https://www.theapexgroup.com/
8 For further information on IBEC, please refer to: https://www.ibec.ie/

% For further information on Wheel, please refer to: https://www.wheel.ie/

10 For further information on the Peninsula Group, please refer to:
https://www.peninsulagrouplimited.com/ie/

1Eor further information on Canavan & Byrne, please refer to: https://www.canavanbyrne.ie/
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Figure 16 Competitor Analysis

Evaluation Criteria (comparing CRANN's offering)

Costand iwidth&DepLh! Customer
Affordability  of Expertise Experience

Effective and Trusted
efficientinternal Advisor
controls

Reputation/
Brand

CRANN shared service model baseline baseline baseline baseline baseline baseline

1. General Corporate Service Providers

2. Unions and Not for Profit Groups

3. Specialistsin one or more business supports

4. Other potential CCOs running as Umbrella
Groups

5. Other niche specialists

As shown above, CRANN’s competitive advantage lies in its ability to leverage its deep
market knowledge and expertise of the CCO sector, coupled with its ability to provide
high quality business support services at affordable rates. However, as transpired in the
interviews carried out with consulting experts, having the “right processes in place” is
critical to succeed as a business support provider. Therefore, improvements must be
made in CRANN’s internal controls (i.e. implementing a robust IT system would ultimately

help CRANN to scale faster and deliver their services more efficiently to their members).

Insights

CRITICAL SUCCESS FACTORS (“CSF”)

The research conducted by the TET has identified five key critical success factors that are

required to outperform competition:
1. Specialised knowledge and expertise of the CCO sector.

2. Ability to provide services at affordable rates, whilst delivering superior customer

service.
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3. Ability to ensure compliance with all regulations within the childcare sector and

Crann Support Group

issue relevant and insightful sector updates.

4. Shared values and ethos with the CCO sector (i.e. driven by the goal to improve

communities).

5. Ability to partner with CCOs and become their trusted advisor.

RISKS ASSOCIATED WITH SCALING

The analysis performed uncovered several risks associated with scaling a business support
service. As depicted in Figure 17 Key Risks when scaling operations, these can be

categorised into the following four categories:

1. Capabilities — increased pressure on internal resources and capabilities.

2. Customer retention — maintaining excellent customer service to an increased
membership base to avoid loss of existing members.

3. Legal —increased legal exposure as membership increases.

4. Viability — ensuring there is sufficient cash flow to sustain operations when

scaling.
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Figure 17 Key Risks when scaling operations

Identified Risks to Business Support Organisations Mitigation Factors To Consider

Resource planning What, when and where to assign resources — prioritisation High
ap; - - ; ST -

Attrition Rate Right people in trfe ngh‘t place at the right time to reduce high turnover oW

of staff common in business supports

IT Systems Highly automated and KPI driven, robust IT systems High

Policies & Procedures A digital library of go to P&Ps, templates, checklists Low

Response Rate Contractual commitment response time to customers Low

Customer Retention
Trusted Partner Status Account manager assigned fo each customer Low
R . Cost and availability of fully indemnified and
Obtaining indemnity Insurance Low
Legal , Health & contractually agreed insurance

Safety 2 ‘ ] :

Personal Injury ‘ Fully indemnified and confractually agreed Low

Communication to stakeholders Strong grant application, CCO marketing plan Medium
Viability 1 I

Eamings exceed expenses ‘ Financial sustainability is planned for ‘ ‘ High

An awareness of these risks is critical so that CRANN can minimise and mitigate them,

whilst ensuring that they can deliver on the CSFs when scaling the business.

In summary, a greater understanding of CRANN’s strategic position was gained. By
analysing the various layers of the business environment, an appreciation of the external
factors currently impacting this sector was developed (i.e., Covid-19 disrupting the
sector), whilst an assessment of the CCO sector revealed why growth in CCOs has
stagnated. Through this analysis, coupled with insights from the interviews, the TET were
able to identify the key success factors required to succeed as a business support provider

to the CCO sector, along with the key risks associated with this type of business.

Building on the insights gained through the research conducted above, the TET were also
able to identify both CRANN’s USP and potential challenges that CRANN may face as they

pursue this strategic direction of market development.

UNIQUE SELLING PROPOSITION (“USP”)

To succeed in new markets, CRANN’s offering should incorporate the CSFs outlined above

and a USP should be identified.
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Through primary and secondary analysis, insights into the CCOs needs and competitor
strengths was obtained. By also identifying CRANN’s competitive advantage, the TET
could identify CRANN’s USP. As the diagram in Figure 18 Unique Selling Proposition
depicts, CRANN’s USP lies in their ability to tailor its service offering to CCOs coupled with
their in-depth knowledge and expertise of the sector, which together enables them to

provide high quality business support services at affordable rates.

Figure 18 Unique Selling Proposition

USP:

Tailored to CCOs and coupled with
CRANNS in depth knowledge and
expertise of the sector, CRANN has
the ability to provide high quality
business support services at
affordable rates

CRANN's
Competitive
Advantage

CCoO Competitor
Needs Strengths

POTENTIAL CHALLENGES

To successfully pursue a market development strategy, there are a few potential

roadblocks, which CRANN may need to overcome, namely:
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Brand Confusion as CRANN is not known for offering standalone business
services. As the organisation targets new markets, brand awareness becomes
critical. A good marketing plan should therefore be devised, with clear messaging
delivered to the target market.

CCOs independence being compromised. There are concerns from the target
persona (i.e. CCO manager) that they, the customer, will lose autonomy if they
engage with CRANN. A good marketing plan should help alleviate these concerns
as the service offering is one of support, not a takeover.

Lack of funding. Without additional funding, CRANN may not have sufficient
capabilities or resources to provide their services to an increased member base.

Lack of external accreditation. External Quality Assurance is recommended as it
would ensure credibility of the service offering. It should also assist with

promoting both the service and the brand in the market.

Conclusion and Next Steps

The research conducted by the TET has shown a clear need for the CRANNSs services within

the CCO sector in Ireland. 83% of CCOs see a benefit in the offering of a shared business

support service and 70% of CCOs see some benefit to outsourcing their support activities.

As outlined above, there is a greater need for certain support activities, such as

governance, mentoring and coaching.

Having determined that there is a real market need for CRANN’s service offering, the team

then reviewed the strategic approach that should be adopted by CRANN by answering

five interrelated questions (A.G. Lafley, 2013):

1.

What is our winning aspiration? CRANN wants to support Irish communities to
provide high quality, affordable childcare. To do this, CRANN aspires to become a

trusted partner to CCOs that want to outsource business support activities.
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Source: A.G. Laffey, 2013

2. Where will we play? The target market is CCOs in Ireland.

3. How will we win? CRANN’s USP was identified whilst reviewing CRANN’s offering
to ensure that it met both the CCOs needs and the CSFs. Whilst a competitive
pricing and winning marketing strategy was outside the scope of this project, both

will play a key role in ensuring CRANN will succeed in the sector.

4. What capabilities must be in place to win? Whilst CRANN has great expertise and
knowledge of the CCO sector, new capabilities (such as a robust IT system) will

need to be acquired to effectively compete in the market.

5. What management systems are required? Whilst CRANN should leverage its
existing systems, key KPIs will need to be measured to ensure that they deliver

excellent customer service, which is a CSF within the sector.

gure 19 Strategy: Playing to Win

« Target CCOs innew
What s Our geographical locations in
Winning Irefand ;
R « CRANN’s expertise and
Aspiration? knowledge of CCOs
« Acquire new capabilities
(e.g. update IT
infrastructure)

« Leverage CRANN'’s
existing shared model

Become a frusted

S o S Lo ommns g
support activities & 2% win?

« Key KPIs to be measured

Increase CRANNS client S-= « Actively respond and adapt to
base and geographical What CCO feedback
region \ o
Support Irish communities to . \ Capablllt!es
provide high quality, « Unique ~ MustBe in
affordable childcare offering i Place to Win?
that satisfies CCOs’ What
needs

- sz Performance
« Competitive pricin

strategy 2 {é} Management
« Adopt a winning Systems Are

marketing strategy Needed?
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a key theme that emerged from the research. Whilst CRANN has nurtured a strong
reputation thus far, it is crucial that they minimise any risk of reputational damage when

scaling. Therefore, the recommended next steps for CRANN are as follows:

1. Prepare a revised business proposal updated to include the research findings.

2. Conduct a detailed review on their internal resources and capabilities (i.e. IT
infrastructure) and start the process for external accreditation with respect to

quality assurance.

3. Address any areas of concern or weaknesses and strategise on how to overcome

these potential roadblocks.

4. Engage government for funding.

5. Devise a marketing strategy to increase brand awareness within new markets.

To summarise, there is both a social and market need for CRANN’s offering in Ireland.
CRANN is strategically positioned to capitalise on this opportunity. As such, CRANN should
pursue their market development strategy which should assist them to grow their
member base. However, CRANN should also be aware of the inherent risks associated
with scaling and therefore, should proceed with caution, implementing TETs

recommendations and mitigating risks, where possible.
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Abbreviations

BOM Board of Management

cco Community Childcare Organisation

CPD Continuous Professional Development
CRANN Crann Support Group

CSF Critical Success Factor

CvsIp Community Voluntary Social Inclusion Project
ECCE Early Childhood Care and Education

GDPR General Data Protection Regulation

HRM Human Resource Management

OECD Organisation for Economic Co-operation and Development
TET Trinity Enterprise Team

usp Unique Selling Proposition
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Appendix

APPENDIX | — THE TRINITY ENTERPRISE TEAM

Sue Cogan

Head of Service for Irish
Wheelchair Association with
16 years experience working

in the social care sector.

Chief Operating Officer

Jane Bruno Laura Savage

FCCA AVP Trading, ‘AITI CTA, ACA
Chartered Certified Accountant and Chartered Accountant and Tax Advisor
Software Pricing expert with over 20 with over 8 years experience in the
years post qualification experience. financial services sector in Ireland.

Mark Curley Peter Crawley

Director of Operations with nearly 18

Extensive management experience across a years experience in operations,

wide variety of sectors, including market

specifically the alcohol industry.

research, currently specialising in property

and financial investment.
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APPENDIX Il — RESEARCH BRIEF

Crann Support Group CLG

The Maudlins, Trim, Co. Meath Tel: 046 948 1344 Fax: 046 948 3515

Web: www _crannsupporteroup.ie
E-mail: info@crannsupportgroup.ie

Trinity Business School, executive MBA Social Enterprise Project, January — March 2021

Crann Support Group (CRANN) is a community voluntary organisation working to improve and
enhance the governance and operations of community childcare organisations (CCOs) and
community voluntary social inclusion projects (CWSIPs) through the provision of shared
business services. A total of 20 CCOs & CVSIPs are members of CRANN and avail of some or
all of our shared business services. These shared business services include:

= Management of community enterprise services including consultancy and program

development

* Human Resource Management

* Finance Management preparation accounts to audit stage

= Education and Training

= Community Employment Scheme

= Catering

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

* Procurement Management and Reception

CRAMNN has recently completed a Strategic Plan in which it prioritises the consolidation of
existing services balanced with expansion linked to the mission statement serving
disadvantaged communities. Research recently carried out on the CRANN's “Shared Services
Model” focussed specifically on its social impact and the benefits it brings to its members.

The aim of this Trinity eMBA SE project is to determine the wider need for CRANN's services
in Ireland, beyond the existing members and to provide a proposed business plan to meet
this need. Reseanch will include surveys, desk research, and interviews with key experts
within Pobal and elsewhere, to determine locations where there are CCOs and CCSIPs, and
other similar organisations that would benefit from CRANN's services.

CRAMNN works within the principles of community development. Good community
development is action that helps people to recognise and develop their own ability and
potential and organise themselves to respond to problems and needs which they share. It
supports the establishment of strong communities that control and use their assets to
promote social justice and help improve the quality of community. It enables community
and public agencies to work together.

Project completion and presentation date: 13 March 2021

Contact person for this project is Rachel Grant, HR Manager, CRANN Support Group
Tel: 046 948 1344 / DBT 645 7100, rachel grant@CRANNsupportgroup.ie.

TET- TEAM 2 | SOCIAL ENTERPRISE PROJECT | MARCH 13™ 2021 PAGE 42



AV Trinity College Dublin
B Coléiste na Triondide, Baile Atha Cliath
The University of Dublin

Crann Support Group

CRANN

*APPENDIX Il - LIST OF CCO AND CSVIP MEMBERS OF CRANN

CRANN Social Inclusion Projects

Crann Support Group CLG Community Employment Scheme

Crann Support Group CLG Community Service Programme

East Coast Family Resource Centre

Meath Community Drug and Alcohol Response

Meath Job Club

South Meath Area Response to Teenagers

Member Social Inclusion Projects

Ballivor National School

Ballivor Community Childcare Community Employment Scheme

Ronanstown Community Childcare Community Employment Scheme

Meath Springboard Family Support Services CLG

Member Community Childcare Organisations

Ballivor Community Childcare CLG

Baconstown Community Childcare CLG

Creeslough Community CLG

Duleek Community Childcare CLG

Gorey Youth Needs Group CLG

Lilliputs Community Childcare

Kilmainhamwood Childcare CLG
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Lagore Road Community Childcare CLG

Lilliputts - Laytown

Manorcunningham Community Creche CLG

Navan Community Childcare CLG

Navan Travellers Workshop CLG

Poppintree Early Education Centre CLG

Ronanstown Community Childcare CLG

Rowlagh Womens Group Preschool CLG

Simonstown Childcare Facility CLG

Summerhill Community Childcare CLG

Trim Community Childcare CLG

(CRANN, 2020 b)

*Updated by CRANN April 2021
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APPENDIX IV — CRANN GOVERNANCE MODEL

Board of Directors*#

MS. MARY GORMLEY — CHAIRPERSON
Skills: Retired An Garda Siochana

MR. KEVIN MARTIN - VICE CHAIRPERSON

Skills: Solicitor

MR. TOM MALONE - DIRECTOR*

Skills: Human Resource Management

MR. WILLIAM KEEGAN — DIRECTOR

Skills: Retired School Principle

MS. MARGUERITE O’LOUGHLIN - DIRECTOR
Skills: Public Policies and Public Affairs
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Trinity College Dublin

Coléiste na Triondide, Baile Atha Cliath

The University of Dublin

MS. BARBARA BOLGER — DIRECTOR

Skills: Public Health Nurse and Health Services Manager

MS. DENISE MC CORMILLA — DIRECTOR

Skills: Training and Quality

MR. SE FULHAM - MEMBER

Skills: Family support. Liaison person for disadvantaged families

MR. FINIAN CALLAN — MEMBER

Skills: Community Representative

MR. NOEL HEENEY — MEMBER

Skills: Business Management

MS. MOIRA DOYLE — MEMBER

Skills: Financial Services

MS. ELLEN COGAVIN — MEMBER

Skills: Nursing

MS. SINEAD GORMAN - MEMBER

Skills: 10+ Years’ Experience in Community Project Management

MS. MARIE DALY — CHIEF EXECUTIVE OFFICER *

Skills: 20+ Years’ experience of providing leadership and direction to Voluntary Boards,

Managers and Project Leaders on the operation of their Community Childcare Service or

Social Inclusion Project.
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HR
MRS. Rachel Grant *

HR Manager - B.A. (Hons) Human Resource Management (C.I.P.D.) CPC Transport

Management, FETAC Level 6 Trainer the Trainer, Manual Handling Instructor

* People the Trinity team had access during the Social Enterprise project

# Updated by CRANN April 2021
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APPENDIX V — SURVEY INVITE

Colaiste na Triondide, Baile Atha Cliath
Trinity College Dublin

Dillscod| dtha Cliath | The University af Dublin
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RESEARCH OM BUSINESS SUPPORTS FOR COMMUMNITY CHILDCARE ORGANISATIONS

Crann Support Group (CRANN) has commissioned a team of MBA researchers from the
Trinity Business School at Trinity College Dublin to carry out research on the business
operations and supports available to Community Childcare Organisations across Ireland.

The purpose of this project is to understand the views and experience of those working in
the front line in the sector, with a focus on identifying areas where further support is
urgently needed in relation business supports such as governance, human resource
management, payroll, and finance.

By participating in this project, you will help build an evidence-based case for increased
business support for the sector. As a thank you, CRANN will also send you a copy of the
results of the survey at the completion of the project.

Any details captured in this survey will only be used for the purposes of carrying out this
research and will be securely deleted once the project is complete.

If you agree to participate, please click here:

http://tedbusiness. qualtrics.com,fjfe /form/SV_74aRXM5PGLIXUfc

Far further information on Trinity College Dublin’s Social Enterprise Project, please see: Social

E ise Proiects - Trinity Business S - rinity G Dubli

Please be assured that the information you provide will be treated in the strictest confidentiality, and you will
mnot be identified in the research in any way. all data will be stored in compliance with GDPR regulations and you
hiave the right to withdraw at any time from the research up until 26% February by contacting the researdh team
at porawley@todlie
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APPENDIX VI — SURVEY QUESTIONS

CCO Business Supports Survey

QConsent Thank you for agreeing to participate in our survey. This survey should take a maximum of ten
minutes to complete.By agreeing to participate in this survey, you agree to provide information about your
views. These details will be retained securely only for as long as reasonably necessary to complete this

project. You have the right to withdraw your consent at any time.

@® Click here to begin the survey (1)

Q1 Can you confirm you represent a Community Childcare Organisation (CCO) ?
® VYes (1)

@® If No, please name your organisation (2)

Q2 What is your role within your organisation?
@® Member of the Board of Management or Director (1)
@® Manager (2)

@ Otherrole, please specify (4)

Q3 Where is your CCO based ?

V Carlow (1) ... Outside Republic of Ireland (27)

Skip To: End of Survey If Q3 = Outside Republic of Ireland
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Q4 How many paid employees currently work for your organisation?
® 1-10 (1)
® 1120 (2)
@® 21-40 (3)
® 41-50 (4)
® 51plus (5
Q5 How many children attend your CCO?
® 1-10 (1)
® 1120 (2)
® 2140 (3)
® 41-50 (4)
@® 51plus (5
Q6 What type of service do you provide?
@® Full Day Care including ECCE and SAC (1)
@ Sessional ECCE (2)
@ Sessional SAC (3)
@ Sessional ECCE & SAC (4)
Q7 Is your CCO
@ Stand Alone (1)

@ Part of a wider organisation (2)
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Q8 In your organisation, how do you primarily carry out each of the following activities / functions, if you

do them ?

Payroll (1)

Finance Management (2)

Human Resource Management (3)

CPD - Continuous Professional Development (4)

Maintenance / Care-taking (5)

Cleaning (6)

Procurement (7)

Governance Support (8)

Governance Training (9)

Mentoring / Coaching (11)

Other (10)

How do you currently carry out the below

functions?

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...

V In House (1 ...
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Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)

Not Applicable (3)
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Q9 Would it be beneficial to outsource any of the folllowing functions / activities in the future?

Payroll (1)

Finance Management (2)

Human Resource Management (3)

CPD - Continuous Professional Development (4)

Maintenance / Care-taking (5)

Cleaning (6)

Procurement (7)

Governance Support (8)

Governance Training (9)

Mentoring / Coaching (21)

Other (10)

Function

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...

V Not Beneficial (1 ...
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Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)

Very Beneficial (3)
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to you when selecting a partner? Please rank the following from most important (1) to least important (7)

Reputation of the Outsource provider (1)
_ Cost(2)
External Quality Accreditation of Outsource provider (3)
Compliance with Regulations (4)
__ Speed of Response (5)
Recommendations from another CCO (6)

GDPR (7)

Q11 When considering the decision to outsource a function, which of the following would you perceive as
the biggest challenge to your CCO? Please rank the following from most challenging (1) to least challenging

(4)

Cost & Affordability (1)
Effort - Stages Involved (2)
Governance Concerns (3)

Privacy & Confidentiality (4)

Q12 Of the following functions which consume most of your time? 1 taking the most amount of time to 11

taking the least amount of time.

__ Payroll (1)
Finance Management (2)
Human Resource Management (3)
______CPD(4)
______ Maintenance / Care-taking (5)
______ Cleaning (6)
Procurement (7)
Governance Support (8)
Governance Training (9)
_______Mentoring/Coaching (11)
_______ Other(10)
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Q13 The ELC, ECCE, and SAC is a highly regulated sector (e.g. Employment Law, Company Law, Charity Law,

Health and Safety etc.), do you find it challenging to keep up to date?

Extremely challenging (1)

Very challenging (2)

Moderately challenging (3)

Slightly challenging (4)

Not challenging at all (5)

Q14 Would a cost effective Community Shared Service organisation (eg Governance, Finance, HR etc), that

delivers professional expertise and support dedicated to CCO's be of benefit to you ?

A great deal (1)

Alot (2)

A moderate amount (3)

Alittle (4)

None at all (5)

Q15 Thank you for your time responding. To provide you with a copy to the results of this survey, you will

need to provide your contact details. If you would like to receive a copy of the results at the conclusion of

this project please provide your email address below. If not, you can conclude this survey now by clicking

no below.

Email Address (1)

No (2)
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APPENDIX VII — INTERVIEW QUESTIONS

Introduction to the Trinity Enterprise Team and the purpose of the interview — open

ended questions to gain deeper insight and personal perspective of the interviewees.
Q1 - Could you please tell us about yourself and the CCO you manage?

Q2 — What functions do you outsource now? Why? If yes, what are the costs associated?
Q3 - Do you have an administrative assistant/office manager?

Q4 - How do you manage Finances, HR, Governance Training, CPD etc?

Q5 — What are the current challenges for the sector?
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