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C)

SO YOU'RE GOING TO RUN
A DAY CARE SERVICE!

FOREWORD:

This manual is designed to serve as a guide to those taking on the
responsibility of running a day care program for the first time.
It starts from the beginning, presupposing nothing. Hence there
are some overlaps, second looks and elaborations just as there
are when one lives a new experience. Insights gained by the Board
and Staff of the Day Care Council of New York from years of con-
sultation with groups just entering this new area of responsibility
have resulted in the kind of material treated here and the methods
of explanation.

It is hoped that this manual and its appendices will prove useful to
established groups as well, both in day care and in other fields, to
help them rethink their own procedures and perhaps to offer new
ways of approaching old tasks.

Although some of the detailed material in the Appendix pertains
specifically to New York State and City, it will surely be replicated
in other areas of the country or may serve as a prototype for areas
developing programs.

Please contact the Day Care Council of New York, Inc. for further
information or assistance.
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PROLOGUE

The Day Care Council of New York is a federation of day care
centers that first banded together in 1947 as a means of fighting
for their fiscal survival when wartime child care funds were cut off.
During World War II, day care funds had been generously provided
for the children of mothers employed in defense industries and
the concept of day care for these children was then both popular
and patriotic.

At the end of the war, it was assumed that all mothers would grate-
fully return to the kitchen and therefore day care funds would no
longer be needed. As every woman knows, mothers not only failed
to return to the kitchen but their numbers in the labor force con-
tinued to increase dramatically in the years that followed.

In 1947, when funds were withdrawn, New York City already had
more than 80 day care centers serving the children of working
mothers. The citizen boards of these centers then formed a coali-
tion which represented the first organization composed of a true
cross-section of the New York community since it included persons
who had never worked together before, being of diverse back-
grounds as to race, economic level and points of view. This coali-
tion then organized itself into the Day Care Council which was to
be a continuing representative of their citizen interests as well as
a watchdog for the protection of children in programs.
In the years that followed, this unique organization played an
important role in achieving a number of significant gains for day
care programs in New York City and sometimes the nation. Some
of these gains included the following "firsts".

First peacetime allocation of City tax monies for day care
programs.
First commitment to provide day care space in every low-
income Public Housing Development.
First funds from New York State provided for day care on a
matching basis with municipalities.
First program-wide staff pension plan instituted for all per-
sonnel employed in day care centers.
First credit-bearing pilot training programs instituted to up-
grade the skills and careers of personnel already employed
in day care as well as those newly entering the field.

Today, with the increased public interest in day care and 160
member centers, New York's Day Care Council is more active than
ever on a number of fronts. These include working with new groups
seeking to open programs for the first time as well as helping
older agencies to evaluate their work. Assistance to new boards
is an especial concern of the Council's and involves helping them
toward smooth operation and toward instituting whatever kind of
education program will best reflect parents' desires for their chil-
dren. This handbook for new and old day care boards is part of
that continuing effort.

Autumn 1971 7
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CHAPTER I

ORGANIZING. TO ESTABLISH

YOUR DAY CARE SERVICE

INTRODUCTION

So you want to operate a day care service in your neighborhood?
Welcome to one of the most satisfying undertakings of your life.

No matter what problems come up and what headaches you and
your fellow sponsors endure, it will all be worthwhile when you
see the children growing and developing in your program! If you
are a parent, you will know that you have directly participated in
giving your child the best possible start and that other youngsters
will benefit as well. If you are a community person or other volunteer

you will know that you have contributed directly to making a
healthier environment in your neighborhood and hence, in your
entire area. If you are part of a large service organization which
has never served young children in this capacity before, you will
enjoy the sense of contributing directly to the well being of young
families. All of you will have exercised a high form of citizenship
by your direct participation in the creation of a better world for
children of a better tomorrow.
You will, incidentally, have had fun, you will have made new friends,
and no matter what your age, you will have grown and matured
and become a good bit wiser than you started. So, welcome!

COMPOSITION OF SPONSORING GROUP

It is likely that the idea of starting a day care service in your neigh-
borhood began with just a few of you. Perhaps you heard about
needs in general at a church meeting, a fraternal organization, a
political gathering or you might have seen need at first hand. You
yourself might like to return to the old job or to take training or
education to fit yourself for employment. Possibly there is no good
place in which your child can spend the day, a safe place staffed
by competent people, a place where you are welcome and where
you can not only have a say in the day to day plans for your young
one but where you can become as involved as your time and inter-
ests allow you to.

8



Whatever your own vantage point, we usually find that half a dozen
people first got serious about the ilea of day care and then talked
further to friends and associates. If you find that your "core" group
is pretty homogeneous. start right now to add persons of different
interests and backgrounds. The broadest base will give you the
service most representative and responsive to local needs. Addi-
tionally, you may pick up skills among committee members thatwill be useful to the entire group as program goes on: a lawyer, anaccountant, a school teacher, to name a few.

A. The Role of Parents

Some educators feel that, to have maximum effectiveness, any earlychildhood program must build upon the early learnings of the homeand that, likewise, the home should have opportunities to reinforceand extend the learning situation of the center or school. This isthe view of the Day Care Council.

In order to accomplish this, parents must have close involvementin the planning for and in the daily operations of the day care pro-gram for the home is the first and most important teacher. This maybe accomplished through parent participation on a policy advisorycommittee which has close administrative interaction with the gov-erning body or it may be through parent membership on the boardiiself. Since day care serves primarily working parents, it must bekept in mind that every parent who holds a full-time job away fromhome may not want to take on the additional job of running a daycare program. However, most parents do want, and all should havean active determining voice in their child's affairs and the experi-ences planned for him by others. But, to expect all parents to wantto actually run the programs does not take a realistic, view of thedifferences in human energies and interests. Thus, diversity of op-portunity for participation on several levels must be available toall parents to utilize in whatever way best suits their needs andavailability.

B. Role of the Community

Day Care, whether provided in a family home or in a group carecenter, is a community service. The children and parents whodepend on it often live within walking distance of the program andthus are an integral part of the larger community or neighborhood.
The day care facility, therefore, needs to be fully aware of thebroader needs of its community for other kinds of services andshould play a cooperative role, together with others, in planning fortheir effective establishment and utilization. In order to be sure thatyour day care program reflects local needs and local life styles andaspirations, the program must have active input from the community
itself. One of the best ways to achieve this is through membershipof various community representates on your program's board ofdirectors as well as through the mployment of community resi-
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dents as staff in the children's program. In Nev. York City for ex-
ample, 50% of staff employed in day ca... live in the neighborhood
served by their centers, and of the remainder, almost all once lived

there.

DETERMINATION OF NEED FOR SERVICE

Your group should have something more concrete than a hunch
that day care services are needed in your area. The:.' are several
ways to determine this so that when you discuss your plans with
the various people whose help you will need, you can speak with
authority. We are most emphatically not talking about real research,
just an alert citizen group gathering some informal facts about their

own neighborhood. Here follows some of the more usual ways to
determine "who" and "how many".

1. If a group or family day :are service already exists in your area,
ask them about their waiting lists. Are there older or younger
children than those served for whom no service is available?

2. Local schools will have a break-down of family composition of
those children enrolled. This will give you another index of pre-
schoolers who may need you. Schools may also know how many
of these children have one or two working parents. Where
young school children themselves spend the hours between the
close of school and the return of parent'

3. A well baby clinic is one source for determining the number of
infants in your vicinity. The Health Department should also be
able to supply you with an index of live births over the recent
past years.

4. Your local welfare center must have records of all families re-
ceiving any form of public assistance and of course, of family
composition. We would guess that the degree of cooperation you
will receive in obtaining these figures locally will vary. Certainly
they are your right to have as a citizen and if local sources give
you a hard time, write to the city-wide or area Department of
Social Services.

5. It might be worthwhile to write your local Department of Labor
and inquire as to the statistics on employment and unemployment
in your area, particularly as they relate to working mothers.

All these pieces put together will tell you what you need to know.
How many parents in your area need a day care service? How many
children? What are the ages of these children?

FINDING A PREMISES

A. Group Day Care in a Center
After you have determined approximately the numbers and ages of
the children who need day care in your area you will then decide,
with the participation of some of prospective parents them-
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selves, just what form the service should take. The kind of program
you decide you need will in large measure dictate the kind of
premises you will need and certainly the kind of renovation that
will probably be necessary once you have found a place.
Let's suppose your group has decided that you want to serve two's,
three's, four's, and five's in a group care center. You will need
experts to advise you all along the way, especially those who have
charge of licensing in your area, but there are certain features that
you can determine for yourself and hence, screen out many unsuit-
able premises. For instance,

1. There must be two exits to a building or safely in case of fire.
If there aren't two presently could another be made?

2. The rooms should have air and light 'or at least part of the day.
In other words, a deep basement with small high windows is
not suitable for all 'Jay use for young children. If it is dry and
warm, such a room can be a valuable adjunct for inclement
weather but not as a "home room". Would you want your child
to spend all day there? that's a good self-testing question.
Such rooms, however, may well be suitable for programs serving
school age children part time during the school year and full
time in the summer since these can use premises that would
not be suitable for younger children who goenti their entire
time in the center the year around. Older cnildren have had
the school experience for part of the day and their different
program needs reflect themselves in different kinds of space
needs.

3. Plumbing and kitchen outlets need not be present but it is better
if they are for installation of these utilities can send costs up
substantially.

4. As to size of space, a generous rule of thumb is 30 sq. ft. of
relatively open space per child in a class room. Knowing the
dimensions of a room will, hence, give you the number of children
it can accommodate. There must also be some additional space
available for an office, for bathrooms, a kitchen and hopefully a
small room to which staff can retire for rest, and meetings. In
general, think of 100 sq. feet per child for all services a center
will need, including offices, closets, bathrooms and everything
else.

5. It may be that you have had your eye on some land, either
vacant or about to be cleared and you have visions of a large
program to serve many ages of children and to provide family
and teenage programs too in a building that you have designed
yourselves with professional help, of course.

When you have found Luch a space or property, call in the experts.
If you have a day care councii in your area, they can certainly
help you. Your local Department of Social Services may be able
to give guidance themselves or to refer you to those who can.
Failing this, write to the appropriate public departments in your
state (social services, education, etc.) as well as those national
agencies that concern themselves with young children:

11



The Day Care and Child Development Council of America
1426 - H Street, N.W.
Washington, D.C. Tel.: (202) 638-2317

Black Child Development Institute
1028 Connecticut Ave.. N.W. Suite 514
Washington, D.C. 20036 Tel.: (202) 659-4010

National Association for the Education of Young Children
1834 Connecticut Ave.. N.W.
Washington, D.C. 20009 Tel.: (202) 232-8777

Office of Child Development
U.S. Department Health. Education and Welfare
400 Sixth Street. S.W.
Washington. D.C. Tel.: (202) 755-7766

Child Welfare League of America. Inc.
44 East 23 Street
New York. N.Y. 10010 Tel.: (212) 254-7410

All of the above organizations have publications and/or services
which can be of help to beginning day care groups.
You will need advice on several points. among them: is the premises
you have found suitable for renovation at anything like a reasonable
cost? Who owns the land you have your eye on. is it encumbered
in any way. and what are the resources in your area for the
necessary financing?'

B. Family Day Care in Private Homes
When your group has determined the need for day care services
you may decide that care in individual homes will best serve these
needs as you see them. Among the findings that may point you in
this direction are the ages of children needing service. You may feel
that infants and toddlers will do better in a home-like setting or you
may wish to serve family groups of youngsters in the same home.

The lack of care for children with special needs. such as mild
retardation or emotional disturbance. orthopedic handicaps. may
also bring you to the conclusion that family day care will provide
a good answer to their needs.
You will need to look for a small office to provide space for your
director. secretary and field staff who visit the homes. You will
need space for interviews and for the keeping of records. If you
can secure or rent space in a community center, Y, poverty pro-
gram. church or other on-going service you may also have a
meeting room on the premises which will be a big plus. If you
don't you can always rent or borrow some neighborhood hall when
you need it.
I See Appendix t: Some of N. Y. State and City Procedures that may be useful as gulde

Tines in the financing of physical group day care.
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The big problem in physical facilities for family day care is finding
suitable homes very near where the children who need care live.
If you are serving children of a low income bracket they w "l be
living, for the most part, in areas of marginal housing. Howe r, in
spite of delapidated exteriors in such neighborhoods it is fly
possible to find many highly desirable homes and mother, .t
very neighborhood that will pass your local licensing regulations
with flying colors.

You will want to find out how many such women in your area are
interested in taking care of young children under the terms you are
able to offer them. One way is to print up flyers announcing the
possibility of this new service to children and asking those inter-
ested both in giving and using the new service to come to a certain
place between certain hours and days. Any social agency or
church should be glad to offer you temporary space to conduct
such a trial registration. These flyers can be distributed in housing
projects, in schools, churches and settlement houses. If more than
one language is spoken in your community be sure that you print
flyers in both.

When prospective family day care mothers come to have a first
interview be sure that the person who meets them understands
the basic concepts of a family day care program and that she can
interpret local licensing regulations. The prospective family day
care mother needs to know too that she will be expected to receive
and use some training and supervision. Those who will use the
service need to know that much more than baby sitting will be
available to their youngsters.

While you are planning the above steps you will have been in con-
tact with your lo c.& licensing agency discussing your plans and
getting their agreement to visit the homes of those who, on first
screening, seem to be possibilities. You will, hr4_efullY. have been
discussing with your local board of education or nearby colleges,
plans for orientation and ongoing training of those mothers who
are going to be caring for The children in their homes.

If you find that you have many applications to give service but few
to use it, you may want to consult with neighboring group care
centers, Head Start programs and elementary public schools. They
will know the families who have young children whose mothers are
working or unable to give them care for other reasons. They will
know, too, of handicapped children whose mothers are working or
want to work if good care can be provided.

Family day care can work hand in hand with group care. When
infants get old enough to profit from a group experience, say
between two and three, they can automatically attend the group
care center nearby. Some handicapped children will progress to
the point where inclusion in a group will benefit them.
You will fled as you go along that the very visibility of group day
care makes it easier to interpret to the community than family day
care. Get tc know your community resources so that you can tell

13
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them what your servica is. You will need them and they certainly
need you.

FINANCING BUILDING AND RENOVATION COSTS

The entire question of financing for construction or renovation is
a complicated one and you will need experts who know the most
current local laws and practices as well as the resources available
to guide you through the maze. You will want to become familiar
with your state licensing regulations and with those who administer
them.
More and more businesses, labor unions and banks are interested
in supporting day care groups. Suffice it to say here that there is
wide latitude and lots of financial help available if you know
where to look. The big thing is, don't be discouraged. If there is
need in your area, if you can find a site or a building in a reasonable
state and if your group is determined, you will one day open your
doors to the children and parents who need you.

FINANCING PROGRAM COSTS

In 1967, the Congress amended the National Social Security Law
to make it possible for State Departments of Social Services to
apply for federal funds to cover as much as 75% of the day care
costs for children who are "past, present or potential" recipients
of Aid to Dependent Children.
You can find out if your state has applied for such monies by con-
tacting your local Department of Social Services and your regional
office of the U.S. Department of Health, Education and Welfare.
If your state has applied or is eligible, it will be necessary to work
out your funding needs with the local Department of Social Services
through which these federal monies will be allocated.
For children who do not qualify as past, present or potential AOC
recipients, some states will provide child welfare funds to under-
write some of the cost of day care services. Often, local Com-
munity Chests, Red Feather and other philanthropic organizations
will underwrite a share of the cost of running a day care center.
An additional share may also come from Parents' fees. In New
York State, all local Departments of Social Services have access
to day care funds for allocation to sponsoring groups. If your local
commissioner has not yet applied for or made use of these funds,
urge him to do so at once for the support of existing, as well as
new programs.



CHAPTER II

There are certain mechanical operations that you will have to go
through in order to really be in business and there are certain
ground rules you will want to lay down for the internal operation
of your group. It is wise therefore, to set up a mechanism which
will allow you to function in an orderly way. Electing officers on a
temporary basis will farm out the necessary jobs and people will
know where to turn for assistance and information.

A. Pro-Tern Officers

It is, of course, not necessary to have your officers elected on a
temporary or short term basis. Particularly if the group knows each
other or has worked together before, they may be absolutely sure
whom they want to represent them. In that case a year or a two
year term may be quite acceptable. If you don't know each other,
however, it may be safer to elect officials until certain duties have
been accomplished such as filing for incorporation and non-profit
status and making up a set of by-laws. Your first annual meeting
would be a good time for elections, according to your by-laws.
During this relatively short period, leadership qualities and nen-
leadership qualities will emerge, some people may prove to be
too dictatorial or too timid to assume the roles they at first seemed
fitted for. Certainly a president, a vice president, a secretary and
a treasurer are absolute musts at any stage of development. To-
gether they should be responsible for planning and calling meetings
and, at the direction of the others, advance your group plans.

B. Duties of Officers, Including Agendas, Minutes and
Treasurer's Reports

1. President

In addition to his group responsibility, each officer has a spe-
cific job. The president usually chairs the meetings. That is, he

15
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plans what points will be covered at the meeting and this is
called an agenda) Then he must see that the agenda is covered
during the meeting. It is a very good idea if the agenda or at

least a rough outline of it can be in front of each member at the
meeting. Failing this. the chairman (president) may tell the
group orally what he proposes for them to consider and get
their agreement on it. This is a protection to the group against
long winded tirades as well as the introduction of entirely ex-
traneous matters and shows them just what items must be dealt
with.

2. Vice President

The vice president carries out the above functions in the
absence of the president. Additionally, he is usually allocated
some of the important jobs that must be done. He may also
have a specific title and job, such as Vice President in Charge
of Physical Premises. There is often more than one vice presi-
dent, depending on the number of jobs to be done.

3. Secretary

The secretary takes the minutes. Minutes are an accurate and
succinct record of what took place at that particular meeting.
The secretary mites or types them up as soon as possible
after the meeting, goes over them with the president and when
both agree that these minutes are an unbiased record of the
proceedings they are then ready for presentation to the next
meeting.

Sometimes, (and this is excellent if you have the time and
resources), minutes are mailed out to the group before the
next meeting. This gives people a chance to go over them
at leisure and to come to the meeting reedy to correct and
or pass on them. If you cannot mail the minutes, they must be
read as the first order of business at the subsequent meeting.
Taking good minutes is an art as they must be brief and yet
comprehensive. We cannot over stress the importance of min-
utes. They are the living history of your group and what will
become your corporate life. You and those who come after
you will consult them hundreds of times ana bless you if they
are good and if they are bad Well! A sample form of minute
taking appears in the appendix at the end of this book.2

The secretary is in charge of seeing that notices are sent out
for meetings or telephoning members if that is the way meet-
ings are announced in your early days. As your group gets
bigger and older and more organized you may want to break
the secretary's job into two: a recording secretary who is
responsible for minutes and a corresponding secretary who

See Chapter V: -Planning Successful Meetings-.
2 See Appendix II: Suggested form of Minute taking.

AL
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is responsible for writing the letters of the organization and
of sending out the notices of meetings. The secretary is also
responsible for keeping all the records of the organization.
such as By Law copies, letters of agreements, copies of special
correspondence, etc.

4. Treasurer

The Treasurer keeps the purse strings. He must have records
at all times of the assets, if any. and debts of the organization
and he must present a statement of these at least once a month.
He must also advise the group financially, what it can afford
to do and when. If there are dues, he must see that they are
collected and if fund raising affairs are planned he must be
closely involved. both before in planning and afterwards in
tallying up. When you are incorporated and have also received
a tax exempt status he will be responsible to see that once a
year an auditor prepares an audit of your affairs and that it is
transmitted to the proper government department. Failure to
submit an audit at the designated time can imperil this status.

C. Financial Reports and Procedures

1. Audit

An audit is a formal, yearly check on the accuracy of your books
and financial records. prepared by a certified public accountant
who is in no way connected with your organization. The purpose
of the audit is to prove that there are no errors in your book-
keeping. This audit must. by law. be presented yearly to state
authorities to insure the continuance of your tax exempt status.
Just as importantly, you will want to have concrete evidence
to show past and future supporters that your financial affairs
are in order.

2. Monthly Financial Reports

The monthly financial reports' prepared by your Treasurer will
be gone over in detail by your auditor. These reports should
be submitted monthly to your board and should contain a list
of all income received and expenses incurred during that
period. It is also useful to include a column of parallel items
and figures showing a total spent to date in the iscal year.
An entirely complete monthly report will also have a column
indicating the amounts budgeted for the given items at the
beginning of the fiscal year. There is really nothing complicated
about keeping all the above figures so long as you start right
and keep them up to date every month. You and your group
will know at every minute just how your finances stand this
is a good feeling and gives potential contributors and those

See Appendix III Sarnp:e Monthly Financial Report.
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who pay their fees the idea that you will use their money wisely.
If yOu receive money from tax sources, your accounting must
be meticulously correct.

3. Seed Money

It is almost certain that your group will incur some small ex-
penses in your efforts to organize and get on with the job.
These expenses may include the following: hiring a lawyer to
draw up your incorporation papers and to apply for a tax exempt
status, paying for telephone, stationery and stamps, perhaps
hiring a meeting hall from time to time. Certainly you will need
an architect's drawings for construction or renovation of your
premises. You will have to hire your director and pay his or
her salary for at least two months before program begins
in order to get your program all together, employ other staff
necessary and begin to enroll children. Most communities
have various sources of seed money. Your local health and
welfare council or Community Chest may be interested in help-
ing start such a fund. Urban Coalitions in some areas have
been active in this way. The New York City and State pattern
present an interesting prototype.'

4. Incorporation and Tax Exempt Status

In order to receive money from any public department of the
city, state or federal government your group must become
incorporated.' Incorporation is a formal legal statement of your
association in order to do a specific job. If you are to receive
public money, there must be some form of accountability for
these monies. Incorporation is the first step in establishing
accountability.

In addition to accountability to a public agency, incorporation
also provides a protection to the individual members of your
group, in the event of any accident which might lead to a law-
suit. As a corporate body. your group will carry insurance
to assist in such matters.' In this case the incorporation
papers will say that you plan to run a day care service. In
New York State, the Department of Social Services will be
the one to whom to apply. You must have the advice and
assistance of a lawyer in drawing up and submitting the forms
they will send you. If you have a lawyer in your group or know
of one who will do this free of charge so much the better.
If not. ask the advice of your community council or chest. urban
coalition, poverty council or any fraternal organization. They
will be able to help you find someone whose charges will not
be out of sight. A seed money fund described above may be
available to you for this purpose.

See Appendix IV: Seed Msney Resouces in New York Cry and State
See Appendix V:VII: Procedures Necessary for Incorporat,on. Tax Ererapt,on.
Foundation Status.

3See Appendix VIII: Recommended Minimum Insurance Protection tpr,Day Care Sponsors.
Children and Staff
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You will want to receive a tax exempt status for a couple of
important reasons. First you will be relieved of taxes on many
items and services that your day care program will be buying.
Secondly, any gifts you receive of money or merchandise will
give their donor a tax deduction on his income tax. For instance.
in most cases, tickets you sell to a fund raising affair can
become part of a contribution to "charity" on the part of the
purchaser. Whether the purchaser takes a standard or an
itemized deduction on his personal income tax form, it is still
an attractive selling point.
It is also necessary, since 1970, to have a special Internal
Revenue form so that you may receive tax free donations.
If you are applying for foundation grants you will need to
furnish proof that you have filed with the Internal Revenue.
You may think that such reasons don't apply to your group but
don't ever discount the idea of a rich patron it still happens

from time to time!

5. By Laws

Now that you're incorporated, you've become a full-fledged
board of directors and although you must still tend to the
external formalities of organization you will want to turn your
attention to intemal organization in the form of By-Laws.
By Laws are your own ground rules and you can have almost
any wording and regulations that your group wants.'

Experience has shown, however, that certain subjects must be
covered and you should discuss this with your lawyer to be sure
he agrees that the important ones have in fact been covered.
Who elects your board of directors? If it is your "membership",
what is that membership? Is it every one who has made a
contribution or is it a community group who have agreed to
become interested in your program and have signed up to
do so? What provision do you have for filling vacancies among
officers or board that may occur between annual meetings?
How often are meetings to be held, on how much notice and
how many members must be present to make actions legal
(a quorum)? How many members will the board have, how many
officers, how shall they be elected and for how long? What will
be your provision for "nominatons from the floor?" (see Annual
Meeting procedures, Chapter IX). How may vacancies be filled,
what committees must be established and, most importantly,
how can the By Laws be changed if you find you aren't happy
with them?

Some By Laws will start with philosophical statements of the
the organization's purposes. statements usually more flowery
and detailed than is necessary in the certificate of incorpora-
tion. It is perfectly alright to do this but try to make such

1 See Appendix IX: Sample By Laws
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statements as general as possible so that they don't hamper
you in future planning. In fact, the one big plea to be made
about By Laws is: keep them simple!
Don't tie yourself down with a lot of specific details such as
order of discussion and who has the last word on what. If your
group needs such directions there is something wrong and you
should examine your entire structure carefully. Free and inde-
pendent citizens who band together to put on, say, a day care
program. must be presumed to be of good will (there is no
money in it for anyone!) who can ride with the give and take
of the group experience. If you encase yourself in a suit of
mail in the form of elaborate By Laws you will regret it e. nd

one of two results will occur: either you will ignore your By
Laws or you will be constantly amending them. The first is
illegal and the second is a bore.
The By Laws that appear in the appendix are not presented
because they are the best in the world but because they have
worked over a number of years. A couple of examples of
their flexibility are important because they reflect the entire
underlying philosophy. The date of the annual meeting is often
spelled out, to the week and sometimes to the exact date. This
is needless. You must provide for and guarantee an annual
meeting but. sure as you say exactly when, you will find you
have hit a religious holiday or that your guest speaker can't
come that week but the next. Don't tie yourself down to a
specific day.
Another delight of inexperienced By Law makers is the detailing
of committees, often called standing committees. We have
seen as many as ten committees mandated in By Laws. Sure,
you have to have an executive committee who can carry the
ball when your board can't meet (but watch you don't run your
whole show by an executive committee who become an "in"
group which make all other members feel "out of things"
and resentful). You have to have a nominating committee
(elected. I hope) to prepare slates of candidates for your annual
meeting elections. Pobably you should have a personnel com-
mittee to keep your personnel policies up to date and to assist
your director in dealing with staff problems. All other com-
mittees should be set up as needed. One year you will need a
a job done that doesn't necessarily reoccur for some time.
Giving the president power, with consent of his board, to set
up such committees covers it all.

6. Meeting Procedures

As for the actual proceedings of meetings, it is a very good
thing if all of your people have read "Roberts Rules of Order".
Read them and digest them and then behave like sensible
tolerant human beings! You have to have some procedures,
certainly, but nothing can kill the hearts and minds of a group
like excessive observance of protocol. This is a refuge for a
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small mind and that you don't have or you wouldn't be working
on behalf of children. The person who chairs a meeting has
certain privileges. He can announce that the discussion on a
certain subject will last for, say five mir.utes. He has, remember,
an obligation to get through his agenda. He can also confine
discussion to the point at issue in quite a high handed way if he
thinks it necessary to move business along. In other words, he
can make his own rules of order to some extent. So, be sure
that everyone has a copy of or at least has read "Roberts
(Famous) Rules of Order" and then proceed in a reasonable
way at your own pace.

7. Material for New Board Members

It is desirable that every new board member receive some
basic informational material about your board and its purposes
and functions. It would be useful to develop a kit of agency
materials, such as a copy of your incorporation and By Laws.
your personnel policies, an excerpt from your most recent audit
and a written copy of the president and director's last annual
report. A list of board members, their addresses and telephone
numbers is also useful. These papers should be simply and
inexpensively produced such as by xeroxing and then be put
into a paper folder for safe and easy keeping. You will be sur-
prised how often an active board member will refer to it.
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CHAPTER III

FUNCTIONING AS AN ONGOING BOARD OF DIRECTORS

A. ELECTION OF OFFICERS AND BOARD MEMBERS

If you have elected temporary officers and a temporary board, you
will know by your first annual meeting a great deal about their
ability, not only to get the job done but to get along with their
fellow members. You will have adopted on a temporary basis a
set of By Laws to be ratified at your first annual meeting that will
give you guide lines as to terms of office, etc.

1. Nominating Committee

Your pro-tem president will have appointed, or caused to be elected,
a nominating committee who will draw up a slate of candidates,
including officers and board members. The general membership
must elect the board and then either the general membership or
the board itself will elect the officers. In practice, we at the Day
Care Council in New York find it more expedient to elect board and
officers at our annual meeting at which our general membership
votes.
There are basically two ways of submitting a slate. One is to
list two candidates for every position. The other is to present a
single slate or one name for each position. There are pros and
cons for each method. If your nominating committee has been
appointed and not elected, it may feel more comfortable in pre-
senting a choice for each position so as not to be accused of
favoritism. On the other hand, it is not easy to get as many people
to say "yes" as you may need to present a double slate. Addition-
ally, think of the defeated candidates. It doesn't do anyone any
good to be publicly rejected. If your nominating committee is
elected in the first place, the democratic process has already been
at work. If they decide to present a single slate presumably they
will have discussed and perhaps interviewed candidates and it will
have been done in private so that no one but the committee itself
knows what went into the preparation of the slate and so face is
saved by all. Needless to say, members of a nominating committee
do not relay their discussions and decisions tone.
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2. Additional Qualiticaticas for Candidates

On the general subject of qualifications for candidates, one quality
outweighs all others, in long experience. That quality is the ability
to get along with others and to get them to work with you and for
you. Brilliant people are fine but they can seldom switch from
leader to follower which is often necessary in the give and take
of getting business done. We have seen associations dominated
by one or two brilliant people, real prima donnas, and the result
was chaos. What we are saying is that the smartest person in your
group won't necessarily make the best president.

Another very important attribute to look for is the ability to carry
through a job. Lots of us start out full of enthusiasm but bog down
somewhere along the line, often before the job is finished. Ability
to meet deadlines is another aspect of the above. I'm afraid we all
know the intense annoyance of having gotten our stuff in on time
to find that the other fellow hasn't and so the whole job is held up.
Extent of acquaintance and knowledge of subject are highly useful
attributes. If something is wanted or goes wrong it is very helpful
indeeo to have a president or an officer or a board member who
knows where to go for help, advice or even money. But after all
the above helpful hints remember that you need on your board
some good reliable workhorses, in other words, all leaders and no
followers can grind a program to a halt.

a. Presidents and Vice Presidents

Specie., qualifications do exist for certain offices. A president
must be able to plan and run brisk, interesting meetings.' And
so should a Vice President, for he will have to take over in the
president's absence. A president mist command respect sothat his "orders" stick. He must work just a little bit harder
than he expects his board to do. These same characteristics
hold for a vice president too, as presumably he is in training
for president. Protably you will have more than one vice presi-
dent and you may give special charges to each of them. These
special charges may change as time goes on so we caution
you not to write these descriptions into By Laws but let your
president designate them. with. of course, board agreement.

b. Secretary

A secretary has very special qualities. He must be prompt,
accurate and have an ease in writing so that he can make a
few words do the work of many.'
He must get the draft of his minutes to the president as fast aspossible after a meeting while what took place is still fresh in
everyone's mind. Anyone who has ever taken minutes will tell
you that the worst situation is to pick up your notes to transcribe
them when they are a few weeks old. You will have forgotten

See Char.:er V: 'Planning Successful Meetings-.
en., Aooendix II. A Sample Form of Minute Taking.
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some of the discussion and have difficulty in reproducing it
fairly and completely.
Being a secretary is an important and exacting job and the board
should show its gratitude as often as permits.

There may be. once in a great while, meetings of such importance
or length that you may wish to have a verbatim transcript in
order to edit it and perhaps to leave certain parts just as they
were said. In this case get a friend who takes shorthand to sit
in and perform this task or pay for it if you don't have such a
friend. But here comes a big word of caution: this is only for
very special situations and usually occurs where there are two
points of view or where decisions with outside groups are
reached and an unbiased report that is from someone not con-
nected with either party, is indicated. The final caution about
minutes follows from the above. They are not a verbal transcript.
They are a distilled version of what took place with action items
clearly visibie and discussion greatly condensed.

c. Treasurer

A good treasurer is beyond price. If possible, look in the first
instance far one who has a familiarity with figures. An accountant
is a nattral, so is a bookkeeper but anyone in regular business
will know how to work with an accountant and your auditor. Any
treasurer, unless he himself is an accountant will feel more
comfortable if he has access periodically to an accountant's
advice. Hopefully you can get these services donated but if not,
find a way to pay for them. It is the cheapest thing you will
ever do.
Your treasurer, in consultation with your accountant, if there
is one, will select the auditor. Every year your funds must be
accounted for by a skilled professional, an auditor, and a copy
of this audit filed with the State Department of Social Services.
This is necessary in order to maintain your tax exempt status.
This will, of course, cost your board an annual fee and it is best
to include this cost as an ongoing expense when your fund rais-
ing plans are made.

B. FISCAL YEAR AND BUDGETS

1. Your Fiscal Year

The treasurer must pay the bills of the organization and be
consulted in advance on all planned expenditures. Your group
will have to determine its fiscal year, that is, the twelve month
period for which you will render formal accounts. Many business
firms use the calendar year, January 1 through December 31st,
as their fiscal year. The City of New York uses July 1st through
June 30th. Some seasonal businesses adapt their fiscal year to
provide the greatest clarity in their accounting picture. In New
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York City most day care agencies that receive public money use
the fiscal year of the City on the theory that it is less confusing
to synchronize one's own budget with that of its funding agent
than to have to break down income on a proportionate basis.

2. Your Budget

A "budget"t is actually your group's written financial plan for the
coming year, estimating the expenses it can reasonably expect
to have and the total amount of money it will need to raise to
cover those expenses. Whatever your fiscal year, you will want to
project a budget for the upcoming one sometime before it begins.
Your treasurer should convene a suitable group of the board to
prepare such a budget for presentation to the entire board. If
your program receives any tax money you may want to think
of having two budgets, one that projects income and outgo from
tax sources and one that projects the expenses of your board
for which you will have to find the monies yourself.
In preparing the budget that deals with the program operation,2
your director will play a principal role as he will be in actual
charge of running the daily operation, of supply purchasing,
menu planning, purchase and replacing of disposable as well
as permanent equipment. Even if all your program money comes
from tax sources, as it does in the NewYork City Group Care Pro-
gram, it is wise for a sponsoring group to make a budget of
program income, so that it can measure against it the monthly
expenditures3 and hence know at all momentswhere it stands in
spending the tax dollar. There may come a time when allocations
from public sources are inadequate and your board and others
will have to make some representation to the funding sourcefor char*.
On the board's own budget will appear the projected costs of
its own operation, including costs of raising such money as it
may need for extra items of program that it wishes to include.
Such items may be summer family bus trips, special education
specialists to work with staff, programs of health education, to
name but a few.

C. Policy Advisory Committees

Your board should be as broadly representative as possible of
the neighborhood in which you are located and the parents
whom you propose to serve. If you are a fraternal organization
or a membership group which is already constituted along
specific lines you should plan to create a local group of resi-
dents and parents to be your neighborhood arm. This group,
sometimes called a Policy Advisory Committee, must have
direct access to the Board so that it can really play a part
in influencing your decisions.

Appendix III A Board of Directors Sample Budget.
2 Appendix III B Semple Day Care Center Budget.
3 Appendix III C Sample Expenditure Control Sheet.
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If you are a local group you will see that all dimensions of your

neighborhood including parents are involved so that your service

can represent what is really needed and wanted by the parents

you propose to serve. You will want to feel the support of the

entire community and this will be possible only if you have such

a board base and you will want parents to participate up to the

full limit of their time and interest. If, in addition, .you can get

a cross section of expertise on your board you will be in excellent

shape. An accountant and a lawyer will always find their advice

called for. A social worker, teacher, a pediatrician, a nurse, and

an architect will also play a special role if you can find them and

persuade them to join your board.

D. Consultants
If you cannot get such special disciplines to become actual

board members you may want to ask some of them to become

consultants to your board. This means that they will not have

the ongoing responsibilities of board members but will give their

expert opinions when needed. In return you may list them on

your stationery as consultants and everyone will know that they

have a special relationship with you and that they stand by to

give you help and support on a voluntary basis. At annual meet-

ing time it is well to thank them and others who have served

you by name. Remember, you may need them again.

If your board is entirely composed of parents, it is wise to make

some provision so that a number of them can, if elected, stay on

for a period of time after their children have left the program.

Continuity is one important service of a board to its program and

there is no substitute for the authority that experience gives.

E. Length of Terms of Officers and Board Members

Your By Laws will have indicated, I hope, the length of term of

service for officers and boards. Some board members you will

never want to lose and so we do not urge that a board member

have a limited number of terms. With officers we feel the situation

is different. For instance, two, two-year terms might be all you

would want for an officer without, say, a year off. In order to keep

the interest and participation of a past officer it is certainly good
procedure to put him back as a member of the Board. Having a
definite maximum period of service does many things, all good.

It makes it much easier to get a candidate's acceptance if a person

knows that he is not there for life., Also, passing honors around

keeps up interest and brings new life and view points to the top
jobs. Don't let go of a good officer, put them back on the board

but don't feel that any one person is indispensable.
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CHAPTER IV

BOARD-OAFF RELATIONS ii
One of the most satisfying experiences of your day care life will
be your ongoing relationship with your staff members and particu-
larly with your director. Staff too should enjoy and learn from the
association with you. Both of you will grow and develop together
as well as in your respective spheres of competence.

A. Roles of Board and Staff

Let's look for a moment at spheres of competence and responsi-
bility. The job of the director and his staff is to run the program
that has been agreed upon, within guide lines originally laid down
by board and parents and by the public funding agency, if one is
involved. Guidelines change as situations themselves grow and
change. In other words, they should be fluid. You have to start
somewhere but you also have to be open to change and improve-
ment.

The job of board is more subtle and more difficult in many ways.
Board must keep channels of communication open between
the service it renders and the neighborhood it serves, Board must
know and be part of its neighborhood so that services offered are
what is really needed and that such changes as become indicated
are effected. Conversely, Board must interpret to its community
the service available, what its standards and goals are and why.
Picture a day care service with no board and the situation will
become clear. There is a sign over a door that says, "ABC Day
Care Center" who knows what happens there, what children
attend and whether parents have any say in who is eligible or what
is taught? Is the food nutritious and what about health service?
The orders and plans for the ABC Day Care Center come from
"down-town," far away, and who will live long enough to effect
change in its program at such a distance? A board that knows its
community never faces such a dilemma. Service must continually
adapt to meet real local needs and boards must see, by whatever
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means necessary that change is in fact made. When new profes-
sional developments warrant, staff can discuss them with board and
through them and with them get the ear of the community to effect
change that started with professional concern. Boards are a two

way street from the neighborhood into the agency and from the
agency into the neighborhood.

Boards also represent continuity. They are the repository of the
group history and, hopefully, of the wisdom that accrues from mis-
takes as well as successes. Don't think that we are advocating the
eternal board with no movement or change. Never! And so long
as you have a vigorous parent participation there will be no danger
of that. However, some of your members will be active with you
for years and the stability they present is important. From the start,
lines of authority and communication must be decided and clear.

In the New York City Day Care Program and in many other pro-
grams, the staff are employed by, and are employees of, the indi-
vidual governing board. This is also true in settings such as Model
Cities and Headstart. There may be minimum qualifications for cer-
tain positions in order to obtain financial reimbursement for them
but do not confuse this fact with who the employer is. The one who
employs and the one who dismisses is the board of directors. The
board may choose to delegate some of this authority to employ
and dismiss to their director who is also their employee. The
ultimate responsibility for this function, however, still remains with
the board. Others may come into your program as consultants,
they may or may not be your employees, but regular, ongoing staff
are all your employees. No matter how you look at it the Board is
ultimately responsible for the excellence of the program.'

B. Employing a Director

When your group is getting to the stage where you are ready to
employ a director, or even later on if you need to make a change,
it is a good idea for the president to appoint an Ad Hoc Committee
to recruit and screen applicants. (An Ad Hoc Committee is a com-
mittee with a single charge or duty. When that charge is accom-
plished, it dissolves.) If you have a permanent personnel committee
this task may be entrusted to them, although some of the qualities
that make for a good member of a personnel committee may not
be those that help you find a director.
If you are employing for the first time you must see that word
gets out to many sources. Your neighborhood must be alerted
and this includes local public schools, Head Start programs and
nursery schools. Professional Associations and your state em-
ployment service are excellent sources of applicants. When several
names are gathered together the committee concerned should
check their paper references to see if they are minimally adequate
and then personal interviewing should commence. It is ideal if the

I See Appendix XIV: Check List for Board Efficiency.
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committee can present more than one name to the Board for its
final action. Here are some general things to ask yourself as you
meet the various possibilities:

1. Does this person seem to be sympathetic to my boards' ideas
and goals?

2. Does this person have a clear understanding of the needs of
the neighborhood's children and the ability to plan a program
to meet these needs?

3. Does he really understand why parents must be actively involved
in program and is he prepared to act on this conviction?

4. Will most of our children see in this person one with whom they
can identify?

5. Why did this candidate leave his last job? (By all means talk
with the past employer.)

Your board will make the final choice, but it will be from among
the committee's suggestions.
If you are replacing a director, look first within your own staff ranks.
Nothing is more heartening to other employeesthan to see one of
their number promoted. This is not atways possible for a variety of
reasons but when it is, do consider it. It is well to spend some
time in committee considering what the problems .were with the
previous incumbent. What faults were in the situation basically and
how can they be eradicated? Don't jump in and repeat a previous
series of mistakes.

Recruiting resources mainly are the same as named above, with
the possible suggestion of the outgoing director himself, provided,
of course, separation has been friendly. Very often, when a service
is just opening and a director employed, the Board will leave the
engaging of other staff to the new director. They are, after all,
going to be working on the director's team and, again, within mini-
mum guidelines, should be compatible with him. It is entirely in
order, however, for a board to give general guidelines to a director,
such as the employment of neighborhood people when possible
and of parents, if they feel this to be advantageous. Sometimes
boards reserve the right to pass finally on all employees and this
is alright providing they do it with the endorsement of the director.
The above applies also when vacancies are being filled in operating
programs, although it is unusual to have the board involved in staff
replacements other than when a whole new team is being set up.

C. General On-Going Relationships

The on-going relationship between board, and individual board
members on the one hand and directors and staff members on the
other is a delicate one, one that will have to rely in large part on
the sensitivity and good will of all concerned. Board members
should not become partisans of any particular staff member, nor
should they forget that the director is captain of the staff team and
as such deserves their loyalty and support. Directors will quickly
assess the strengths and weaknesses of individual board members
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but if the operation is to proceed in the partnership that alone
makes for a healthy operation, these differences must not be used

to play one off against another.

As we have said above, this is a delicate area, and sometimes un-
necessary difficulties can be created if relatives of either board
members or the director are employed in the program. The pres-
ence of a relative on staff can vastly complicate everyone's relation-

ships and undermine the equilibrium of the team.

Board must remember that a director has his own life in addition

to his professional one and except in emergencies his free time
should be respected. Don't spend hours in the evening on the
telephone with your director. Have his telephone number, of course,

for cases of necessity, but think twice before you use it.

D. Relation between Director and Board

Because a director is a very important part of the team, he should

be present at board meetings, not only to make his repot-0 but to

lend his experience and ideas to whatever discussions may take

place. His daily contact with all the children and all the parents

give him an invaluable insight into program goals and needs. The

director should be prepared to make a report to his board on the

general state of the operation. The report should not dwell on

individual situations, except as they might illustrate a general prob-

lem or trend. Sometimes a director will be asking his board for
guidance. The areas will vary widely, ranging perhaps, from plans

for staff training, to new health program needs, to neighborhood
problems that have become concerns of the parents. Because a
day care program is an integral part of the area it serves, no con-
cern of a neighborhood is "out of bounds" for a day care board.

There may be infrequent times when a board needs to meet in

"executive session", that is, without the presence of staff. This
is most likely to occur during a periodic evaluation of the service

given' or during a time of question about the efficiency or suitability

of the director himself. We would suggest that a director be told

that a special meeting has been called but that he need not attend.

He will find out anyway and then the team spirit will be in danger.

This is, understandably, a sensitive area and you will have to play

it by ear in most situations.

E. Personnel Policies

The creation and maintenance of good personnel policies' is

surely one of the most neglected responsibilities of day care
boards. When certain guidelines are mandated from a funding
source, as they are in New York City, many groups would question
the need of having their own personnel policies. When, addition-
ally, a program is unionized, and the labor agreement sets forth

1 See Appondix X II: Sample Director's Report.
2 See Chapter 1/111 : Evaluation.
3 See Appendix X: Semple Personnel Policies.
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gest, it is in order to ask for an opinion from someone whom
you know to have a point of view or background information
that would be helpful. Sometimes the best informed make the
least noise and it is the chairman's duty to ask for their opinion.
As we said above, a chairman may limit discussion, either at
the start to get through a long agenda or as the discussion goes
on and may seem to be getting nowhere. He may say that those
recognized by the chair to speak must keep to the point at issue
and it is the chair's decision as to whether the point is really
pertinent. Unfortunately many people tend to wander once they
get the floor and to obscure the point at issue. The chair must
keep a reasonable order among those who ask to speak, usually
by raising their hand and by saying, "Mr. Chairman". No one
can really teach a chairman how to conduct a discussion. It is
an art and the best experience possible is to watch a good
chairman at work.

2. Handling Reports

As much as possible, reports should be written before presenta-
tion. If they can be circulated ahead of time, the more routine
and sometimes boring ones can simply be accepted "as dis-
tributed" and incorporated into the minutes without further read-
ing. As much as possible, stay away from reading long reports.
This kills a meeting and especially an annual meeting as we
shall discuss later.

We presume that your director will have .a repbrt forevery board
meeting and often times, unless it contains action items, this
report too can be circulated and appended to the minutes. The
treasurer's report especially should be written and, in brief
form, be in front of every member's seat at the meeting. It is
almost impossible to keep a series of figures in one's head
without seeing them. A skillful treasurer will not read every item
but will pick out important or changing figures to bring to the
board's attention. The board relies on him to keep on top of
the financial affairs and to let them know in a nut shell how
things are. Treasurer's reports are vital but can be boring beyond
belief. Don't let yours be so. Remember, though, that from your
books your annual audit will be compiled and without satisfac-
tory audit you may stand to lose your tax exemption.

F. Content of Meetings

There are different kinds of meetings that you will be planning
for your working year. There will be a series of regular board
meetings as we have discussed. There will be an Annual Meeting,
as provided for by your By Laws. There may be executive com-
mittee meetings although if a board truly runs its day care center
these should be few and far between and most often used in
emergencies or during the summer when people are on vacations.
Once in a great while you may call a "special meeting", that is a
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parehts have for children. Let's help them make wise decisions.
Don't forget the local businessmen. They might like to take an
hour off to see what their tax money makes or might make pos-
sible. When you are roughing out a program for a visitors day,
include a short formal part, say fifteen minutes. This could include
a statement of what you are doing and a short and suitable program
put on by the children. Written material to hand out as guests
leave is very important too. It should nail down what they have
seen. All the above comes quite directly under the heading of
education of a board. When such a group learns and plans together
it becomes a strong and informed advocate for the needs of
children.

I. Fund Raising

For some day care programs fund raising will mean finding the
money to support scholarships for children who do not pay full cost
of care. For others, it will mean finding additional funds for those
who do not qualify for support from tax money. For still others, un-
derwritten entirely by tax funds, fund raising may mean finding the
money the board needs for its own operation. Enrichment programs
desired by staff, parents and board will need extra funds.
There are all sorts of ways to gauge your fund raising ability
and to plan your drive but these are dealt with elsewhere.' What
we want to consider here is the effect of fund raising on a board.
If you plan carefully and everyone does his job, there is nothing
that can weld a group together more solidly than having sucess-
fully raised some money and to have made possible a program truly
their own. This is especially so when actual program money comes
in part or whole from tax sources. The many kinds of volunteer
jobs usually involved with fund raising can be made into small
social events. Even addressing of invitations can be fun with time
to visit and some coffee and cake. When everything is successfully
over, a victory party may be indicated and I can asure you there
will be many laughs at the goofs and near misses of the whole
procedure, Remember always that even a group as selfless as yours
needs to have fun now and then and that you will emerge the
stronger for it.
I See: "Fund Raising and Public Relations for a Day Care Program". Day Care Council of

New York.
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CHAPTER VI

LABOR-MANAGEMENT RELATIONS

The term "Labor-Management Relations" usually calls to mind
large-scale negotiations between giant corporations and powerful
unions, like General Motors and the United Auto Workers.

In a day care program, however, the term "Labor-Management
Relations" is intended to cover all aspects of the day-to-day inter-
action between staff members employed at the center, who are
"labor", and the center's board of directors and supervisory per-
sonnel, who are "management", since they are responsible for
hiring and firing of the center's staff and for finding money for the
operation.

Individual board members, some of whom may be members of
unions themselves, often have great difficulty accepting the idea
that their new role as a board member makes them, in fact, an
"employer" or "management", with a new dimension of responsi-
bility for maintaining optimum working relationships among all con-
cerned for the benefit of the center's children and parents.

A. "TOOLING UP" FOR THE JOB OF MAINTAINING OPTIMUM
WORKING RELATIONS

Maintaining optimum working relationships means several things
in terms of the way your board must function, both as an organiza-
tion responsible for serving children and as a group of individuals
who must interact, on a personal basis, with those you hire to
deliver that service. Your board must therefore make certain speci-
fic plans to guarantee smooth functioning in this area.

1. Establishing of a set of personnel policies

This document should spell out for center staff some basic rules
you think are important and which are not set forth in other
documents governing rates of pay, number of holidays, etc. A
set of written policies of this kind lets staff know exactly what
you expect of them in performing their jobs as well as what they
can expect of you by way of fair treatment. These policies should
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certainly include some specifics like length of probationary
period, evaluation, grievance and appeal procedures, as well as
the fact that employees may be dismissed for cause.'

2. Establishing a Personnel Committee

This committee may be responsible, in the first instance, for
interviewing candidates for the job of director (and other jobs,
if you wish). Later, on a continuing basis, the committee would
discuss staff evaluations with the director and help her plan for
staff development in general.

3. Establishing a Grievance or Labor Relations Committee

This committee would be responsible for handling problem situ-
ations arising out of disagreements between the center director
and individual staff members or the Labor Union, if you have
one. This committee can, of course, be composed principally
of individuals from the Personnel Committee since they are
likely to be best informed about the job performance of various
staff members. For grievance purposes, however, the personnel
committee should be enlarged to include your president and

one or two other members of your executive committee. If,
however, a labor agreement already exists, it will probably
spell out the grievance procedure steps as well as the manage-
ment representatives at each level.

4. Establishment of Procedures for Regular Evaluation of the
on-the-job Performance of each Staff Member

As a governing board which is ultimately responsible for all
aspects of your center's program, y'ot. should instruct your cen-
ter director to plan for regular written evaluation of on-the-job
performance and general compotence of every staff member.
This should be done first at the end of the probationary period
and at least once per year after that.

Although an evaluation is actually written only once per year,
the process should be an ongoing one in which the director
observes staff members daily and counsels with them frequently
with respect to improvements or changes in the quality of their
work. During such discussions, notes should be taken so that
both can refer back to previous discussions about work situa-
tions. At the end of the year, these notes can be compiled into
the final written evaluation which is then shared with the staff
member in question.
All evaluations should be shared with the Personnel Committee
and should be available to the board as a whole on request.
Where serious problems arise between the director and a staff
member, the director should bring these to the attention of the
board at once and seek their advice. Thus, should a grievance

I See Appendix X: Semple Personnel Policies.
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situation arise, the board will be fully apprised of the facts and
will be able to deal knowledgeably with the problem. It should
always be remembered that, although boards may choose to
delegate the hiring and firing power to their director, they are
still ultimately responsible and therefore are the "court of last
appeal", so to speak, for each employee.

Finally, the board is, of course, responsible for the annual evalu-
ation of the director,1 himself. This, like other employee evalua-
tion should be based on year-round discussion and interaction
between the director and the board, as well as observation of the
center's general functioning. This evaluation, like all other per-
sonnel records, should be written annually and preferably should
be done by the personnel committee with whom the director will
presumably have had meetings on an ongoing year-round basis.

B. UNIONS OR OTHER STAFF ORGANIZATIONS

In New York City there are many day care centers' and staff mem-
bers in most of these programs became unionized a few years
ago. They then negotiated a single city-wide labor contract covering
the employees of the many centers where the union represented
a majority of the personnel.

The individual boards of these centers, recognizing the obvious
limitations in acting as single unrelated units, agreed to negotiate
as a unified group using the Day Care Council as their representa-
tive. Thus, by combining their resources, they were able to engage
a labor attorney and because they could negotiate as a unit they
were able to maintain uniform pay scales and benefits among the
many day care centers. Since these centers are publicly funded,
this also meant negotiating with the City for an adequate reimburse-
ment formula.

Even though your center may be new or in a city where there has
been little or no unionization, it is still possible that some of your
staff may join a Union or may already belong. If this happens,
sooner or later, your board will be approached by a Union repre-
sentative who will claim that the Union in question represents a
majority of your center's employees and that you must therefore
recognize the Union's right to speak for them in collective
bargaining.

In New York State, even non-profit agencies, like day care boards,
are now required by law to recognize and bargain with a Union if
it can prove that it represents a majority of that agency's employees.
It is wise to have your attorney check the relevant labor laws in
terms of their applicability to your particular situation.

1. If your Center becomes Unionized

If your staff becomes unionized and the Union establishes its
right to bargain collectively for the personnel at your center,

I Appendix XIII: Sample Directors Job Description and Evaluation Guide.



it is important for your board to plan for the ensuing contract
negotiations as follows:
a. Obtain the assistance of an experienced Labor Advisor with

whom you can confer and share information about your pro-
gram's needs and goals. He will help you assess the ways
in which any changes wrought by a Labor Contract are likely
to affect your operation and will also assist in the negotiation
process itself.

b. Establish a labor relations or negotiating committee at once.
This committee should be composed of your most knowledge-
able board members who have an understanding of both your
center's day-to-day operation and, if possible, some previous
experience in Union-Management interaction in other settings.

c. In order to arrive at possible contract proposals which are
within the range of what you can reasonably fulfill, it is im-
portant to assess, with the help of your Labor Advisor, your
own position with respect to two major areas.
(1.) your board's ability to meet increased financial obliga-

tions brought on by higher salary demands for employees:
If your program is publicly funded, this means additional
negotiations with your funding source. If you raise your
own funds to pay the costs of running your center, then
you must realistically estimate your board's ability to
raise whatever increased monies will be required in order
to institute higher salary scales. The salary scales finally
agreed upon between your board and the Union should
reflect both a consideration of their justifiable demands 42'
as well as a practical consideration of your board's ability
to find the necessary funds.

(2.) your board's obligation to maintain a full range of serv-
ices to parents using the center for their child care needs:
Since boards are committed to serving the parents and
children of their communities, care should be taken to
insure that any commitments to the Union, as part of
negotiations, do not in any way hinder the board's ability
to fulfill this basic program obligation.

2. What goes into Actual Negotiations

The negotiation process can best be likened to an old-fashioned
horse-trading session in which each party tries to convince the
other of the special merits of his "horse" as a means of raising
or lowering the price the other is asking or offering.

When the items to be "horse traded" are employee pay in-
creases, extra holidays, fringe benefits, etc., representatives of
both sides meet together to attempt to find a common meeting
ground between what one side is demanding and what the other
side feels it is able to give. The trading aspect of these dicussions
often comes about when one side is unable to meet a particular
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demand and the other compromises by agreeing to "trade off"
this demand for some other item which may have the benefit
of being both attractive and easier for the other to give.

The overall process may be brief or lengthy, easy or difficult,
depending on the parties and the problems to be resolved, but
essentially, the name of the game is compromise. Thus, both
sides usually meet together for as many days as needed to
arrive at mutually satisfactory compromises of all the items
under discussion. In this context, it is well to remember that the
word "compromise" has often been defined as an arrangement
in which each party comes away feeling that he has given up
something important!

As agreement is reached on the various individual items under
discussion, it is customary to put the agreement in written memo
form, even while other items still remain unresolved. Thus, a
running record of each item of agreement is kept until the total
process is complete. These items of agreement are then com-
piled into a final legal contract which both the board and the
Union must sign to show that they will both carry out all of the
document's stipulations. As this is an important legal document,
the board should arrange to have its own attorney participate
in its drafting.

3. Handling Grievances

The term "grievance" is often used to describe any situation in
which an individual employee feels "aggrieved" or unfairly
treated by the board or director. Usually, such situations can be
amicably resolved through the regular medium of a conference
between the director and the particular employee. The regular
carrying out of this ongoing discussion process is probably the
best insurance any program can have against the development
of "grievance" situations.

If the problem is so serious, however, that it cannot be resolved
by such everyday means, it will then be necessary to present
the facts to the personnel or grievance committee of the board.
The board may wish to give its personnel committee full authority
to act for it in handling such problems or it may prefer to have
the committee draft recommendations for action on the problem
which the whole board may then vote upon. However you decide
to handle this, it is important that the board or its personnel
committee act promptly to obtain full and accurate information
so that it can take the necessary steps to resolve the problem.
In this way, your daily service to children and parents is main-
tained as smoothly as possible.

When centers are unionized, the agreement with the union nor-
mally establishes a grievance procedure that both sides must
follow. Thus, the agreement may stipulate that an aggrieved
staff member is entitled to have the Union representative present
at his grievance hearing. With or without a union, it is important



to remember that since the Board is often the "court of last
resort" to which an employee may appeal if he (eels he has been
unfairly treated, it is only simple justice for you to take very
seriously any requests for the hearing of grievances.

4. When Help is Needed from Outside Agencies

a. Mediation
When problems between board and one or more staff mem-
bers become so acute that they cannot be resolved by the
usual means, it is sometimes necessary to seek outside help
from some impartial intermediary. Such a person may be an
experienced mediator who will meet with both parties to the
dispute and attempt to help them arrive at a reasonable
settlement. This process, called Mediation, is sometimes used
when a Union and an employer (or board) cannot reach
agreement on the terms of a new labor contract and has often
proved useful in resolving many difficult situations.

b. Arbitration
Another method of resolving difficult problems is the process
by which both sides agree to submit their problem to an
experienced Arbitrator who will hear all the facts and then
render a decision, almost like a judge. An Arbitrator is, of
course, not a judge, so his decisions are only valuable when
both parties have agreed beforehand to abide by whatever
he decides upon. Sometimes Unions or employers will ask
that the right to submit disputes to arbitration be written into
the contract and that the Arbitrator's decisions be made
binding upon the parties. This process again, will help a board
maintain uninterrupted service to children and parents.

Whether your center ever becomes unionized or not, the con-
tinued smooth functioning of your program's daily operation will
depend in large part on the working climate which you create
for your center staff to carry out their everyday job responsibili-
ties. Thus, experienced boards have found that carefully spelled-
out personnel policies, which are practiced fairly and equitably
administered on a daily basis, are the best possible insurance
against labor unrest in any form.
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CHAPTER VII

A board of directors composed solely of interested citizens may
not consider itself "expert" enough to make critical judgments
about the quality of the program offered to children. Nothing,
however, could be farther from the truth and there are several
simple guidelines which anyone can employ to make some
realistic judgments about program quality.

A. Group Day Care

1. General Environment

First, there is the matter of the general environment what
you see, hear and feel when you first enter the center. Is it
clean and cheerful? Is there a sense of warmth and welcome?
Does the welcome include parents and older children who may
visit as well as "important" visitors, like board members? Are
children happy, interested, well occupied in their activities and
scarcely mindful of your presence, or do they run to visitors beg-
ging pitifully for your attention and affection? Are teachers'
voices and manner pleasant and warm in dealing with each other
as well as with children and parents? Do teachers treat children
as individuals or only as a group? Are noise levels in keeping
with happy, purposeful activities? Is it too quiet? Too noisy?
Are children's feelings accepted? Are activities common to the

'me also carried on in the center so the center becomes, in
truth, an extension rather than a substitution for the home?

Signs of tension, hostility and poor working relationships can
usually be counted on to show themselves in even a brief visit
to your center. If you do observe such symptoms, then it is time
for your board to discuss them with your center director to try
to determine and help deal with the cause. As interested citizens,
outside the day-to-day operation, your own viewpoint will be
objective and the personal experience of your individual board
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members in the outside world of business and community rela-
tions can often provide helpful insights to a center director
whose own experience in these matters may be limited.

2. Program Content

Next, there is the question of what goes into the daily program
itself. What are 3 and 4 year olds really expected to learn in a
center, anyhow? Is there actually such a thing as a "curriculum"
for early childhood education? As a matter of fact, there is, and
as before, there are some easy ways to recognize and make
judgments about it.

First of all, a "curriculum" for young children is actually divided
into a few easy-to-recognize subject areas, as follows:

a. Language Skills
"Teaching" in this part of the curriculum begins, even for a
tiny baby, with the cooing and baby words he practices with
his mother and other family members. In the center, of course,
it takes more sophisticated forms though it is still best taught
by encouraging children to converse freely with each other,
teachers and other accepting adults. Some sophisticated
forms you should be able to observe in your center include
story-telling,- group discussion of topics of interest to the
children, puppetry and play-acting. All help little children
learn new words and information and increase their ability
to express their own ideas. Note especially whether teachers
are really listening to the children. This is what makes an
exchange possible.
If your center is one of those serving children who speak
another language at home and who are learning English for
the first time, then your center's staff needs to be knowledge-
able about some special techniques for guiding this dual
language development in young children. Basically, it must
be remembered by all involved that bilingual young children
have the double task of increasing vocabulary and developing
competence in two languages at once instead of only one
and that this process should never be made more difficult or
confusing by making the child feel that the teacher expects
him to give up his "home" language in order to be accepted
by the group.

Thus, in making judgments about this, you should look for
an attitude of respect and appreciation on the part of teachers
for each child's cultural heritage and native speech. Given
this basic requirement, the child's progress in English, as well
as his own language (which he also needs to learn to speak
well) will progress at a faster, happier pace.

b. Social Studies
When we went to school this used to be called History,
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Geography and Civics. For little children, it means learning
about the community in which they live and how its institu-
tions and services work. Thus, some of the community's
"institutions" which the children might learn about would
include tha post office and what it does for us, the super-
market, the bank, a nearby factory, the neighborhood fire
station, etc.

When you visit your center, you should be able to see and
hear evidence of this kind of learning in the children's play
activities and conversations as well as in pictures and class-
room displays. The kinds of block building, play-acting in
"dress-up" clothes and discussions the children engage in
should give you some fairly accurate clues as to how much
they are learning in this area. Frequent trips to neighborhood
places of interest on a pre-planned basis, with appropriate
explanations, should also be a part of the activities you can
see teachers carrying out with children.

Also under the heading of "Social Studies" or "History"
should come children's learning about our holidays and the
special cultural aspects of the ways in which different people
may celebrate them. Thus, not only should children learn
about our own general national culture but also about the
special contributions of the many individual ethnic groups
which make up our larger population. Children should be
given opportunities to learn about national dress, songs,
cooking styles, and heroes of various ethnic groups, espe-
cially their own, as a means of understanding the value of
the contributions of all.

c. Science

Teaching in this part of young children's curriculum can
begin on the simplest level, calling only for observation of
living things around us, but can progress to levels which will
send the teacher scurrying for the encyclopedia. This last
includes answering children's endless questions on such sub-
jects as "what makes the sky blue?" and "how does the air-
plane stay up?" Believe it or not, there are books which can
explain these complicated things on a child's level and you
should be able to find some of them among the books your
center's teachers use with the children. You should also be
able to see a relationship between the way these books are
used and related trips and activities which the teachers carry
out with the children.

A collection of books, plants, pets, lenses, magnets and other
"science" teaching materials cannot by themselves give
children an understanding of natural phenomena. Perhaps
the best way you can judge this is by observing how your
center's teachers stimulate and satisfy children's curiosity by
encouraging them to perform simple experiments and helping
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them find answers to their many questions and develop
an understanding of such concepts as growth, change and
continuity in a variety of organic and inorganic things.

d. Number Concepts

Even the youngest children have some understanding of
numbers, even if it's limited to the difference between one
and more than one. Though it varies with the age, you should
be able to observe a variety of ways in which your program
is helping children see number relationships.

Helping set the table and counting the number of forks
needed to serve those present is one of the easiest and most
obvious. For the older preschoolers, measurements of all
kinds, from cooking to carpentry, should be readily observ-
able in your center's daily program. The unit building blocks
which are basic classroom equipment are important tools in
helping children grasp the more difficult concepts of space,
relationships and balance. You should be able to observe
teachers using these blocks to help children understand that
a quadruple unit size block really is exactly four times larger
than the single unit and use that knowledge in erecting a
a block building that won't fall down before it is finished.

e. Music, Art & Dance
The "fine" arts provide delightful media through which chil-
dren can express both their feelings and ideas in the freest
possible manner. Here, the watchword is "freedom" so that
what children express is really their own and not the teacher's
version of what a house should look like or his preference
for "good" music. Pre-traced cutouts may have their uses
for special occasions, but you should be able to observe lots
of situations in which children have real freedom to use colors
and a variety of materials in any way they like, as well as
freedom to engage in whatever kind of music or rhythmic
acting-out they enjoy.

Finally, in judging your center's program content, it is im-
portant to remember that all of the "curriculum" areas just
discussed can be pursued in a variety of ways and that all
of them will vary according to the age level of development
of the children in each classroom. The more creative your
staff, the more varied and interesting your center's program
should be. If you are a parent, you will see all the activities
of the center become part of your child's life at home, to
the enrichment of the entire family.

3. Room Arrangement

Most preschool classrooms are furnished and arranged in such
a way as to provide for maximum freedom of movement, choice
and self-help by the children so that they may engage in the
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many "learning-through-play" situations which the classroom
offers.

Thus, in addition to the inevitable child-size tables and chairs,
many low shelving units are also provided to give children
free access to toys, art materials, books and a variety of other
materials. These shelving units are then usually arranged around
the room in such a way as to create small "areas" or subdivisions
devoted to special activities such as painting and clay modeling,
block building and carpentry, doll-housekeeping and cooking,
or science observation and reading.

Obviously, it takes a skillful teacher to arrange shelving units,
easels, doll-sinks, etc., in such a way as to permit all these
activities to go on at once with a minimum of interference with
each other. Thus, the block building area must be in a traffic-
free part of the room, lest transient children inadvertently knock
down the building of a budding engineer; the library and science
areas must be sheltered from the noise and energy of the house-
keeping area lest young "mothers" washing doll clothes splash
soap suds on the picture books of the "scholars" and so on.
Here again, the kind and size of equipment you should see will
vary with each classroom as well as with each teacher's man-
agement of its use.

In visits to your center, it is important to observe whether or not
children are really free to use the equipment provided for them
or if certain toys are kept locked away in the "teacher's" closet
for special occasions only. Are books, records, the phonographs
really in daily use or does the teacher keep them out of reach
in the hope of keeping them forever "new"? Teaching children
to use equipment constructively and care for it protectively is
as important to their learning as any other skill and you should
be able to see your center's teachers including this as part of
the children's day-to-day living experience.

4. Outdoor Activities

Every center will have some arrangement to enable its children
to play outdoors for a portion of each reasonably clear day.
This may be a specially equipped private playyard, a rooftop
playground (properly fenced, of course) or even a nearby public
park. In every case, it is important to give children this oppor-
tunity to run, climb and play in an outdoor space that is safe
and protected. This means, that in addition to proper fencing,
adult supervision must be ever present and alert as a means of
preventing falls and other accidents. Teachers must be con-
stantly alert therefore and keep the children within full view at
all times.

If teachers in your center use the outdoor play time to sit and
converse together outdoors, to read the newspaper and other-
wise relax their vigilance over children's safety, you will know
that important learning situations are being overlooked. The
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rough and tumble of vigorous play is important not only to the
body but to development of a healthy personality.

B. Family Day Care

1. General Family Day Care Home Environment

Much of what has been said about the atmosphere of a good
group care center applies to an individual family day care home.
There should be a feeling of cheer, of warmth and welcome in
every home. The rooms should appear lived in but not overly
cluttered. Furniture, floor covering and paint may be worn but
they must be clean. The kitchen, however old fashioned and
inconvenient by institution standards, must be shiny clean and
pesticides and commercial cleaners way out of reach of young-
sters. Bathroom facilities must have the same standards. There
must be evidence that children have their own towels as well as
their own cots and sheets for napping. There must be guards
on the windows or else windows must be so high that the most
active youngster cannot climb up to them. Some child size
furniture is desirable and, of course, cribs and high chairs de-
pending on the age of the youngsters.

2. The Child's Day in the Family Home

The quality of a child's experience and opportunities for growth
are directly related to the quality of the day care mother and the
kind of assistance and consultation made available to her by the
sponsoring agency. Presumably a careful appraisal of her quali-
ties as a mothering person were made at the point of her accep-
tance for the job. It is well, however, that a continuing evaluation
of her performance be made for, despite skillful intake, the life
situation may work out otherwise than satisfactory.
The day care mother should be able to plan her day in order to
allow herself some play or story time with the children, time for
visits to the park in good weather as well as time for household
chores. The ideal family day care mother is affectionate yet not
demanding, remembering always that the child in her care has
a real mother and that her role is to strengthen that relationship
rather than to weaken it. She must be able to use supervision
and consultation from which she will learn the rudiments of
child development, both mental and physical. The combination
of basic talent and instruction will produce a family day care
mother who enjoys her job and this pleasure will be evident in
her manner and in the children for whom she cares.

3. Educational Opportunities for Family Day Care Mothers
Without access to educational opportunities and on going con-
sultation, a family day care program may become a custodial,
TV, baby sitting service. It is up to the group of sponsors of the
service to see that opportunities for growth are made available
to the day care mother. Simple materials must be available,
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activity brings. On the other hand, when homework is pressing
or help is needed, the day care home can provide an appropriate
environment for quiet accomplishment as well as a place to
share a quiet game with a school friend when desired. As with
group care, the key to successful programing in a day care home
lies with the teacher-mother's ability to provide supervision and
security, while still permitting freedom for independent growth in
a safe environment.
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CHAPTER VIII

The most difficult job of all is to "see ourselves as others see us".

How do we know that we are doing a good job? Are we doing a
good job but could it be much better? On-going as well as periodic
evaluation is part of the responsibility of those who are operating
any kind of service with public or voluntary money, for the parents,
children and community are always judging us in one fashion or
another.
Evaluation is constantly taking place as your board meets, talks
things over, decides to change a bit here and try something
new there. Do not feel that evaluation is something separate and
new that you know nothing about. You know a great deal more
about it than you think you do. Once in a while, a group undertakes
a more formal and Warmed evaluation. This may take two forms, one
is to call in outside experts who will study the operation from every
angle and render a formal report. Another is to set up what is called
a self-study. This latter is often done, not just when there is trouble
or dissatisfaction but as a part of the orderly discharge of respon-
sibility to the consumers of service, to those who pay the bill and
hence, to the public at large.

A. Self Study
There are probably many variations in setting up a self study. One
that was quite successful recently went something like this:
A board and a staff, with little turnover in either group, felt that
they ought to have a look for themselves. It had been many years
since any concentrated examination of the operation had taken
place and during this time social thinking had undergone some
radical changes. The president appointed a vice-president to head
the self study committee and asked him to bring in a report in six
months time. The report was to cover three main areas of concern:
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1. Was the service offered what the neighborhood really
needed?

2. How well did staff discharge their duties?
3. How well did the board discharge theirs?

In conjunction with the three areas above, suggestions for changes
were to be made. The president instructed all board and staff to
cooperate to the fullest and pledged himself to do likewise. The
structure of the resulting committees was as follows:

1. A program sub-committee was established whose charge was
to investigate neighborhood needs, to determine how the present
program met these needs and to make suggestions for the future.
On this sub-committee were present and past consumers of
service, parents, several board members and the director of
the agency. This group met and laid out a plan which included
extensive visiting of various other programs, consultation with
experts on latest developments in the field and rather extensive
interviewing of local people, not only to determine their own
family needs but to get an idea of the image the agency had in
the community. This was an enormous learning experience for
all committee members.

2. A sub-committee on staff looked into many angles of staff per-
formance with special attention to the kinds of opportunities
for staff training and advancement that existed or that should
have been made available. The role of the board in taking
advantage on behalf of staff of all opportunities for their devel-
opment was scrutinized and what the board might do in the
future to make training in general available. In a field where
moderate turnover was the rule, why was there little turnover in
this agency?

Many consultations were held, particularly with training schools
at all levels. The present pattern for staffing the program was
scrutinized with an eye to both its breadth and depth. Other
programs were visited and among those facets of program com-
pared were the amount of time professional staff actually spend
with the children and in supervising paraprofessionals and how
much in paper work. What was the content and frequency of
staff meetings, and how close the cooperation between staff and
parents? Varying methods of evaluation of staff by Director
were looked at as well as the keeping of records in general.
Serving on this committee were staff members of different quali-
fications, some present parent and board members, one of whom
was a retired teacher.

3. The sub-committee on board performance was composed of two
past chairmen of the parents advisory committee, old and new
board members and two staff members. This committee had the
greatest trouble getting off the ground. They decided eventually
to have a meeting with representatives of another agency that
ran quite a different program. This proved very beneficial, for
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"DROP IN" CARE care provided on an as-needed basis, either
at a central place or in a private home.

INFANT CARE care for very young children, commencing at about
8 weeks, often given in a private home but sometimes in a group

situation.

PROPRIETARY DAY CARE care given either in a group or home,

to make a profit for the individual or organization giving the service.

CO-OPERATIVE DAY CARE a joint proposition where mothers
receive care for their children in return for giving a portion of their
time as staff to the program.

FRANCHISE DAY CARE including contract operations a pre-
packaged program, including design and equipping of a building,
for a price from a central source. So long as agreed conditions are
met, the operation may continue to use the franchise or contract
name.

INDUSTRY SPONSORED DAY CARE this is day care sponsored
by management, labor or special situations such as hospitals in
order to provide care for employees children close to their jobs.
Usually this care is open to community children as well as to those
for whose parents it was designed.

COMMUNITY CONTROLLED DAY CARE day care planned for,
operated and controlled by persons living in the neighborhood
served by the center or family day care homes. Sometimes con-
strued to mean care run by persons from the same background
circumstances as those being served. It is emphatically not a pro-
gram run from a far-off central office.

PARENT CONTROLLED DAY CARE day care planned by, oper-
ated and controlled by the parents actually using or proposing to
use the service. The concept is not to be confused with community
control.

STANDARDS a set of rules and regulations usually set up by a
public agency to protect and enrich the children in care.

LICENSE this is a certificate, renewable periodically, which indi-
cates that basic standards have been met. In order to receive
public funds, a program must have a license. In family day care
each home where children are cared for must be licensed.

NURSERY SCHOOL a half-day program, or sometimes from 9

a.m. to 3 p.m. serving usually 3's, 4's and 5 year olds. These pro-
grams operate on a public school year, with Christmas and spring
vacation and a long summer recess. A fairly high tuition is usually
irvolved.

HEADSTART a program geared primarily to 4 year olds, to
provide a group and learning experience prior to kindergarten.
This national program is funded by the Office of Economic Oppor-
tunity and should have at least 90% of its children from the poverty
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population. There is no fee involved.' Usually parents of Headstart
children are not employed full time away from home and hence
can be and are encouraged to be active in the program that serves
their children.

KINDERGARTEN AND "PRE K" programs of 2 to 3 hours dura-
tion for 5 and 4 year olds respectively. These terms as usually
used refer to programs run by public school systems.

"24 HOUR" DAY CARE day care provided around the clock,
either at a central source, in family homes or by sending a person
into the child's home. This service is especially designed for
mothers who work in the evening or night hours.
.At the time of writing a fee scale is under discussion

,

I. Some New York State and City procedures that may be useful
as guidelines in the financing of physical premises.

II. A suggested form of Minute Taking.
III. Sample Budget and Financial Reports.
IV. Seed Money Resources in New York City and State.
V. Sample Request for Incorporation.

VI. Procedures for obtaining an incorporation in New York City
and State.

VII. Obtaining tax exempt status.
VIII. Recommended Minimum Insurance Protection for Day Care

Sponsors, Children and Staff.
IX, Sample By Laws.
X. Sample Personnel Policies.
Xl. Sample Annual Meeting Agenda.

XII. Sample Director's Monthly Report to the Board.
XIV. A check list for Board Efficiency.

APPENDIX I. (a)

NEW YORK STATE
YOUTH FACILITIES IMPROVEMENT ACT

In 1969, the State of New York passed its landmark Youth Facilities
Improvement Act to provide much needed funds for the construc-
tion, purchase and renovation of physical premises for day care
development. These funds can be obtained by day care sponsoring
groups in the following ways:

A. MORTGAGE LOANS

1. Sponsoring groups wishing to purchase either a lot on which to
construct a day care center or an existing building which can be
renovated for day care use may apply to the State Bureau of
Youth Facilities Construction in Albany or New York City for a
mortgage loan to cover the cost of such expenses.
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2. The sponsoring group must then make a plan for repayment of
the loan within a maximum period of 25 years. In most instances,
the sponsoring group can count on enough income to cover this
repayment through the "rent" allocation which is included in the
funds from their local Department of Social Services for general
support of their day care program's operating costs. Support
from the Department of Social Services has, as one item, "rent"
which is used for the purpose of repayment. This basic program
support is also supplemented by parents and private contribu-
tions.

3. Exenses Covered by a Youth Facilities Mortgage
a. Purchase of a suitable building or vacant lot.
b. Renovation of the building.
c. Demolition where necessary.
d. New construction where necessary.
e. Fees for architects, lawyers, special consultants.
f. Costs for planning and program dtvelopment.
g. Equipment and initial operating expenses.
h. Micro-buses for transportation where necessary and feasible.

B. SEED MONEY FUNDS
1. The Youth Facilities Development Fund was established to assist

day care sponsoring groups with "start-up" or "seed money"
costs connected with the development of their day care facility.
Two million dollars has been allocated for this purpose.

2. Expenses Covered by the Seed Money Fund
a. Options to purchase property for the proposed center.
b. Deposits on contracts of purchase.
c. Architectural, engineering and legal fees.
d. Preliminary surveys.
e. Consultants or staff costs during the construction period.

C. LOAN GUARANTEES
Day care sponsoring groups wishing to renovate a rented building
to house their day care program may obtain a Youth Facilities guar-
antee up to 90% of the amount needed for renovation purposes.
This enables the sponsoring group to obtain a renovation loan from
a bank or other lending institution and repay it (as with the mort-
gage loan) out of rental funds allocated through the day care pro-
gram's operating budget. The 90% guarantee makes the loan
much more attractive to the lending institution.

APPENDIX I. (b)

NEW YORK CITY
DIRECT OR LONG-TERM LEASE

Before this city-sponsored program for building Day Care Centers
was frozen last December 20, 1970, approximately 300 sites were
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leased by the city from private landlords for rehabilitation as day
care centers.

The Long-Term Lease program was co-sponsored by the New
York City Department of Real Estate and the Department of Social
Services. It enabled the City Real Estate Department, with Depart-
ment of Social Services approval, to lease space in privately-
owned buildings which could be renovated for day care use. The
rent which the Department of Real Estate agreed to pay the land-
lord came from the Department of Social Services day care budget.

How the Long-Term Lease Program Worked
A Community group in a low income area, who wanted to start a
Day Care Center, suggested a vacant building to the Department
of Social Services, which could be leased and renovated for Day
Care use. A landlord could also apply to the Department of Social
Services for approval to lease his property to the Department of
Real Estate for day care. However, after the site was approved, a
community or parent group had to be brought into the planning
process for the center.

After the day care site was approved by the Department of Social
Services, the landlord negotiated with the Department of Real Es-
tate for the maximum rent Real Estate would pay for the day care
center interior space and outdoor play area, and over the term of
the lease, which could range from a 10 to 20 year period.
The New York City Department of Real Estate paid the going
market price per square foot for the interior space and a lesser
amount for the outdoor yard area. However, these figures were
subject to negotiation and revision, depending upon costs. involved.

The final figure for which the lease was drawn was intended to
reimburse the landlord for the following:

1. Amortization of a renovation loan
2. Payment of interest
3. Insurance
4. Maintenance
5. Net rental income to the landlord. (This represented

from 10 to 15 percent of the total sum in the lease.)

APPENDIX I. (c)
INDIRECT LEASE

Presently, this is the sole city-sponsored program for building Day
Centers in New York City. Rather than negotiating with the Depart-
ment of Real Estate for a lease, the Day Care sponsors would pay
for the day care renovation out of pocket, after receiving approval
of the Department of Social Services. The monies advanced by thesponsoring agency would be repaid by the Dept. of Social Serv-
ices (in the form of rent) over an agreed upon time period, which
may be as long as ten years. If the sponsoring group was successful
in borrowing the renovation costs from a bank, after having received
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a State Loan guarantee, the Department of Social Services would
repay the loan, amortization and interest (in the form of rent) to
the sponsoring group.

APPENDIX II.
A SUGGESTED FORM OF MINUTE TAKING

(Cover Page)
THE ABC DAY CARE CENTER
1708 Bedford Ave., New York, N. Y. 10077

Action Items from Board Meeting, January 17, 1971.
Moved, seconded and carried:

To accept the Minutes of the Board Meeting of December 19,
1970, as circulated.

Moved, seconded and carried:
To accept the Treasurer's report as presented at the Board Meet-
ing of December 19, 1970.

Moved, seconded and carried:
To elect to membership on the Board, Mrs. Mary Jones, to fill
the unexpired term of Mrs. Jane Smith.

Moved, seconded and carried:
That the report of the Board's ad hoc committee on training be
accepted and submitted to the Department of Social Services
for funding.

Moved, seconded and carried:
To empower the president to appoint a Benefit Committee.

It was the sense of the meeting that the president should ask to
testify at the city-wide meeting on March 1st on 24-hour day care
with reference to the position taken by the Board at its October
1970 meeting.
(Many times there is discussion which, if it were of a policy making
sort, would require a motion. It is within the chairman's province
to state the consensus as he sees it, ask the informal approval of
the group, and have the minutes so record.)

(Second Page)
(This page elaborates on the action items of the cover page):

THE ABC DAY CARE CENTER
1708 Bedford Ave., New York, N. Y. 10077

BOARD MEETING JANUARY 17, 1971

Pursuant to due notice, a regular meeting of the Board of Directors
of the ABC Day Care Center was called to order on January 17,

1971 at the Day Care Center at 7:30 p.m. Mrs. Brown, President,
presided.
Those present were: etc.
Mrs. Brown introduced and welcomed Mrs. Grace Vaughn, a guest
from the Department of Early Childhood Education of the State
University.

62 62



MINUTES OF DECEMBER 19, 1970

It was moved, seconded and carried to accept the minutes as
circulated.

TREASURER'S REPORT

(See material for Treasurer's Report in Appendix III.)
It was moved, seconded and carried to accept the Treasurer's
report as read. In response to a question, Mr. Meyer. the Treasurer,
explained the reason for a $100 item for office equipment. When the
Board was first organized, over a year ago, they were given a
secondhand typewriter by a friend. The repairman advised that it
would not be worthwhile to repair it anymore and the President
authorized the purchase of a new one, there being money budgeted
to cover such an expense.

NOMINATING COMMITTEE REPORT

Mr. Haynes, chairman of the Nominating Committee, presented
the name of Mrs. Mary Jones to fill the unexpired term of Mrs.
Jane Smith. Mr. Haynes reported that he and several members of
his committee have met with Mrs. Jones and feel that she will be
a valuable member of the board. Her daughter is a member of the
4 year old group, having joined the center as a 3 year old. Mrs.
Jones is a file clerk at a large insurance company and is interested
in helping the Board to streamline its office procedures. Upon
motion duly made, seconded and carried, it was voted unanimously'
to elect Mrs. Jones to membership on the Board.

in the case of certain motions. such as an election to membership, it is "nice" to
record a unanimous vote.)

AD HOC COMMITTEE ON TRAINING

Mrs. Black, chairman of the Committee, presented a report on needs
as the Committee saw them and ways for meeting these needs.
Mrs. Grace Vaughn of State University, was very helpful to the
Committee in thinking through their needs and in appraising local
resources for meeting them. A written report of the Ad Hoc Com-
mittee is attached to these minutes. Mrs. Vaughn was asked to
speak on the report. At the end of her presentation, several perti-
nent questions were asked and replies offered:

1. (These should be brief but complete
2. enough for reference as future
3. boards may ask the same questions.)

After full discussion, it was moved, seconded and carried to accept
the report as presented and to present it to the Department of
Social Services for funding. The Board thanked Mrs. Vaughn for
her great assistance.

PRESIDENT'S REPORT

The president reminded the Board of their concern last summer
over the lack of available trips for day care families to beaches,
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parks and other recreational areas. After discussion, it was moved,
seconded and carried to empower the president to set up a benefit
committee to explore ways of raising money so that trips may be
planned for the coming summer. The Committee will report back
to the Board at the next meeting.

DIRECTOR'S REPORT

(See prototype director's report in Appendix XII.)

CITY-WIDE MEETING ON 24-HOUR CARE

The Vice President brought to the Board's attention that he had
received a notice of a city-wide meeting on March 1st called by
the Community Council to discuss the need for and implimentation
of 24-hour child care. It was agreed that the ABC Day Care Center
should ask to testify, particularly in as much as the board had given
time and thought to the problem in the previous autumn and had
taken a position on it. (See minutes of Oc"ober 1970 Board meet-
ing.) It was the sense of the meeting that this should be done and
that the president should represent the agency in this matter accord-
ing to the policy decision taken in October.
The next meeting of the Board will be held on Tuesday, February
23rd, 1971 at the center.
There being no further business, the meeting was adjourned.

Respectfully submitted,
Marion Blank, Secretary
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Appendix III (a)

BOARD OF DIRECTORS
ORGANIZATIONAL BUDGET & FINANCIAL REPORT

Fiscal Year 197.... to 197....

EXPENSES

Estimated
Annual
Budget

Spent
to

Date
Balance

Expense of Meetings

Monthly meeting refreshments 000 00 000
Annual Meeting Hall rental 000 000

Mailings & Telephone

Typing service for meeting notices,
minutes, etc.

000 00 00

Postage 00 0 00

Telephone & telegraph 00 00 00

Office Supplies 00 00 00

Printed stationery 00 00 00

Expense of Fund Raising & Publicity

Ticket printing, brochures, etc. 000 00 000
Leaflets, flyers 00 0 00
Audit 000 000

Program Enrichment Projects*

Summer Trips and Camping for
Center Families

Bus rental & recreation expense 000 00 000
Camp scholarships for school age children 0000 0000

Program Area InService Workshops for Staff

Music 000 000
Science 000 000
Woodworking 000 00 00

Participation in other Organizations

Day Care Council dues 000 000 000
Health & Welfare Council 000 000 000
Community Chest 000 000 000

TOTAL EXPENSES: 00,000 0,000 0,000

Annual Received Still
INCOME Budget to Oate Needed

Board Mem ber Yearly Dues (30 members @ $5) 000 00 000
Neighborhood Bazaar and Food Sale 000 00 00
Annual Raffle 0000 000 000
Special Contributions 000 00 00
Community Chest (Red Feather Organization) 0000 000 000

TOTAL INCOME: 00,000 0,000 0,000

*Projects listed are intended as suggestions only.
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Appendix III (b)

ANNUAL OPERATING BUDGET THE ABC DAY CARE CENTER
Fiscal Year 197.... to 197....

100 pre-school children 40 schoolage children part-time, after school
full-time, 52 weeks per year full-time, summer & School holidays

0(PENSES
REGULAR

STAFF
SCHOOL VACATION AND HOLIDAYS

I. SALARIES

A. Administration & Office

Director
Asst. Director
Bookkeeper

Intake Worker
Clerk

B. Classroom Staff

:leachers

Assistants
Substitutes

C. Maintenance Staff

Cook

Kitchen helpers
Janitors
Substitutes

Total Salaries

WeeklyTime
No. Hours

Monthly
Amount

Full.
Time
No.

Pa Ilime
ANNUAL

Weekly Monthly AMOUNT
No. Hours Amount

...

0000 1 0000 00,000

II. BUILDING EXPENSES

A. Basic B. Minor Repairs & Maintenance
Rent $0000
Heat 000
Gas 000
Light 000

TOTAL Building Expense:

Window washing 6x per year $000
Equipment & Building Repairs 000
Exterminator Service 000

00,000

III. FOOD

A. Full Time (Breakfast. Lunch & Snacks)

1. 100 pre-school children @ 000 per day per child $0000

2. 40 schoolage children @ 00g per day per child 000

B. Part Time

1. 40 schoolage children @ 000 per day per child 0000

after school for 9.1/2 months 000

Total Food: 00,000
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DAY CARE CENTER OPERATING BUDGET

(continued)

Expenses (continued) Annual
Amount

IV. TELEPHONE & POSTAGE $000

V. EQUIPMENT, SUPPLIES & LAUNDRY

Equipment $000 Medical
Teaching & Classroom Supplies 000 Household
Office 000 laundry

Total Equipment & Supplies

$000
000

000

0000

0000

VI. INSURANCES

A. Staff

Social security (Employer's share) 0000
Unemployment Insurance 0000
Disability Insurance 000
Workman's Compensation Insurance 000
Health Insurance (staff) 000

B. General

Public liability 0000
Fire, theft & Vandalism 000

Total Insurances

VII. HEALTH SERVICES FOR CHILDREN

A. Physician: x visits per month @ 3 hrs. per visit 000

B. Nurse: y visits per month @ 4 hrs. per visit 000
Total Health Services:

TOTAL OPERATING EXPENSES 000,000

Estimated Annual per capita cost: Preschool $0000; School age: $000

INCOME

Parent's fees $0000

Public Funds:
federal 0000
local 0000

Board of Directors 000

Total Income 000,000



Appendix III (c) THE ABC DAY CARE CENTER

(Please read across)

BUDGET

1 month

ANNUAL

Salaries
Building
Expense

000

Food

000

Tel. &
Postage

000

Equip-
ment

000

Classroom
Supplies

000

Office

0000000

JULY

Spent

Balance

AUGUST

Spent

Balance

SEPTEMBER

Spent

Balance

OCTOBER

Spent

Balance

NOVEMBER

Spent

Balance

DECEMBER
Spent

Balance

JANUARY

Spent

Balance

FEBRUARY

Spent

Balance

MARCH
Spent

Balance

APRIL

Spent

Balance

MAY
Spent

Balance

JUNE

Spent

Balance
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BUDGET AND EXPENDITURE CONTROL SHEET

Medical Household
Supplies Supplies

000 000

Laundry

000

Social

Security

000

Staff
Insuranc

000

General Doctor
Insurance Nurse

000 000

Totals

000,000
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APPENDIX IV.

SEED MONEY

In New York City, there are non-interest Seed Money Loan Funds
which may be available to assist beginning day care groups defray
day care center start-up costs for architects, lawyers and accoun-
tants. These are:

A. The Day Care Council's Architect's Assistance Loan
Fund

B. The Youth Facilities Improvement Act's Seed Money
Loan Fund

C. The Applied Resources Day Care Assistance Fund
D. The Model Cities Seed Money Loan Fund

A. DAY CARE COUNCIL'S ARCHITECT'S ASSISTANCE
LOAN FUND

The Day Care Council's Architect's Assistance Loan Fund is a small
revolving fund which may be available to assist New York City com-
munity, volunteer or parent groups pay for the preliminary to com-
pleted day care center plans of their architects. Since the fund is
small, loans are only available to groups who have had their day
care sites approved by the New York City Department of Social
Services and who have also received a Letter of Intent, including a
proposed budget for the center from the Department of Social Serv-
ices. The group should also be in the process of incorporation.
The Letter of Intent is a statement from the Department of Social
Services indicating that, upon satisfactory completion of plans,
they will repay seed monies, mortgage money and interest or rent
if that be the plan to the individual board in the form of rent.
If the day care group is building their center through mortgage
monies, or a loan guarantee from the Bureau of Youth Facilities
Construction, they must have had also received a mortgage com-
mitment or approval from the Bureau, in addition to local Depart-
ment of Social Services approval, before the Day Care Council's
Architect's Assistance Loan Fund can be made available.
The loan is repaid to the Council by the Day Care group after they
have either received a construction loan from a lending institution
(which includes the architect's fee) or have received a Youth Facili-
ties Seed Money loan, which also includes monies for architects.
For more information call:

The Day Care Council of New York, Inc.
114 East 32nd Street, New York City 10016
Telephone: (212) MU 5-7017

B. YOUTH FACILITIES IMPROVEMENT ACT SEED MONEY
LOAN FUND

This $2,000,000 seed money loan fund is administered by the Bureau
of Youth Facilities Construction. When the Bureau anticipates that
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a Youth Facilities mortgage loan or Loan Guarantee may be ob-
tained by the Day Care group, the Bureau will incorporate the group
as a Day Care Developing Fund Company and advance them seed
monies for the following:

1. Options to purchase property for the proposed center
2. Deposits on contracts of service
3. Architectural, engineering and legal fees
4. Preliminary surveys
5. Consultants, staff costs or other incidental expenses

during the construction period
However, during the length of time it takes a Youth Facilities Seed
Money Loan to be processed for approval, in some instances day
care groups who have no financial resources at all, may find it
necessary to appeal to the Day Care Council's Architect's Assis-
tance Loan Fund or to the Applied Resources Day Care Assistance
Fund.

For more information on the Youth Facilities Improvement Act Seed
Money Loan Fund, call:

Mr. Connie Jones, Assistant Director
Bureau of Youth Facilities Construction
270 Broadway, New York City
Telephone: (212) 488-3500

C. APPLIED RESOURCES DAY CARE ASSISTANCE FUND

This Assistance Fund is available, through private sources, to "low-
income, community controlled" day care groups who have need
of a loan to pay architects, accountants or lawyers, or who may
have need of funds for downpayments on contracts to purchase
property for Day Care Centers.

The Applied Resources Day Care Assistance Fund is said to be
able to provide "high risk" monies to day care groups. The fund
may be available to defray the costs of minor renovations, which
may help a day care group upgrade an unlicensed Day Care Center
to meet standards set for Interim Funding. Applied Resources is
also willing to avail their fund, in small loans, to "Community Day
Care Groups" who may be momentarily beset by an emergency
expense. For more information, call:

Walker Buckner, Jr., Director
Applied Resources, Inc.
501 Madison Avenue, New York City 10022
Telephone: (212) 826-0890

D. MODEL CITIES SEED MONEY LOAN FUND

All day care center planning groups within the Model Cities areas
of the boroughs of New York City are eligible for this loan fund.
Once a planning group secures a site which has been approved
by the Department of Social Services, they can apply to the Policy
Committee of their local Model Cities office for seed monies.
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When the request is approved by the Model Cities Policy Committee,
a contract stipulating the terms of repayment is drawn between
the planning group and Model Cities. The seed money loan is repaid
from the construction loan the group receives from a lending insti-
tution. If the group is building their center through the Youth Facili-
ties program the Model Cities loan is repaid when the group re-
ceives seed monies from the Bureau of Youth Facilities Construc-
tion. Model Cities seed monies may be spent for the same purposes
as Youth Facilities seed monies.

APPENDIX V.

PROCEDURES FOR OBTAINING AN INCORPORATION
IN NEW YORK CITY AND STATE

(facsimile of actual form)
NEW YORK STATE DEPARTMENT OF SOCIAL SERVICES,

NEW YORK CITY OFFICES
REQUEST FOR APPROVAL OF CERTIFICATE OF

INCORPORATION BY THE STATE BOARD OF
SOCIAL SERVICES UNDER THE PROVISIONS OF THE

MEMBERSHIP CORPORATION LAW
Date

A. GENERAL INFORMATION
1. Name and Address of Proposed Corporation
2. Territory of Corporation's Operations
3. Number of Incorporators
4. Information with reference to proposed Board of Directors and

Incorporators
Name, Occupation and Business Address._
Philanthropic and Community Experience, If any

B. NEED FOR PROPOSED CORPORATION

1. Has organization been in operation as an unincorporated

a. How long? _

b. Under what name?
c. At what location?
d. Why was this organization started?
e. What has been its major activities?
f. What is the program to be conducted now? .____

2. If organization has not been in operation:
a. Why is it being started?
b. What will be its major activities?
c. At what location?

C. STAFF
1. List personnel by title, qualifications, daily hours of work, total

weekly hours for each staff member.
2. Wilt volunteers be used? If so, in what capacity?
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D. FINANCIAL RESOURCES
1. Assets of

a. Total
(1.) Cash _
(2.) Other

2. Unpaid obligations
(No item # 3)

4. If money is to be secured from pledges, contributions, from finan-
cial and/or charitable organizations, income from government
agencies or private foundations and/or other means, complete
the following:

a. Pledges of Individuals
Name and address of individual _ Amt. .. _b. Contributions Anticipated Foundations and other Agencies
Name and address of Foundation Amt._ __ _C. Income Anticipated Government Agencies
Name and address of Agency

_ . Amt.___ _ _d. Other Income (Specify source and Amount of Income not
included Above)
Source

Note: II defaults are expected In the proposed budget, explain the mea-sures to be taken to reduce/or eliminate such defaults.

E. OTHER INFORMATION

1. Give any additional information, not included in the foregoing,
which you feel supports your request for approval of incorpora-
tion.

Signature

Connection with organization _
Date _

If more space is needed to answer all questions please provide
attachments.

SUPPLEMENTARY DATA CHILDREN'S INSTITUTION
OR AGENCY

Type of institution or agency
a. Long Term institution _ __; Shelter

Other (specify)
b. Placing Agency __ _ . ; Boarding care;

Adoption
c. Camp

d. Day Care Center
e. Other (specify)
Children to be served
a. Age
b. Sex____
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c. Dependent, delinquent, neglected (specify) ._
d. Other (specify admission policy if any regarding race, creed or

nationality) _ ______. _______

Percentage distribution of cases to be served
a. Free cases
b. Part pay cases
c. Full pay cases

Proposed Personnel
Qualifications you will require for professional personnel
Plant (describe)
Note: Attach sketch plans or blueprint if available.

APPENDIX VI.

STEPS FOR INCORPORATION FOR DAY CARE
(In New York City but prototype for other communities)
1. Have your attorney send two draft copies of your proposed cer-

tificate of incorporation, a copy of your Letter of Intent and a
sample budget for your center to:

Miss Vivian Bucknam
New York State Department of Social Services
270 Broadway, N.Y.C.

A proposed certificate of incorporation is an application for in-
corporation, which most lawyers draw-up themselves or your
lawyer may use a standard application form which he can
obtain from Blumberg's Law Forms.

2. On receipt of your application for Incorporation for Day Care,
the office of Miss Bucknam will send your attorney a question-
naire (Form NYC 66 Fascimile attached) entitled "Request
for Approval of Certificate of Incorporation by the State Board
of Social Welfare Under Provisions of the Membership Cor-
poration Law".

3. Have your lawyer carefully answer all pertinent questions. If the
questions are not properly answered, your lawyer will be asked
for additional information and your incorporation will be delayed.

4. After the questionnaire is properly answered, Miss Bucknam's
office will verify your Letter of Intent and sample Budget with
the Division of Day. Care, Department of Social Services. Your
questionnaire and application will be then sent to the State
Board of Social Welfare at Albany, who will approve or deny
your application for Incorporation.
Generally, there is no problem becoming incorporated when
your application is in order.
The State Board of Social Services meets once a month and
generally during the mid part of each month. Thus, it is important
to properly answer the questionnaire to ensure that your applica-
tion is on the calendar of the State Board in the shortest time
possible.

74
74



5. During the same week, the State Board of Welfare approves
your application, your attorney will receive an original copy of
your Incorporation papers and a certificate of approval.

6. Your attorney must then have a Justice of the N. Y. State Supreme
Court sign the Incorporation papers.

7. After the Justice's signature is obtained, your attorney must then
file the signed Incorporation papers with the office of the Secre-
tary of the N. Y. State. You are now incorporated to service
children in a Day Care Program in New York.

APPENDIX VII.

OBTAINING TAX EXEMPT STATUS

(Procedures for procuring and maintaining it are federal and hence
the same for all states.) Day Care Programs funded in all or part
by tax money are non-profit organizations and therefore can file for
tax exempt status with the Internal Revenue Service.
(Procedures for procuring and maintaining it same for all states.)
Day Care Programs funded in all or part by tax money are non-
profit organizations and therefore can file for tax exempt status
with the Internal Revenue Service.
1. Immediately alter your Incorporation papers have been received,

signed and filed, have your attorney obtain an Exemption Appli-
cation (Form 1023) from the Internal Revenue Service (in New
York City at 120 Church Street).

2. Have him fill the application in duplicate and return it to the In-
ternal Revenue Service.

3. Your attorney must also show the office of the District Director,
Internal Revenue Service, proof of your incorporation and that
your program is to be publicly funded.

4. A form verifying your tax exempt status should be received by
your attorney within seven weeks.

5. Your tax exempt status must then be filed annually with Internal
Revenue Service's form 990-A.
This can be done by having your bookkeeper or an accountant
complete the Internal Revenue Service's form 990-A.

6. It is important to file annually to prevent loss of your center's
tax exempt status.

7. If your Board intends to seek foundation aid, other financial con-
tributions or has other sources of revenue which it will spend
to improve program, your bookkeeper or accountant must then
obtain and complete Internal Revenue Service's form 4563. This
requirement became mandatory on June 1970.

APPENDIX VIII.

INSURANCE

NEW YORK CITY TAX SUPPORTED GROUP CARE

Every day care center should have liability insurance to cover each
child during the time he is at the center or gyring times when he
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is coming to or from the center with center staff, while the center
is open. The insurance plan should also cover persons visiting the
center. The Division of Day Care, Department of Social Services
recommends a liability plan for up to $50,000 per person and
$300,000 per accident. Center staff is covered under Workmen's
Compensation and all employees are covered by Old Age and
Survivors Insurance on a participation basis. Insurance for damage
to day care center property, other than Fire Insurance is not recom-
mended by the Department of Social Services. However, insurance
to cover personal property loss or damage, of staff or visitors to the
center can be approved by the Department of Social Services, pro-
viding the plan limits an individual claim to no more than $5,000.
Before the day care board signs for any insurance plan they should
check with the Accounting Division, Department of Social Services
or their day care consultant to know if the cost of the plan falls
within the center's budget for this purpose. Participation in the
participative pension plan is mandatory. Participation in medical
plans is not obligatory but is paid in full by the host agency.

NEW YORK CITY TAX SUPPORTED OR CONTRIBUTORY
FAMILY DAY CARE

There are no insurance policies in Family Day Care. However, the
City is a self-insurer. This means that the children are insured
in so far as the City is liable for their care during the hours which
their parents had requested and which had been authorized for the
children in the Family Day Care Home.

APPENDIX IX.

SAMPLE BY LAWS
ABC DAY CARE CENTER, INC.
ENACTED SEPTEMBER 1970

ARTICLE I.
The purpose of the corporation shall be as follows:
1. To provide safe, healthy and educationally oriented day care

services to parents and children in its neighborhood.
2. To seek constantly to improve its services and to keep them

relevant to neighborhood needs.
3. To play a role in citywide day care matters, particularly with

regard to expansion and improvement of the program.

ARTICLE II.
Members

1. The members of the corporation shall consist of all members
of the Board of Directors, Honorary Members and contributors.

2. Honorary Members of the corporation may be elected at any
monthly or annual meeting of the Board of Directors by a major-
ity vote of those present.

3. Each member, other than Honorary Members, shall be entitled
to one vote at each meeting of the members.
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4. One-third of the members entitled to vote shall constitute a
quorum for the transaction of business at any meeting of mem-
bers, but a lesser number may adjourn a meeting at which a
quorum is not present.

ARTICLE III.
Board of Directors

1. The affairs and property of the corporation shall be under the
general care and management of a Board of twenty-four Direc-
tors, who shall be elected by the members of the corporation
entitled to vote. At the annual meeting to be held in the year
1969, there shall be elected eight Directors for a term of three
years, eight Directors for a term of two years and eight Directors
for a term of one year. At each annual meeting of members
thereafter, eight Directors shall be elected for a term of three
years. All Directors shall hold office until their successors shall
be elected and take office.

2. Eight Directors shall constitute a quorum for the transaction of
business at any meeting, but a lesser number may adjourn a
meeting at which a quorum is not present.

3. The Board at any meeting may fill vacancies in its number for
the balance of the unexpired term.

4. The Nominating Committee shall present at the Annual Meeting
and at such times as a vacancy may occur a slate of officers and
board members. In addition, the Nominating Committee shall
add to its slate any nominations from the floor. Such nominations
may be made and seconded by any member of the corporation.

ARTICLE IV.
Officers

1. The Members, at their annual meeting shall elect a President,
First Vice President, Second Vice President, a Secretary and
Treasurer for a term of two years. At their discretion, they may
also elect a Third Vice President. All officers must be Directors.
The Board, at any meeting, may fill vacancies occurring in any
office for the balance of the unexpired term thereof. All officers
shall hold office until their respective successors shall be elected
and take office. No officer shall hold the same office for more
than two consecutive terms.

2. The President shall preside at all meetings of the corporation
and of the Board, and shall exercise all powers usually pertain-
ing to the office.

3. In the absence or disability of the President, the ranking available
Vice President shall perform the duties of the President.

4. The Treasurer shall exercise all powers usually pertaining to
such office and shall have charge of the funds of the corporation
and deposit the same with such banks as may be designated
by the Board subject to withdrawal by checks, drafts or other
orders for payment signed by such person or persons as shall
be authorized to do so by resolution of the Board. The Treasurer
shall collect all monies due the corporation. 7
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5. The Secretary shall perform the duties usually pertaining to
such office and shall keep the minutes of all meetings of the
members and the Board and conduct the correspondence of
the Board. The Secretary shall affix the corporate seal to instru-
ments under the direction of the Board.

ARTICLE V.
Meetings

1. The annual meeting of members for the election of Directors
and officers and for the transaction of such other business as
may properly come before the meeting shall be held at such
time following the end of the corporation's fiscal year as shall
be designated by the Board. Written notice of such meeting,
stating the time, place and date thereof shall be delivered in
person or sent by mail to each member's last known address
at least ten days prior to such meeting.

2. Regular meetings of the Board shall be held in each month,
except that meetings during the summer months may be omitted
at the discretion of the Board. Written notice of such meeting,
stating the time, place and date thereof shall be delivered in
person or sent by mail to each member's last known address
at least ten days prior to such meeting.

3. Special meetings of the Board may be called on written notice
delivered in person or sent by mail or telegram at least 48 hours
prior to such meeting and signed by the President or a Vice
President. Special meetings of members may also be called on
like notice signed by the President or any five Directors. At
special meetings, only the business specified In the notice shall
be transacted.

ARTICLE VI.
Committees

1. The officers of the corporation shall constitute the Executive
Committee of the Board, to act when the Board is not in session
and to exercise any and all powers of the Board which may
lawfully be delegated, unless the Board shall by resolution limit
the powers of such Committee.

2. The Nominating Committee prior to the 1969 meeting shall be
appointed by the Officers pro-tern. At the 1969 Annual Meeting
the Nominating Committee for the following year shall be elected
from a slate proposed by the previous Committee. The Com-
mittee shall consist of no less than seven (7) members of the
Board. The Committee shall prepare a single slate for the Board,
Officers and nominating Committee to be acted upon at the
Annual Meeting.

2. The President with the concurrence of the Board may appoint
such other committees as may be deemed necessary or desir-
able for efficient management of the corporation.

ARTICLE VII.
Amendments

These By Laws may be amended by a majority vote of the Directors
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present at any meeting of the Board, provided that the text of the
proposed amendment shall have been mailed or delivered in person
to each member of the Board at least thirty days prior to the meeting
at which the vote thereon is taken. These By Laws may also be
amended by majority vote of those members present at any meeting
of the members, provided that the text of the proposed amendment
shall have been mailed or delivered in person to each member of
the corporation at least thirty days prior to the meeting at which
the vote thereon is taken.

APPENDIX X.

SAMPLE PERSONNEL POLICIES

STATEMENT OF PURPOSE

The purpose of the ABC Day Care Center is to provide the best
care and learning situations possible for young children. To accom-
plish this, a Team approach is necessary. The job of everyone is
essential to the well being of the children and every job is equally
valuable. Mutual respect and trust among staff and board are the
cornerstone of our personnel policies.

EMPLOYMENT

Staff members are employed on the basis of their personal and
professional qualifications and ability to meet the specifications
of the position to be filled.

There shall be no discrimination in employment because of race,
creed or national origin.

PROBATIONARY PERIOD

All staff shall be engaged on a probationary basis. The probationary
period in the case of classroom personnel shall be XXX months;
in the case of other staff, it shall be X months. During the proba-
tionary period employees are not eligible for employee benefits

vacation, health insurance, retirement plan, etc. They will be
paid, however, for holidays that fall on a normal work day during
the probationary period.

At the successful completion of the probationary period the em-
ployee's permanent status will be made retroactive to date of
employment and employee benefits will be accumulated on the
retroactive basis.

Transfer from probationary status to permanent status will be con-
firmed in writing as part of the initial evaluation.

PHYSICAL EXAMINATION

A statement that the worker is in good health based upon a medical
examination and chest X-Ray taken within the previous twelve
month period must be submitted by the employee, two weeks
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of employment. (Chest X-Ray .nay be obti ined free of charge at
the Public Health Department.) All employees must have a yearly
check up, the results of which are submitted to the Director.

PERSONNEL RECORDS AND REFERENCES

Confidential permanent personnel records will be mainta td by
the Director for each person or. ire staff. They wilt Include employ-
ment date, formal evaluations, summary of informal discussions
on job performance, increments, salary range, the official record
of all accrued sick leave and vacatns earned and taken. They will
be the basis for all references.
Each employee must notify the office of any change of address,
home telephone number, marital status, number of dependents,
name of person to be notified in case of illness, etc., at the time
each change takes place.

WORKING HOURS

Anyone who works 00 hours or more each week is paid as a full-
time employee.

1. Full-time employees
The regular work week is 00 hours, at minimum, Monday
thru Friday, with half-hour of free time for teaching staff
and half-hour for lunch for other staff. All employees will
be allowed one fifteen minute break per day at a time
arranged in advance with the Director. Exceptions may be
arranged as necessary to meet the needs of the agency.

2. Permanent part-time employees
Those working at least 0+ hours a week, but fewer than
00 hours weekly qualify in this category. These workers
qualify for all benefits on a proportional basis.

PERFORMANCE EVALUATION

Once a year, the work of each employee shall be evaluated in
writing by the Center Director.
The evaluation shall be discussed with the employee and the
employee will be asked to countersign the evaluation certifying
that he has seen it. The employee may submit a supplemental
statement to be attached to the evaluation.

As soon as the Director becomes aware of any weakness in an
employee's performance, he shall discuss this with the employee,
allowing adequate time for improvement except in cases of signifi-
cant inadequacy. In cases where an evaluation requires improved
performance a re-evalution must be submitted by the Director
within 60 days. All evaluations will be reviewed by the personnel
committee of the board.

The following factors will be considered in preparing evaluations:
quality of work; knowledge of job; interest; dependability; initia-

80 80



tive; attendance and punctuality; and cooperation with other staff
members. References will be based on the written evaluations in
the worker's personnel folder.

OVERTIME

_When an employee is requested to work overtime, he shall be
compensated by an equiva!ent amount of time off. Arrangement
for time off for overtime compensation must be approved by the
Director in keeping with the needs of the center.

MEDICAL BENEFITS

Health Care coverage (under certain plans) is available for all
permanent full-time and part-time employees as previously defined.

WORKMEN'S COMPENSATION

The agency carries Workmen's Co'mpensation, ,for all employees.
Any injury, however trivial, occurring to a staff member while
performing his duty either at the center or elsewhere, must be
reported immediately to the Director.
If an employee collects Workmen's Compensation, he is not en-
titled to pay from the Agency. However, if the Agency continues
the employee on payroll during any part of the period of disability,
(beyond the first seven, days) the law permits the Agency to collect
the Workmen's Compensation allowance for that period.

DISABILITY INSURANCE

Disability insurance for off-the-job injury and sickness is provided
for all permanent members of the staff. This does not provide
medical care. Disability benefits are payable to an eligible em-
ployee beginning with the eighth consecutive day of disability.
Disability benefits are not payable for any day for which the em-
ployee is entitled to receive from his employer an amount equal
to or greater than the benefits prescribed by the Disability Benefits
Law.

SOCIAL SECURITY

The agency shares the cost of Social Security in accordance with
law. One half of the amount is deducted from the employee's
salary and one half is contributed by the agency.

HOLIDAYS
The following holidays are observed:

New Year's Day Labor Day
XYZ Local Holiday Thanksgiving. Day
Washington's Birthday Friday after Thanksgiving
Memorial Day The day before Christmas Day
4th of July Christmas Day

The day before New Year's Day
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If one of the above holidays falls on a Sunday, the agency will be
closed on the following Monday. If the holiday falls on Saturday,
it will be closed the preceding Friday.

SICK LEAVE

Full-time employees shall be granted 00 days sick leave per year,
accrued at the rate of 0 day per month. It may be accrued if unused,
to 000 days maximum. The Executive Director may request a phy-
sician's statement. If a worker resigns, unearned sick leave for
which payment has been made will be deducted from final salary
payment. Absences due to illness which exceed sick leave accumu-
lated will be considered leave without pay.

VACATIONS

Full-time employees shall earn vacation as follows:

1. For classroom personnel at the rate of XX days per month
or a total of XXX days per year.

2. For office personnel at the rate of Y days per month or a
total of YY days per year.

3. For kitchen and maintenance personnel at the rate of Z
days per month or a total of ZZ days per year.

Vacation earned on the basis of up to two (2) years of service may
be accumulated. Any vacation accumulated in excess thereof will
be converted into sick leave credits.

All employees shall receive vacation pay before the start of their
vacations.

Pay for earned and unused vacation shall, if the employee dies,
be paid to the deceased employee's surviving spouse, child or
children, parent or parents, next of kin or legal representative, in
that order. Such payment by the Center to any such beneficiary shall
constitute a complete discharge of the Center's obligation.

GRIEVANCES

Any staff member with a personnel problem should bring this
problem to the Director. It a satisfactory solution cannot be reached,
the staff member may request an appointment with the Personnel
Committee of the Board of Directors. (If a union contract exists,
this procedure will probably be spelled out therein.)
The staff member may be asked to submit a written statement of
the points at issue to the Executive Director or Board President.

PROMOTIONS

In keeping with the principle of promotion from within, employees
will be given consideration for unfilled positions as they occur and
for which they present the required qualifications.
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TERMINATION OF EMPLOYMENT

Termination of employment may be made by either the agency or
the worker with two weeks' notice for non-professionals and with
one month's notice for professionals. The agency reserves the right
to substitute pay in lieu of notice.
Termination for cause may be made by the agency without notice.

PERSONNEL POLICIES

The foregoing personnel policies have been approved by the Board
of ABC Day Care Center Committee and are subject to annual
review and modification upon recommendation of the Personnel
Committee.

APPENDIX XI.

An Annual Meeting agenda might look like this:
Call to order The Chairman

(You may want to have a special chairman, perhaps a board
member, as your president will be giving a report and would
have to turn the chair over to someone else anyway.)

Minutes of last Annual Meeting The Chairman
Acceptance or correction and acceptance. The secretary should
be present to take any corrections.

Treasurer's report The Treasurer
We suggest that an excerpt of the previous year's audit, along
with a brief expense and income statement be typed and cir-
culated and that the Treasurer highlight the financial picture.
A motion for acceptance is then in order.

President's report
(Given now, for he may not be president after the Nominating
Committee's report!)
Brief highlights with perhaps an outline of successes, problems
past and future. 10 minutes, maximum.

Director's report
Same ground rules as for the President but presented, of course,
from Director's own point of view. If desired, both president and
director may write and circulate longer reports.

Nominating Committee ReportChairman of Nominating Committee
There may be several variations of presentation. If there is a
single slate, then all proposed Board members may be read at
once. After which the Chairman of the meeting shall ask if
there be any nominations from the floor. If there are, the pro-
cedure for accepting and passing on these as outlined in your
By-Laws will be followed. If there be no nominations from the
floor the Chairman shall ask for a motion to close the nomina-
tions.
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Upon the proper motion, procedures being completed, he shall
ask for a motion to empower the Secretary to cast one vote for
the slate as presented. When this motion is duly carried, the
Secretary shall say: "I cast one ballot for the slate as presented"
and then those on the slate are at that moment duly elected
unless there has been some specific, provision that the terms of
office commence at a certain date in the future.
If the general membership is to elect the officers, then the same
procedure is followed. If the Board is to elect its own officers,
then this usually takes place at a board meeting immediately
following the Annual Meeting or very shortly thereafter. We
like the idea of having the general membership, the largest
corporate body, elect the officers as well as the Board.
If there is a new president, the old and the new somewhat
ceremoniously and courteously exchange seats and the meeting
continues under the chairmanship of the new president. It is
unusual but not unheard of for the incoming president to "make
a speech".
Usually the new president will thank those present for their
confidence and pledge himself, with their aid, to do his best.
The formal meeting may then be adjourned and the guest
speaker introduced. Be sure to have brief but accurate bio-
graphical material about your speaker. When in doubt ask him
for it. This is quite an accepted practice.

APPENDIX XII.

SAMPLE DIRECTOR'S
REPORT TO THE BOARD

(Always Date All Reports and Communications)

DECEMBER 8, 1970

POPULATION

The Center now has 78 children enrolled and we will continue our
intake until a total of 80 is reached. Although the Center is budgeted
for only 75 children, normal absences among the children make a
small overregistration desirable in order to maintain our average
daily attendance as close to 75 as possible.

PROGRAM

The program is running well in all classrooms with preparations
for Christmas a focal point in most of their activities. Classrooms
3 and 4 are also discussing Christmas in Puerto Rico and other
islands of the West Indies, since many of our children come from
there. Most of the five year olds are now able to write enough words
to inscribe their own Christmas cards to parents.

84



SPECIAL NEEDS

Parents and Teachers are planning an interesting Holiday Program
but we still need help in obtaining enough donated toys to guar-
antee that every child can have a Christmas gift. Appeal Letters
have been written to a few large companies but we hope the board
will also use its resources in finding new toy sources for us.
The Parents Organization is also planning, for January, a series of
meetings on Consumer Education and Consumer Problems. They
are requesting board help in finding suitable speakers and discus-
sion leaders on this topic. Mrs. May Wallace is parent chairman of
the committee planning this program.

BUDGET

We are now approximately half-way through our fiscal year and,
except for the category of office supplies, our expenditures seem
to be keeping pace with our budgeted allocations. The office sup-
plies category has always been a difficult one to keep within the
allotted amounts and costs have been rising in this as in other
areas. It may be necessary, therefore, to request a high allocation
for this in the next budget year.

APPENDIX XIII.

JOB ANALYSIS OF DAY CARE CENTER DIRECTOR
I. ADMINISTRATION
A. Administration of program in accordance with policies of

board. These policies would include those of the funding agent,
if there is one other than the board, and would include main-
taining the basic standards set by the licensing agency.

B. Responsibility for over-all organization of work in day care
center.
1. Co-ordinating and integrating of total program in educa-

tion, health, and social service to meet needs of children
and parents served. Responsibility for developing and main-
taining good staff relationships, including awareness of the
particular jobs of each staff member and its relationship to
the whole

2. Selecting staff
3. Establishing time schedules in relation to the daily work,

appointments, individual and group conferences and vaca-
tions for teachers, family workers, clerks, and maintenance
staff

4. Planning and supervising work of clerical and maintenance
staff

5. Organizing his own time schedule so that important matters
receive priority

6. Maintaining sound financial management
a. Keeping expenditures within budgetary limitation 85
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b. Purchasing of items stipulated in budget, informing the
board of additional needs not included in budget

c. Maintaining current fee collections, where required.
7. Maintaining system of recording, accounting, statistical re-

porting, and provision for filing and safeguarding confiden-
tial records

8. Maintaining efficient household management
a. Maintaining sanitary and hygienic practices and seeing

that plant is kept in good repair so that proper protection
of children is assured

b. Planning menus in accordance with accepted nutritional
standards and cultural patterns of children

II. PROGRAM AND SUPERVISION

A. Developing and maintaining good education standards in care
of the children throughout the total day
1. Maintaining a program that meets the emotional, physical,

intellectual and social needs of the individual child, his
family, and the group

2. Co-ordinating of individual staff and group schedules
3. Responsibility for staff recording of behavior and progress

of each child
B. Supervision and training

1. Supervision of staff
a. Helping staff to understand the framework of the agency

and the community in which they work
b. Responsibility for the professional growth and develop-

ment of staff through individual conferences, group meet-
ings and frequent observation of teachers with their
groups

c. Applying his knowledge in practice and maintaing ob-
jective attitudes in dealing with staff

d. Keeping staff informed about and stimulating their in-
terest in current developments in the professional field,
such as courses, lectures, conferences, etc.

2. Participating in training meetings conducted by field con-
sultants and other specialists who may be available.

3. Integrating educational and health aspects of the program
with social and family services.

4 Evaluating staff
5. Responsibility for developing good staff relationships and

staff participation in entire program
6. Assisting staff in organization of work and sound use of time

C. Parent relations
1. Interpreting of policies and program of agency to develop

mutually responsive relations between parents and the day
care center.

2. Maintaining, and helping staff maintain, good continuing
relationships with parents, through daily contact and planned
conferences

3. Planning group meetings with parents and staff
86
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III. BOARD AND COMMUNITY RELATIONSHIP

A. Board (The director should have a direct relationship to the
board of the agency and should attend board meetings; in order
to effect this in multi-function agencies, the director should
participate in board meetings on a periodic basis.)
1. Helping to clarify the board's function as a private operating

agency offering a public community service.
2. Participating in planning, suggesting, and recommending

changes in policy and procedures necessary to maintain a
program which meets the needs of the children and their
parents

3. Interpreting and recommending agency needs in relation to
budget

4. Interpreting good standards of care for children
5. Interpreting sound standards and criteria for engaging quali-

fied personnel
6. Stimulating interest in and recommending development of

sound personnel policies by board and staff
7. Helping to develop board participation in committees and

other appropriate activities pertinent to the work of the center
8. Interpreting to and assisting the board in its relationships

to other community agencies with which co-operative work
is necessary to the operation of the center

9. Assisting the board with publicity material

B. Community

1. Interpreting program, services, and philosophy of the agency
to parents and to . community agencies and interpreting
parent and community needs to the board

2. Participating in appropriate community organizations and
committees

3. Working jointly with the board in interpreting and demon-
strating the work of the center through planned visiting by
appropriate community groups, student training, and se-
lected visits to other community agencies, such as schools,
social services, and health organizations

4. Being familiar with the resources of the community such as
health, and welfare agencies and using them effectively in
supplementing the services of the day care center

APPENDIX XIV.

A CHECK LIST FOR BOARD EFFICIENCY

Does Our Board Have:

1. Regular meetings.
Notice given at least 2 weeks in advance, meetings at least
10 times a year.

2. Excuses and absences from meetings recorded.
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3. Careful agenda planning, to promote:
Fair and complete discussion time.
Expedition of business.
Interesting meetings.

4. Comprehensive and accurate minutes.
5. Clear and understandable Treasurer's reports.
6. Specific committee assignments for every member of the board.
7. Time for pertinent committee reports.
8. An unobstrusive but continuing plan of education in all matters

involving Day Care, with occasional use of outside speakers at
at meetings and visits to other Centers.

9. A clear understanding of the team work necessary between
Board and Staff, so that each understandands its own areas
of responsibility.

10. A plan for rotation of Board members in order to preserve a
well balanced group that reflects all areas of interest in the
Center, i.e., parents, local leaders, professionals, and to permit
the removal of dead wood.

11. An Annual Meeting that has a wide invitation list and atten-
dance and a program that is informative, interesting and, if
possible, fun.

12. A small amount of money to use for sending staff, board and
and parents to the kind of community meetings that will
broaden their horizons and increase their skills.

88
68



SUGGESTED REFERENCES

The following is a list of books and pamphlets about
child development and program planning for young children:

Your Child from 1 to 6
Children's Bureau Publication #30

Department of Health, Education & Welfare
Washington, D.C.

(available in English & Spanish)

Child Development Guides for Teachers of 3's, 4's, and 5's
New York State Department of Education

Albany, New York

The Five Year Old and His Thinking
New York State Department of Education

Albany, New York

Guidelines to Parent Teacher Cooperation in
Early Childhood Education

Newman, Sylvia
Book Lab Inc., Publisher

Division of Scholastic Products
Brooklyn, New York

The Magic Years
Fraiberg, Selma

Charles Scribner's Sons, Publisher
New York, New York

Teaching the Child Under Six
Hymes, James

Charles E. Merrill, Publisher
Division of Bell & Howell
Farmingdale, New York

Introduction to Early Childhood Education
Linden, Evelyn

Franklin Wright Settlement, Publisher
Detroit, Michigan
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