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INTRODUCTONTOTHISGUIDE

This Guide isintended as asupplement to the Early Childhood Guide to Blending and Braiding
in New Yorkproduced by the Sparks Policy Institute for the New York Statedly Chidhood
Advisory Council in October 2013. Although the information in this Guide is similarto the
earlier Guide, this Guide focuses more on braiding and blending action steps and scenarios
related to early childhoodeducation programs (child care, Head Strt, Early Head Start, and
Prekindergarten). Please note thathe braiding and blending tools in thisGuide can also be
found on the Sparks Policy Institute website \yww.sparkpolicy.com).

This Guide to Blendingk Braiding Funds to Support Early Childhood Education Prograwas
developed as goractical tool to support New York State child care providers, Head Start and
Early Head Start grantees, and Prekindergarten programs to undaike a planning process that
leads to ablendedor braidedfiscalmodel. This Guide walks organizations through several
scenarios ofblending andbraiding as a fiscal strategyThis Guide also contains detailed
definitions on blending and braiding and actionable steps todevelop blend and braid fiscal
models.

This Guide is bestusedto:

1 Improve your understanding of the concepts of blending and braiding funds

1 Improve your understanding of aprocess for planning ablended and braided financing
model; and

1 Apply the concepts of blendingand braiding funds for an early childhood program.

This Guide is designed for the following a udiences:

1 Early childhood educators(i.e. child care, Head Start, Early Head Start, and
Prekindergarten);

Local government, non-profits, andcollaborative coaliions; and
Directors of child care programs, pogram managers, and administrators,including staff
with fiscal expertise.

This Guide is bestusedby:

= =

1 Understanding thedefinitions ofblending and braiding outlined in this Guide

1 Using the established temlates developed by the Sparks Policy Institute
(www.sparkpolicy.com); and

i Using the blending and braiding scenarios outlined in this Guide.



http://www.sparkpolicy.com/
http://www.sparkpolicy.com/

WHAT IS BENDING&
BRAIDINE?




DEFININGBLENDING

Blending funding involves @-mingling the fundsinto one O & @wherecase managerscandraw downsavice
dollars,personnelexpensescan bepaid, or other program needs canbe met.

When funding is blended, it goesinto a ®otd  Awihén it is pulled back out to pay for an expense,
there is no means for the fiscal manager to report which funding sourcepaid for exactly which expense.

Blended funding can bechallenging. Some funding sources cannot be blended. OCther funding sources
allow the funder to report expensesdifferently. For example,
instead of usual expense reports that reflect gactly which child
and family received services with the dolars, funders can opt to
accept reports on services and outomes aross the population
being served. To blend your funding, you will need to work
closely with your fundersandensure you can meettheir reporting
requirements.

Thoughit is challenging,onceyour funders are on board, blended
funding is less challenging to implement tharbraided funding
largely becausereporting is done on how the collective funds are used so the reporting workload is
significantly less. Also, blended funding can allow you to pay for services that may not be allowable
with more categorical funding approaches. However, for many funders, the flexibility associated with
blending makes it seem too Qiskydasit often looks like funds are beingsupplanted. In addition, the
funders can endup with less detailed information about how each of their dollars have been spent, and
consequentlyare onlywill ing to contribute small amounts, if any, to a blended fiscal model.

Example of Blending

Blending can be very beneficial for both your program and your funder. Imagine being able to
report to your funder that your child care program costs, on average$11,0002 per child and because of
blended funding the $88,000 they provided allowed the program to serve not 8 but 16 children. With
blending, this is the type of reporting that is possible: cost per child enrolled, number served who are
eligible for each funding source, autcomesfor all the children served, and how blending multiple funding
sourcesallowed more children to be served.

! Supplanting is defined as reducing the fuding used from an existing funding source and replacindiem

with a new funding source. For example, if you have $10,000 in local dollars and you receive $5,000 from the
state for the same program, you need to provide $15,000 in services. If you reducée focal funding that
otherwise would have been spent on the program t85,000 and continuel to provide $10,000 in services,

you would be supplanting local funding with state funding.

2n this example, simpleaverage costsare used, as opposed to thactual average cost$or Head Start or
Preschool Special Educatian The scenarioghat follow in this Guide use actual average costs




The diagram at the bottom of this pageshows how blended funding can allow more families to be
served than each funder could have served alone.

Imagine the following funding scenario:

9 Funding SourceA: Eligible population is families with children 0 to 3 years old.
1 Funding SourceB: Eligible population is any family involved with child welfare.

1 Funding SourceC: Eligible population is families with children under the age of 19 who
make less than $75,000 per year.

The actual population served is 100 familieswith children 0 to 5 years old. All the families meet the
income requirement of Funding Source C. Among these 100 families, 20 have children 0 to 3 years
old, 50 are involved with child welfare, and 10 have children 0 to 3 years old and are involved
with child welfare. This means all familiesare eligible for multiple programs, as they are all eligible
for Funding SourceCand 10 families are eligible for both A and Baswell:

1 30 families are eligible for Funding Source A (All have children under 3 years old
and 10 out of the 30 are also involved with child welfare);

T 50 families are eligible for Funding SourceB (All are involved with child welfare and 10
out of 50 have children under 3 years old); and

1 100 familiesare eligible for Funding SourceC(All families have children under the age of 19
and make less than$75,000 per year).

Now, let® explore how the $100,000 across three funding sourcescan support this program.

In thisscenario, asis generally true with blended funding, all the funders benefit by having more eligible
familiesservedthantheir fundingsourcealone cansupport. With acase rateof $1,000 per family served:

1 Funding SourceA is paying for 25
families to be served, but 30 families
eligible for the funding sourcewill g Striser . 00 20 amilies

receive services. N,

. . . Funding Stream B: $25,000 igibld el?:zgif,(.”

f  Funding SourceB is paying for 25 e ; .
are eligible for

families to be served, but 50 families
who are eligible for the funding

Funding Stream B

100 families

sourcewill receive services. Funding Sream C: $50,000 ot
. . . Funding
1 Funding SourceCis paying for 50 Stream C

families to be served, but 100
families who are eligible for the
funding sourcewill receive services.




This scenario also highlights some of the things a program must do to report blended funding to the
funders:

1 Document the cost of providing services

To prepare for a blended funding model, you must demonstrate the cost ¢
providing services. You ® A AOAAQOET ¢ OEA OAEEI A OAC(Q
classroom expensesThat aild rate lets your funders know whatto expect from the
funding they provide. Like negotiating an indirect raté, the basis for the hild rate comes from your
existing accounting information. However, unlike an indirect rate, theldld rate is tied to the capacity
of your staff z how many children can they have in a classroom; how many classrooms will your
organization administer; and what is the length of time for providing child care or instruction per
classroom

By knowing the child rate for your classrooms you can assure your funder that you are not
supplanting another funding source with their funding. Instead, you are expanding the capacity of
your program to enroll additional children. A typical blended funding contract or grant will clearly
articulate the number of additional children who will be served because othe added funding. It may
require adding a new classroom.

Once you know the child rate for your classrooms you can also open your doors to other families
who could benefit from your program.

-1 OA ODPAAE £E éifell dxdiniple. EYAuD Argabizatidi has a Universal Prekindergarten
classroom and a Head Start classroom, anperhaps a family does not meet the Universal
Prekindergarten eligibility because they moved out of the school districtbut they meet the Head
Start eligibility requirement and your organization has space in the Head Start classroom. By
knowing that the average cost per child in the Universal Prekindergarten program is approximately
$11,000, and the average cost per child for Head Start is approxinelt the same, your organization

candetermine if the child can move into the Head Start classrooymstead of being turned away.

Note: Of the seven NYS State Education Department Prekindergarten programs, this guide will use
the Universal Prekindergartenprogram as an example of how to braid and blend funds. For more
information regarding the other six prekindergarten programs contact your local school district or
the NYS Education Department.

1 Track theeligibility of all participants in your program for all funding sources supporting
your program.

If you have multiple funding sources covering all the children in your program, it
is critical to assess the eligibility of every child served for every funding source.
Thisis one part of how you will report the leveraging of funds to your funders.

3 Indirect costs are those that have been incurred for common or joint objectives and cannot be readily identified

withafinAl AT OO0 T AEAAOEOA8 OAT Oh DPEITTAOR ET OAOT AOh AOAS
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It will also prepare you to return to the funder to ask for additional funding,if UT OO EAT EI B

eligibility coversalarger porti on of the population servedthanfundersinitial fundingis supporting.

For example, imagine if the program stops tracking family income after 50 children with eligible
incomes are served. Each year, the program could tell Funder C that it served enough families
given the funding provided. But what happens if Funder A pulls out their $25,000? The program

would need data indicating the number of Bmilies it can no longer serve that are also eligible for
Funding Source C, so the program can report to that funder with justification for asking for
increased funding.

It alsois critical to point out that families who are eligible for two funding sources are not being
served twice.

Measur e the outcomesof your services.

In a traditional model, a funder knows exactly where their money went and can feel good about
the services provided to a clearly defined population. In a blended model, the funder loses that
Quidget countingd 1 &f @dkdll. By evaluating outcomes of your program, you are replacing the
Qvid getsdwith equally hard data, as well as providing data that helps the funder to understand what
their funding accomplishesin the community.

If you currently lack the cost data described above or have no
mechanisms in place to track outcomes, you may want to start with
a braided fiscal model, and transition to a blended fiscal model as
you:

Collect and anal/ze your costs;

Build improved relationships with funders;
Cearly identify your eligible populations; and
Sart assessing the ocutcomes of your services.

< << <L

To understand audit requirements, take the time to meet with

contract managers and audtors prior to spending funds. Not only do you needto ensure the approach
yoO 8 dedigning meets the expectations programmatically (from your program officer), you need to
know whether it will pass muster fiscally (from your contract manager or auditor).




DEFINING BRAIDING

Braided funding involves multiple funding sources ufized to pay for all the services needed by a given
population, with careful accounting of how every dollar from each funding sourceis spert.

The term braiding is used because multiple funding sources areinitially separate, brought together to
pay for more than anyone funding source can support, and then carefully pulled back apart to report to
funders on how the moneywas spent.

Braided funding is often theonly option. Federal funding sources,

for instance,require careful tracking of staff time and expenses, to —

ensure that a federal funding source only pays for those things

directly associated with theintent of the funding. “ x
Consequently, when muiple funding sources are paying for a d U

single program, a system will need to be carefully designed to

allow for sufficient reporting to ensure each funding source is _
only paying for activities elgible under that funding source.

Braided funding requires significant effort to createthe systems for tracking how fundingis utilized. The
design of a braided fiscal modelthat can respond to the individualized needs of many types of children
and families. $ff must have theauthority to decide which services will be paid for by which funding
sources. Ideally, this decision happens after the needs of the child and family being served are
identified, so the funding doesnot drive theservices being provided. Thistype of braided model requires
aclear understanding of the eligible populations andthe eligible services, so that decisions on how to fund
the servicescan be made post-hoc, rather than prior to discussing service needswith the families.

FISCABRAIDING

Using the same scenario as the blended funding example, let& imagine abraided fiscal modelwasused to
support your child care program. hstead of reporting to your funder that your program costs $11,000 on
average,you will be repartingto the funderexactly what you spent their money on. Imagine thefollowing
funding scenario:

1 Funding Source A: Eligible population is families with children 0 to 3 years old. Funding can be
used forClassrooml only.

1 Funding Source B: Eligible population is families involved with child welfare. Funding can be
used forClassroom3 only.

1 Funding Source C: Eligible population is families with children under the age 6fmaking less
than $75,000 per year. Funding casupport Classroomsl, 2, or 3.

10




Using the graphic below, imagine families arrive at the program and the Front-Door staff determines
which classroom is appropriate for the child and then which dinding sources can support the
per child costs. In this example a family could be eligible for Funding Sourcésand C. This
means any child can be enrolled in any classroom.Upon approval,acase fileis developed with the
applicabledocumentsindicating the eligible classrooms for the child. Each family goes through tleont-
Door eligibility process until all the classrooms (1, 2, 3) are filledBased on the classroom enrolliment and
the AE E1 A 8t BdckADA G dtaff bill the appropri ate funding sources. Although the child can enroll in
any of the three classrooms, athe Front-Door the child is enrolled in Classroom 1 andrunding SourceA
supports the expenseslt is the fiscal officd 06 O O A O ® thboSeEha &ppliEadl&)finding source that
will pay for the time andresources related to the classroomThe fiscal officer should start with the more
restrictive funding sources and allocate expensess AAOA A 1T 1  Oclighilit yedniil Eimds) dreOfully
expended.

Children’s Experience

Classroom 3

Classroom 1
i’ ”®
\*
Family arrives Front door staff confirms eligibility The child can be enrolled in one of the three classrooms
At Front Door & Document classroom enroliment

Classroom 2

Classroom 3

Front door staff determines if the family is eligible for Funding Stream A B
or C. This will determine the child’s classroom enroliment.

11




In allocating expenses towards funding sources what the fiscal officer is doing is creating an alternative
to time and effort reporting. In this scenario, asis generally true with braided funding, all funders benefit
by having more services providedto the eligible children and families than what their funding source
would support.

More specifically, during the enrollment interview, the Intake Coordinator determines the family
AT A AEE]I A3 O Al E GafioA Bperat€sas Int@gratedOrEekindérgageA tldssioom, and
determines the child is four years old and approved to receive Special Education services, the child
can enroll. State and county funds will support the Integrated Prekindergarten classroom expess

(a teacher, special education teacher and one or more supplementary school personnel for the
classroom). If the family is receivingTemporary Assistance for Needy Families (TANEYhey also
can be eligible to receive a Child Care Subsidy to support ertied day hours for the child/family.
(For more detail, see Scenario 4 in the Scenario section of the guide)

1 Know exactly what each funding source can and cannot pay for

A braided model may be primarily necessary due to limits on eligible
populations across your various funding sources. Braided funding may also be
necessary due to limits on types of services you can provide under certain
funding sources. It is likely that your braided fiscal model is a combination of
both issues. Before spending any of your funds, it is important to develop a
Coordinated Fnancing Plan (See Stage 5 Develop Your Coordinated Financing Plathjat
distributes funding appropriately by funding source.Stage 5 of this Guidgrovides step by step
guidance todevelop a Coordinated Financing Plan.

1 Know thereporting and auditing requirements of each funding source

A braided funding model can also be helpful even when you have funding sources
that are equally eligible to pay for all the services you are providing to all the
children and families being served. Federal requirements for cost allocation can
makeit very difficult, though not impossible, to use ablended fiscal model.

To understand audit requirements, take the time to meet with auditors prior to spending any of
the funds. Often, program managers are the only point of contact betweenagrantee andthe funder.
However, the contract manager or auditor can be a critical resource to your organization as you
develop braided and blended fiscal models. Not only do you needto ensure the approach youde
designing meetsthe expectations programmatically (fr om your program officer), you need toknow
it will pass muster fiscally (from your contract manager or auditor).

12




9 Develop decision-making protocols if some populati ons you serve will not be eligible for all
services due to funding limit ations

A braided funding model needs very clearly defined decision-making authority A
processesand systems. You will need to clearly define what populations are eligible
for services through your model and make sure the Front Door staff knows who is

eligible. When a parent(s) enters through the Front Door, the staff assignedto that part % ¢ w

of the processmust have theauthority to determine enrollment for each classroom.

A second stage of decision-making is associated with classroom enrollment based on the eligibility of
the child. Ideally, you have identified enough funding sources with enough flexibility that any eligible

family or child has been throughyour program or system protocols. However, it may be that some

child care, Prekindergarten, Head Start and Early Head Start classrooms serviémited population.

Your program staff who are responsible for working with families must have the authority

to assign and assess for classroom eliglity, and needsufficientinformation to understand if there are

limitations on classroom enrollment.

The last stage of decision-makingis the financial component, which should occur at the Back Door, not
the Front Door. After services are provided, you need financial staff who can take responsibility for
assigning the funding sources that will cover the costs. If your Front Door is well designed, your Back
Door will neverrun into asituation where aservice hasbeenprovided that has no funding source

9 Develop tracking systems that allow you to account for how every dollar is spent,

including things like personnel time and supplies ‘%
If you are using any federal funding sources you will most likely need detailed time -n- "
and effort reporting by all personnel and contractors. Ideally, your system will not ask -ﬁ-

your personnel to allocate their time to funding sources but rather it will request they

allocate their time to activities. Then, your fiscal staff can determine which funding source is
appropriate and/or needsto be spent down at any given time. This ensures that fiscal braiding is
occurring, notsimply braiding of programs.

Tracking systems will need to include:

1 Eligibility of the children and families youde serving;

1 Decisions regarding eligibility, services to be provided, and funding sources that will pay
for the classrooms expenses

1 Time and effort reportingfor staff tiedto the allowable activities of each funding source;

1 Expense logs associated with staff time and activities or services being delivered, which
can be used to justify the expenses allocated to each grant; and

1 Anything else you, your funder and auditor, andyour fiscal staff identify asnecessary.

13




For example, the Universal Integrated Prekindergarten classroom will include somehitddren
approved to receive Preschool Special Education services. The Back Door reporting will allocate
the classroom expenditures by funding source. The Back Door process must cost allocate the
expenditures related to each classroom. This includes tramg staff time for each classroom.

9 Universal Prekindergarten Class: Billed per child separate from the time codes. This
is blended funding---pays for same child and at the same time as other funding.
Integrated Preschool Special Education Classroom: The Day Care Teacher and
Teacher Assistant use the Special Education code. The Special Education Teacher and
Aide uses the Special Education code which goes into the time system. The Day Care
Teacher also uses the time code to indicate the hours he/sligwith the child care/UPK
children and the extended hours (before and after the Universal Prekindergarten
program hours).

For more detail, see Scenario 4 in the Scenario section of tGaide

Note: Of the seven NYS State Education Department Prekindarten programs, this guide will
use the Universal Prekindergarten program as an example of how to braid and blend funds. For
more information regarding the other six prekindergarten programs contact your local school
district or the NYS Education Deparnent.

The most important thing to remember with a braiding fiscal model is that each of your funding sources
will retain their original requirements and expectations, including all the tracking and reporting
requirements. You must manage your funds as if they are independent, even if you are utilizing them
collectively to support a classroom.

PROGAMMATICBRAIDING

Most non-profits are already braiding, but it is more accurately described as programmatic braiding,
not fiscal braiding. Programmatic braiding is when you have multiple funding sources each covering
populations and services. The funding is largely used to pay for staff time and each staff person is
responsible for keeping a timesheet that allows them to allocate their time to each grant. The program
staff makes decisions on how to allocate funding by using their own time and effort reporting.

In contrast, fiscal braiding requires that program staff report enough information on their activities for
fiscal staff to allocate their hours, allowing flexibility in which funding sources are used and how quickly
each funding source is spent down. It also allows greater flexibility in how funding is utilized, such as
contracting out for a service that cannot be provided in house. Note, that the term braiding is used
throughout this Guide, and wless programmatic is in front of braiding please assume we are referring to
fiscal braiding.

14







Planning for ablendedor braided fiscal model is not just afiscal process. Rather, it® a process of identifying
what your community or Z/£A | Eredd,avfat your funding can support, and what outcomes you want to

achieve. Research on successful funding coordination suggests that you must:

Begin with a dear vision of what you are trying to finance;
Engage in collaborative planning;

Understand your resour ces;

Create a strategy that maximizes your resources;

Focus on autcomes;

Engage familiesasleaders; and

Collect data to provide feedback on the strategies.

<K <K<K KL

To help you go through these steps, below are six-stages to theplanning process.

Identify your vision and your partners : This Sage will help you focus on setting
your goals on how to support the children and families in your community.

!

Define your program: Before you can develop a fiscal model, you ust
define your program. ThisStage will outline how to define your program by
identifying a specific set of services, population and strategy.

|

Explore Your Financing Options: Itis critical to take the time to analyze
your financing options. Duringthis Sage, you will learn how to use
templates to helpanalyze your fiscal options.

|

Explore Funding Gaps Gaps in funding means you choose to
provide an early childhood program, but you do not have a
designated funding source.This Stagewill walk y ou through how
to identify your funding gaps.

Develop Your Coordinated Financing Plan: In this Sage,
you will learn how to a develop a process of documenting
your overall approach related to your fiscal model (i.e.
developing key materials and protools).

Implement, Track and Improve : This is the final $age!!! This
is where youwill learn how to implement and track your fiscal
model. It also is where you gathermportant information on
how to maintain your plan and how to continue to @gage
funders, community, families and other stakeholders.

Stage 6

i
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STAGEL: IDENTIFY YOUR VISION AND PARTNERS

To better understand how to develop a blended or braided fiscal modeke will use information that was
provided by Northern Rivers Child Care. Northern River€hild Care is in Schenectadyo@nty near public
housing and public bus stopsand serves fanilies with diverse backgroundsand their children from birth to
age 5.Northern Rivers administers child care,Early Head Start(EHS) and Prekindergarten programs iad
offers services related to Early Intervention and Preschool Special Education for eligible childreks well,
Northern Rivers provides extended care and wrap around hours foeligible families. The EHS and child care
programs are administered yeafround and referrals for the programs can come from a variety of sources,
including the Cooperative Centralized Intake unit set up to serve EHS, local Healthy Famihisv YorkHome
Visiting and Local Department of Social Services (LDSS).

This is a comprehensive planning process. However, if the braided or blended fiscal model you are
developing is less complex, it may not need all the components. Additionally, if you are exploring
how to change acurrent progral & fiScal model to abraided model, much of this work may already
be dane. You may be ready to skipright to Stage3. However, we recommend you take the time to
read through the stages and select those activities that will help you design the best fiscal model
possible.

STAGH: IDENTIFYOURVISONAND Y@QR PARTNERS

It is easy to fall into the trap of designing programs to match funding rather than
needs of the children and families. This stage is intended to avoid that pitfall an
instead focus from the beginning on what you are trying to accomglh on behalf of

children and families in your community. Before you start defining the policy,
program, or system decide who needs to be involved. Below are some questions
help guide you in making that decision.

Which partners are needed?

V Internal staff, families your serve or community stakeholders.

V External partners, including potential providers and funders.
V Community leaders, including your funders.
V Local Department of Social Services or School District staff.
V Who else?
Who can help clarify th e need of child care and possible services? Who can help articulate

the outcomes?

V Direct service staff involved with the target population.

Families with relevant life experiences and needs.

Leaders with a personal commitment to the issue.

State and Ieal staff with knowledge of statewide and community needs.

Who else?

< < < <
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What existing group has authority to make decision about funding for policies,

programs, and decisions?
V Mandated groups with authority and existing funding.
V  Voluntary planning groupswith high levels of buy-in.
V  Groups with family involvement.

V Who else?

V  Groups with assessment data or skills to collect it.

V Staff within and outside of your organization thatmay have utilization data and fiscal
information.

V  Staff within and outside of your organization with expertise in financing or specific
funding sources.

V  Who else?

Depending on the scope of your braidingnd blending efforts, you @an have anything froma small planning
group of internal staff and family leaders to a large communitwide collaboration with researchers,
funders, providers, families, and other community members.

1 Engaging Families

One of the best reasons to engage families in braided olehded fiscal models is to ensure that your
program or system is flexible and able to respond tae individualized needs of the children and families
you serve. Engaging the recipients of services in your planning process is critical. It

will help you understand what your program needs to includethat will improve
outcomes forthe children and families you serve It will also help keep the focus on
the ultimate benefit of the program, even if the conversation is, by necessity, abol 4 :
the funding.

1 Collabor ating with Funders

Collaborative program development is almost the norn(coalitions, planning groups, task forces, efc.
However, collaboration with funderscan bea new concept to many organizations and communitiesTo
implement a successful blended obraided funding model, working closely with your funder is critical for
three reasons:

V' Avoid Pitfalls: The last thing you want to do is design an amazing program utilizing

i 61 OEDPI A &£O01 AET ¢ O1 OOAAO AT A |1 AAOET ¢ Bf DI

your funders tell you that youA E AT & O reduifefént tiiey have for accountability or
expending their funds.

18
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V' Build Commitment: Working closely with a funder also increases their investment in your
program and builds their understanding of what yourprogram needsto be successful. If
you are transparent with your funder about the design of your program, you may be
surprised at howflexible they will be to make sure thg enable the success gour program.

V 0OAAT PO OEAEO O Mosbpublicifinding soGrces reéquire that funds are not
used to supplant another funding source. Many funders look at blended and braidésdcal
models, and instead of seeig how you are leveraging fundsthey see a risk that you are
replacing other funds with their funding. Bringing your funder into the conversation early
is an important part of changing that perception. If the funder understands the scope of
what can be accompliskd utilizing multiple funding sources, and how that differs from
what you can accompgkh using their funding source alone, some of the fears about
O0O0bpbPI AT OET ¢ AAT AA AEI ET EOEAA8 (1 xAOAON
you also need to employ strategies like defining a chilcate, carefully tracking eligibility,
and ensuring that accounting and budgeting are alignedBy working with your funder early
on, you will know what they need to feel confident in your model.

STAGE 2DEFINE YOUR PROGRAM

Are you ready todefine your program? Before you move on to designing your pragm, confirm that the
following is true.

Question Yes No

1. An agency decisiormaker or his or her representative is involved in your
planning process?

2. Funders are involved in your planning process at the appropriate level, creating
opportunities for them to learn about our approach and support it?

3. The community and families you serve are involved in your planning process,
ensuring your program will align with their needs and expectations?

4. Both buy-in and involvement from staff with fiscal experti® who will be
responsible for implementing the coordinated financing model exist?

Prior to developing your fiscal model, you and your partners must identify what
you hope to accomplish by blending and braiding funds. Fiscal coordination
strategies are only a meansto an end, and to be successful the end needs to be
well-defined. The end may be a specific set of services, a specific population and \%
a strategy for how to identify and meet service needs, or even a design for a
system that serves a broad population through collaboration across many
providers and many types of service needs. Regardless of the scope of your
goals, you need toclearly define them and outline what you will be funding. Here
are some questions to help guide you.
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What population do you need to serve?

V Demographics of the population (age, income, race/ethnicity).
Needs of the population (child care, special education services, health, mental health, etc.).

Strengths/protective factors of the population.

< < <

Other resources/systemslikely to be serving the population.
7TEAO AT AO OEA 0&OIT0 $i11 06 1 &£ OEA DPOI COAI

V Strategy for accessing the population (marketing, referrals, etc.).

V Assessment/screening tools that will be used.

V  Other elements of the intake process (forms, refrals, application, etc.).

V Services provided, including case management.

V  Services that will be refer out.

V Services that will be purchase.

V 00EI OEOU 1 £ OA OpHhidhlodes mubthe©phovided, dich éhesGuereferred,
but not critical.

V Length of services we expected to provide on average.

V Evidencebase of the services being plan.
V Desired outcomes from the serices.
V Plan for monitoring, evaluation, and quality assurance.

Where are the classrooms?

V Make sure you know the number of classrooms or child care program.

<

Account for the number and location of the classrooms or child care program.
Keep in mind theclassroom size.
Know the staffing ratios.

Understand the needs of the children for each classroom

Who will deliver the services?

Qualifications of all staff in respective positions.

o< < <

Qualifications of providers who will implement services.
Number of providers needed to implement the array of services.
Number of teachers needed per classroom.

Number the providers and what they are providing.

< < < < < <

Qualifications of supervisors.
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What infrastructure is needed to support the program?

V Indirect expenses(phones, supplies, physical space, etc.).
V Daily direct expenses (staff, equipment, transportation, etc.).

V Other direct expenses (supervision, training, evaluation, etc.).

Many of these questionsshould sound familiar z they are common in grant writing and how you may
administer your programs. However, they are less common as part of a planning process for how to use
long-term funding sources most effectively, which is exactly when this level of planning is most important.

Make sure you are obtainingconsensus among your kepartners with respect to the questions below.

V Have you natched what your family, community and advocacy leaders have identified as
necessary?

V Does the program design align with the besgpractices in service delivery?

V Have yai integrated evduation into the program designso you can improve the program over
time?

STAGE 3: EXPLORE YOUR FINANCING OPTIONS

Are you ready toexplore financing options? Before you move on to assessing your resources, confirm
that the following is true:

Question Yes No

1. Program/system design is clearly defined, with all questions answered in
detail?

2. The executive decision maker of your agency and all the agency staff involved
with the program support the vision, goal, and program design?

3. You have consensus on the program vision, goal, and design from your key
partners, internal and external, including the staff who will implement the

program and the family, community and advocacy leaders involved in designing
it?

Regardless of whether you a& designing a new progranor changing the financial practices associated
with an existing program, it is critical to take the time to analyze your financing options.

From the previousstages, you shouldhave a clear understanding of whashould be funded This stage of
the Guide will help identifywhich funding sources you consider as you explore your financing options.

9 Identifying Funding Sources:

The first step in thisstageis to list the funding sources you believe might help serveyour
population. Some of thdunding sources youwill have access talready, while othersmay
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be external funding ®urcesthat organizations in your community or at the state level already access and
might be willing to contribute to your program.

What are the internal funding sources already available to support your program?

V  Funding appropriate for the children and families based on eligibility requirements.
V  Funding appropriate for the service needs based on eligibility requirements.

V  Funding appropriate for the providers identified based on their qualifications.

What funding sources do you currently use to support your program? (include federal, state,

and local)
V Funding that is available within your community (i.e. community grants).

V Funding available at the t&te level.
V Funding at the local level.

V Funding available at the federal level.

What non -public funding sources could serve as a match?

V Private sector funding sources,such as local foundations or corporate giving programs, in your
community.

V Fee-for-service models appropriate for your population, services, and service ddivery
providers.

V Private sector funding sources,such as local foundations or corporate giving programs, in your
community.

Make sure to explore whetherTitle XX orMedicaid is a ptential funding source for your program/system,
as it is not a capped funding aurce, but rather is limited based on services and eligibility. When it is an
appropriate funding source, it can be a key component of ensuring losigrm, sustainable funding.

1 Analyzing Funding Sources

Once the funding surces have been identified, it is time to analyze those fundingources and compare
them to the needs of your programAnalyzing your funding sources is an important first step towards
blending and braiding furds. For each fundingsource that appears to be a good fit for thechildren and
families you sene, and the service delivery providers you are working with, you will want to analyze the
funding sources carefully to find out what parts ofthe funding sourcecan supportyour program.

Analyzing fundingsources can be intimidating! Most fundingsources have detailed information available

at the agencies that oversee the funding O x EOEET OEA DPOEOAOA & O1 AAOEI

is not always he most accessible information. You may want to undertake a mix of the following activities
to collect sufficient information about the fundingsources:

V Meet with the fiscal staffof the funder to collect information and discuss allowable expenses,
documentation of expenses, and reporting requirements
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V DI xT1TAA AEOAAT COEAAT AA mOi i AO1 AROOGS xAAOEOROF
outline eligible services and populations), rules and regulations, statutes, and agency letters.

V Call yourfunders and ask questions to better understand the fundingources. Take the time to do
somebackground research!

V Talk to community partners currently funded through the fundingsources of interest to you. Ask
for documentation they have received from tieir funders.

Identify the funding sources you already useto support your program (or agencies involved in your
planning process), you will want torecord information not only about what the fundingsourcecan be used
for, but what it is already used forwithin your agency. Find out

V The number of children served historically (i.e. last two fiscal years) by the funding source, and the
costs per child.

V If you have any waivers or other special permissions from your funder for how you currently use
the funding.

Finally, you may want to review the reporting requirements to better understand the funders expectations.

With fundingsources,UT O AT 160 OOA ET U1 OO0 ACATAUh UT O xEI 1T [xA]
the funding can be made accessibte support your program. Some things to consider:

V Is there a competitive process to release funds to community providers?

V Do you have an existing relationship with the funder or local partner who manages the funding?
V Is your program meeting a core funtion of the funding source?

V Is the funding available based on population and services provided (e.g. Medicaid funding)?

V If you believe you ca access the funding sourcés it worth analyzing what portion of your program
it can fund?

1 Template A: Analyzi ng Your Funding Sources

If you already have fundingsources in mind, beginwith those, but you shouldconsider the information
collected and identified inStage2: Define your Program and Stage3: Explore Your Financing Options .

Template A: Analyzingyour FundingSourcesis designed to allow youo make an analysis tool that can help
you review existing and potential fundingsources, and to help identify each fundingource against the
design of your program. This templag helps analyze the informatia you collect. Using Northern Rivers as
an examplebelow is Template Athat identifies the most common fundingsources used to supportNorthern
Rivers child careprograms.
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Template A: Analyzing Your Funding Sources
Local Implications and Eligibi lity

Child Care Subsidy

Early Head Start

Federal and State funds are allocated to the Local Department of Social
Services (LDSS) to support eligible families so their children can attend
child care programs. In addition to the Federal and State funds, county
districts contribute towards the subsidy program. To be eligible for
guaranteed Child Care Subsidy, families must meet one of the following
categories:

1 First Category: Families who are on public assistance
(Temporary Assistance for Needy Families (TANJ)

9 Second Cagory: Families under 200 percent of poverty who
have left public assistancd TANF) in the prior year, including
low-income working families and teen parents who are
completing high school.

91 Third Category: Families eligible for public assistanc€ ANF)
but choose only to receive a child care subsidy.

Note: Guaranteed Child Care Subsidy is different than who may be
eligible.

For more information regarding eligibility in your county contact your
LDSS.

Federal funds are provided direcly to the Early Head Start grantee.
Early Head Start may provide homéased services and fuiday child
care to eligible families with children birth to age 3. In general, families
are eligible if:

V 4EA EATEIT U800 ETAT T A EO ARGl
Federal poverty line;

V The family is eligible, or in the absence of child care would be
potentially eligible, for public assistance(TANF), including
Temporary Assistance for Needy Families (TANF) childnly
payments;

V The child is homeless; or

V The dild is in foster care.

Note that there are several additional allowances for program eligibility
that are not listed.




Programs

Local Implications and Eligibility

Early Intervention

Preschool Special
Education

Universal
Prekindergarten
(State Funded)

Universal
Prekindergarten
(School District)

Parent Pay

Federal, State and Countyfunds are used to reimburse the LDSS for
services provided to children birth to three years of age who may not
be making progress like other children because of a developmental
delay or disability.

State andcounty funds support Preschool Special Education Services,
which serves children with disabilities between the ages of 3 to 5 years
who meet at least one of the criteria. The LDSS can make payments to
a service provider for Preschool Special Education Services.

State funds support the school districts that administer Universal

Prekindergarten programs through an allocation from the New York
State Education Department to support 2.5 hours per day of
prekindergarten programing.

Note: Of the seven NYS State Education petment Prekindergarten
programs, this guide will use the Universal Prekindergarten program as
an example of how to braid and blend funds. For more information
regarding the other six prekindergarten programs contact your local
school district or the NYS Education Department.

School taxes support costs related to Uversal Prekindergarten that
are not supported by state funding.

Families who are not eligible for federal, state, or county funds to
support their child care costs pay 100 percent for their child care
services directly to the provider.

STAGE 4: EXPLORE FUNDING GAPS

After completing your analysis of each of your potential funding sources, the

next step is to explore the allowable ad non-allowable costsfor each

funding source or gap. To identify the gaps in your fundingsource, use “’
Template B: Analyzing Your Gap¥You will need to populate the template i

with details about your population and their service needs. " ‘
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1 Template B: Anal yzing Your Gaps

Template A: Analyzing Your Funding SourdéS.Template BAnalyzing Your Gaps

Template A Template B

Identifies the GAPS in funding when the
$AZET AO OEA ABKIBAITYAdsA A program chooses to provide services to
it relates to the funding sources. children and their family in which the agency

does not have a designated funding source.

Bytaking the information enteredin Template A: Analyzing Your Funding Sourcgsanslatingit to Template

B: Analyzing Your Gapyou canidentify what populationsandservices can be supported by whicHunding
sources. You may realize that you cannot fund some expenses from any of the funding sourcesthat have
beenidentified. If the expenses arenot in your list of priorities, thisisthe time to decide what services or
classrooms or children and families you cannot support. Or to find additional funds to support the gap.
Either way, this must be settled by the agency and be a part of theont Doordecision making process.
This way when a family comes to the program or asks about enroliment during thEront Door process a
decision can be made.

Below is an example of what should be considered when analyzing funding gaps for your program. As you
fill them out, break down each issuerito detailed pieces to make sure you will have the most
comprehensive view possible. Using Northern Rivers as an example:

Template B: Analyzing Your Gaps

What population dowe need to serve?

Child Care Subsidy

Families with children under five Federal, State, County, Early Head Start;
yearsold and Parent Payment | and Universal
Prekindergarten

Families with children 3to 5

years old who require special X State and County Preschool Speall
education Education




Current
Funding

Funding Source

Program

Familieswith children birth to 3
years oldwho exhibit
developmental delays, disabilities,
or both and need supportive
services.

e [

State

Familieswith child ren overthe

age of 5 years and are on the

AT O1T U8 O xAEOQET C
Subsidy.

Familieswith child ren over the

age of 5 yearld who require

special education serviceand

who are seeking aftercare and are
onthecountyd O #EEIT A # A(
Subsidy wait list.

Families who are receivingTANF.

Federal, State, and
County

Early Intervention

Child Care Subsidy
Early Head Start

Families who ae below 100
percent of the poverty level and
the child is between 1to 3 years
of age.

Federal

Child Care Subsidy
Early Head Start

Families who arebelow 200
percent of the poverty level.

Federal, State, County,
and Parent Payment

Families who are not eligible for
government funding support.

Families and teen parents who
are completing high school.

Federal, State, and
County

Child Care Subsidy

Child Care
Subsidy, Head
Start

Families eligible forTANFbut
choose only to receive a child care

Federal,State, and
County

subsidy.

What are the servicesor interventionsthat are part of our program?

Child Care
Subsidy

Child Care

Special Education

Case manayement services

Special Equipment

Outside consultants or specialist

9 1 O bkénAto find yourself engaging in an iterative process of selecting and analyzing fundirgpurces,
exploring gaps, assessing changes to your program design, and deciding to identify new fundiogrces
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and redoing the process of analyzing and gap finding. After you have reached th@nt where you are
satisfied that you know your fundingsources AND have adapted your program design as necessary to fund
the full program realistically with the funding sources available, you are ready to move to developing a
Coordinated Financing Plan

STAGE 5: DEVELOP YOUR COORDINATED FINANCING PLAN

Are you ready todevelopyour Coordinated Financing Ple? Before you move on to designing your lan,
confirm the following is true:

Question Yes No
1. Your funding sources are choseh

2. A clear understandng of what each funding source can fund, including eligible
populations and allowable expenses, exists

Question Yes No

3. The program design is redefined to be realistic and align with the available
funding. These changes were made in partnership withla/our stakeholders
involved in the planning proces®

4. The fiscal staff (and ideally your funders) agree on your analysis of funding
sources, either because they conducted it or they reviewgmur work.

Stage4 consists of developingTemplate C: Cmrdinated Financing Plan(see Appendix A. This plan
combines into one document seven key components that willuide your implementation of a blended or
braided fiscal model.

A Coordinated Financing Placan serve multiple purposes. It can

V Be a tool fa talking with funders so they can clearly understand the design
of your blended or braided fiscal model.

V Help your programmatic and fiscal staff, and your board understand how anc
why each decision is being made.

Vv )T AOCAAOGA AOAOUI T Addng & bdingelased pprdpriat®ly; AnGudingQhat
blending or braiding multiple funding sources will not result in supplanting.

Walking through Template C: Coordinated Financing Plamwill help address all the remainingtopics
included inthis stage of he Guide.

To developTemplate C:Coordinated Financing Planyou will go through a process of documenting your
overall approach. The documentation will include development of key materials that will beegularly used
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by staff and key protocols that willbe a core part to implementing a blended or braided fiscal model. This
includes the actual documented process for how all the pieces fit together.

V Program Budget The program budgetis based on the revisedunding design developed during the
previous stages.

V Cost Allocation The costallocation is a budgeting and accountingnechanismused throughout the
implementation of your program to account for spending and support the program budget.

V Front Door and Back Door ProtocaldDocumented decisionmaking process to give staff the
authority for accepting or denying children into your program Front Door) and provides enough
information for each decision to apply the appropriate funding source5ack Doo)).

V  Tracking and Reporting Tracking and reporting materials to be useé during service delivery,
including intake, ongoing services, and exit. Tswill include forms filled out by and with families,
forms filled out by providers, and timesheets fostaff andproviders.

V Financial SystemsFinancial practices andsystems must be aligned withthe blended or braided
approach. This will require a little additional work becauseyou will need to set up segregated

funding sourcesor develop a special system

V Contracting If you are paying for services outside of your ancy, your contracting process can be
a critical component of your overall blended or braided funding design.

V Quality Control and Staff TrainingTo successfully implement new fiscal model, key staff need to
be trained and provided with ongoing technicd assistance.

9 Program Budget

Create a budget in the usual line items/categories, based on the expenses f
the program you are now planning to implement. Feel free to use whateve
format you typically use, or use the Estimated Budget worksheet in th : T ‘
Tenplate D: Budget & Cost Allocatien! O OEEO b1 ET Oh AT |l LANNING 0
funding source pays for whichchild, but limit what you include in your budget Banl i =
To do this, design a realistic budget tied to your finalized program desigi.he
instructions and related spreadsheetsTemplate D: Budget & Cost Allocatido develop a budget and
cost allocation can be found on the Sparks Policy Institute websit&lick here

e

As you develop theTemplate C: @ordinated Financing Plapmake sure to document any decisions
you made about the budget infemplate D Budget & Cost AllocatianFor example, if you are basing
the budget on the assumption ltat you can serve 5Cchildren, explain why 50 is the appropriate
number. Some questions that can guide you are as follows:

4 Sparks Policy Institute Template D: Budget & Cost Allocatioittp://tools.sparkpoli_cy.com/overview-
blending-braiding/phase-4-developing-a-coordinated-financing-plan/
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What expense categories do you need to pay for your program?

V  Personnel, contractors, and other.

V Supplies, equipment, travel, andther direct costs that support activitiesyou will
undertake.

V Stipends, incentives, meals, and other benefits to the children.

V Purchased services fronyour community partners, at whatever case or service rate they
quote.

V Purchasal or in-house evaluationand quality improvement services.

V Indirect costs (rent, phones, internet, etc.).

How many children do you plan to serve per year?

V Identify a realistic level of need in your communityz how many children are likely to need

child care, Head Start, Earlidead Start or Prekindergarten program?

V Identify how your child care program is advertised within your communityz how many
families will know about your child care, Head Start, Early Head Start or Prekindergarten
programming?

V Know your capacity level foreach classroom within your agency what is the maximum
number of children, can you serve?

How much do you need in each category to serve that many children each year?

V  What will it cost to provide the child care as outlined in your program design for ta
number of children you have estimated? Keep in mind the program requirements as they
relate to regulated child care, Head Start, Early Head Start and Prekindergarten.

V How many children will require all services? Keep in mind services related to Eayl
Intervention and Preschool Special Education and others that are available to support the
children.

V  How many children will drop out?z Keep in mind turnover. If you have an existing child
care, Head Start, Early Head Start or Prekindergarten progranseiabout two years of data
to try and determine the turnover rate.

V  What will it cost to sustain your nonservice delivery activities, such as evaluation, advisory
groups, etc.?

Prior to finalizing your budget, review it with key stakeholders and discuss whether any expenses are
missing from it. This process should fed familiar z it is the same process used to develop any grant or
program budget.

1 Cost Allocation

The nextstepin creatingyour Template C: @brdinated Financing Plan isto create
a Cost Mlocation Plan This povides you with upfront information to ensure you
can cover all your expenses across all your funding sources and ongoin
information on the progress of spending down your funding sourcesYou should
start your cost allocation plan by deciding whether you will be blending or
braiding funding sources to support your program. Carefully review the stages in

this Guide.




Template D: Budget & Cost Allocation

If you are blending your funding,Template D will support a static budget that
you can set in advance. Your priority will be to make sure you track sufficient

Blending information on eligibility and outcomes to report back to your furders. The
template is oftentreated as a series of grant budgets with prelefined monthly
expenses i pre-defined categories of spending.

If you are braiding your funding, Template D is aflexible budget and
accounting tool that tracks spend down across your funding sources. In a

Braiding braiding context are living documents that begin with estimationsbut help you
keep track of how you can flexibly allocate resources to meet monthly needs,
based on eligible populations and services.

Todesign your Cost Allocation Plan, use Template D: Budget & Ccst Allocation. Template Dis designed to
have a summary page that helps keep track of spend-down across all your funding sources and a cost
allocation page for each of your funding sources. Most likely, this template will need to be adapted to
better fit your program.

Template Disonly atool. It is not your process for allocating costs, but rather your tool for tracking how

you have allocated your costs asyou implement your program. As you createit, make sure you pay close

attention to your analysis of your funding sources. If one funding source can pay for special services
and another cannot, ensure that you are including the line item for special servicesonly under the budget

for the funding sourcethat allowsiit.

1 Front Door Decision Points

At the Front Door, an Intake Coordinator will review, the famE 1 &liilllity to ensure

the allowability for their child(ren) to participate in either the child care, Head Start,

Early Head Start or Prekindergarten program, what classroom the child should bt
enrolled in and which services the child is eligibl€for and needs.

V Eligibility refersto the children who will be eligible for some or all the services
provided by your blended or braided fiscal model.

V Allowability refersto the program andservices that each child will be allowed
to receive,based onthe fA | E lelidibil@y.

At the Front Door, the Intake Coordinator will need to clearly determine eligibility
and allowability prior to enrolling the child in a classroom.The Intake Coordinator e ——
would need to know the deciding factors to enroll a child in anyf the classroomsz

child care, Head Start, Early Head Start, or Prekindergarteiront Door protocols need to be documented.
Specifically, he decisionmakers in your organizationneed to answer the following:

V Who isresponsible for determining allowability? In other words, who hasthe tools and
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authority to decide which services are options for a new enrollment in the classrooms?
What referrals can be accepted to enroll the child into one of the programs?

You will want to create an easy to use document so the Front Door staff can make the right decisionThis
should include questions to clarify eligibility and to make sure that any allowability issues are known.

For example, the Eligibility and Allowability document might include a set of questions related
to the A E E hgé, be€ds, AT A /EAricdink. Uhé dbcuient can includea decision-tree to help

the intake staff.

As part of your Front Door protocols, you will also want to develop a process so theeligibility and resulting
allowability are clearly documented after intake. For example, a case file might include a quick check list
that includes the following:

V nildiseligibledueto £ZAT ET1 U8.0 ET AT i A

V (Child is eligible due to a referral to receive services (i.e. Early Intervention or Prescha®pecial
Education).

V (hild is eligible because their parents are receiving TANF.

Thischeck list can help remind administratorsto updatethe eligibility and allowableservicesif A EA T E |
situation changes, such astheir income increases

 Back Door Decision Points

At the Back Door, you will identify how allocation of costs to funding sources will be
determined. The Back Door is responsible for making sure that all allowable services are
paid from the appropriate funding sources with appropriate services as defined by the
eligibility of a child and/or family allowability of services. Additionally, the Back Door is
responsible for maintaining appropriate spend-down across the funding sources, using a
protocol can help guide the process.

The protocol should help the BackDoor staff understand which funding sources to
use first. If your Front Dooris well designed, yourBack Doowill never run into a situation
where a service has been provided that has no funding sourcEhe scenarios provided in his
Guide will provide a detailed method of howBack Doorprotocols can be used.To develop
protocols, you may want to consider what can be funded by using emplate A: Analyzing
Your Funding Sources. Here are some questions to consider:
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Which funding sources need to be spent down steadily?

V Large funding sources accounting for a significant portion of your budget.
V Use it or lose it funding sources (where a ngost extension is not an option)

V Funding sources that allow a percentage of administrativendirect costs, as you may need to alshow
direct costs.

Which funding sources should be used whenever possible?
V Highly restrictive funding sources that may be hard to spend down fully due to limited eligibility or
allowability.

V Funding sources with ro cap, such as entitlement programs, allowing you to spend as much as neec
V Funding sources with earlier enddates than most of your other funding sources.
V Funding sources with a longer length of service allowable.

Which funding source should be used as a last resort?

V Highly flexible funding sources, particularly those that account for a small portion of your budget.
Funding sources that mandate that they are the payer of last resort.

In general, you will want to use the least restrictive fundingources last,as it is better to finish upyour
funding year with a highly flexible fundingsourcethan a fundingsourcethat can only fund small parts of
your program. Alsg you want to be able to report steady progress imsing your funding z your funder
wants to know how critical their funding is to your program! This does not mean you have the same
expenses, the same number of clients, or the same ammb of spend-down every month; rather, it means
you use the funds where thegan best support your progam, steadily andwith flexibility. In general, make
sure you do rot ignore a fundingsourcefor multiple months z this may cause you to lose thunding source
due to a perceived lack of need.

After developing a protocol for general spenddown, you will want to make sure you have a summarized
document that clarifies the eligible populations and allowable costs for each fundirsgurce. This is the tool
your fiscal staff can use as they make decisions on what to allocate. It should match ydamplate D: Budet
& Cost Allocatiorand Template A: Analyzing Your Fundirfgources.

Program and

Spend-Down Classroom ) 0AOAT 060 %l I
Funding Source

Must meet Federal income and

Early Head Start: Federa program eligibility
Most Infant Toddler requirements.
Restrictive (Between the ages: €B) Child Care Subsidy: Must meet Federal, State and
Federal, State and County income and program
County eligibility requirement s.
Universal May reed to meet residency
Less Restrictive Toddler (Age: 4) Prekindergarten: State

requirement.
and School Taxes q

Least Infant Toddler & No eligibility requirements
. Toddler (between the Child Care: Parent Pay glority req
Restrictive exceptage.

ages: 05)
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1 Tracking and Reporting

Your Back Doorprocedures will ensure all the information required by funders is
submitted by all the required deadlines. Make sure you are aware of all reporting
requirements and create a calendar of deadlines. Some funders will have multipl
types of reporting, such as monthly invoicing, monthly data entry into theicase
management system, and quarterly outcome reports. Document all thes
requirements.

Recordkeeping

Next, document all the information needed for each report. Create a chart to determine what information
your program staff will need to captureabout each client forthe reports to the funders. Many funders
have databases theynay require you to use,which can be challenging in @lending or braiding fiscal
modelwhen programmatic staff are unaware of which fundingource is being used to fund their program
The BackDoor process nmay need toinclude that the taking of information reported by program staff is
entered into required databases.

One of the critical components to a successful braided model, particularly a model that includes fumgli
sources that fall underthe Federal OMB Ciralar A-87 or OMB Circular A1225, is to track personnel time
by eligible populations/allowable services. All the staff paid for through the braided model should kep
time sheets that indicate a specific code to indicate their role f@upporting the program.

1 Financial Systems

Your Coordinated Financing Plawill also cover the financial systems that will be used
to meet funder requirements. If any of your funding sources require segregatec

accounting, this is where you can descr#dand plan for how that will be supported. You Q
can also use this part of your plan to document how you will maintain the data neede = _=

to respond to your funders audit requirements. Often, the requirements for what must
be documented and available during anaudit are far more extensive than the
requirements associated with monthly or quarterly reporting. It is imperative to include
your fiscal staff in this process as they will know exactly what is required by the funders.

9 Contracting

You may have contract with providers outside your organization. You will want to define the contents of
those contracts and how the reporting associated with invoicing will match the
requirements of your many funding sources. Make sure your contracts include any
required language by your various funders. Hopefully, your funders will allow you to
have one contract with each provider that covers all funding sources. However, some
funders will expect you to have funding source specific contracts with your service

5(1) OMB Circular A87: Establishes principles for determining the allowable costs incurred by State, local, and
federally recognized Indian tribal governments (governmatal units) under grants, cost reimbursement
contracts, and other agreements with the Federal Government. (2) OMB Circular A 122: Establishes Cost
Principles for sub-awards to nonprofit organizations.
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providers. In this case, you will need to be thoughtful about how you define the total amount of funding in
each contract, as you do not want to limit your flexibility in your braiding model.

This Guide does not ger general
principles of good contracts, nor doe

it address specific requirements of
your funders. Take the time to work

with your funders and fiscal staff to
design contracts that are appropriat
and meet all the legal and regulaton
requirements assoated with your
funding sources

You can document the reimbursement strategies for your contragrs as part of yourCoordinated Financing
Plan. Some options include:

V Creation of a pe-approved provider lists with no guarantees of usage. This is the most flexible
option for you, but can be hardor small specialty providers.

V Fixed price contracts hat predefine how many ildren can be enrolled in a classroonor services
needed This requires that you track how many kildren are enrolled or services purchased at any
given time. It also makes assumptions abouhe childrensoneeds that may or may notoe true.
However, it is often preferred by your contractors because it guarantees them a steady income.

V Childrate contracts puts more risk on your contractors, as they will be expected povide services
to any dild you refer for pre-defined rates perchild or a pre-defined total amount regardless of
the number of dhildren being served within your program. At the same time,tican allow for greater
flexibility for your agency. It is best to use this type of contract strategy when the needs of your
children are well known.

V Performancebased contracts can be incorporated into any of the above strategies.
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1 Quality Control and Staff Training

You will want your plan to address the following:
V Monitoring the appropriateness of decisions being made

V Training staff on the procedures; and

V Providing technical assistance in response to questions.

Also, t is important to plan for how time-sensitive issues will be addressed, such as questioadout

eligibility when a child or family is going through an intakeprocess at the~ront Door. &

STAGEG: IMPLEMENT, TRACK, AND IMPROVE

Before you move on to designing your program, confirm the following is true:

Question Yes No

1. There is a program budget that is realistic for serving the number of
children you plan to serve

2. The program budget fully addresses noiprogrammatic expenses, such as
indirect costs and evaluation/quality control?

3. There is aCost Allocation Plaiin place to help spenddown your funding
appropriately?

4. There is aFront Doorand Back Doorthat carefully defines the decision
points and provides tools to make decisions?

5. There is an appropriate financial system in place, that includes contracts?
6. There is training on how to implement the tools and information on who to

ask for help?

The final stage of developing your blending or braidindiscal modelis implementation. Throughout the
process of developing your planyou must engage funders, your community, family, and consumer
stakeholders. This remains true during implementation. Althouglthe model is now designed, it will not be
static. As your fundingsources change or funding requirements changsjou will need your stakeholders
to help you modify your program.

Take time to collect feedback from your staff anéamilies on their experience of the process asking
such as:

V Is the processseamless and invisible to the families?

V DoFront Doorstaff have the level of decisionrmaking they need to expedite access to services?
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V Do Back Doorstaff have enough information from the program staff tomake good decisions
regarding allocation of funds?

V Do your funders feel confident that you are spending their money appropriately and achieving good
outcomes?

Use this information on an ongoing basis to improve program quality by ideifying strengths and
challengesandto make any necessary adjustments.

Plan to revisit your Coordinated Financing Plaat least yearly, and as fundingources change. Make sure
someone is responsible for taking new information from funders and incorporating itrito the plan. As
needed, makechanges, such as redoingour fiscal analysis for a fundingsource to ensureit is being used
appropriately even after it changesits rules, or updateyour eligibility and allowability documentation
when you secure a new fundingource.

37




HOWDID THEY DO
IT?
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CASE STUDY: NORTHBERRIVERS CHILD CAREENTER
THE FISCAL DESIGN TO BLENDING AND BRAIDING FUNDING

This section of the Guide will provide braiding and \“
blending scenarios that are based on the NortherRivers

Child Care Center. Thedbter is in Schaectady county » Q“

and serves pregnant women and children from birth to ,u? ”:
age 5. Northern Rivers is located near public housing an // ) ¢ \;\
public bus stops and serves families with diverse

backgrounds. The services include a mix of child care and preschool
programs, arly intervention for learning and disabilities, prenatal services,
and mental health services focused on infant attachment issues.

Northern Rivers administers Early Head Start (EHS),
Child Care, and Prekindergarten programs, and offers

- Early Intervention and Preschool Special Education
’ services for eligible children. Northern Rivers can
provide extended care and wrap around hours for the
families. The EHS and child care prognas are administeredyear-round and
referrals for the programs can come fom a variety of sources, including the
Cooperative Centralized Intake unit set up to serve EHS, local Healthy
Families Home Visiting and Local Department of Social Services (LDSS)
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To develop blended or Ibaided fiscal models requiresvery clearly defined decision-making protocols,
especially when you are supporting a mixed population. At Northern Rivers, families meet several
eligibility requirements and the funding sources are applied accordingly. Consequently, it is important to
have your classroomslefined so thelntake Goordinator will know which classroom toenroll the child:

Stage 1: ldentified Partners

Sate and FederalAgencies

Local Department of Social Services (LDSS)
School Districts

Private Funders

Families

< <K< <KL

Stage 2: Classrooms and services are identified

V Classrooms
- Infant Toddler Child Care Classroom {3 years)
- Toddler Child Care Classroom (5 year)
- Universal Prekindergarten Classroom4 years)
- Early Head Start (03 years)
- Head Start (45 years)

V Services
- Early Intervention
- Preschool Special Education
- Home Visiting
- Prenatal services
- Nutrition
- Health
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Stage 3: Explore Financing Options

Analyzing your funding sourcesallows you to review existing and potential funding sources, and hefp
identify each funding source against the dgign of your program (Template A: Analyzing Your Funding
Source}.

Programs Funding Source
Child Care Subsidy Federal, State, and County
Early Head Start Federal
Early Intervention Federal,Stateand County
Preschool Special State and County
Education
Universal Prekindergarten State andSchool Taxes
Parent Pay Parent

.1 OAg $1T1760 A OCAO O1 A4 EpldredrAndidgCapdAsEdtian of ¢his Buide joiGaA A
example ofTemplate B:Analyzing Your Gaps

Stage 5: Develop a Coordinated Financing Plan

The plan will help dstribute funding appropriately by funding source. Se&tage5: Develop a Coordinated
Financing Planof this Guide for examples and actionable steps). The sceoa will wal k you through the
plan Northern Rivers would use to blend and braid funds.

Stage 6: Implement, Track and Improve Front Door Decision Points

The final stage of developing your blending or braiding fiscal model is implemeation. At the Front Door,
anlIntake Coordinatorx ET1 I OA OE A sligilt iy Aor efirdlimént inbdedf the classrooms: child care,
Head Start, Early Head Start or Prekindergarten, and determine what services the child is eligible for,
approved to receive and serviceshey need.

#HEEI AS

Classroom S Funding Source 0AOAT 060 i
Eligibility
Infant Toddler Child Care | Between the ages Parent Pay No eligibility requirement.
Room of 0-3 Federal, State and County May need to meet an

eligibility requirement.

Parent Pa No eligibility requirement.
Between the ages y oy =]

of 3-5 Federal, State and County

Toddler Child Care Room May need to meet an

eligibility requirement.
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#EEI AS : s |
Classroom s Funding Source 0AOAT 060 i
Eligibility
Universal State and School Taxes
Prekindergarten Must be 4 No eligibility requirement.
Classroom Parent Pay

Early Head Start Between 0-3 Federal Pgrgr_n_s need _to meet
eligibility requirements.
Between the ages Parents need to meet
Head Start 9 Federal . .
of 3-5 eligibility requirements.

Scenarios

This section of the guide provides real scenarios on blending and braiding
fiscal models. You should take the time to review the scenarios. The
information will help you better understand the stages to planning.

Scenario 1: Child Care

Scanario 2: Child Care Classroom with Early
Intervention Services

Scenario 3: Early Head Start and Child Care Classroot

Scenario 4: Integrated Universal Prekindergarten

Scenario 5: Head Start Program with Preschool Spec
Education Itinerant Services

Scenario 6: Using Gifted Money




Scenario 1: Child Care Classroom

Northern Rivers Child Care has many child care programs in which they blend funds to support full

program costs (not all the funding comes from state, federal or local governments). $lscenario
demonstrates how to blend funds such that the child care provider cagorovide child care to families who
receive and do not receive a Child Care Subsidy.

The Child CareSubsidy Program (see Appendix Bhas defined Guaranteed Child Care Sy by three
categories of eligibility, howeverthis does not include other eligibility requirements for families. There is
little consistency among the Local Department of Social Services (LDSS) in administering programs.
Therefore, it is important to review the Child and Family Services Plafor the LDSS in which the family
resides, because the Plan details how the child care subsidy program is administered beyond and within the
three identified categories and child care regulations. In addition, it isxtremely important to work with the
LDSS to understand the districts eligibility requirements for receiving a child care subsidy as ti@hild and
Family ServicesPlan can be difficult to interpret.

Step 1: Front Door identify the eligibility requirement s across your funding sources and determine the full
range ofthe population your organization can serve In this scenario, there are 16 children in the child care
room (3 & 4-year-olds). Below is the funding analysis and demographics of tlehild careroom:

) ) 10 Children Federal, State & County
Child Care Subsidy -
3 Children *Parent CePayments Blend
Parent Payment 3 Children **Parent(s)

* Except for families who are oriTANFvirtually every family will pay some portion of their child care.
**Parents are not eligible for Child Care Subsidy and must pay 100 percent of the child care fee.

For more information about the programs see Appendix B.

Step 2: BackDoor: Since this scenario dcuses on child |~

care, special funding tracking is not applicable becaus Scenario 1: Child Care
costs related to the child care program are the same for Funding

the children. All the children in the program are receiving
the same level of care. However, the fiscal office will trac
expenditures and revenues to ensure the child care
program is financially supported. Through the intake
process, the child care program will know which of the

m Child Care Subsidy
(Federal, State &
County)

m Child Care Subsidy

. .. . . . = Co-
children are receiving a child care subsidy and will be able Payv:ee:tts)
to report on the number and identify te children. Out of Pocket

Payment

The pie chart to the right shows how the funds support
the child care program
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Scenario 2: Child Care Classroom with Early Intervention Services

Northern Rivers Child Care has many child care programs to support children and families in it
community. Sometimes programming is needed for children who are receiving Earh

Intervention services. As in the other scenarios, the Intake Coordinator determines the famil
and child eligibility for both child care and other services. For this scenarj we focus on how to
braid funds for families whose child care is covered by a Child Care Subsidy Program and soi
children are receiving Early Intervention services.

Step 1: Front Door identify the eligibility requirements across your funding sources and determine the
range of populatons your organization can serveln this scenario, there are 8 children in the Infanand
Toddler child care room (1 and2-year-olds) and the room is fundedby multiple funding sources. Of the 8
children, 4 receive Ealy Intervention services.

Classroom :
Program : Funding Source Fiscal Model

Demographics

2 Children A. Federal, State & County
Child Care Subsidy

2 Children B. Parent CePayments

Braid

Parent Payment 4 Children C. Parent(s)
Early Intervention** 4 Children D. Federal, State &ounty

* Except for families who are on TANFmost familieswill pay some portion of their child care.

**For the 4 children receiving Early Inervention services, their familiesare not elgible for child care
subsidies. Therefore, they pay 100 percent for child care and nothing for the Early Intervention Services
being provided to their child.

For more information about the programs see Appendix B.

Step 2: BackDoor: Based on the demographics of the classroom, the Babkor reporting should
include but not be limited to the following staff who getracked in the time system:

A A Day Care Teacher Code is used to indicate the hours he/she was in@gld CareRoom.
A Early Intervention Services Provider must use thesarly Intervention code.

The pie chart to the rightshows how the fundsare distributed to
support child care and El services to eligible children
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