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What is the SBTDC?

* The Small Business & Technology Development Center
(SBTDC) is a statewide business advisory service for growing
and developing businesses.

An extension program of the UNC System

Offices at the 16 campuses across the state

Operated in partnership with the Small Business Administration (SBA)

All counseling services are free.

» We provide personalized management counseling and education
services to small and mid-size businesses to help them become
more competitive, create new jobs, and improve the economy.




What services do we offer?

 General Business Counseling:

v Business Launch Initiatives & Support
Business & Management Advice
Financial Analysis and Access to Capital
Marketing Assistance
Marketing Research
Strategy Development & Implementation
Leadership & Employee Performance
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We help you make better business decisions, gain better information and data, understand how
your business is financially performing, gain access to capital and markets, strengthen employee
performance, and gain Strategic direction for your future.
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GBC – Our counseling services are free 
Business Launch Initiatives – 
Taking the Leap, 
Business Launch Specialist for start-up support
Business & Management Advice – 
We can help you assess, confirm and enhance your current plans
Discover & evaluate new opportunities
Acquire new ideas
Financial Analysis and Access to Capital – 
We can help you understand how your business is performing
Provide an evaluation of your business against the industry
Help you develop strategies to improve performance
Help you assess the best financing options for your business, connect you with resources and counsel you through the process. **We do not offer capital directly through the SBTDC**
Marketing Assistance – 
We can help you explore new customer segments, sales channels, products/industries and geographies
Develop an executable marketing strategy
Marketing Research – 
We have specialized market research staff to help you conduct research so you can better understand your market, identify industry trends and best practices, and assess the performance of your organization
Strategy Development & Implementation – 
Support services for CEOs of mid-sized companies that are customized to their specific situation
Leadership & Employee Performance – 
Tools to help you strengthen your leadership & management skills
Train & develop employees
Enhance communication and team performance





Specialized Resources

 Targeted Strategic Services and Counseling:
v Government Procurement & Technical Assistance Center (PTAC)
International Business/Exporting (IBD)
Technology Development & Commercialization
Private Equity Initiatives
Strategy & Growth Services for Mid-Sized Businesses
Market Research Services
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Things to Consider

 This is an unprecedented time. It's ok not to have all the
answers.

 Learn to manage stress and prioritize your mental
wellness.

 Keep an open mind.

* Error on the side of action.
 Be prepared to pivot.
 This is temporary.

* You will survive.

-/
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Before jumping into the presentation I want to acknowledge that these are hard times for many, if not most. Lives and whole economies have been turned upside down and there are a lot of questions about the future that we’re not able to answer. So as you begin to navigate your essential role during this time, I wanted to provide you a few things to consider as you’re making decisions about an unknown future.
Not having all the answers is totally ok. Industry leading experts are scratching their heads as they assess what’s to come. So don’t feel pressure to have answers to every single question that’s arising out of this crisis. Taking it one day, and sometimes one moment, at a time is ok. 
Stress can lead to mental, emotional and major physical issues. So it’s important to find ways to manage your daily stress levels to ensure that you are well and able to tackle the journey ahead. The SBTDC has a resource pgae that offers tips on how to manage stress during COVID-19. I’ve provided the link on the COVID-19 resource page of the Wake County Smart Start website. 
Keep an open mind. Old ways of thinking may not serve you today. Be open to new ways of thinking and being as you consider how you’ll navigate this time. 
Error on the side of action. Perfection is the enemy of progress. And during these times there may not be a perfect decision to make. Ask for help, gather as much information as you can, and make the best decision you can. Move and then adjust as more information becomes available.
Be prepared to make changes. The changes you have to make may be small and incremental or they may feel like they are a complete overhaul of what you know. No matter where you fall on the spectrum, prepare your mind to make the tough choices you need to make to weather this storm and come out on the other side positioned where you want to be.
It may not feel like it, but this too shall pass. It is not going to last forever. We won’t be in our homes forever. Millions of Americans won’t be unemployed forever. Businesses won’t be closed forever. So we can have hope that there is another side of this.
And since there is another side of this, believe that you will survive. Determine that this will not take you out. Your business circumstances may change, your personal circumstances may change. But be determined that this will not take you out. 



Cash Management

e Assess Cash

- Review financial information and forecast cash needs
» How much cash do | have?
* How long will it last?
» How can | get my hands on more if needed?
« Create a cash flow projection

- Have financial records in one, easily accessible place

* Find Cash

Grants, Loans, Income, Crowd-Sourcing

Sell unproductive/unnecessary items to free up cash
Obtain a line of credit

Collect outstanding fees/debts
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Whenever you’re thinking of how to survive during economic downturns, one of the first places you want to start is taking a look at your cash situation. It’s important to note that without capital or “cash” to remain in operation, nothing we discuss today will matter. As that old adage goes, cash is king. And managing your cash flow is of utmost importance.
In the cash discussion is where you’ll want to keep an open mind. Some on here may have operated their business debt free since its inception. Some may have never asked for any assistance. This cash discussion may challenge some of your current paradigms, belief systems and ways of managing your business finances that you’ve grown accustomed to. That’s okay. It’s important to at least gather the information so you’re able to assess all your options prior to making a decision.
There are only 3 ways to fund your business: equity (what you put in), revenue (what others pay to you) and debt (what you finance/borrow).

Assessing Cash
This includes reviewing both your business and personal bank accounts to see how much cash you currently have on hand.
How much cash do I have?
How long will it last?
How can I get my hands on more if needed?
Review your fixed expenses (e.g. rent/mortgage, insurance, etc) and variable expenses (where you may have some flexibility e.g. utilities, salary, etc) and see how long you can cover these with the cash you have on hand.
Some may already know they are cash negative. You have nothing in your account and you need help like yesterday. It’s still good to write out and review your expense so you can see exactly where you’re at.
The best way to assess your cash situation is by creating a cash flow projection. A cash flow projection is a simple worksheet that measures how much cash you have coming in and how much cash you have going out. It helps you gauge where you may have a cash flow problem and plan accordingly. To create a cash flow projection (starting cash + estimated revenue + other income – estimated fixed and variable expenses = ending cash on hand). You can do this on a weekly, monthly or even quarterly basis. I’ve provided a resource for out to complete a cash flow projection on Wake County Smart Start’s COVID-19 resource page. You can also reach out to the SBTDC for additional assistance. Similar to a budget (tool available)
Create a best-, normal-, and worst-case scenario
Have financial records in one place that’s easily accessible to apply for financing if need be. Common documents a lending institution may request:
Business and personal tax returns for the last 2-3 years
Articles of Organization or Incorporation
EIN Number/Form
Recent business bank statements
Profit and Loss Statement
Balance sheet
Cash flow statement
Collateral documentation
Business debt schedule
Average monthly payroll costs

Finding Cash
Grants – a grant is money that is given to a person, business or corporation from federal, state, county or local governments or private businesses or corporations. They do not require repayment. 
Pros – don’t have to be repaid, no surrender of equity in business
Cons – requires lots of research, can be a lengthy application process, can take time to fund, smaller amounts awarded, availability and access to grants are much more limited, may come with conditions, challenging to receive
Loans
Pros – larger amounts awarded, greater access and availability, contingent upon banking institution an approval can be seen relatively quickly, lending available for many uses, helps build business credit
Cons –based on credit, if credit doesn’t meet preferred bank qualifications can be denied or interest rate high, repayment required, increases debt load, usually required pledging collateral
Income 
What are additional ways you can generate income?
Collect outstanding fees/debts
Crowd-Sourcing
Sell unproductive/unnecessary items 
Unused equipment, furniture, supplies, etc.
Obtain a line of credit
A line of credit is a flexible loan from a banking or lending institution that offers you a limited amount of funds that you can draw upon and use when, if and how you wish. It’s similar to a credit card in that you can repay it immediately or over a specified period of time. It requires approval by a bank and charges interest as soon as the money is borrowed, but it can be a very useful financing tools to cover cash flow shortages. The LOC must be paid in full and renewed every 12 months. 
A LOC is also great because you are only charged for what you use. 
Review customer accounts and collect on any outstanding fees or debts
Finding cash takes time but it’s worth it.
How do I determine what to ask for?
Expenses
Enhancements
Development



Expense Management

* Reduce or eliminate any unnecessary expenses that do
not contribute to revenue generation.

 Reduce or eliminate discounts and giveaways
» Discuss rent reduction with your landlord
« (Call service providers and try to negotiate payment terms

» Manage Incoming Cash
- Developing a plan for how to use incoming cash

- Prioritize who and what to pay first. (What roles are critical? What
expenses are critical?)

/
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Reduce or eliminate unnecessary expenses
Subscriptions, food, utilities, variable expenses, etc.
This is temporary, not permanent. 
Reduce or eliminate discounts and giveaways
Child care providers may offer reduced rates for various factors as an incentive for families e.g. lower rates for siblings or discounts to parents who pay tuition for the full year in advance.
Even small giveaways or reductions matter at a time like this. Some discounts may serve you. For example, maybe you offer a discount to parents who pay tuition in advance and that brings in quite a bit of capital at enrollment. That may be worth keeping. Others may cost you more than what you gain.
It’s also important to note that your expenses will change during this time. The additional safety and sanitization measures may require more supplies as well as more staff. So whatever capital you can preserve will be helpful in the cost transition as well.
Discuss rent reduction
Consider rent reduction for a longer lease term or larger space
Manage incoming cash
Prioritize who and what to pay first.
Gauge what is critical to pay and who is critical to pay.
These are not easy decisions, but they are necessary. And it’s important to remember that many of them will be temporary.
If you have to let people go, provide them with resources to help them apply for unemployment, look for other opportunities, and receive whatever assistance they may need.


Marketing and Communications

Communicate your value

- Continue to share and engage your families and families in your
target market

» Communicate where you're at, where you intend to be and providing
resources to your families

- What differentiates your center?
Reassess your marketing strategy
Strengthen digital communications and online presence

Use technology to expand services
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It’s especially important now for families to be able to differentiate your unique child care offering from others. Communicate what makes your facility different. Talk to your families and learn why they chose you over other facilities. Use their language and share that language with other families via social media, etc. Maybe you have a specific learning curriculum that’s attractive to a certain type of family. Maybe your facility incorporates certain health and wellness practices. Whatever your unique value proposition, be sure that it resonates with the people you desire to reach and communicate, communicate, communicate.
Marketing is simply letting the people you want to do business with know that you’re in business. A marketing strategy is how you decide to do that. 
If you currently don’t have a marketing strategy, put one in place. Consider who your target market is. It’s easy to say, all families with children between the ages of y and z. But if you look at the current customers you serve, you will probably begin to see a pattern. Maybe they are located in a certain area. Maybe they have certain characteristics or demographics. Perhaps they share the same interests. Learn who your target market is and then determine where they go to find their information. Facebook, Instagram, Friends and Family referrals. Wherever they go, that’s where you want to be. Your marketing strategy will help you become top of mind wherever your target market consumes information. 
If you presently have a marketing strategy in place, where can you make adjustments? How has the pandemic changed the way you do business? Maybe it’s changed who you’d like to serve in the future. How has the pandemic changed how your families desire to do business? How has it changed what matters to them? Ensure your messaging is addressing their current needs and concerns.
If you currently have an online presence, ensure that you’re digital assets are up to date. Is your website desktop and mobile responsive? Does it provide the information that your customers need to make initial buying decisions? Does your content speak to your business and value prop or is it off topic? Are you reaching customers virtually where they want to be reached?
If there’s anything this pandemic has taught, it’s that we must have a virtual strategy at play for our organizations at all times. How can you expand your offerings digitally? 
You may provide face to face care, but what do families need after-hours when you’re not there? How can you serve them then?

Tools and resources on digital presence and marketing strategy on Wake County Smart Start Site.


Reopening and Going Full-Capacity

 Put your reopening plan in place while still closed or at a lower
capacity

- What will cleaning and sanitizing your facility require? Cost?
Resources?

- How will you need to change your child care structure to meet
NCDHHS guidelines?

- How will you test kids and families? Who will be allowed on premises?
How will you communicate changes?

- How will you conduct pick up and drop off?
- What will be the new sick policy for children?

 Stock up on necessary supplies now.
 Review NCDHHS Guidance from May 11t.
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Share resources on how to develop a reopen and recovery plan
What will cleaning and sanitizing your facility require? Cost? Resources?
How will you need to change your child care structure/setup in order to meet CDC recommended guidelines?
How will you test your kids and parents? Who will be allowed on the premises? How will you communicate this?
How will pickup and drop off be different?

NCDHHS guidance w/ updated date of May 6th rules…..



Planning Ahead

* Diversify revenue streams
- Skills, talents and abilities to monetize
- Needs unmet in current market
- Adjacent markets to serve
- Leasing extra space
- Create new solutions not yet developed

* Rethinking your business model
- Fee structure and child care agreements
- Diversifying markets
- Virtual learning model
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Diversify Revenue Streams
Thinking differently about your business is critical to not only survive but thrive
What skills, talents and abilities do you have at your disposal that you can monetize? I was on a webinar a few weeks back and heard a boutique owner share how she’s recently started using her background in change management to consult organizations on how to navigate covid-19, which is helping her bring in extra income. You may not have a background in change management, but many of you on here have been in the child care industry for years. You’re experts at caring for our local children and families. Maybe you can provide consulting or counseling services to new entrants in the child care industry. Or perhaps you have a specific skillset that you can use even outside of the industry like the boutique owner did. She hasn’t abandoned her model, but she’s pivoting to survive and may in time find that she can actually integrate the two.
We’ve all had those moments where we’ve expressed, “This business or product or service would be great if they just had or did (fill in the blank).” This is your time to fill in the blank. Some of you may serve families in a specific geography or with specific demographics. What gaps have you observed in their child care needs that you could potentially fill? What are things that your families have asked you for or have said, “it would be great if you all offered (fill in the blank).” It may be after hours care, or maybe take home learning tools, or it could even be something that you’ve thought of in your course of service. Think about how you can fill in the blank and do it.
Looking to adjacent markets can be another great way to diversify your revenue stream. If you serve a certain market of families, what are the pros and cons of that market? What other markets are available for you to potentially serve? What are the pros and cons of serving those families? Serving varying types of families can present opportunities to different sources of revenue.
Leasing extra space. If you own or lease your center with vacant rooms or additional space, this may be a great time to consider leasing or subleasing to another complementary provider. 
It’s okay to think outside the box during this time. Maybe there’s a product you wish someone would come up with that would make child care easier. Perhaps there’s a type of software that could be used to serve centers or families. Or maybe there’s a new learning model you’ve created that you’d like to share with the world. Crisis can be a great platform for innovation. We’re seeing it across the globe.

Rethinking your business model
Fee restructure
The fees you charge for your child-care service provides the financial base for your company and your income. They need to be competitive in your market, reasonable and affordable for your families to pay. But they also need to be fair to you. 
When rethinking your fee structure, consider the following:
Overhead costs – operating expenses
Cost of labor and materials/supplies
Going rates in the area
Profit needed
What families you are targeting can afford – check census data at the library or even online to see the income ranges in your community.
Age of children you’ll be caring for (impacts labor and material costs)
The curriculum you offer and other value-added services e.g. pickup or drop-off, meals and snacks, late pickup, extended hours, etc.
Ensure that the fees 
Plan to raise rates annually or semi-annually to keep up with the cost of living. Ensure this is communicated to families and is listed on the pricing sheet. Have each family sign a copy of your pricing sheet and place it within their child’s file. Raise rates every year at the same time and always give families advance notice. 
Consider establishing a child care agreement that outlines your fee structure, when payment is due, frequency of payment (weekly, monthly, etc), any additional fees (e.g. late fees), acceptable forms of payment, hours of operation, termination policy, other important policies and procedures (e.g. drop off and pick up, sick-children, emergency preparedness, etc), days center is closed, and signature for families and provider.
A survey was distributed by Wake County Smart Start assessing how COVID-19 has impacted county child care providers. One of the questions asked about fee structure. 
Diversify the markets you serve
Virtual learning model


Planning Ahead

» Utilize this time to invest in your business
- Gaining or upgrading star-ratings
- Investing in professional development
- Upgrading your facility
* Look for partnerships and collaboration opportunities
- Resource sharing
- Cross-functional collaboration
- Supply purchasing

sbtdc
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Invest in your business
Work on increasing or gaining your star-rating
Professional development of staff
Upgrading your facility
WCSS resource – Quality Enhancement

Partnership and collaboration
Resource sharing 
Staff, information, 
Cross-functional collaboration
Supply purchasing – joint purchasing of goods and services to cost save


How can you get in touch?

« Wake County Smart Start
Carol Orji, Manager Early Childhood Initiatives
corji@wakesmartstart.org
https://www.wakesmartstart.org/families/resources/covid-19-resources/

 To learn more about our services, please visit our website at
http://www.sbtdc.org/.

«  Sign up for a free counseling session by completing our online
Electronic Request for Counseling at http://www.sbtdc.org/erfc/.

Katrece Boyd
General Business Counselor
kboyd@sbtdc.org



https://www.wakesmartstart.org/families/resources/covid-19-resources/
http://www.sbtdc.org/
http://www.sbtdc.org/erfc/

Q&A




sbtdc

Your business. Better.

800.258.0862 | info@sbtdc.org | www.sbtdc.org

The SBTDC is a business advisory service of The University of North Carolina
System operated in partnership with the U.S. Small Business Administration.
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