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The Region We're Working In
11
Counties

11
Counties

~ 7 9 0 k
Residents

Anchored by Fort Wayne,  Indiana's 
second-largest city.

It's a mix of one urban core and a lot of rural counties, 
which matters for this model.

If Tri-Share can work here — across that range of 
employer sizes and community type — it can work 
anywhere.


Who We Are

Northeast Indiana Early Childhood 
Coalition

A  nonprofit organization with a mission to ensure 
every family in Northeast Indiana who needs it can 
access  and afford quality care.



Why We Put Affordability First

Why We Put  Affordability First

 Demand-side

Tri-Share, Co-Share, and Bridge Gap all put 
more revenue into child care by:

Making it possible for more families 
to pay for it.

 Supply-side

Providers can't stabilize, raise wages, or 
expand capacity without dependable revenue 
coming in the door.

This  is a mechanism for getting real 
dollars directly to providers.



Three More Ways In

Three More Ways In

Tri-Share
Three-way split

State, employer, and family each 
pay a third of the cost of care.

Co-Share
Two-way split

Employer and family split cost 
for families or ages outside 
Tri-Share's eligibility bands.

Bridge Gap
Philanthropic entry point

Fills the space where no state 
match or employer relationship 

exists yet.



How Indiana's Tri-Share Model Works

The Framework

Tri-Share Parameters

 Equal Cost  Sharing
The State, the employer, and the participating family 
split the total cost of high-quality child care exactly into 
thirds.

 Targeted Eligibility
Specifically structured to support asset-limited, 
income-constrained working households who exceed 
typical public subsidy thresholds.

 Licensed Providers
Funds are routed exclusively to registered and licensed 
child care facilities, ensuring quality, safety, and 
accountability.

Central Hub

Coalition as  Hub Administrator

Th e  Northeast Indiana Early Childhood Coalition serves as  the 
neutral facilitator, administering funds and unifying all parties.


Active Liaison with All Parties:
• Employers: Recruits corporate partners, coordinates 
benefits, and manages employee enrollment metrics.

• Families: Guides eligible parents through onboarding, 
simplifies billing, and removes structural barriers.

• Providers: Ensures prompt, stable financial 
reimbursement directly to local child care operators.



How We're Funded

How We're Funded

1
State

Strategic Development dollars, allocated to 
our region

2
Employers

Match investment in their workforce

2
Families

Match investment in their child's care

1 : 2  match — for every state dollar, employers and families bring two more.

We started local and will scale from here — Tri-Share is a solution,
not the solution.

We built infrastructure that allows us to keep overhead low.



Early Results, One Year In

Early Results, One Year In


2 2
employers

(3 more in the pipeline)


1–17,000+
employer size range

smallest to largest


185
children enrolled


6 7
child care providers

supported


$611K+
invested into care

in year one



Early Results: Workplace Impact

Early Results: Workplace Impact


Retaining Talent
Employers report they were able to 
retain key employees who otherwise 
faced critical childcare dilemmas.


Reliability &  Hours
Parents demonstrated increased 
reliability and were able to consistently 
work more hours.


Stress  Reduction
Families shared they felt significantly  
reduced stress knowing their children 
had secure, stable care.


Job Satisfaction
Supported workforce segments 
experienced improved job satisfaction 
and morale across teams.


Stay Employed
Enrolled parents were much more likely 
to stay employed with their 
organizations long-term.



Why Start Local

Why Start  Local

Prove it 
before you 

scale it.

It's tempting to design a statewide program on paper and roll it 
out everywhere at once. We didn't do that.

We wanted to know, with real families and real employers, whether the math worked 
and whether the experience worked — before asking anyone else to trust it.

Keeping admin costs low was part of that discipline from day one, not something we 
fixed  later.

We feel this was a condition necessary to success, built and sustained through 
relationships — we have local people in our region and counties connecting with 
employers and providers to better understand and continually improve.



Thank You

Thank You

 Allie Sutherland
allie@neiecc.org

mailto:allie@neiecc.org
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