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Legal Caveat 

EAB Global, Inc. (“EAB”) has made efforts to 
verify the accuracy of the information it 
provides to partners. This report relies on 
data obtained from many sources, however, 
and EAB cannot guarantee the accuracy of 
the information provided or any analysis 
based thereon. In addition, neither EAB nor 
any of its affiliates (each, an “EAB 
Organization”) is in the business of giving 
legal, accounting, or other professional 
advice, and its reports should not be 
construed as professional advice. In 
particular, partners should not rely on any 
legal commentary in this report as a basis for 
action, or assume that any tactics described 
herein would be permitted by applicable law 
or appropriate for a given partner’s situation. 
Partners are advised to consult with 
appropriate professionals concerning legal, 
tax, or accounting issues, before 
implementing any of these tactics. No EAB 
Organization or any of its respective officers, 
directors, employees, or agents shall be liable 
for any claims, liabilities, or expenses relating 
to (a) any errors or omissions in this report, 
whether caused by any EAB Organization, or 
any of their respective employees or agents, 
or sources or other third parties, (b) any 
recommendation by any EAB Organization, or 
(c) failure of partner and its employees and 
agents to abide by the terms set forth herein. 

EAB is a registered trademark of EAB Global, 
Inc. in the United States and other countries. 
Partners are not permitted to use these 

trademarks, or any other trademark, product 
name, service name, trade name, and logo of 
any EAB Organization without prior written 
consent of EAB. Other trademarks, product 
names, service names, trade names, and 
logos used within these pages are the 
property of their respective holders. Use of 
other company trademarks, product names, 
service names, trade names, and logos or 
images of the same does not necessarily 
constitute (a) an endorsement by such 
company of an EAB Organization and its 
products and services, or (b) an endorsement 
of the company or its products or services by 
an EAB Organization. No EAB Organization is 
affiliated with any such company. 

IMPORTANT: Please read the following. 

EAB has prepared this report for the exclusive 
use of its partners. Each partner 
acknowledges and agrees that this report and 
the information contained herein (collectively, 
the “Report”) are confidential and proprietary 
to EAB. By accepting delivery of this Report, 
each partner agrees to abide by the terms as 
stated herein, including the following: 

1. All right, title, and interest in and to this 
Report is owned by an EAB Organization. 

Except as stated herein, no right, license, 
permission, or interest of any kind in this 
Report is intended to be given, transferred 
to, or acquired by a partner. Each partner 
is authorized to use this Report only to the 
extent expressly authorized herein. 

2. Each partner shall not sell, license, 
republish, distribute, or post online or 
otherwise this Report, in part or in whole. 
Each partner shall not disseminate or 
permit the use of, and shall take 
reasonable precautions to prevent such 
dissemination or use of, this Report by (a) 
any of its employees and agents (except 
as stated below), or (b) any third party. 

3. Each partner may make this Report 
available solely to those of its employees 
and agents who (a) are registered for the 
workshop or program of which this Report 
is a part, (b) require access to this Report 
in order to learn from the information 
described herein, and (c) agree not to 
disclose this Report to other employees or 
agents or any third party. Each partner 
shall use, and shall ensure that its 
employees and agents use, this Report for 
its internal use only. Each partner may 

make a limited number of copies, solely as 
adequate for use by its employees and 
agents in accordance with the terms 
herein. 

4. Each partner shall not remove from this 
Report any confidential markings, 
copyright notices, and/or other similar 
indicia herein. 

5. Each partner is responsible for any breach 
of its obligations as stated herein by any 
of its employees or agents. 

6. If a partner is unwilling to abide by any of 
the foregoing obligations, then such 
partner shall promptly return this Report 
and all copies thereof to EAB. 

https://www.eab.com/


©2023 by EAB. All Rights Reserved.  3 eab.com 

Table of Contents 

1) Executive Overview ............................................................................................................... 4 

Key Observations .............................................................................................................. 4 

2) Planning an Employee Childcare Program ............................................................................. 5 

Childcare’s Impact on the Teacher Shortage ......................................................................... 5 

Establishing Childcare Project Parameters ............................................................................. 7 

3) Establishing an Employee Childcare Program ...................................................................... 11 

Complying with Applicable Regulations ............................................................................... 11 

Facilities Considerations ................................................................................................... 13 

4) Operating an Employee Childcare Program ......................................................................... 15 

Calendar and Hours ......................................................................................................... 15 

Hiring and Training Childcare Center Staff .......................................................................... 16 

Determining Tuition Pricing ............................................................................................... 17 

5) Future Opportunities for Childcare Programs ...................................................................... 20 

Expanding an Employee Childcare Program ......................................................................... 20 

Community Involvement .................................................................................................. 20 

6) Research Methodology ........................................................................................................ 22 

Project Challenges ........................................................................................................... 22 

Project Sources ............................................................................................................... 22 

Research Parameters ....................................................................................................... 24 

8) Appendix A .......................................................................................................................... 25 
  

https://www.eab.com/


©2023 by EAB. All Rights Reserved.  4 eab.com 

1) Executive Overview 

Key Observations  

Based on our findings, we share four important insights below for consideration: 

View employee childcare programs as an employee benefit, rather than a 

moneymaking venture. While all profiled districts charge tuition for their childcare 

programs, districts also work to keep those prices as low as possible for employees 

because they view their programs as an employee benefit. Contacts at District C 

reveal they aim to break even on their childcare program, and contacts at District D 

work to ensure their childcare tuition is lower than other local options. Contacts at 

two profiled districts, District A and District B, report that they are willing to run their 

childcare programs at a deficit to provide a low-cost service to employees. 

Distribute surveys to gauge employee interest, estimate potential childcare 

center size, and obtain stakeholder buy in. Contacts at two profiled districts, 

District A and District B report sending surveys to better understand employee 

interest in a potential district-run childcare center. District A sent both a preliminary 

survey to determine general interest and a follow-up survey to obtain more specific 

information about the number and ages of employees’ children. District B began their 

childcare program with 3- and 4-year-old children before later expanding to accept 

infants and toddlers. As such, their initial survey inquired about employee children 

ages 3 and 4. Additionally, these surveys allowed contacts at District A to 

demonstrate childcare demand to important district stakeholders, which ultimately 

helped them gain approval for the project. 

Hire an experienced childcare director to lead the project and manage 

regulatory hurdles. Three of four profiled districts had access to a childcare expert 

when establishing their employee childcare program, which allowed them to better 

understand and comply with necessary regulations. Both District B and District D had 

connections to childcare licensing experts to aid them when establishing their 

childcare programs. District A had no connection, and instead hired an experienced 

childcare director early in their planning process. Not only was this childcare director 

aware of state regulations, but they were also able to assist in other aspects of the 

planning process, such as creating a budget. Unlike other profiled districts, District C 

hired an internal candidate as their childcare director. This internal candidate did not 

have the typical training or expertise of an outside childcare director. Contacts at 

District C suggested that, were they going to open a childcare center for the first time 

again, they would hire an experienced outside childcare director instead of promoting 

internally. 

Prepare to overstaff to meet strict staff-to-child ratios. Contacts at two profiled 

districts explained that strict state regulations on staff-to-child ratios, coupled with 

specific childcare staff training requirements make it difficult to run a childcare center 

with the minimum number of staff. Contacts at District D note that unlike other parts 

of the district, the training requirements for childcare staff mean that directors cannot 

pull untrained workers to fill-in for absent childcare workers. In turn, contacts at 

District A report this means that childcare centers must always be slightly overstaffed 

to ensure continued operation in the event of worker absence.  

https://www.eab.com/
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2) Planning an Employee Childcare Program 

Childcare’s Impact on the Teacher Shortage 

Lack of Affordable Childcare Drives Teachers Out of the 

Workforce 

Childcare accessibility has become a prominent issue across the U.S. over the last five 

years. One 2018 report found that licensed childcare for infants and toddlers was 

unaffordable for most families.1 Economists describe the private childcare industry as 

a “classic market failure” wherein the price point for a good or service is too 

expensive for consumers, and yet also too costly for the providers.2 

As childcare grows increasingly unaffordable for many families, it also has become 

increasingly scarce in many places. Recent research reveals the childcare shortage 

has only increased since the onset of the COVID-19 pandemic.3 Childcare workers 

(mostly underpaid women of color) have not returned to the childcare profession 

amid a tight labor market, instead moving to other industries with better pay.  

Childcare Proves a Major Expense for Families  

 

     

     

     

Average Cost  Affordability  Percentage of Income 

• In 2018, the average 
cost of center-based 
childcare for an infant in 
the United States was 
$1,230 per month.4 

 • In 2018, not one state 
had center-based infant 
or toddler childcare 
which met the federal 
definition of affordable: 
7 percent of annual 
household income.5 

 • A 2022 survey found 51 
percent of surveyed 
parents spent more 
than 20 percent of their 
household income on 
childcare, and 72 
percent of parents 
reported spending over 
10 percent of household 
income.6  

 

 

Additionally, another report finds the high cost, limited availability, or inconvenient 

program hours of childcare programs force parents out of the workforce at an 

“alarming” rate.7 This burden disproportionately affects mothers, who tend to leave 

the workforce at higher rates than fathers when childcare difficulties arise. This 

dynamic substantially contributes to systemic labor shortages in workforces largely 

comprised of women (e.g., teaching, nursing), which experience greater shortages as 

the women in those professions must choose between finding someone to watch their 

children or keeping their jobs. Twenty percent of teachers have children under the 

age of five, making this crisis particularly acute in the education industry.8 

Furthermore, teacher salary scales typically preclude the ability to pay over $1,000 a 

month in childcare costs. Even if local childcare center spots are available, would-be 

 
1) 1 “Understanding the True Cost of Childcare for Infants and Toddlers,” Center for American Progress, November 15, 2018. 
2) 2 “As Child Care Costs Soar, Providers Are Barely Getting By. Is There Any Fix?” NPR, December 16, 2021. 
3) 3 “The Child Care Sector Will Continue to Struggle Hiring Staff Unless It Creates Good Jobs,” Center for American Progress, September 2, 

2022. 
4) 4 “Understanding the True Cost of Childcare for Infants and Toddlers,” Center for American Progress, November 15, 2018. 
5) 5 Ibid. 
6) 6 “This is How Much Child Care Costs in 2022,” Care.com, June 15, 2022. 
7) 7 “The Child Care Crisis Is Keeping Women Out of the Workforce,” Center for American Progress, March 28, 2019. 
8) 8 “Why K-12 Teachers and Their Students Need Investments in Child Care,” Center for American Progress, June 8, 2022. 

https://www.eab.com/
https://www.americanprogress.org/article/understanding-true-cost-child-care-infants-toddlers/
https://www.npr.org/2021/12/16/1064794349/child-care-costs-biden-plan
https://www.americanprogress.org/article/the-child-care-sector-will-continue-to-struggle-hiring-staff-unless-it-creates-good-jobs/
https://www.americanprogress.org/article/understanding-true-cost-child-care-infants-toddlers/
https://www.care.com/c/how-much-does-child-care-cost/
https://www.americanprogress.org/article/child-care-crisis-keeping-women-workforce/
https://www.americanprogress.org/article/why-k-12-teachers-and-their-students-need-investments-in-child-care/
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teachers may find it more cost-efficient to quit their jobs and stay home with their 

children rather than spend increasingly large proportions of their take-home pay on 

childcare.  

Childcare Shortage Disproportionately Impacts Education Industry 

When analyzing data from the U.S Census Bureau and USC, The Century Foundation9 

found: 

 

 

 

 

 

 

Employee Childcare Programs Improve Staff Recruitment, 

Retention, and Morale 

All four profiled districts confirm their employee childcare programs have proven 

beneficial for teacher recruitment and retention, and three out of four began their 

programs with these goals in mind (District D started their childcare program for the 

children of teen parents and expanded to employee children as teen parenthood 

declined).  

Contacts at District D note the effectiveness of their childcare program at retaining 

teachers. Administrators at District C claim their program is a major selling point for 

prospective teachers and survey results show their childcare center keeps teachers in 

seat. Contacts at District A highlight the positive impact of their childcare program on 

overall teacher morale, and administrators at District B note that the program has 

created a feeling of gratitude among teachers toward the district. 

Boosting morale is an essential part of teacher recruitment and retention efforts. EAB 

investigated the state of teacher morale in 2022 and found that teacher morale was 

at an all-time low across the country, causing disruptions in pandemic recovery 

initiatives, teacher absenteeism, and decreased quality of instruction. Additionally, 

EAB found districts’ current investments to improve morale (e.g., expanding wellness 

programs, increasing teacher appreciation efforts) had proved largely unsuccessful.  

EAB found low-cost, low-effort morale initiatives (e.g., pizza parties, a focus on self-

care) ineffective. Instead, districts can show they value their teachers by starting real 

initiatives with proven results. EAB’s Teacher Morale Collaborative outlined six key 

threat areas facing teacher morale. Of those six, providing employee childcare 

addresses three key issues. 

 
9) 9 “How the Child Care Crunch Is Driving Nursing and Teacher Shortages,” The Century Foundation, December 8, 2022. 

2x 
Mothers across all 
economic sectors 

were twice as likely to 
report that their 
ability to work was 
impacted by childcare 
compared to fathers. 

54% 
Within the healthcare 
and education 

sectors, women were 
54 percent more likely 
to report that 
childcare 
responsibilities 
impacted their ability 

to work. 

11% 
Eleven percent of 
workers in the health 

care and education 
industries reported 
their ability to work 
was impacted by 
childcare 
responsibilities, nearly 
twice the average 
found across all 
industries.  

 

 

 

 

 

 

See EAB’s Teacher 
Morale Resource 
Center for more 
information.  

https://www.eab.com/
https://tcf.org/content/commentary/how-the-child-care-crunch-is-driving-nursing-and-teacher-shortages/
https://eab.com/research/district-leadership/resource-center/teacher-morale-resource-center/#3
https://eab.com/research/district-leadership/resource-center/teacher-morale-resource-center/#3
https://eab.com/research/district-leadership/resource-center/teacher-morale-resource-center/#3
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Employee Childcare Addresses Three Teacher Morale Threat Areas 

 

     

Personal Safety and 
Belonging 

Time and Resources Leadership Trust and 
Values Alignment 

By reducing the potential 
stress of gaining access 
to an affordable 
childcare, districts 
demonstrate their 
commitment to teachers 
and their well-being. 

 By providing accessible, 
low-cost childcare, 
districts demonstrate 
how much they value 
teachers’ time and put 
money back in teachers’ 
pockets. 

 By establishing an 
employee childcare 
program, district leaders 
demonstrate their 
commitment to 
employees and build 
trust in their leadership. 

Additionally, contacts at District C noted that their childcare center helps recruit and 

retain not only teachers, but other non-instructional staff as well. Districts nationwide 

struggle to hire a wide variety of support staff (e.g., food workers, janitorial staff, bus 

drivers).10 The promise of low-cost, guaranteed childcare proves a major benefit for 

districts struggling to recruit and retain non-teaching staff.  

 

 

 

Establishing Childcare Project Parameters 

Distribute Surveys to Gauge Employee Interest and 
Estimate Potential Childcare Center Size 

To begin scoping a potential childcare center, administrators at two profiled districts 

used surveys to gauge employee interest in a potential employee childcare program. 

Administrators at District A sent out both a preliminary and a follow-up survey to 

employees when first considering the project. The preliminary survey asked 

employees if they would be interested in a low-cost, district-run childcare center. Any 

employee who completed that survey received a follow-up survey, which asked them 

how many children they had and their children’s ages. This second survey provides 

districts with the opportunity to obtain more specific information about the number 

and ages of employees’ children.  

 
10) 10 “Schools Across the Country Are Struggling to Find Staff. Here’s Why,” PBS News Hour, November 23, 2021. 

Additional Benefits of Employee Childcare Programs 
 

 

Less time commuting. If districts select a central location to house their 

childcare center, employees will be better able to drop off their child on their way 
to work, and are more likely to decrease their commute time. 

 

Academic alignment. Employees can feel confident not only that their child is 
safe and well taken care of, but that the district’s childcare program provides 
children with the academic and social skills to succeed in the district’s schools. 

 
Creating community. As employees’ children play together, they form friendships 
and bonds that bring their parents together.  

https://www.eab.com/
https://www.pbs.org/newshour/education/schools-across-the-country-are-struggling-to-find-staff-heres-why
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These data give districts a rough sense of how many childcare spots would be 

necessary to fully serve their employees. Currently, District A has 80 spots in their 

childcare center, District B has 78, and District D has 90 (though the district reserves 

some of those spots for children of teen parents). 

Administrators at District B also used a survey to determine employee interest. 

However, since they began their childcare program by only accepting 3- and 4-year-

old children, their survey only inquired about employees’ children in that age range. 

Seeing strong demand for their 3-to-4-year-old offerings, administrators at District B 

expanded their program to accept infants and toddlers as well.  

 

 

 

 

 

 

Select a Potential Location Using Capacity Data 

Once profiled districts had a sense of how many children the childcare center might 

serve, they were able to consider options for a childcare center location. Capacity, the 

ability to expand (discussed further on page 14), and location within the district all 

factor into that decision. For example, when District A was deciding between two 

potential locations for their childcare center, they ultimately selected the one more 

centrally located within the district to minimize commuting time for all employees.  

Additionally, all four profiled districts repurposed existing spaces among their school 

buildings for their childcare program rather than constructing new spaces. Three 

profiled districts used spaces constructed with young children already in mind. District 

C converted an old preschool building into their childcare center, while District B’s 

preschool and childcare center are in the same building. District A used some unused 

space in a newer elementary school building for their childcare center. Unlike other 

profiled districts, District D’s childcare center is located in a converted middle school 

building, which also contains office space.  

 

Waitlists Can Deter Candidates 

Understanding how many children could potentially attend the childcare 
center is crucial to a childcare program effectively recruiting and retaining 
employees. District D has a waitlist for their childcare program, and 
contacts in the district note that newly recruited teachers may renege on 

their job offer if the childcare center lacks a spot for their child(ren). As 
such, it may prove better for recruitment to only offer childcare for a 
subset of children (e.g., 3-year olds, infants) rather than have a long 
waitlist for children of all ages. 

 

 

 

Use Survey Results to Obtain Stakeholder Buy-In 

To move ahead and begin establishing an employee childcare program, 
administrators must secure approval from the appropriate district leadership 

teams. In order to obtain stakeholder buy-in at their district, administrators at 
District A shared the overwhelmingly positive response to their investigative 
surveys, which demonstrated strong employee interest in a potential childcare 

program. 

https://www.eab.com/
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Qualities to Look for in Potential Childcare Center Location 

 

 
Centrally located in the district and 
easy to access for all employees  

Room for expansion 

 
Access to a fenced-in play area 

 
Fridges and sinks for food 

 
Classrooms that directly connect to 
bathrooms  

Capacity for the children of all 
interested employees 

 

Estimate Childcare Center Start-Up Cost to Determine 

Project Budget and Obtain Stakeholder Buy-In 

Estimates regarding the cost of beginning a childcare program varied widely due to 

different renovation needs among profiled districts. Contacts at District C noted that 

employee childcare programs have high up-front costs, but that these costs even out 

over time. Additionally, accurately estimating the cost of an employee childcare 

program was crucial for contacts at District A to obtain stakeholder approval to begin 

establishing an employee childcare program.  

Three profiled districts managed to stay within their estimated budgets for their 

employee childcare programs. Administrators at District C estimated their program’s 

capital costs totaled roughly $40,000 and that they stayed within that budget. District 

B waited to open their childcare program until they had about $800,000 saved for the 

project, and they also stayed within budget. Contacts at District B attribute part of 

their success in staying on budget to setting aside some money for any forgotten 

incidentals (e.g., tissues) after opening. Administrators at District A hired an 

experienced childcare director to help create their budget and thus they also did not 

go overbudget. However, contacts at District D revealed that despite having the 

largest budget of around $1 million (due to greater renovation needs), they did 

ultimately go over budget due to initial underestimation of playground regulatory 

requirements.  

Considerations for Estimating Project Cost 

 

 

One-Time Costs 

 

 Ongoing Costs 

• Renovating the childcare center based 
on licensing requirements 

• Ensuring the childcare facilities have 

enough capacity for employee needs 
(and opportunity for expansion) 

• Buying changing tables, books, and 
toys for the childcare center 

 • Hiring and training staff to meet 
licensing requirements 

• Buying food for children which meets 

nutrition requirements (if applicable) 

• Ensuring the childcare program has 
access to a school nurse (if applicable) 

• Buying diapers, wipes, tissues, and 
other supplies 

 

 

https://www.eab.com/
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Set a Project Timeline and Determine Project Leadership 

to Set Clear Priorities and Ensure all Tasks Are Completed 

for Opening 

In addition to determining capacity and cost, administrators looking to open an 

employee childcare program must determine a clear project timeline. Administrators 

at two profiled districts estimated it would take roughly a year to establish an 

employee childcare program, though in those two districts the entire process took 

longer. Contacts at District A confirmed that the childcare center only took one year 

to open, but that getting approval from district leadership took two years. Similarly, 

contacts at District B noted that because their employee childcare project was initially 

headed by someone unprepared to take on the project, the childcare center took two 

years to set up. Contacts estimated that had the project had strong leadership from 

the beginning, the process would have taken one year.  

Sample Employee Childcare Project Priority Timeline 

A non-exhaustive list of potential project priorities when opening a childcare center. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

For more information 
on effectively setting 
project priorities and 
establishing 
timelines, see EAB’s 
Project Planning 
Sheet in Appendix A. 

Step One: Conduct Surveys  

Send initial surveys to current 
employees to determine interest in a 
potential employee childcare center. 

 Step Two: Hire a Childcare Director 

Have a childcare director help select 
facilities, create a budget, and manage 
regulatory hurdles for the childcare center 
project. Step Three: Renovate Facilities  

Prepare facilities by renovating 
according to regulatory needs and 
purchasing necessary items. 

 Step Four: Hire and Train Staff 

Hire childcare center staff and ensure they 
meet appropriate training requirements 
before opening day. 

Step Five: Determine Tuition  

Based on start-up and staffing costs, 
along with any subsidization from 
the state or district, determine 
childcare tuition price. 

 Step Six: Sign Up Parents 

Once the childcare center is renovated, 
licensed, staffed, and tuition price is 
determined, employees can begin to sign 

up their children! 

https://www.eab.com/
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3) Establishing an Employee Childcare Program 

Complying with Applicable Regulations 

Profiled Districts Struggled to Comply with All Applicable 

State Childcare Center Regulations 

All four contact districts struggled to comply with all applicable childcare regulations 

in time to open their employee childcare centers. While each profiled district 

mentioned several common hurdles when complying with regulations, every district 

experienced unique challenges as well. 

For example, contacts at District A did not anticipate the food and nutrition standards 

that apply to childcare centers would differ so greatly from the standards for school-

aged children. This difference became an unanticipated cost in the first year of 

operation for their childcare center. This new cost forced administrators at District A 

to raise tuition in the second year of operation to cover those additional costs.  

Administrators at District C also failed to anticipate a requirement that impacted their 

first year of operation. Contacts at District C report that they did not fully understand 

the breadth and extensiveness of staff training requirements necessitated by 

regulations. As such, just before opening their childcare center, state regulators 

informed them that they lacked a “master teacher” (i.e., a teacher in a childcare 

program who is qualified at a higher level than other staff through training, 

certification, or experience) and would be prevented from opening.11 To open on time, 

an administrator overseeing the project had to hastily submit her teaching 

qualifications and serve as the master teacher during the first year of operation—in 

addition to her administrative duties. 

Administrators at District B had difficulties keeping their childcare center open during 

the COVID-19 pandemic due to the childcare regulations coming from the state rather 

than the local level. That meant that even if the schools were open under local 

ordinances, they were not always able to open their childcare center for the children 

of those in-person teachers. 

When District D moved their existing childcare operation to a new building, they were 

forced to delay opening due to a regulatory misunderstanding. Unlike other profiled 

districts, District D first established their childcare program many years prior for the 

children of teen parents. As a result, they had been licensed by the state for many 

years, and did not realize that they would need to be re-licensed when they moved 

locations. This re-licensing process delayed their re-opening. 

 

 

 

 
11) 11 “Resource Guide: Child Care Workforce Qualifications, Training, and Professional Development,” U.S. Department of Health and Human 

Services, November 2018. 

For more information 
about childcare 
center licensing 
requirements by 
state, see: The 
National Database of 
Child Care Licensing 
Regulations. 

https://www.eab.com/
https://childcareta.acf.hhs.gov/sites/default/files/public/rg3e_childcareworkforce_111418_eng.pdf
https://licensingregulations.acf.hhs.gov/?utm_campaign=childcareta-acf-hhs-gov-licensing&utm_source=redirect&utm_medium=web
https://licensingregulations.acf.hhs.gov/?utm_campaign=childcareta-acf-hhs-gov-licensing&utm_source=redirect&utm_medium=web
https://licensingregulations.acf.hhs.gov/?utm_campaign=childcareta-acf-hhs-gov-licensing&utm_source=redirect&utm_medium=web
https://licensingregulations.acf.hhs.gov/?utm_campaign=childcareta-acf-hhs-gov-licensing&utm_source=redirect&utm_medium=web
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Common Facility Regulations Across Profiled Districts 

While state and local ordinances required each profiled district to conform to slightly 
different regulations, contacts frequently reported similar regulatory hurdles when it 

came to complying with regulations for physical facilities.  

To Manage Regulatory Hurdles and Establish Project 
Leadership, Hire an Experienced Childcare Director 

Three of four profiled districts had access to a childcare expert when establishing their 

employee childcare program, which helped them understand their local regulations 

and requirements. Administrators at District B had an expert on Texas childcare 

regulation compliance on their school board, while contacts at District D knew their 

local licensing representative through their years operating a childcare center for 

children of teen parents. Both connections helped the profiled districts with questions 

or clarifications on their respective state childcare regulations. Administrators at 

District A hired an experienced childcare director early in their process, which they 

found invaluable, as the director’s knowledge of childcare regulations and operational 

needs allowed her to create a list of all the objects required in each room of the 

childcare center along with their expected cost. District B’s childcare director 

occasionally steps in to work in the childcare center when understaffed, and District 

D’s childcare director and assistant director also fill in when necessary.  

Unlike other contact districts, administrators at District C hired an internal candidate 

as their childcare director, not realizing childcare directors require very specific 

training to be licensed by their state. Consequently, the internal candidate was 

hampered by the demands of extensive additional training. This also meant District C 

did not have access to an expert or an experienced childcare director and struggled to 

ensure compliance with all state regulations in time for opening. Administrators at 

District C suggested that, were they going to open a childcare center for the first time 

again, they would hire an experienced outside childcare director instead of promoting 

internally. 

 

“I’ve been in education since 2000 and I have been a teacher in 
all kinds of different roles. I’ve been a principal, I’ve been a 
district administrator. Opening the childcare center was literally 
the hardest thing I’ve ever done in my career.” 

- Contact at District C 

 

   

Doors 

Two profiled districts 
specifically mentioned 
renovations to doors.  

Bathrooms 

Two profiled districts 
mentioned bathroom 
access in every 
classroom requiring 
renovation. 

Sinks 

Two profiled districts 
mentioned sinks as 
necessary for childcare 
centers. 

Fenced-in 
Playgrounds 

Two profiled districts 
mentioned specific 
playground 
requirements. 

https://www.eab.com/
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Build Extra Time into the Project Plan Before Opening to 

Ensure Compliance and Avoid Delays 

As mentioned above, both District C and District D were forced to delay opening their 

employee childcare centers due to compliance issues. To avoid this, districts should 

ensure they have plenty of time between official state licensing and opening of their 

childcare centers. Delays in opening can impede successful training of staff and force 

district employees who were relying on childcare to find alternative options (including 

staying home from work to watch their children). As such, staying open is necessary 

not only to give district employees effective childcare, but also to ensure those 

employees can continue to come into work. 

  

 

Facilities Considerations 

To Keep Start-Up Costs Low, Consider Repurposing 

Existing Facilities and Unused Items  

While the cost and scale of the required renovations varied by district, all profiled 

districts effectively met state regulations in their repurposed spaces. Additionally, 

administrators at District B described their efforts to relocate unused items from 

across their schools to the childcare center to lower start-up costs. For example, while 

the district had recently added fold-down changing tables to their elementary school 

buildings, many schools still had standing changing tables that were not being used. 

The District B administrators transferred these unused changing tables to the 

childcare center, lowering the number of changing tables they needed to purchase. 

 

 

 

 

 
 

Maintain Up-to-Date Records to Ensure Continued 

Regulatory Compliance 

Administrators at District C note the importance of good record 
keeping as a necessary component of continued compliance with 

applicable childcare regulations. While a district’s childcare center may 

receive the greatest level of scrutiny from regulators before opening, 
keeping good records of staff trainings, facilities updates, and other 
requirements will help districts maintain their childcare license in the 
long-term and expedite the license renewal process.  

Ensure Facilities Fulfill Worker Needs and Regulatory 

Requirements  

Profiled districts renovated their selected childcare center locations extensively 
and acquired a myriad of necessary items to become operational. However, 

some districts went beyond state regulations to make their spaces as useful for 
childcare staff as possible. For example, administrators at District B added a 
large window between the childcare director’s office and the main childcare 

room to give the director an easy view of the childcare room. 

https://www.eab.com/
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Design Facilities with Expansion in Mind to Accommodate 

Future Growth 

Currently, two of four profiled districts are looking to expand their childcare centers. 

Administrators at District A report their childcare program currently serves about 80 

children, and they are looking to expand to another building next year to double their 

capacity to 160 children. Administrators at District B report their childcare center 

currently serves roughly 80 children and that they are also looking to expand into 

another building in the coming years due to growing employee demand. 

Contacts at District D noted that their long waitlists prevent their district from 

claiming the childcare center as a benefit when recruiting teachers. Contacts reported 

that this long waitlist stemmed from an inability to expand their childcare program 

due to both staffing and facility constraints. As a result, districts looking to open a 

new childcare program should design their facilities with expansion in mind to allow 

for further program growth and avoid waitlists. Districts can also integrate expansion 

plans into their interest surveys, allowing for more precise forecasting of future 

demand.  
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4) Operating an Employee Childcare Program 

Calendar and Hours 

Match Childcare Center Calendar to School Calendar to 

Ensure Consistent Care Availability and Attract Workers  

Three profiled districts highlighted the importance of aligning the childcare center 

calendar to the general school calendar. This alignment ensures that employees 

always have access to childcare on days they work. Further, having summers off 

serves as a potential recruitment tool for childcare center staff.  

District D’s childcare center is open all 187 days that school is open. The childcare 

director at District D also has childcare staff come in three days before the school 

year begins for training. Contacts at District B highlight the importance of not only 

keeping the childcare center open throughout the calendar school year, but also any 

time employees were working. For example, District B keeps their childcare center 

open on teacher professional development days, to highly positive feedback from 

both teachers and principals. Before childcare was available on those days, many 

teachers brought their children with them to professional development sessions, 

which resulted in distraction and forced principals to constantly refocus the group on 

the training material. Now, with children occupied at the childcare center, teachers 

are better able to focus and can spend more time engaging with professional 

development content. 

Additionally, because many private childcare centers operate over the summer, 

administrators at District A report matching the childcare center and school calendar 

proves an attractive benefit for childcare staff and a differentiator in recruitment. 

Consistent, structured time off over each summer is an appealing benefit for many 

workers, and as a result, operating on the school year calendar helps District A fill 

childcare center staff positions. 

Provide Buffer Time for Parents by Keeping the Childcare 

Center Open Before and After School Hours 

While the childcare center yearly calendar should match the school calendar, the 

childcare center’s hours must extend beyond regular school hours. Contacts at 

District C note that for parents to drop off and pick up their children while still 

working a full school day, childcare centers need to open at least an hour before and 

close at least an hour after the regular school day. However, contacts at District C 

also note that staffing these additional hours can prove challenging.  

 

Hire High Schoolers as Hourly Childcare Workers 

Contacts at District C report hiring local high school seniors for hourly 
roles at their childcare center. While these workers still require 

training and certification in compliance with state regulation, there are 
many benefits to hiring student workers. For example, students may 
be more willing to work shifts before and after the traditional school 
day than other childcare workers. Additionally, districts may be able 
to use the childcare center as an opportunity for work experience 
through career and technical education programs. 

 

https://www.eab.com/
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Hiring and Training Childcare Center Staff 

Pay Staff on the Paraprofessional Scale to Fill Roles 

While administrators at District A and District B report no trouble hiring childcare 

center staff, contacts at District D struggle to fill enough roles to remain functional. 

Difficulty hiring childcare staff is not unique to public school districts. In fact, lack of 

available staff is a major driver of the existing childcare shortage. Research 

demonstrates that childcare workers are some of the lowest-paid workers in the 

United States and some of the least likely to receive benefits from their employer.12  

To hire enough childcare workers to staff their childcare center, contacts at District D 

note their district pays their childcare staff on the same scale as paraprofessionals, 

which helps make the roles competitive when compared to other local childcare 

providers. However, even with this competitive pay, contacts report they still struggle 

to find enough workers.   

Administrators at District A credit their competitive wage with helping them hire 

enough childcare workers to staff their childcare. Additionally, administrators at 

District A note matching the childcare center calendar to the school calendar is 

another benefit unique to school districts that made them an attractive employer for 

childcare workers.  

Prepare to Overstaff to Accommodate Strict Staff-to-Child 

Ratios 

Two profiled districts report difficulties in obtaining enough staff to maintain the strict 

staff-to-child ratios their state regulations required. Contacts at District D and District 

A mention their difficulties in keeping a full staff since the onset of the COVID-19 

pandemic, which reflects nationwide labor trends, with many workers leaving the 

childcare industry.13  

However, these staffing issues prove particularly troublesome for childcare centers 

because of the strict training requirements and staff-to-child ratios mandated by 

regulators. As contacts at District D explain, due to these training requirements, 

childcare directors cannot simply pull staff from other parts of the district to 

substitute when childcare workers take time off. This means that districts must have 

access to substitutes who meet necessary training requirements. 

According to contacts at District A, this in turn means that childcare centers must be 

slightly overstaffed at all times to ensure continued operation in the event of an 

unplanned worker absence. Without enough qualified, trained childcare workers to 

meet staff-to-child ratios, childcare centers cannot legally operate, meaning district 

employees would have to take their children home in the event of too many absent 

childcare workers. Contacts at District A emphasize the importance of not closing 

their childcare centers but admitted that overstaffing goes against the conventional 

wisdom for many district administrators.  

 
12) 12 “The Child Care Sector Will Continue to Struggle Hiring Staff Unless It Creates Good Jobs,” Center for American Progress, September 2, 

2022. 
13) 13 Ibid. 
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Train Staff Together at the Beginning of Each Year to 

Keep Qualifications Up to Date 

As mentioned above, while training requirements for childcare workers vary by state, 

ensuring staff meet said training requirements is essential to running a functional 

childcare center. All profiled districts work with childcare staff to ensure all required 

trainings are met. Contacts at District A estimate that it takes about $4,000 to hire, 

onboard, and train new childcare workers. 

Contacts at District D report that their childcare staff receive training before opening 

the childcare center at the beginning of the school year, in additional to both online 

and in-person training options throughout the year.  

While contacts at District C mention that childcare staff was eager for training before 

their childcare center first opened, they have found that finding time to train staff can 

prove difficult throughout the school year. To that end, matching the childcare 

center’s calendar with the school calendar allows for ample staff training opportunities 

over the summer.  

Examples of Required Training and Certifications14 

A non-exhaustive list. 

 

Health and Safety Trainings  Certifications 

• Prevention and control of infectious 
diseases (including immunization) 

• Use of medication 

• Child development, physical activity, 

and nutrition 

• Safe sleep practices and prevention of 
sudden infant death syndrome 

• Recognition and prevention of child 
abuse and neglect 

 • Master Teacher 

• Pediatric first aid 

• Pediatric CPR 

• Child Development Associate (CDA) 

 

Determining Tuition Pricing 

View Childcare Programs as an Employee Benefit, Rather 

than a Moneymaking Venture 

While all profiled districts charge tuition for their childcare, districts also work to keep 

those prices as low as possible for employees, viewing their childcare programs as an 

employee benefit. Administrators at District C aim to break even on their childcare 

program, not make a profit, and their tuition prices remain considerably lower than 

the average costs in their area. Contacts at District D also work to ensure their 

childcare tuition is considerably lower than other local childcare options.  

Contacts at both District A and District B note that they are willing to run their 

childcare programs “in the red” (i.e., at a deficit) in order to provide a low-cost 

service to their employees. Administrators at District B’s goal was to price their 

childcare at a point that offers significant savings to their employees, while 

administrators at District A consider their childcare program to be an employee 

benefit, similar to healthcare coverage. 

 
14) 14 “Health and Safety Requirements,” U.S. Administration for Children and Families.  

https://www.eab.com/
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Tier Childcare Pricing by Age Group to Account for Higher 

Care Burden of Younger Children  

All profiled districts establish tiers for childcare tuition by age group, with younger 

children having higher tuition costs. However, profiled districts differ in the details of 

their pricing models. Contacts at District D report charging employees a daily rate, 

the price of which depends on the age of the child. District D’s tuition rate covers food 

costs (i.e., a breakfast, hot lunch, and snacks) as well. Administrators at District A 

report options for both weekly rates and “drop-in” daily rates. Contacts at District C 

report charging parents by week, while administrators at District B report charging by 

month.  

Three profiled districts also charge an enrollment or registration fee. Contacts at 

District B, District, C, and District D all report charging an enrollment fee, 

Administrators at District B report charging a supply fee alongside their enrollment 

fee.  

If Applicable, Consider Applying for Grant Funding to 

Lower Prices 

Two profiled districts, District D and District A, receive state grant funding for their 

childcare programs. This grant funding allows both districts to lower the tuition 

charged to parents.  

Contacts at District D report that they receive a variety of grants for their childcare 

center, which help reduce the costs of running the childcare program. Administrators 

at District A also report that they receive state funding for their childcare program 

from a variety of grants for which their childcare director applies. Most recently, they 

have applied for a “childcare desert” grant. Their state provides grant money to 

licensed childcare centers in childcare deserts across the state.15 These grants help 

keep the costs of running the childcare center low and allow District A to reduce 

tuition costs. Contacts at District A note that they have received more grants the 

longer they have been in operation. 

To Offset Losses from a Childcare Program, Reallocate 
Funding from Afterschool Care Programs 

Two profiled districts use funds from their afterschool care programs to help offset the 

costs of their childcare programs. District C used funds from their profitable before-

and-after school care program to offset the initial start-up costs of opening their 

employee childcare program. 

District B built up an $800,000 surplus from their afterschool program to establish 

their employee childcare program. District B continues to use the yearly surplus from 

their afterschool program to pay for their employee childcare program. Contacts at 

District B credit this alternate source of funding for their low tuition costs for 

employees.  

Offer Employees the Option of Paying for Childcare 

Directly from Their Paycheck to Simplify Transactions 

Two profiled districts use payroll deductions to take childcare tuition directly out of 

employees’ paychecks. This minimizes the number of necessary transactions between 

 
15) 15 “America’s Child Care Deserts in 2018,” Center for American Progress, December 6, 2018. 

A childcare desert is 
“any census tract 
with more than 50 
children under the 
age of 5 that 
contains either no 
childcare providers 
or so few options 
that there are more 
than three times as 
many children as 
licensed childcare 
slots.” 

https://www.eab.com/
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districts and employees. District D payroll deducts tuition payments monthly. In 

contrast, District C uses a system that deducts childcare tuition evenly over all 

paychecks. Contacts at District C report that this method avoids employees having to 

pay a larger lump sum and instead evens out the cost over a longer period. Similarly, 

deducting tuition directly from paychecks in a manner similar to insurance premiums 

or retirement contributions can reinforce the sense that district-provided childcare is a 

true employee benefit. 

Measure Employee Childcare Program Success via Surveys 

Contacts at District B use their yearly survey to ask about the childcare program. 
They also use their yearly survey to obtain additional demographic data to better 
understand future childcare capacity needs. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Include Childcare Program Questions on Yearly Survey 

 

 
Do you have children enrolled in our employee 

childcare program? 

 
Do you have children you are looking to enroll in 

our childcare center in the future? 

 

 

Does our employee childcare program meet your 
childcare needs? 

https://www.eab.com/
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5) Future Opportunities for Childcare Programs 

Expanding an Employee Childcare Program 

Expand Capacity and Availability to Provide a Better 

Service to Employees 

Two profiled districts, District B and District A are planning to expand their employee 

childcare centers by moving into additional buildings. District B is a fast-growing 

district, with contacts reporting district growth rates of fifteen to twenty percent per 

year. To accommodate the growth of employee children without resorting to a 

waitlist, administrators are considering expanding their employee childcare center 

into a neighboring building. Administrators at District A reported recently expanding 

their childcare center into a second building as well. This move should double District 

A’s childcare center capacity, from 80 children to 160 children. 

Additionally, contacts at District A report that they plan to keep their childcare center 

open through part of the summer (June and July) for the children of teachers who 

teach summer school. However, as previously mentioned, many childcare workers 

view working the traditional school calendar as a benefit of working for a school 

district rather than a local childcare center. As such, districts struggling to hire or 

retain childcare staff should consider extending the calendar carefully.  

 

Community Involvement 

Consider Accepting Children of Community Partners 

Contacts at District A report that they had no desire to compete with local childcare 

providers, and most districts only accepted the children of district employees in their 

programs (except for District D, who also accepted the children of teen parents). This 

emphasis makes sense, as some local childcare providers have opposed districts’ 

efforts to open childcare centers that compete with local businesses.16 In California, 

for example, private preschool operators report concerns that universal preschool in 

school districts will result in fewer childcare workers at private preschools.17 

 

 

 

 

 

 

 

 

However, contacts at District A report that they have also begun to accept the 

children of the employees at some of their community partners. District A has 

partnerships with two local higher education institutions (one two-year junior college, 

 
16) 16 “Bill Would Allow a Few Public Schools to Run Day Care Centers,” NorthJersey.com, June 11, 2019.  
17) 17 “Child Cares Face a New Threat: Public Preschool,” Politico, July 7, 2022.  
 

To Reduce Community Pushback, Emphasize that 

District Childcare Is for Employees Only 

• In 2019, a bill that would allow select New Jersey school districts to 
operate childcare centers was scaled back to a pilot program after 
public opposition. 

• However, the pushback arose because these districts accepted children 

from the wider community, not just employees.  

• To prevent a similar situation, districts should highlight that their 
childcare program is for the children of district employees only.  
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and one four-year college), and now accepts the children of employees at those 

partner institutions as well. They report no community pushback from the move, 

which could be a result of their district being in a “childcare desert.” 

Integrate Career and Technical Education in Childcare for 

High School Students 

To ensure they have enough childcare staff to comply with the required staff-to-child 

ratios, contacts at District c often hire high school seniors to work as hourly 

employees in their childcare center. These hourly workers can help fill in in the case 

of worker absences or work the before- and after-school shifts. 

Hiring high school seniors as hourly childcare workers also provides students with an 

opportunity for career and technical education (CTE) training. CTE programs provide a 

myriad of benefits, such as filling local employment needs in the community, higher 

graduation rates for students, and promoting an emphasis on real-world skills. CTE 

can also benefit districts by providing current students with the training and 

experience necessary to work in childcare. In doing so, a district is not only investing 

in the local economy by providing job training, but possibly growing their own 

childcare center’s future staff. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

For more information 
on CTE, see EAB’s 
Career and Technical 
Education-Focused 

High Schools report. 
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6) Research Methodology 

Project Challenges 

Leadership at a partner district approached the Forum with the following questions: 

1. What motivated contact districts to start an employee childcare program? 

2. What was the timeline of the creation of contact districts’ employee childcare 

program? 

3. Did contact districts build a new space, or update an existing space? 

a. What were important facilities considerations when launching the program? 

4. How did contact districts ensure compliance with applicable state and other 

regulations for their childcare programs? 

5. Do contact districts accept all children of employees who are interested, or is 

there limited space?  

a. How many slots are available? 

b. If space is limited, is there an application process? 

6. Do contact districts charge employees for this service? 

a. If so, how did contact districts determine pricing? 

7. How did contact districts ensure that the program was adequately staffed? 

a. What is the childcare’s staff-to-child ratio? 

b. How do contact districts approach staff development (e.g., training, 

certification)? 

8. Did the costs and resource allocation required to run this program align with 

contact districts’ initial expectations? 

9.  What challenges did contact districts face when implementing this program? 

10. How do contact districts measure the success of the program? 

a. How has this program impacted contact districts’ employee recruitment 

efforts, if at all? 

 

Project Sources 
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• Coffey, Maureen, and Rose Khattar. “The Child Care Sector Will Continue To 

Struggle Hiring Staff Unless It Creates Good Jobs.” Center for American Progress, 

2 Sept. 2022. 

• Cohen, Rachel M. “The Child Care Crisis Just Keeps Getting Worse.” Vox, 27 Sept. 

2022. 
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https://www.edweek.org/leadership/can-child-care-benefits-keep-teachers-in-the-classroom/2018/01
https://childcare.gov/consumer-education/staff-qualifications-and-required-trainings
https://tcf.org/content/commentary/how-the-child-care-crunch-is-driving-nursing-and-teacher-shortages/
https://tcf.org/content/commentary/how-the-child-care-crunch-is-driving-nursing-and-teacher-shortages/
https://www.americanprogress.org/article/understanding-true-cost-child-care-infants-toddlers/
https://www.americanprogress.org/article/understanding-true-cost-child-care-infants-toddlers/
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Research Parameters 

The Forum interviewed three administrators and one childcare director at four public 

school districts with employee childcare programs.  

A Guide to Institutions Profiled in this Report 

 

Institution Location Approximate 
Enrollment 

District A South 7,000 

District B South 4,000 

District C South 4,000 

District D  South 9,000 
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8) Appendix A 

Page 3 of EAB’s Project Management Worksheet helps district leaders roadmap 

process goals.  

First, define process goals and timeline. List the project milestones below and identify 

an appropriate timeline by which to achieve each milestone. Then, map major 

milestones on the project timeline chart.  

Project Milestones 

 

 

 

 

 

 

 

Project Milestones Date 

1.   

2.   

3.   

4.   

5.   

 

 

 

 

 

 

 

 

Project Kickoff 

 

Milestone 4 

 

Milestone 3 

 

Milestone 1 

 

Milestone 2 

 

Milestone 5 

 

Project Completed 
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