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BY THE *U.S.GENERAL ACCOUNTING OFFICE _

Report To-The Secretary Of Defense

Military Chad Care Programs:
fr:o Progress Made, More Needed

)Lij

Military child care centers provide care for
about 53,000 military dependents daily at
more than .400 installstiontwcirldwide.
Although the services have expressed a
commitment to providing quality care arid
have taken action to upgrade some facilities
and develop program regulations, GAO
finds that many child care centers currently
in use are neither safe nor suitablegThe major-
ity of centers in the and Navy and 20 _

percent in the Air Force need Upgrading.

DOD-wide minimum standirds are lacking
for important program elements including
(1)total group size, (2) caregiverich ild ratios,
(3) educational activities, (4) staff training, -
and (5) food services.

GAO recommends tha; the Secretary of
Went(' take certain actions to insure that
th4 services provide quality child care
programs.
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FF7F=AL. PE.SONEL AND
CC h',E.NSAT ION DIVISION

ti
UNITED STATES GENERAL ACCOUNTING OFFICE

WASHINGTON, D.C. 10548

1
E-207217

The Honorable Caspar W. Win.berger
The Secretary of Defense

Attention: Director, GAO Affairs

S

illt

1

Dear Mr. Secretary:
//,=. .

This report Provides backgiOund information on military child

care programs in each of the services and points out some potential
problems in the quality of,the programs. It alit identifies oppor-
tunities to reduce child care costs.

This report. contains recommendations to you on pages 9, 15,

and 19. As you know, sectiOE 236 of the Legislative Rporganiza-
%ion Act of 1970 requires the head of a Federal agency to submit

'a written statement on actions thken on our recommendations.
This written statement must be submitted towthe Senate -Committee

on Governmental Affairs and the Hduse Committee on Government
Operations not later than 60 days after the date of the report.

A 1,4;itten statement must also be spbmitted to the House /Ond
Senate Committees on Appropriations withan agency's first re-
quest for appropriations made more than 60 days after the date
of the report.

We are sending copies of this'report to the Chairmen, House
and Senate Committees oh ArTed.Services; the Secretaries of the
Air Force, Army, and Navy; and the Dieector,Office of Manage-

.

tent and BUdget.

- Sincerely yours,

Cu
DfctoT

rd I. Gould
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GENERAL ACCOUNTING OFFICE
REPORT TO THE SECRETARY OF
DEFENSE

DIGEST

MILITARY CHILD CARE PROGRAMS:
PROGRESS MADE, MORE NEEDED

In 1978, the Department of Defens (DOD) desig-
nated child care centersas commpnity facili-
ties for which the Government has'a responsi-
bility. Congress approved a DOD request for
appropriated funds to constr4ct new child care
facilities for the first time in the fiScal
year 1982 budget. Havinr1 acquired oversight
responsibility for military child care pro-
grams, the House and Senate Armed Services and
Appropriations Committees expressed interest
in obtaining information on the condition of
child care fa9erlti@s, construction require-,

-ments, program operations, and ways to control
costs. In response to this interest, GAO has,
reviewed militaiy child care proprams.

Since the services have made the commitment to
provide child care, they need to make sure that
the programs they offer are provided in safe fa-

cilities, that the program's policies and proce-
dures address the basic needs of.children, and.
that program management is effec't'ive. GAO
believes that improvements can be made in all
these areas.

FACILITY CONDITIONS, CONSTRUCTION
ALTERNATIVES,.AND UNIFORM ING
DESIGN GUIDES

Many.facilities currently in use are neither
safe nor suitable places for_ child care pro-
grams. For example:

--The majority of the 318 Army chid care fa-
cilities do not meet fire and safety codes.
(See p. 5.)

--The majority of the 73 Navy facilities need
upgrading to comply with fire, safety, and
sanitation standards. (See p. 6.)
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--Additional facilities are needed in the
Marine Corps to accommoda6 demand: (See
p. 6.)

.-In the' Air Force, 2b percent of 162 fa&l-
, ities need improvements. '(See p. 7.)

User fees, charges, and donationg are not
sufficient to .suppfirt renovation and con-
gkruotion of child Fare facilities. The Air
Force and Maririe Corps have used nonap.pro-.
priated funds from sources other than those
mentioned above to build and maintain ch
care.facilities'which, for the most pa
are suitable. The Army and.Navy, o
other hand,found they could not ab -
struction costs from their nonapprop a

funds and, at the same time, satisfy compet-
ing morale, Welfare and recreation demands.
(See p. 5.)

Some initallations have renovated excess
buildings rather than request'new facili-
ties. DOD proceduies require that options- -
making better use of existing space or con -
tracting--be evaluated and documented before
requesting funds for new facility construc-
tion. (See pp. 7 and 8.)

/ The services haveXeen in the process of de-
veloping & joint builping design guide for
Child care facilitier for the last year.
-According to service officials, using these
design guides DOD-wide could reduce both the
cost and time required for the construction
of new facilities. (See--p-_8)

4

DOD-WIDE PROGRAM STANDARDS ARE NEEDED 1

Changes are needed in DOD and service 00i-
.

cies and procedures to improve the quality
of- military child care programs. At the
present time, the services develop their
°A program policies-And standards, many of
which do notigteet the Federal Interagency
Day Cate Requirements,'or do not adequately
addiess important program elements to insure
that basicihealth, safety, and developmental
Reels are 'met. GAO found that:

7-Service regulations allow the caregiver/
child 'ratios to exceed recommended limits.
(See p. 11.)
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- -The existing service regulations do not add-.

quately specify the educational equipment,
toys, games, book's, and materials that must
be provided or incorporate the minimum staff
training requirements of the Federal Inter-
agency Day Care Requirements. (See pp. 12-

and 13.)

- -The Arm11,y, Navy, and Marine_Corps have not
,provided sufficient (juidance on meal stand-
ards a-nd food program inspections to insure
that adequate and nutr'itious meals and snacks ft

are served. (See pp. 13 and 14.)
4'e.

FURTHER MEASUR FOR PROGRAM
AND CONTROLLING COSTS

Center admini'strat'ors and caregivers need in-
service training to prepare them to carry out
the many diverse tasks they must perform. They.

services have provided inse5viCe training for
center directors;,howeer, /training fOr care-

, givers is stiIkl'inadequate.. Furthermore, traln-
ing guides and manuals already developed have

not been printed in sufficient quantity to
make them available for all celer staff.
(See-ps 16.)

11.

With proper monitdiTig, family day care homes
(private homes in which children receive full-
'time care) can be an appropriate and inexpen-
sive way to provide_ladditional child care op-
tions, and to al.levNte center overcrowding.
Although the Army and the Marine Corps have
atithorized family day care at installation
housing units, this option has not been fully
Utilized. (See p. 17.) ;

The quality of child care programs and the-/

ability to maintain self-sustaining Operations
are directly, affected by the fees charged. The

fee4 in military centers are generIlly lower
than in civilian centers, often by as much.as

25 to 50 percent. The rates have been set to
enable lower-ranking.enlisted personn'el_to

c* fully use the child care activities; however,''
DOD data indicated that relatively'few.lowerto
ranking personnel have children. A varipable
rate structure based on rank totall,familk

Tear Sheet
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income could increase the funds available
to improve the quality of child care provided
without sustaining operating losses. (See
p.,18.)

RECOMMENDATIONS

To insure that the most urgent needs for child
care facilities are met first and that resources
are effectively allocated, GAO recommends that
the Secretary of Defense require the services,:

--When it ill not' feasible to 'correct unsafe or
hazardous conditions, to document and develop

% 'plans to overcome the problems of facilities
which should beOglosed.

--To determine where appropriated funds are
needed to-correct unsafe or.hazardous condi-

t

--To use 'uniform buildkng design guides fdr
child care facility construction where feasi-
ble.

To assure that.military child Care programs
provide acceptableithlld care services, GAO
recommends thatthe Secretary of Defense:

--Develop DOD-wide minimum standards for the
services' child care,piograms.- These.stand-
ards should address (1) total group size,
(2) caregiver/child ratio's, (3r educational

t_activities, (4) staff training, and (5) food
services.

--Require-the services to periodically verify
compliance with DOD standards. See page 32
for further recommendations ddresSing the
need to improve program quality and control
operatin osts.

AGENCY C NTS

'In oral-comments, received April 8, 1982,. DOD
.agteed with GAO'S recommendations, and plans
to ioplement them.
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CHAPTER_ 1

INTRODUCTION

TA Department of Defense (DODchas 1bhg had a general policy
that the Federal Government has a basic responsibility to.provide
community services which'contribute.to the quality of military life.
korale, welfare and Decreation (MWR) activities, kuch as librafies,
gymnasiums, theaters, chapels, religious education facilities;
family service centers, and child care centers are provided to
conbribute to themental, physical, and spiritual well-being of
service personnel and to promote family cohesiveness. The serv-
ices have stated that child care is a prpgraM which can contrib-
ute toward an improved quality of life for military personnel and
their families.and that for many service personnel, the welfare
of their children is a factor in:deciding whether or not to stay
in the service. Consequently, child care programs, according to f'

th-nservices, can have an impact on retention and, to some extent,
can affect job performance and readiness. The services have,
thereforeiacreased their commitment to and inviipement in child
care activities over the last decade and have been upgrading their
chi-1'd care programs and faciliGies.

--MILITARY CH1,LD CARE PROGRAMS

The services have been involved in child care for many years.
In'many cases, the services assumed. management of child care ac-
tivAies, which began asjparent cooperatives or projects of wives'
clubs or obher private ofganizations, because the scope add demand

\ for child cave exceeded the resources of volunteer groups. 'Child

care, however; was .no recognized as an official MWR activity until
the authority for furiding the program was specified in DOD Directive
1330.2, dated March 17, 1978. Under this directive,.the Assistant
Secretary of Defense (Manpower, Wkserve Affairs and.Logistics). has
overall responsibility for MWR progYms. The individual services,'
however, are responsible for developing their own program policies
and standards; the installations, if they decide to provide child.

care services, establish their own operating procedures.

Military child care centers re currently operating at over
400 military installations worldwide, serving approximately
53,000 children daily. Child care af most military installa-
tions includes full-time daily care, drop-in care, and/or.pre-
school. Full-time care is used primar4y 'by enlisted personnel
withwfvking spopSeS. Drop-in dare primarily accommodates per-
sonnel with nonworkirig spouses who need short-term occasional
care for their children during the day. This care is also'
available in the evenings' and on weekends at,many installations..
Part- y rograms are also provided at many installatitns to

\ give c i dren an opportunty.to have educational experiences with

',others the sale age for a few hours 2 or 3 times a week.

NAllp
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7
While some ofythe military child care centers provide only

custodial care, most generally 1}ave some provision foF develop-

mental care. Custddial care is concerned with the physical safety

of the children, while developmental care promotes .1,althy phys-

ical, emotional; land intellectual development. A brief descrip-

tion of the programa in each of the services follows:

1

Army .

. . c

.

The Army has 318 c ild care facilities on.installations world-
wi8e,with a capacity for 23,000 childre'n daily. 'However,,with

)
intermittent drop-in, care; the actual number of children serve

daily is higher. The Arimy Community Support Directorate provi

support, gUidand*, and- coordination for child care-programs. Thee-

Directorate headquarters, staff includes three full-time positions

supporting child care activities. Some major commands alsb have

child care coordinator's..
-.....

Navy

The Navy'has 73 child Care programs operatediby the MWR'Special

Servkces.offices on intsellations worldwide. In addition, priv$tes

oyganizations operate' o other centers. These programs accommodate

approximately 11,000 children daily. The Navy has a "full-time Child.

Care Program Coordinator position at the Naval Military Personnel

Commarid to provide'support Tor'its child care activities.

ne Cor s

The Marine Corps has 23 child care programs at 16 installa- 5

ti s'worldwide, serving '3,000 children. Fifty-three percent .of 40

the e'children,attend the centers full-time, and 47 per gent use

the centersfor part-time-oa. occa'ional care. The Speed, Serv-

ices Office operates 16 of these programs, while private organi-

z'ations operate 7 of the Marine Corps' child care activities. The

Marine Corps-has a fuAl-time position for a Recreation Specialist/

Child Cake Coordinator -to coordinate child care activities.

Air,Forde
Yr,

The Air Force has 162 child care facilitieia.t. 122 instal-

lations-worldwide whiCh serve 16,000 children daily. In addition;

lll.part -day developmental prograMs care, for an additional 9,000

children daily.. The Air Force has a Family Activities Adminis-

trator 'to coordinate child care programs and three/ staff personnel

provide full-time support for Ait Force algid care activities.

5.ee.major commands also'have.child developthent specialists, and

two additional positions are anticiopa'ted in thOnear future,
4
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OBJECTIVES, SCOPE, AND METHODOLOGY

..4
In response to congressional interest expressed during the

1_'?82 btdget.hearings,and subsequent discussions with staff of the

Itcuse and Snate Cdmmittees on Armed,Services and Appropriations

we reviewed military child care programs. Oui,objective was to

provide'to these committee § information related to ch4d.care

in the servicts. Child cai-e facilities are a small part, of the

military construction program which was $8.3 billion in fiscal

year 1983.. The. $16.6 million for child care facilitiVrrepresents

less than 15 percent of the $1094uillion requested for the cone-

struction of community facilities. The comthittees have indicated,'

however, that oversight is essential. They hlve expressed particu-

lar concern about facility conditionsconstruction requirements,.-

program operations, and ways that the costs of construction and

operations can be better controlled. They expressed an interest

in information on program costs, di4feren es in chi4kcare pro-

grams amcing the, services, construction pr cities, atter designs,

'fees, the'poteatial for contracting, and st ff ratios.
. 4.,

Tp review these programs, we'examine information whicli the:

services supplied on facilities and Cons ruction needs, prograp

standards, and management initiatives to control program costs.

We discussed the development, operations, and policies of military

child care programs with officials in'the Office of the Assistant

Secretai'y of Defense (Manpower, Reserve Affairs and Logistics)

and with program officials a't Headquarters, U.S. Army, U.S. Navy,

U.S. Marine Corps., and the U.S. Air Force. ,'

At the invitation of the' installation commands, wevisited

five military child care centers in San Antonio, -Texas, to observe

child care activities. These five centers were Brooks, Kelly,

Lacklan and Randolph Air Force bases, and Ft. Sam Houston

ik

rmy

base.

To gain further information on child care activities, ve re=

viewed policies and procedures usld to plan, develop, and operate

military child care centers in the services;. DOD directives on

MWRactiviCies and construction; previous GAO reports on civilian

child care and the U.S. Department of Agriculture's (USDA's) child

care food program; information supplied by the Congressional Re-

search SeArdce on the'Federal role icy child care; 1977 and 1978

congressional hearings on civilian child caret information on Gov-

ernment and private civilian child care centers inthe Washington

area; and general literature on ohild care standards, educational

activities, program gualiW, and training.

We did not assess Wheherthe services should provide Child

care, what priority child care should have in MWR funding, or

the impact of child care on recruiting and retention. Our

review was conducted from March through October 1981, and was

40.
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CHAPTER 2

UPGRADING AND CONSTRUCTING

CHILD CARE FACILITIES

As the demand for child care programs has increased, the
services have expressed concern about the condition of military
chi.ld care facilities and about the funds needed to renovate or

construct them. User fees and other nonappropriated funds have

not in the past been sufficient to support renovatidn and con-

struction at most installations. In 19804D0D directed that all
new child care facilities be constructed gblely'with appro-
priated funds. Congress agreed to plovile funds in the fiscal '

year 1982 budget for the cons action of two Army and eight
Navy child care facilities. This chapter discusses some of the
facility deficiencies reported by service officials or noted

in our review and some ways to control or reduce construction

costs.

CHILRoCARE FACILITIES NEED UPGRADING

While some military installations have up-to-date facili-
ties specifically designed for child care, many installations

have child care programs in facilities which'are not suitable
for this purpose anp,tdo not meet fire, health, and safety

standards. The House Committee on AppropriatyprO Surveys and
Investigations staff reported in 1980 that some of the cehters
they visited were housed in old buildings originally constructed
for other purposes, such as- barracks, 'dining halls, exchanges,

and bowling alleys. The staff concluded that the poor condi-

tion of the buildings contributed to,"program inadequacies."

Army and Navy program officials have acknowledged in internal
doquments that the child care' facilities on many installations are

in unsatisfactory condition. Marine Corps officials said that
although no facilities presently in use are in unsatisfactory con-

dition,- many are overcrowded. Air Force officials havebacknowl-
edged that some of their child care facilities are in unsaiisfa

tory condition.

Army cites unsafe, unhealthy conditions

According to Army officials, although mangy child care facil-

ities have been renovated since 1978,a 1980 staff study indicated
that over 70 percent of child care facilities in use still do not

meet fire and safety codes, and the majority of the'centers did
not have sufficient room to meet current peak demand. Problems

with substandard Army facilities are reportedly acute in Germ'any

where there are few alternatives to military child care, particu-

larly in remote areas. Even in urban areas, where some alterna-

tives might be available, thg language barriers limit their use.

5
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Arw officials have cited in internal reports, and in our
-discussions with them, numerous examples of unhealthy and unsafe
condiiions drk_their child care facilities. These conditions
include

--Pa child care center located on the fifth floor of/a build-
ing, making emergency evacuation extreMely diffiCnit;

--centers where lead-based paint is peeling lirom walls and
ceilings; and

-- centers with'leakihg roofs 1...qiich are in such Ropr condition
that roofing repairs are not feasible.

In

,

an August 1, 1980, letter to a membei of th enate Corn -`

mittee on Armed Services, the Assistant Secretary o he Army
(Manpower, Reserve Affairs and Logistics) cited unsafe, unhealthy
conditions at the child care center at Fort Hood, one of the Army's
most lleavily populated posts.. He noted that 300 children were in

a World War II building that could not pass any health or-safety'
standard.. At an Army installation we visited, the child care cen-

. tex watt housed in Old barracks adjacent to stables. -Pest control c/

was a continuing problem, and the kitchen floor in this facility
was sinking under the weight of a new gas stove.

° Army's estimates for new facilities and renovation of exist-

ing facilities is currently $336 million. The Army indicated that
nonappropriated funds could not absorb these costs and at the same
time satisfy other competing MWR construction demands. The Army's

need fgr-extensiverrenovation and construction of child care cen-
ters _exceed% the requirements of the other services partly because
,(1) Army operates more child care facilities than all the other

services combined, (2) Army installations generally have a large
nnmber'of older facilitTes, and (3) the other services began man-

aging child care-programs several years earlier than Army and
therefore have had more time to upgrade facilities.

Nalg/MdrineCorps assessing conditions

Navy told us that the majority of the 73 child care tecili-
ties it operates are in need of upgrading. Most of these 73 cen-
ters,were formerly barracks which are often in violation of fire,

safetyr and sanitation standards. Navy currently is surveying its
facilities to determine deficiencies and renovation requirements.

The Marine Corps is also evaluating tie condition of its child
Care faellities. 'Of the 16 service-operated child care facilities,

8 have been built,since 1960, 6 are renovated masonary buildings,
,end 2 are wood frame building. The biggest facility problem re-
ported-by the Marine Corps illack of space. The condition of the

seven facilities operated by private.organizations was not reported.

6



'Majority of Alr,Force Centers in F.
good condition

The Air Force reported that only 32 of its 162 facilities
require improvements. A variety'of factors, some having a cumu-
lative effect, diCtate the need for improvements. Air Force
officials said that these factors inclutle not only.fire, safety,
and sanitation stand?rds, but also the facility's overall physi-
o01 condition-and environmental conditions, such as air and
noises, functional,layOut, and support utilities.

11,

At the four r etallations we visited, new child care cen-
'trs were either in use or under construction. From 1974 to 1979,

40 centers were approved for nonappropriated funds. In 1980, an
additional 41 new centers were considered for nonappropriated 7

funding. Of these 41, 8 centers were approved for nonappro-
priated funding, find the remaining 33 were authorized the use
of nonappropriated funds for design. The decision to construct
the remaining 33 facilities acing nonappropriated funds has not
'beeh made-.---in addition, Air Force has recfuested five new child.

care centers and additions to three other centers ih the fiscal
year 1983 budget. The Air Force has more child care facilities
built with nonappropriated funds than any of the other services.
One reason, that Air Force has cited, for the large number of
child care centers buil.through nonappropriated funds is that
the Air Force has placed a high priority on child care; these
facilities have competed successfully with other Air Force MWR
projects for nonappropriated funds. Air Force officials have
expressed some concern that they will not be able to meet their
needs for new facilities as quickly using the-appropriated fund-
ing process as they have in the past using their nonappropriated

funds. 0

CONDUCTION ALTERNATIVES CONSIDERED
BY INSTALLATIONS

The need to construct new facilities may be lessehed, in

some cases, by taking better use of existing state or by con-
tracting for child care services. DOD Instruction 7040.4 re-
quires installations to consider alternatives Pefore requesting
funds for constructing hew facilities. Where appropriate space
is available from underutilized or excess buildings on'base, the
services can renovate the space for child care activities. Some

Air Force installations, for example, are using religious educa-
tioh-facilitiest youth centers, and elementary schools to Accom-
modate the overflow from the child care centers.

At three Army installations, Fort Richardson, Fort Myer and

Fort Leonard Wood, excess school buildings have been converted
in part or in whole to child care facilities. At Fort Leonard
.Wood the State agreed to allow the Army to convert the on-post,
State-owned school to a 300-capacity child care facility if the

-

7-
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State could con4inue to use part of the facility for handicapped
children. The Army plans to continue pursuing this option at
installations where excess school buildings become available and -
can be renovated as necessary.

Contracting is another alternative which has only been tried
on an(experimental]basis. An internal Army review of alternative
means of financing the construction and operation of child care
centers identified contracting as a possible.alternaive to con-
struction, and in 1981 one Army command contracted for.child care
services in a contractor-leased and operated facility. This pro-
gram is currently being monitored by the Army to determine the
potential benefits and possible drawbacks of contract services.

DESIGN GUIDES CAN BE ADVANTAGEOUS

\ Service officials have generally agreed that the use of
uniform design g ides for child care centers DOD-wide Nld
re uce both the ost and the time required for the construction
of ew facilit s. Design guides which incorporate criteria
rele ant to center operations can assist the sevices in pro-
viding the best usable space folrthe needs of thie children and
staff.

The Army is currently funding a project to .evelop archi-
tectural\design criteria including a technical manual, design
guidelines,, and concept designs for child care facilities and
outdoor play areas. Some of fhe'results of the project have
been made available to the other services, and this information
has beep distributed to the installations. The Air Force's-child

-"care center design guide was pplished in June 1981, and currently
'17 centers are designed or are being desiigned using the criteria
established in the design guide.

In the 1981 report on the Supplemental Appropriations and
Rescission Bill, the. House Appropriations Subcommittee on Mili-
tary Construction directed that DOD develop a standard design and
criteria fdr day care centers. In July 1981, DOD recommended that
the sexvices form a group to combine their criteria for child care
centers into a singleCocument. Thisgrolip, called the DOD Joint
Services MWR Child Care Subcommittee, is comprised of program
offici is at service headquarters, as well as designated service
engine r/architect representatives. The group's objective is to
develo uniform design criteria which permit service flexibility
to ada t to local conditions while still providing comparable
facili ies. This project can help the services focus more atten-
tion on standardizing center defiiiins.

CONCLUSIONS
-

We believe the services haVe an obligation to provide child
care in safe, healthy facilities. Our discussions with Army

8
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officials indicate that the Army would have difficulty financing
immediate improvements needed to provide safe, healthy child care
facilities while providing other authotized MWR activities. The
Navy faces a,similar though 'less severe situation. The Marine

Corps and the Air Force have, for the most,part, provided suitable
child care facilities using nonappropriated funds. Both of these
services,however, want to build additional facilities to meet

increasing demands. We believe that when DOD evalualks service
requests for construction and renovation of child care facilities,
first priority should be given to upgrading unsuitable facilities.
Therefare, proper documentation of unsafe and hazardous conditions

is needed.
-41

Although DOD's MWR Child Care Subtommittee has recogni A d

the potential benefits of a uniform design guide for child pare
facilities, the DOD has not yet completed development of them.

We believe that using desig4 guides can"be advantageous.

RECOMMENDATIONS

Toinsure that the most urgent needs for child care facilities
are metirst, we recommend that the Secretary of Defense require

the services:

-- Whe"it is not feasible to correct unsafe or hazardous con-,
ditions, to documenf and develop plans to overcome the
problems of facilities which should be closed.

4
--To determine where 41propriated funds are needed to correct

unsafe or hazardous conditions.

--To use uniform building design guides for child care fa-
. cility construction where feasible.

AGENCY COMMENTS

'In oral comments, received April 8, 1982, DOD agreed with.
Our recommendations, and plans to implement them.

4
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CHAPTER 3

DOD-WIDE MINIMUM STANDARDS

NEEDED 140 IMPROVE CHILD CARE PROGRAMS

The services are committed to provid-i-n-g-quality -child care

at an affordable price for service personnel. To accomplish

this, standards for acceptable childcare options must be
established and enforced. Except'for program funding guidance,
DOD has issued no departmeht-wide standards for military child

care dttivities_. Therefore, program officials at each of the
service headquarters have independenitly developq prograrOstand-

ards. We found that some of these dhild care stgndards were in-
adecate, partielarlk those pertaining to the grouping of children,
educational activities, training of center staff, and theefOod

program. These inadequate standards hinder the services' ability-

to evaluate the quality,of their child care activities and DOD's

ability,to Issure that all child care activities will provide at

least the minimum in acceptable'service. While we.did not assess

the effect of the inadequate standards on program operations, the

absente of adequate standards for essential program areas increases
the likelihood that problemsmill occur and not be detected and

resolved.

SERVICE REGULATIONS DO NOT MEET
MINIMUM STANDARDS OF FEDERAL
INTERApENCy DAY CARE REQUIREMENTS

Most private civilian center operations are State licensed

'and regulated, and they are subject to oversight and inspectiops

by local authorities to assure that children receive adequate

care ire a safe and healthy-environment. Although military child

care centers are inspected by the seryicek, they are not regulated 6

or inspected by DOD or airy otherFederal, State, or local agencies.

The services have complete latitude in developing operating, in-

specting, and evaluating their child carerrams--.

The Federal Interagency Day Care Requirements (FIDCR) were

-established in 1965 provide minimum program standards and ,

regulations for operat federally funded child care programs.

Since Federal funding Vbr child care was included in block grants

to states, the FIDCR were suspended in October 1981. However,

these requirements still provide acceptable operating standards.

We compared the child care regulations of the services withthe

FIDCR. We found that service Atandards did not adequately address

important program elements .specified in the FIDCR as minimam stand-

ards, and they do not, in all cases, assure that basic health,

safety., and developmental' needs of the children are met. As a re-

sult, fundamental differences exist among military child care

programs. These differences'cah affect program quality as shown

in the following sections.

10
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Service Standards for Child
Care Groups Need Revision

The total size of a child care groupo.and.the number pf
chi dren supervised by a categiyA; (caregiver/child ratio) are
'amo g the most important factors affecting the quality of child
care programs. 1/ FIDCR have specified the maximum number
of childrenat each age .who Can receive-adequate care in a
single group% Service regulations, on the other hand, place
no limits on the total group size. A military center can have
two or three times the maximum recommended number of children,
thereby affecting the quality of care r(rovided. Although the
larine Corps has no prescribed or mandatory maximum group size,
heir regulations do include provisions for dividing children
into,small groups within larger classroom settin

Just as the absolute group size is linked to quality, so
is the caregiver/child ratio. Although the FIDCR requirements
for caregiver/child ratios were being revised at the time of
suspension, the literature we reviewed suggests caregiver/child
ratios 1.4ithin.'the range of 1:5 to 1:10 for children aged 3 to 5,

and, generally, a 1:4 ratio for infants and toddlers-0

The,FIDCR'include the following criteria for grouping
children in child care programs:

Age Ratio Maximum group size

, 3-4 1:5 , 15

4-6 1:7

6-14 1:10 25 LIR

The bervicesi caregiver /child ratios often exceed these'
recommended limits. In the Army and Navy, for example, ratios'

R are 1:8 for children 18 months to 3 years of age; the Marine
Ccirps ratio is 1:10; and the Air Force ratio is 115. The
services' caregiver /child ratios at other ages also generally
exceed recommended limits. SerVice officials told .us that
higher ratios, help them avoid increasing fees.

1/Chrildren at the Center, Final Report of the National Day Care
Study prepared by Abt Associates, Cambridge, Mass., 1'979.
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Service Guiiaance Does Not Adequately
Address Developmental Programs

Federal Interagency Day Care Requirements state that day-

care programs must provide every child with educational activ-
ities-appropria4 to the child's age. These activities must

be provided under the supervision and directidn of a staff

member trained or:experienced in child development. Further,

each facility must have toys, games, equipment, materials'

and books for educational development and creative expression
appropriate:to the type of faacility and the age levels of the.'

children. Finally,'the FIDCR state that the daily activities
for each child in the facility must be designed to promote a'

child's po hive self-concept, cognitive abilities, and social.

and cominun cation skills. The need, for developmental activities
Is also s pported by the literature on child care.

Program officials in all the services.have.stated their..com-

mitment to.providing learning experiences in child care centers'

which stimulate intellectual, grovith and social.and emotional

velopment:. AlthOugh Air Force regulations do require that,centers

provide each child with developmental activities appropriate to

the child's age, none of the services' regulations adequately
specify the equipment, materials, toys, games, and books which

should be supplied to provide developmental opportuvities. They

also do not adequately specify the staff and supervision needed

for an effective developmental program. There is alsd no specific
prohibitlik against extended periods of purely custodial care,*so

the provision of developmental activities, while encouraged, is

left up to the caregivers. Service regulations also have no pro-

vision for the continuity 04 care by primary .caregivers to insure

that developmental activities are consistently provided and to

preclude the overuse of intermittent staff. Continuity of pare

is particularly important in military,Child c e centers because

of the high mobility of both the children and careOvers
Whp generally are also military dependents. -=

4")

Further Staff Training Guidance Is
Needed

f.

Adequate staff training-is essential if child care centers

are to.provide quality programs and operate efficiently. The

FIDCR specify that orientation and continuous inservice training
should be provided for all staff, including professionals, rion-

'pr ss onals, and volunteers. ;This training should include

genekal program goals and specific program areas such as nutri-

tion, h alth, child growth and development, educational guidance,

and rem ial-techniques.

None of the existing se'rvice regulations cover all the

miimum staff training requirements spescified im the FIDCR.

Army regulations state that training should be provided to meet

12
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any special competence a pawtictilarprogram requires, witifout

specifying which progi-ans may require training. All Arms' cienter

staff, howeVer, are reci.uired to complete a first aid course.

The Navy requires 'only that all child care center employees
complete training in first aid, cardiopulmonary resuscitation

(CPR) and the Heimlick Maneuver for choking victims. Although

not addressing all the standards of the FIDCR, the Marine Corps

gives more thorough guidance_ than the other services. Marine

/ Corps reguptions tpecify
that training seminars and workshops

will be prbvided for child care center staff, including periodic

training onthe ,latest techniques and procedures for providing
for sa4c care arm the development of children. Current'Air -

Force regulations require all caregivers to have first aid and

CPR training, and the new regulations will contain further guid- .

ance on staff training requirementst,.. .
01

-4
'y

_Guidance on Food Program StanMardS
Needed

Children attending DOD child care centers need nutritional

meals served in a safe and sanitary manner. -The food program in
military child care centers is especially important because the

centers are open ended houri; children may receive. more meals
at the centers-than at home. Therefore, an adequate food prograM
is essential for their well being. Since military child care

centers are not inspectedby outside agencies, service inspec-
tions, when they occur, provide the only oversight of their food

programs. With the exception,of the Air Force,the services °

have not provided aequate guidance on meal service standards
and ±bspections to insure that adequate and nutritious meals

and snacks are served.

The FIDCR state that child cars centers must provide adequate
And nutritious meals and snacks prepared in a safe and sanitary

manner. The USDA Child Care Food _Program has specified meal,serv-

ice requirements for minimum qugntity and components for meals
and snacks served to children in day care centers.

The Air Force has 160 of 162 centers participating rn an

externally funded food program. The USDA sponsors 12A centers
while the remaining centers are overseas and thoeYefore are not

eligible to participate in the uspA Child Care Food grogram.
These centers receive funds through an equivalent program funded

by the Air Force Welfare Board (AFWB). All centers eligible to

.participate in the AFWB program were visited in the spring of

1981 by an Air Force headquarters or major command specialist
and are now receiving funds. The centers pakticipating in the

AFWB program multfollow USDA meal and snack-requirements.

The Army has about 40 centers participating in the USDA

food ptogram. Army officials have indicated' that most Army

13



Anter....s are not participating in this pro
facilities do not meet the basic health,
requirements necessary for participation.
tify'themselves as being in compliance wit

ram because the
afety, and sanitation

Army centers cer-
h, e USDA standards,

a procedure which is not the general practice in civilian centers.
Eight Marine Corps centers and onebthird of the Navy centers are
participating in the USDA food program, or have applied tb.parti-

cipA

The military child care centers that participate in the USDA
Child Care Food Prograrb must meet the USDA meal service standards.
The majority4of military child care,centers "in the-Army, Navy, and
Marine Corps do not participate, however, and dO not have meal
standards tb insure that minimum quantity and basic food group
components are. served .for meals and snacks.

CONCLUSIONS

We believe that the child care standards developed by the
services do not, in all cases, adequately regulate critical pro-

gram areas. Service guidance on group size, caregiver/child
ratios, educational activities, staff training, and food service

do not' meet FIDCR's minimum standards for federally approved
civilian centers.,

We believe that (service standards which allow child care
centers .to keep fees low, to plade no limits on the number of
children in a group, and to hire too TM-t-aregivers for the 4

group adversely affect program quality.

It is standard practice for civilian cente ;s to provide

resources for planned developmental- activities. We believe that

the services' lack of adequate guidance for conducting develop-
mental activities and providing educational materials for these
activities weakens their programs.

The child care staff should know abput such things as nutri-
tion, health,.child gfowth and development, educational guidance,

and remedial techniques; however, service standards do not require

training in all these areas% A believe that the lack of adecOate
guidance on training can adversely affect program quality.

We believe that the lack of adequate Standards and inspec-
tions for food service in the Army, 'Navy, and Marine Corps can

result in substandard mealb and unsanitary conditions' which ma
adversely affect the health of the children in the centers. With-

out regular program inspections, critical Operating deficiencies

can go unnoticed and uncorrected.

We recognize that child-care is a fairly thew program area

and that it takes time to develop adeqUate programs. Many DOD

centers may now be providing excellept care; how4ver, DOD can

t
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not assure tht, all its center's provide accepttbA care ?Or the

. children of service personnel. If the services are going to
provide chile care, as they.presently do,..then-the necessary

steps to insure quality care'must be taken. As a first step,
minimum department-wide standards-must be developed and en,
forced for healthy, safe, and educationally sound care.

RECOMMENDATIONS

To insure tha. military child. care programs provide accept-
able child care services, we recommend that the Secretary Of

Defense:

--Develop DOD-Wide minimum standards for tile services' child

care programs. These standards should address (1) total'
group size, (2) caregiver/child ratios, (3) educational
activities, (4) staff training, agd (5).,food services.

--Require the services to periodically verify compliance
qt. with DOD standards.

AGENCY COMMENTS

InsorAl comments, received April 8, 1982, DOD agreed with

our recommendations, and plans to implement them.

15



CHAPTER 4

FURTHER-MEASURES FOR IMPROVING THE

PROGRAM AND CONTROL 106,
Various service initiatkive0V IttOogram operations

and control costs. Our review iROICa-eWthat pbOki.ding con-

tinuous inservice training- for all '040;'dare'stitat, increasing

use of family day care,'and revisfng-ceter fee .sciedules can

' assure more successful, cost effective Child care. ,
4

IMPROVING STAFF TRAILING

4°

A 1979 Health, Education and Welfare child care study 17
found that Child-related education and training shows a moder-

ately strong and consistent relationship' td measures of quality

cafe but little relationship to cost. Thaetudy recommended
that chird-:related education and trainingibe required for staff
providing direct care to children.

Continuous training opportunities are'particularly important

in military centers because staff turnover as generally high. All

the services have recognized the need for training center adminis-

trators On all aspects of effective center management. Center

.managers have to make trade-Offs among desirable program elements
to maintain high quality child care that 3.-8 affordable to mili-
tary,personhel and that stays within limited budget resources. lb

do all these tasks competently requires considerable skill and

training. All services have provided numerous training opportun-

ities for center managers; however, to date, the sertvices haave not

provided adequate 'inservice training for caregivers,!and other center

staff. This training is essential if the services are to provide'

quality care.
.

In 1977, the Army received Health and Human Services funding

to develop program and staff training materials and administrative

guides, and by September 1980, had developed 16 training manuals

and guides (Ft. Lewis Project). These materiale cover. child de-

velopment frdm infancy through school age and provide assistance

in planning appropriate educational activities and in-managing

all major aspects of military child care centers.

Prior to the project's completio , the Air Force had used

some of the materials in training workshops. Project.retaff

also worked with a small number of center directors and care-

givers in the use of these materials at Army, Navy, Air Force,

'1/Children at the Center, Final Report of the National ,Day Care

Study, Abt Associates, Cambridge, Mass,, 1979.

16
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/ and Marine Corps ites. Although the project materials were '

initially distrib ted to each installation, since the completion

of the project in September-1980, no further disti-Ibution has

been made. Consequently, with Irfi.h staff turnover, the services

cannot assure that their center mart-agers and caregivers have
-

access to the successful management techniques.and experiences
...

of the Ff.,-Lewis Prqject.
r

FAMILY DAY CARE-

Family.'day care refers to full-time child care provided,in

pr ate homes. '-rt is especially suitable for infants, toddlers;

sibli groups, and for those children needing before or after-

school care. Although not replacing the need for adequate eenter

care,,family day care homes, if properly monitored, can be an
appropriate and inexpensive way to proyide additional alterna-
tives for child. care and to rel'eve facil' overcrowding. A

raYproject of.the MWR Child Care S committe recognized benefitbenefit
and savings which could result from a coor inated day care

effort.' The Army and the Marine CONs have developed guidance
on family day care and have authorize family housing units for

.family day care. The Air Force expects to authorize-faMily day

care at installation housing unitil, and guidance will be provided.

The Navy has not as yet published specific gnidelines_on family

day care.
.

..... .
In the Army, family hoOsing may be authorized to provide

day care activities only 'with the approval of the installation

commander. Army regulations specify that not more than six

children will be cared for at one time including the provider's

own children. Also, no more than 2 of the chiLeren in a family 7

day care center can be under 2 years of age. The regulatiRns (

also state that the primary caregiver in each family day care

home should arrange for another responsible adult to provide

backup support in emergencies. The regulationsiNre that
where installations authotiipe family day care ceRte , local

policy must be developed to insure that each home is evaluated

by the medical aathaity. Each home must' be approved to operate

as.a day care home, and the agproval will depend on whether local

needs could otherwise be met, and on health and safety consider--

ations. .

The Marine Corpgregulations.authorize family day care
services in housing areas controlled by the military installa-

tion with command approval. If family day care services are
authdrized, local policy will be developed to insure that each
home meets health and safety standards as established in Na-

tional Fire Prevention Association 101, Life Safety Code. Family

day care services are not authorized when other suitable child

case facilities and services are available"on the installation.
The Marine Corpi fegulatfons also specify that thane activities

17
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will pe self-sustaining and that appropriated or nonappropriated
funds.cannot be expended in support of these activities.

CENTER FEES CAN BE INCREASED

Installation Ammandersrare authoriee to establish reason-
able,fees to help pay for the costs of operating child care cen-
ters. The fees charged in military centers are generally lower
than in civilian "centers, often by as much as 25 to 50 percent.
According to service officials, this lower fee structure is
necessary to enable lower-ranking enlisted personnel tolfully
use the child care activities.

However, as of October 1981; DOD data indicates that rela-
"tively few lower-ranking personnel have children. Fewer than
2 percent of E-lepersonriel have c}rildren, fewer than 3 perce t of

the E-2s, and only 6.5 percent tf E-3 personnel have children
It is not cost effective or necessary to base the fee struc-
ture for all center users on the financial status of tAis sma
group. For example, the average married E-4 ervice member with
over 4 years of service in 1980 made more than $L5,000. i/ I

the spouse worft at minimum wage, the combined fam inc

Would be about $22,000. Full-time child care in civi an cen-
ters for families at this incolle level would cost substantially
more-than the weekly average of '$26 to $32 paid in military
centers.

While installation commanders do not, in all cases,'set,vari-
able charges forecreation or entertainment activities such as
bowling or theAter9, they do have the authority to set variable
rate structures fdr child care. Many commanders have exercised
this authority by reducing rates for the second and third child.
However, installations have not generally adjusted fees on a
variable scale according to rank or family income. 1

According to our survey of Government agencsies in the Wash-
ington Metropolitan aria, civilian center fees often do vary
with family income. Many private centers have reduced rates for
families whose income is not sufficient to cover the full cost of

child care.

Service officials, informed us that having more childr6n
per caregiver helps them avoid increasing fees aridoperating ;
costs: However, according to the Oteviously cited child caret'

study (Chilfiren at the Center), these higher ratiot adversely

1/Source: October 1981 DOD Selected Military Comp
This figure assumes that the service member rece
in cash. This does not include additional compe
as variable housing allowances, or special and i

Ors,
tir :J

nsation Tables.
ves allowances
sation such
centive pays.
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affect the quality of care provided. If the services maintained
or reduced their fees foi. persopnel at ranks E-1 through E -3 and

for hardship cases among higher- ranking personnel, the f-eses--Pbr

all other users could be'increased. The additional income gen-
erated could help the centers to upgrade the quality of care by
reducing caregiver/child ratios and could help the centers be

self-sustaining. The increased revenue could also reduce the

need to subsidize child care by nonappropriated fund support
from other MWR activities.

CONCLUSIONS

We believe the services need to provide adequate inservice

training to all center staff. The Ft. Lewis Project guides and
manuals are an excellent training resource and should be made

available for this purpose.

r
Because child care centers on many installations do not

have the space and resources to meet the demand for all types
of child care, the services need to try other on-base child
care options. With-proper monitoring, family day care homes
can be an inexpensive and appropriate way to expand alteirnatives

' for meeting service members' child care needs, and,allel.liate

center overcrowding.

The fees charged at many centers could be increased to
enable the centers to operate quality child care programs on
a self-sustaining basis. ,While a variable rate structure based
on rank or total family income coulataccommodate the need for
subsidized care for lower-ranking personnel and hardship cases,
increasing t,he fees for others could increase the operating funds
available toN.mtrove the quality of'the child care program and

could help the centers maintain self-sustaining operations.

RECOMMENDATIONS

To improve program quality and control, operating costs,
we recommend that the Secretary of Defense require the services
to:

--Provide, individually or on a joint basis, training pro-
grams for all child care staff. The training programs
should make, full use of the Ft. Lewis Project manuals
and guides.

--Use family day care hOmes, with proper monitoring, as an
adjunct to child care centers where feasible.

--Use a variable fee structure, based on rank or total
family income, which accommodates the fj.nancial needs of
lowerranking personnel and hardship cases.

19
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AGENCY COMMENTS

In oral canments, received April 8, 1.982,, DOD agreed with
our trecommendaMbns, and plans to implement tIfrn.
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