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FOREWORD ,

This.series of manuals for Child Care Givers on DoD Installations is
issued pnder the authority of DoD Instruction 6060.1, "Training Manuals
for Child Care Givers on DoD Installations," January 19, 1981. 1Its purpose
. is to prov1de child care givers with training materials that in¢lude the
latest techniques and procedures for the safe care and guiding development
of chlldren entrusted to their care.

&h1s series of manuals, DoD 6060.1-M-1 through DoD 6060.1-M-17, was

dev oped under the auspices of the Department of Health and Human Services
ELe Department of Army, in cooperation with the Navy, Air Forcé,.and
Magane Corps.

5

/
/

The provisions of this series of manuals apply to the Office of the
Secretary of Defense, the Military Departments, and the Defense Agencies
(ﬁereafter referred to as DoD Components) whose heads shall ensure that the
manuals are distributed or otherwise made available to all child care givers
on DoD installations and that these materials are used in regional and inter-

’Serv1ce workshops, seminars, and training sessions. .

This series of manuals is effective immediately. .
Send recommended changes to the manuals ,through channels to:

birector, Personnel 'Administration and Services

Office of the Deputy Assistant Secretary of Defense

. (Military Personnel and Force Management) (ASD(MRA&L))
Washington, D.C. 20301 \ .

DoD Components may obtain copies of this series of manuals through their
own publications channels. Other federal agencies and the public may obtain
copies from the Superintendent of Dccuments, U.S. Government Printing Office,
Washington, D.C. 20402. . :

%

Pl T

R. Dean Tice
Lieutenant General, USA
. Deputy Assistant Secretary

Yo7 asde by the Superintendont of Documents, U.S.Government Pristing Ofice Waskington, D.C, 20403

v 3 .
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: INTRODUCTION

Running a child care center 1is, first of all, running
a business. Good child care programs require careful mdnagement
and a center director's full attention. It requires considera-
ble information and skill to make trade-offs among desirable pro-
gram elements which maintain a high quality center that military
personnel can afford.

Good record keeping, a constant and detailed krnowledge
of expenses, income, profit and loss, is the first step toward
"the business" and profitable management of a child care center.
Good record keeplng 1is especially important in a center that pro-
vides "drop-in" or occasional care because so many of the expenses
are dependent on an unpredictable number of children using the
center.

This guidebook is based on the experience and actual
. operatiig procedures of the child care center at Fort Lewis,

. Washington. Altholigh it is based on the experience of one large
military child care center, thé financial management systems and
procedures included in the guldebook should be-useful to any direc-
tor concerned with child care administration. Of course, a center
director will need to'check ‘on the specific service regulations
and Installation procedures which apply to his or her installation
to make sure that procedures recommended in this module conform
to installation policy.




There have been many excellent books written by highly qualified

authors which deal with financial planning and internal control systems for
centers which have a set enrollment of the same children attending daily.

At Fort Lewis, the Child Care Center faced the problem of design-
ing a financdial management system for a large center which provided 93 per-
cent "drop-in" or occasional care. "Drop-in care" may be defined as child
care services provided on an occasional basis - services which meet the

~ needs of parents for a safe place to leave children occasionally fox lim-

ited periods of time. There is no way of knowing for sure how many chil-
dren are going to be "dropped-in" on any given day or evening, what ages
they will be, or exactly how long these children will remain. in the center.

We found that if records are kept, trends or patterns of use
became visible and an effective system for staff scheduling and budgeting
can be developed. -

Many military child care centers offer both full-time and "occa-
sional care," and many centers have a larger proportion of permanent,
full-time children. Hqwever, most centers have same seasonal variation
in the numbers of children who attend or same combination of full and
part-time children. It is for this reason that we feel Fort lewis' finan-
cial planning and inventory system is broadly useful in military child care
centers.

- €

"Drop-in care," by its very nature, requires flexibility - flexi-
ble children, flexible staff patterns, flexible schedules, programming which
meets the unpredictable nzeds of parents, and financial and accounting
methods deésigned to accommodate this flexibility.

‘Some child care center directors believe that record keeping takes
more time than it's.worth. Other directors avoid it because they dislike
"figure work"; because they feel that other duties in the center are of
greater importance; or because they lack knowledge of what information
is needed and how it may be obtained. Since facts are necessary for intel-
ligent decision-making in the areas of establishing .fees and charges; fore-
casting staff requirements, and maintaining an adequate inventory of food
and supplies, a certain amount of record keeping is absolutely necessary.
Fortunately, there are many ways of simplifying this record keeping. A
major objective of this guidebook is to explain the records which should
be kept and how they can be maintained and used with minimum effort.

The record keeping system and the financial planning and manage-
ment techniques explained here will provide the required information and
will assist you in obtaining answers to such basic questions as the follow-
ing: :

&




- How do you plan a financially sound child care center?

How do you budget when income from parent fees controls what you can
spend? \
"How do you establish fees and charges that will provide adequate
income, but not be more than parents can afford?

How do you control major expenses so that the center is not wasting
its limited funds?

On a daily basis, what kinds of records should you keep to monitor
your incomc and expenditures?

How can you tell before it is too late that your expenses are exceed-

ing your income?

what should you @ if they are?

»

It must be mentioned here that I had no special training in "high
finance" or previous experience in running a center when I was hired as the
director of the child care center. I still have no training in finance or
acoounting, nor do I pretend to be an expert, but I now have had several
years of experience at the center - making mistakes, learning by trial-and-error,
suffering many headaches, and locating helpful resources on the installation.

This experience has taught me that in child care centers, as in life,
~ we learn as much by learning what not to do as by recognizing what we must do.
Allow yourself to make mistakes and learn from them - no one is perfect. Try
not to be "scared-off" by the business of running the center. If you can keep
a checkbook, then you probably can run a center - if you also know scmething
about helping children develop. Try not to set up any system which is more
complicdated than necessary. Keep it simple, and let it serve you.

Possibly the most important thing I've learned is not to expect out-
side funding. Figure out the minimum amount of money on which your center can
exist and charge the parents fees which will cover, this bare existence. By
doing this, you become self-supporting and will not ever have to close your
doors. Then, when occasional gifts, donations, or funds come your way, they
are simply frosting on the cake which make life more pleasant and much easier.

Through the use of many of the basic procedures explained in this
quidebook, we were able to move our child care center from operating at a loss
to breaking-even in only one year. In subsequent years we were able to improve
the quality of the child care provided significantly while continuing to oper-
ate "in the black." All profits have been retained in the center through facil-
ity and program improvements. In fiscal year 1977, several thousand dollars
were "rebeted" to customers through reduced chiid care fees during the last
two moriths of the fiscal year. All these things have served to improve the
center, while also increasing enrollment, which further reduces our total cost
per child and increases profit.
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PLANNING CENTER START-UP

Establishing or improving a child care center, or any
other small business, requires careful planning if it is to have
a good chance for sugcess. Time involved in collecting informa-
tion and thinking througn & desirable program will be time well
spent. The planning process involved in establishing a new child
care program or expanding an existing one involves four major
steps:

. determining the need for child care in the population
you wish to serve '

. estimating the start-up costs involved.in developing
a program of the type and size which would meet those
needs '

. identifying the actual resources - both human and
financial ~ that are avallable both on and off the
installation to develop the child care program

. designing a program and preparing an initial budget
which is realisti¢, based on information about need,
probable cests and avallable resources




DETERMINING THE NEED
FOR CHILD CARE SERVICES

’ days a week. Some enroll children full-time only and do not allow parents

Most people think of "daycare" or "child care" as a service to pre-
school children in a group setting, perhaps on a half-day basis. In fact,
there are many different kinds of child care and, therefore, many different
possible child care costs. Some child care programs serve infants and/or
school aged children in addition to "preschoolers." Some are open from 6 a.m.
until 6 p.m. on weekdays, while others offer all night care or care seven

to "drop-in" with their children for part-time care. Same are designed to
care for children with disabilities, while others are not. As you can see,
when you are planning a child care program, the kinds of services needed

most by the community that you are serving directiy affect the cost of run-
ning your program. Some care is more expensive to provide than others.

Infant care, for example, which requires a lower ratio of staff to children,
can cost two or three times as much in caregiver wages as care for school-aged
children. That is why good program planning should start with a survey of
the needs of the community for child care. This survey should involve three
major parts: o

information on the installation population to be served

identifization of potential child care users within that community
and the types of needs that they have

identification of other child care resources that already exist
in the local community - both on the installation and in the
surrounding area

Ideally, the questions that such a preliminary survey of need should
answer include the following:

How many military families with children aged from birth to six
years old and from-6 to 12 years old are assigned to the installa-
tion? -*

How many civilian employees - if entitled to child care - with
children under six years old work on the installation?

How many of the military and the civilian employees are single
parents or members of two-parent families in which both parents
work? )

. Minimally, statistics are needed for two age groups - children from ,
birth to six years of age ard children between the ages of 6 and 12. Figures
for the first group are difficult to find for there have been few requests
for them. Service-wide statistics may not be available. Thus, each installa-
tion probably will have to find its own way of gathering this information.
Installation hospitals may bave birth figures. Additional figures may be
available at well-baby clinics and fram pediatricians. In addition, projections -




may be made by reviewing the total installation population breakdown.by mari-
tal status. For Department of Defense construction purposes, DOD Construction
Criteria Manual 4270.1-M, projections for the construction of child care
centers are based on the married population, multiplied by 20 percent. Added
to this figure should be the number of single-parent families and the civilian
strength at the installation. Figures for children over six - who might need

‘child care before or after school, on the weekends, or during the sunmer may

be gathered threugh the mstallat.lon schools' records.

Basically, you are interested in finding answers to the following
questions: -

What do parents with children 12 and under in this community do
about child care now?

_What do they see as their unmet needs or needs for child care
which affect their ability to work or to maintain a healthy family
life?

Of the total child population in an installation community, only a
percentage will actively use a child care center. Although surveys of whether
or not someone would use a service 'if it existed are' not a very reliable tool
for prediction, they may be used to supplement other information. Any such
survey should be brief and not attempt to gather anything but the most essen~
tial information.

SAMPLE SURVEY INFORMATION CATEGORIES

Military Sponsor

Rank

Sex

Marital status

Employment status of sponsor and (if apropos) spouse

Children

Number '

2ges :

Special requirements or disabilities
Current Child Care Arrangements
a. Location

In own home - by relative
by non~relative

In other home - by relative
by non-relative
In preschool or nursery school ~ military
civilian
In child care center - military
civilian ~

| 258%
3]
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In parent coopgrativeﬁiééi&n
In before or after school activities program
Other, Explain

b. Types of Care Used, ,
Infant (under 2 years old) care -
Drop~in cére -
Full-day care N
Half-day care
School age care
Evening care
Overnight care

" ¢. Unmet Needs for Care
Explain
‘d. Cost Per Week for Care
Child 1" __
Child 2
Child 3
Child 4

o

Satiefaction With Current Care
Availability-
y Quality
Cost 5

3
* H ’

k3 ' t
Interest In Military-Sponsored Care
If quality care available, would you use it?

had

Have you ever used militar!-sponsored care?

_While the child population may be high, suggesting the need for a
center, the actual demand may be low. This may be due to the availability

‘of good, accessible civilian centers closeby, or to the preference of parents

for care in the hame ~ either their own home, the home of a relative or the
home of a babysitter who is not a relative. A "pctential user" survey can
tellyousmzthingabouttheusegftm\e-careandcentercare, but another
index of need is the availability of child care resources in“the larger
camunity which could serve the installation population. You will want to
explore, - . .




What types and amount of child care sérvices are available to this
community? )

How adecuate are the austmg services to meet the needs identified
in the potential user survey?

What are the goihg rates for child care services in the local carmu
nity?

ESTIMATING PROBAELE ®SI‘S

The second step in deslgnmg a child care program which ineets.the
needs of the comunity, is estimating the start-up costs for such a program,
and, then, the costs involved to cperate it on a day-to-day basis. It is
very important to remember that planning a budget for a new or expanded pro-
gram will-be different fram planning for an on-going program with already
existing facilities, equipment, and child enrollment.

. A new program will have 'some costs even before it is really open.
These are called "start-up costs® and a serarate budget should be prepared
to cover them. “Some usual kinds of start-up costs lmolved in settina up a
- child care center are as follow:

. Capital Costs. A sizable experditure during the initial stages
of planning a child care center is the captial needed for either building a
new building or renovating an existing structure. Whether starting from
scratch or renovating, the cost will be high. Planning must include wise

. use of available money and other resources.

. In order to determine the type and amount of space required, you
will have to think out fairly specifically, the implications of what you
have found out in your survey of needs. For example, what surfaced as the
greatest urmet need for care? What types of care would offer the most nec-
essary support for military families on this installation? What ages seem
to have the greatest need for care? Given what you know about the population
and existing resources, what is the smallest center that could operate to
meet a reasonable proportion of the unmet needs?

In planning' child care, perhaps the most unalterable dec:.s:.on to
be made will be the selection of a site. On military installations, this
will be determined mostly by the availability of existing buildings which
can be converted for child care use or by the availability of land, if a
new huilding is to be designed. Our present child care center is la oconverted
Post-ib(c}mnge Building located in the installation hub close to the ser-
vices ‘and activities which parents use during the course of the day, such
as the exchange, commissary, chapel, laundry, bank, thrift shop, and bowling
ailey." Further, the center is located hear installation play fields and
outdocr space which could be converted to outdoor play areas for the children
in care. Outdoor play areas are important. If they are unavailable or




impractical in very cold, wet ox hot climates, more interior space and equip-
meént must be made available for robust play. .

" When you have some sense of the smallest and largest number of chil-
dren that you want to plan for and their ages, 'you then have a place to start
in requesting needed space or designing a facility to house the program. At
this point, yqu should carefully read current military regulations for child
care facilities and existing state and local health and safety codes and
licensing requlations. Local regulations may not apply to yoh:r military cen-
ter, but they will, at least, give you a sense of the mirnimun standards applied
to civilian centers in your area. When you are familiar with regulatory stan-
dards, you can make a list of basic requirements for building or renovating
a center.

A word about renovations: Many installation child care centers are

located in existing buildings converted for this purpose. In these instances,

considerable alteration usually is necessary to meet the safety requirements
for child care. Generally, the most immediately visible characteristics of
a site are the nost easily renovated or repaired. The hidden elements, on
the other hand, may be the most costly. The following list of relative costs
for renovating may be helpful in making an initial estimate of costs involved

in a proposed renovation:

Least Expensive Renovations
adding room dividers
appliance repair
changing door locks
minor floor repair
painting/plastering
window repair

More Expensive Renovations
adding doors/sealing up dcors
adding vestibules for coatrooms/protection from the outside
minor plumbing/electrical renovations '
tearing down/relocating walls

Most Expensive Renovations
" kitchen removation/installation
major plumbing/toilets and sinks
major electrical removations
renovating the heating system
tearing down/relocating many walls




ventilation renovations/air conditioning or adding windows

putting in playgrounds

The crucial variable in planning a center is the square footage
of available play/classroom space, both indoors and outdoors. In addition,
you will need adequate space to provide storage areas, a reception area,
toilet facilities, staff restroom/lounge and, possibly, a room for library
and meeting. If you do not plan to offer hot meals or if you have arranged
to have food delivered, your kitchen needs will be reduced to a refrigerator,
sink, a few counters and cabinets and perhaps a small range or hot plate.
On the other hand, if you plan to have meals cooked on site, you will need
a more elaborate kitchen, fully equipped for full-scale cooking. If infant
care is offered, you may also require kitchen space in the infant section.
See the section Program Planning For Military Child Care Centers in this
Guidebook for a discussion on planning center space.

-

) Supplies And Equipment Costs. A second expenditure to be antici-
pated in start-up costs are supplies and equipment for the facility. Such
things as kitchen equipment, office furniture, playground equipment and
telephones must be purchased and installed before the center opens. Supplies
such as art materials, toys, food and office supplies also are essential

before the center can operate.

Personnel Costs. The human effort to plan and implement a new
child care program must be figured in start-up costs. At least a director
and possibly a secretary are needed during early planning stages. An archi-
tect, a lawyer, or an acoountant are available cost-free if the proposed
center or renovation has been approved by DOD.

Working Capital. During the first few months -~ usually from tliree
to six months - of operation, before a child care center's total enrollment
is achieved, or, in a drop~in center, average attendance is known, working
capital will be needed to cover operating expenses. That is, a director
rmust plan on less than maximum income from parent fees during the first
several rmonths. The most careful planner can anticipate some additional
unexpected expenses; therefore, a director should provide for this possibility
in planning start-up costs.

IDENTIFYING AVAILABLE RESOURCES

The amount and types of resources used to develop and equip exisiting
military child care centers probably have been very different on different
installations, since in the past there has been no uniform allocation for this
purpose. The Fort Lewis Child Care Center provides a case study of one way
that the development of a military child care center has been accomplished
in the past:

The pressing need for an adequate child care facility forced the
existing Child Care Center Advisory Council to investigate the possible uge
of all buildings that might be available during early 1972. An adequate
existing facility was not found. However, at that time, a new Post Exchange

11
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Complex was under construction and the existing Exchange building was scheduled
t5 be vacated late in 1972. Building 2166 contained 18,240 square feet and -
with extensive remodeling - would make an excellent facility. However, sev-
eral activities were vying for the use of the building.

Shortly after his arrival in 1972, the new installation Commander
toured the existing child care center. He recalled that it occupied the
same facility as it had during his previous tour at the installation in
1955~-56. During his visit, the need for a more adequate facility and the
perding vacation of Building 2166 were presented to him.

Later in the year, he announced that Building 2166 would become the
new child care centér. At that time, funds were not available for renovation; -
however, plans for the center were drawn up by architects on the installation
and estimates of the costs involved were made. ' ’

In August of that year, the Sixth U.S. Amy requested that Fort
Lewis cancel a large Special Service Swimming Pool Grant to make the funds
available for the Sixth Army use. The Commanding General agreed to cancel
the pool if the Army would allow Fort Lewis to use a portion of that grant
t3 renovate Building 2166 for the child care center. The request was approved
as an exception to policy. The funds were available. These funds met about

- two-thirds of the renovation costs. In addition, some funds were diverted

from a part-time employment for Special Services Activities grant; $3,000

was donated by the post Thrift Shop; $13,000 from the Reserve Account of the
existing child care center was applied to renovation costs; and post engineers
applied their time and supplies to the effort. When the initial renovations °
were complete, various units and parents on post offered to undertake the

. sponsorship of roams or areas in the center, providing what was needad to

outfit and decorate the rocm.

This case study is instructive because it involved same necessary
steps in marshalling resources for child care in' lieu of a planned allocation:

getting the attention and favorable response from the installation
cormand group.

identifying a site on the installation, that would be adequate for
the children's program needs and estimating renovation coste.

maintaining good public relations on the installation and keeping
and eye out for possible sources of funds for the project.

involving as many groups on the installation with the process
of development and removation as possible, e.g., the Thrift Shop, )
unit sponsors, architects, engineers, parents.

If you have an existing center that needs improvement, you will need
to generate interest in the project: get parent support for the needed improve-
ments; have the Health Murse of Safety Office check the facility for needed
improvements; see if a .ietitian or Extension Agent has recommendations for
improving food services. ,

-
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In scme services, such as the Army, recent child care requlations
include a description of appropriate resources for the construction and ren-
ovation of child care facilities and procedures for requesting the use of
those funds. Child care centers are considered to be Morale, Welfare,
Recreation-type facilities and, as such, should be constructed with funds
appropriated by the Congress. This means the facility must be included and
approved in the Military Construction Program sulmitted to Corgress.

In addition to such major construction or renovation allocations,
it is possible to get various groups and offices on the installation to sup- |
port the project with equipment, labor or furds. See the section in this
Guidebook on Installation Resources Available to Military Child Care Programe.

-

DESIGNING REALISTIC SERVICES

Once information is gathered and reviewed on need, potential start-up
costs and available resources, it is possible to be more specific about the
kinds of services that realistically can be offered. For example, if your sur-
vey revealed that there was a tremendous unmet need for full-day infant care,
and your review of the regulations on space and staff/child ratios revealed
that the cost of providing such care in a center would exceed $10 a day, - an
unreasonable amount to expect military parents to pay for the service ~ you
may decide, initially, to look for alternatives to center-based care for
infants in the community. Perhaps family day care homes could be found to
care for ‘infants on a referral basis by the center. You, then, may decide to
focus the center's sexvices on full-day preschool care, as a start, with some
attention to the before and after school care needs of school-aged children - a
second’ high pricrity according to your survey. It may be that as the center
begins to make money, you can add an infant care program and let some of the
extra cost be absorbed by income fram the other areas rather than by high fees.

An element of major importance in designing a cost-effective child
care center i3 the development of fee policies and a staffing plan that will
provide adequate income and make effective use of the staff. See the section
of this module on Maximizing Center Income for a more detailed discussion on
designing fee structures.




‘PREPARING A BUDGET

The process of preparing a budget for\the day-to-day
operation of a military child care center, operating with its
income dependent upon parent fees, is made up of \several compo-~
nents. Perhaps first we should look at just what a budget is. A
budget 1is a progjection or an estimate of what it will cost to get
you from point A to point B in operating your program. In finan-
cial terms, your budget shows how much income you anticipate receliv-
ing and how you will spend 1t IF you receive it. If you recelve
less or more you will have to make adjustments in your plans to A
spend.® A budget does not show you what you will do if you need to
spend less or if you change your mind about what you want to spend
the money for. :

The budget process, then, Is a planning process. It is
a process in which you think out exactly what you want to happen
over a period of time in your program, and how much each) part of
your plans will cost, in terms of staff, supplies and other
expenses involved. This is the expenditure planning component of

the budgeting process. :

The other major component involves estimating the amount
of income that you are likely to receive over the perlod for which
you are budgeting. This is the income planning component of the
budgeting process.

Finally, you must balance the two. That is, you must
adjust your planned expenditures so that they will not exceed your
expected income or you must figure out how to increase your income
to cover your planned expenditures, e.g., ralse rates for service.
Usually adjustments are made on each side. -
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DESCRIBING YQUR PROGRAM
IN MONETARY TERMS

A budget is a list of every item or expense connected with your pro-
gram for which cash payments must or may be made. In some cases, for instance,
when a murse volunteers her time to the program or when scmeone in the center
donates a piece of equirment to the center, there may not be a payment required.
However, such "in-kind contributions" should be included in your budget and an
estimate of their value be made. In that way you have a more complete picture
of the value of the resources used in your program and a summary of their actu-
al cost. Also, you will have an accurate estimate of the cost of running the
same program if you had to purchase the "in-kind" services.

The cost of child care services varies widely from one section of
thecountxytoanotherandfxunonetypeofprogramtoanothar While actual
costs vary, the types of costs or cost categories around which a budget is
organized are fairly standardized.

Program ecpenses usually can be discussed in the followmg basic
categones-

Staff Salaries And Fringe Benefits. This category includes all per-
sonnel, from the center director to the maintenance man who are paid a salary
by the center. Fringe benefits to salaried emwployees are those employee bene-
fits for which the program will pay, such as social security, retirement, unem-
ployment insurance, medical insurance, or sick leave. In military child care
Centers, staff salaries and fringe benefits are determined by a DOD Salary And
Wage Fixing Authority which makes regular surveys of the prevallmg rates of
local wages for comparable positions.

Consultant Services. Frequently a variety of perscns serve as ocon-
sultants to a child care program. These people are not on staff but may work
infrequently and be paid on a per«\diem basis.

In many cases consultant serv:.ces are contributed, for example, by a
dentist who volunteers time for dental checkups or by an early childhood educa-
tor from a local vocational school who provides staff training assistance as
a part of his or her own job responsibilities. These are-the "in-kind" services
which should be recorded and their value estimated in the udget process.

Equipment. Equipment includes all of those .items purchased which are
not regularly used up or consumed. Equipment includes everything from office
typewriters to cribs for the infant room. ILarge play equipment, garbage cans,
books, vacuum clearners and tables all are considered-equipment.  You may find
it useful to subdivide this bidget category by program conponents, e.g., educa-
tional or curricular equipment, office equipment, -caretaking equipment, kitchen
equipment. Military child care centers have an advantage over many civilian
centers in their ability to purchase some of the necessary equipment through
General Services Administration Contractors and from the Ihstallation Exchange.




Supplies And Materials. The budget for supplies and materials
includes all those items. which are used up in the day-to-day operation of
the center. Such things as paste, paper, blankets, curtains, extra clothing
for children, and housekeeping supplies are included here. This budget cate-
gory also can be subdivided by program component, e.g., educational supplies,
housekeeping supplies, office supplies. Military child care centers again
have the advantage of being able to purchase supplies from the Installation
Exchange, the Conmissary, the Self Service Supply Center or Base Service
Store, and the Thrift Shop. In-kind donations frequently are made which
fall into this budget category.
" Travel. Transportation costs for a center can include transporta-
tion arrangements for children to and from the center, transportation for
children on field trips, and transportation and per diem for staff travel to
professional conferences. -

Food. The food budget includes the cost of all food used for meals
and snacks in the center. The installation Commissary allows a cost savings
to military centers in this budget category.

v

Space And Utilities. Many of the space and utilities costs which
are a large budget item in most civilian centers, are paid frcm the Appropri-
ated funds which support all facilities on a‘military installation.

Other Cr Miscellaneous Costs. .Each center probably will haveé some
expenses which do not fit easily into the above categories, e.g., maintenance,
repair costs. .

A more complete discussion of ways to manage costs efficiently is
included in the section of this mocule, Controlling Major Center Expenses.

Budgeting for the second year and beyond will be easier than pre-

parimj an original budget since you will have same budget history to work
from as you prepare for the caming year. :

DETERMINING PAST ENROLIMENT EXPERIENCE

In the budgeting process, you will need to understand the difference
between the maximun potential inoome - the income that would be received if
100 percent of the capacity of a child care center were used every day, and the
expected income which is an estimate based on the actual income received from
attendance or enrollment of children over scme "typical" period in current
center history. That is, the expected incame which you project in your budget
ig not simply the fee that will be charged for each child multiplied by the
maximum number of children and the number of days in operation. It would be
very unusual - if not impossible - for a program ever to have 100 percent
utilization. Even with a waiting list, there will be some delay between the
time when one child leaves and another enters. You often will be faced with
the child whose needs do not fit into the opening that you have.
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Therefore, the amount that you budget as expected incame or budgeted
incame should be based on your actual enrollment experience. Consider whether
you have any fee policies that might reduce income; for example, enrolled
children who do not have to pay when they are not in attendance due to ill-
ness. Pay attention to income lost through bad debts - uncollected parent
fees.

In order to determine your enrollment experiences and to project
future incame, you need to look at the percent of your capacity that has been
used in the past by each rate category and assess whether it is likely to
change in the period for which you are budgeting.

The simplest way is to campare your total income earned from fees
for the most recent past period to the maximum potential earnings for that
same period. For example,

Use Level For One Year - Income History Method
Center capacity - 40 children

Fee chafged - $125 per month on basis of enrollment (i.e., a
full fee is charged for holidays/illness and
vacations)

Annual earnings from center received for one year - $56,232
Maxirmum potential earnings -

$125/month/child
x. 12 months
$1500/year/child
x 40-children capacity
$60,000 maximum income possible

Use level for that year -~ $56,000 actual earnings, divided by
$60,000 maximum possible incame = 93.7 percent of maximum.

A more difficult but as accurate a way to determine utilization lev-
el is to compare your actual days of enrollment to the maximum possible days
of enrollment. If you have different rate scales for different children, i.2.,
family rates,.prepaid rates, you should weight the enrollment days accordingly. ]
Only if you charge one rate for all children will there be a direct relation-
ship between days enrolled and fees collected. If you £ill one space with a.
half time child for whom you charge a reduced fee, then the comparison of income
earned to potential income should be weighted. That is, a half time child |
would be counted as half a day's enrollment and charged only half the full fee. ‘
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An example of this method of calculating use level:
Use Level For One Year - Enrollment History Method
Maximum capacity - 40 children '
Fee charged - $125/child/month on the same basis as above
example
Actual days of enrollment from center records - 9,745

Maximm possible days of enrollment

5 days/week
X 52 weeks/year
260 days/year
x 40 children
10,400 days

Use level for that year - 9,745 days of actual enrollment
divided by 10,400 maximum days of enrollment - 93. 7 percent
maximm en:collrf‘ent.:L

When you have half day or before and after school children, who are
not in attendance during all hours of center operation, for example, you can
have all of your spaces filled and still not earn your maximem potential
incame. You can have no openings and still go broke unless you analyze the
effect of the various categorles of care, and accompanying rates, on your
income and enrollment. That is why, in our child care center which pro-
vides 70 percent: drop-in care, attendance, not enrollment, is analyzed on
an hourly, not a daily, basis.

To continue, let us suppose that your actual income is 93.7 percent
of the maximum potential income, or $56,232. In projecting your income for
the coming budget period, do you expect that the same experience will hold?
Are there things you plan to do to change the use level of one or another group
in the future? Are you going to add a new charge for meals or for transporta-
tion? Are you going to change your rate or fee policies structure? You should
check with installation staff to determine if any significant changes in the
population of dependents is expected, such as the assignment or transfer of a
mejor unit which would atfect the age camposition of the center population.

IThese methods and examples are taken fram Carl Staley. “Budgeting - when
fees control expenditures." Child Care Information Exchange 1, 1978, pp. 21-28.




REVIEWING PAST OPERATING EXPERIENCE
, Once you have made the best possible educated guess about how much
income will really came in, it is not very difficult to think of ways that
you want to spend it. You really have no choice about paying salaries and’

», mandatory fringe benefits. You have no choice about buying supplies, needed
equipment and food for meals and snacks. You do have to decide whether it
is important to provide paid release time for staff development or buy a big

new piece of playg}':oand equipment.

|
- When your center has operated for a year or more, the expense plan-
ning process begins with a review of previous years' operating experience or
expense records. This review should include comparisons of at least two years !
experience and two kinds of comparisons should be made, .
|
|

Each year a comparison should be made of the percentage of the cen-
ter's gross income which was consumed by each expense category in
the budget, e.g., did the amount spent on salaries comprise a larg-
er proportion of the total center ircome last year than it did the
year before?

and

year to the next in the amount spent for the same budget items,
e.g., how much have expenses for consumable supplies gone up from
one year to the next? B

The percentages needed to make these comparisons are simple to do
with an ordinary pocket calculator which can be bought in the Exchange.

Initially you will want to calculate the proportion or percent of
the center's total gross_income - income before expenses are subtracted - that

A comparison should be made of the percentage of change from one W
was spent on each category of operating expense for the past two or more years.

Figure 1 is an example of what this can look like.




) FIGURE 1
o Sources Of Inccme As A Proportion Of .
Total Gross Income _

1976 i 1977
_ Percent of Percent of
_ Anmount Gross Income Amount Gross Income
.@\ FEES ‘ .
: ‘\ Daily $82,669 75.5% $89,848 69.4%
., Prepaid 18,926 17.3 - 31,491 24.3
\ Membership Dues 2 062 1.9 2,200 -~ 1.7
Gross Income (fees) $1o3 657 94.7% . -'$123,539 95.4%
FOOD SALES .
Sales Revenue $12,245 11.2% ~ $15,285 *11.8%
Cost of Food - 6,399 5.8 - 9,314 7.2
Gross Income (food) § 5,846 5.4% $ 5,971 4.6%

TOTAL GROSS INCOME - $109,503 100% $129,510 100%

To find your gross anmual income, you add together all of the reve-
nue collected from parent fees for the year plus the revenue generated by
food sales - if you charge a fee for meals or snacks. From the food sales
revenue, you subtract the cost of the food which was sold. You then will
have two major categories of incame, income fram fees and incame from food
gales, which, when added together, will give you your TOTAL GROSS INCQME.

In Figure 1, as you can see, the sample center's total gross income was
$109,503 in 1976 and $129,510 in 1977.

For purposes of écplanat:.on, let's use the year 1976 as a sample for
calculating the percent of the gross moome which each source of incame con~-
tributes:

. $109,503 is 100 percent of the total gross income for 1976.

. "Daily" fees, in 1976, krought in $82,669. In order to find the
pmportlon or percentage of the total gross incame which was
received in "Daily" fees, you would divide the total income from
"daily" fees by the total gross income.

.755 or 75.5 percent of the total gross income

109,503782,569.000 . came from "daily" fees




. For each source of incame you would go through this same process
of dividing the income in each category by the total gross incoma
for that year.

i When you caléulate this same information for two prior years and
place it side by side, as in Figure 1, you can campare the percentage of the
center's gross incame which was contributed by each income source each year.
Increases in the proportion of income from one fee category, for example, may
mean that there has been an increase or a decrease in children who use the
center frequently. ‘

-

FIGURE 2
Types of Expenses As A Proportion Of
Total Gross Income

1976 1977
~ Percent of Percent of
JAwount  Gross Income Amount Gross Income
Total Gross Inccroe $109,503 100% $129,510 100%
Salaries 93,858 85.6 100,141 77.3
Frince Benefits 7,119 6.5 8,283 6.4
*personnel Office 3,784 3.5 3,528 2.7
Supplies and Equipment 3,450 3.1 3,127 2.4
Maintenance and Repair 185 .2 210 .2
Miscellaneous 245 .2 295 .2
Total Expense $108,641 99.1% $115,584 89.¢%
Net Income $862 9% $ 13,926 10.8%

*pro-rated share for cost of personnel transactions conducted by the Civilian
Personnel Office for the child care center.

A comparison of the percent of increase or decrease in the proportion
of income spent for each type of center expense can tell you a great deal about
what is changing in the opération of your center. Figure 2 shows such a cam-
parison for the sample center. These percentages are found by using the same
method as we used to find the proportion of income for each source, i.e.,

ivide the total spent on each budget category by the total gross income that

vear. A deviation or change of more than about one percent should be analyzed
very carefully to determine the cause and whether or not it can and should

-~

be changed. ‘ 7
. i/,




. As you begin to analyze your expenses and search for e:q:lanations
for changes in the proportlon of income spent for food, for example, you
will analyze changes in proportlon received from food sales at the same time.
A review of the two years' costs and revenue from food sales, in Figure 1,
reveals that the center's costs for food have made more than a one percent
increase from 1976 to 1977 - an increase of 1.4 percent from 5.8 percent of
the'cotalgrcssnnarem1976to72percentofthat1ncanem1977

When you carpare 1976 and 1977 revenue flgures fram food sales,
you can see that, although revemue from food sales in the center increased
by over $3,000 in 1977, the cost of food also increased by nearly the same

amount.

. The reasons for such a. cost increase may be -que to food price .
increases, or it may be due to waste, tkeft or the use of higher priced kinds
of food. One of two things can be done at this point - or a combination of the
two - the selling prlce of meals/snacks can be increased to provide the same
percentage of gross income; the cost of food sold can be reduced by more
efficient buying, prevention of spoilage and waste, or by using lower priced
1tems on the menu.

The same kind of analysis and search for explanations should be done
for each category of expendlture which is changing by more than one percent
from year to year.

’ Another example. taken frcm Figure 1: Looking at the changes in

the cateoories of INCOME fram 1976 to 1977, you can see that there has been

a significant increase in the prOportlon of "Pr%pald" fees to "Daily" fees
from 1976 to 1977. The increase in "Prepaid" income in this drop~in center
is an indication that more children are using the center on a regular basis,
and these children normally remain in the center more hours per day than

most "drop-ins." The "Prepaid" rateés. also are lower than the "Daily" rates.
Experience has shown that the more stable the population of children in the
center the more efficient is staffing, with a resultant expected decrease in
thé proportion of expenses going to salaries. This decrease in the proportion
of gross income spent for salaries can be seen in the "Salaries" category
in Figure 2. Although the total number of children and the resultant incame
increased, the percentage of this income used for salaries decreased from 85.6
percent in 1976 to 77.3 percent of the gross income in 1977. Our Ch.lld care
center's experience has been that when salaries and benefits do not exceed

85 percent of total inccme, the center operates in the "black." If thése
_expenditures can be kept at around 80 percent, the center will have "extra"
inoccme to put back into the center.

A second important benefit of having one or two year s budget his-
tory to work fraom is that you can canpare two prior years' experiences for
the same items and see how much, for example, the costs for supplies have
gone up from one year to the next. Also, you will want to understand the
increase and decrease in your sources of income to shed scme light on their
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relationship to expenses and, in some years, the percentage incréase in income
resulting from a fee change. Figure 3 shows this side-to-side comparison of
incoma: sources for the two years. These were calculated to find the percent
of increase in the amount of income from each source.

-

FIGURE 3
Percent of Change By Income Source

* Increase or Decrease

1976 1977 1977 over 1976
’ Amount Percent

FEES
Daily $82,669 - $89,848 $7,179 8.7%
Prepaid i 18,926 31,491 12,565 66.4%
Membership Dues 2,062 2,200 138 6.7%
Gross Incche (fees) $103,657- ~ $123,539 $19,882 T 19.2%
FOOD SALES
Sales Revenue $ 12,245 $15,285  $ 3,040 24.8%
Cost of Food - 6,399 -~ 9,314 - 2,915 45.6%

— o .
Gross Income (food) $ 5,846 $ 5,971 $ 25 ) 4%

TOTAL GROSS INCOME ~ $109,503 $129,510 $20,007 18.3%

-

In order to find the percentage increase or decrease in incame sources
or in expense categories, you can do the following, using Figure 3 as an exam-
ple for setting up the analysis:

. List the various amounts of incame from each source or expenditures

in each budget category for two years side by ‘side. For example,
in the "Daily" fees category $82,669.was collected in 1976 and
.$89,848 was collected in 1977. i ’

. Then, subtract the ‘smaller of the two numbers from the larger ny

ber to get the actual amount which the income or expense incredsed

or decreased from one year to the next. In our example, in
from "Prepaid" fees has gone up $12,565 from 1976 to 1977.,

In some cases income or expenses may go down from one year to the
next. When this occurs, indicate this by a minus sign (=) in front
of the "Amount" colum or by parentheses ().
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To find the percent of increase or decrease in income categories
or expense items you divide the difference of the two years
by the 'earlier of the two years that you are comparing.

In figure 3 the differeme in "Prepaid" fee incame is $12,565. You
will divide this d1fference by the income from "Prepaid" fees in the first

year, 1976. ,

.6639 or 66.4 percent increase in income

18,926) 12,565.3000 fram "Prepaid" fees
Your would. go through the same process %or each expense category.

FIGURE 4 :
Percent Of Change By Expense Category

A Increase or Decrease

1976 1977 . 1977 over 1976
s Amount Percent

Salaries . $93,858 $100,141 $6,283 6.7%
Fringe Benefits 7,119 8,283 1,164 16.4%
Personnel Office 3,784 3,528 - 256 -~ 6.8%
Supplies and Equipment 3,450 © 3,127 - 323 ~--9.4%
Maintenance and Repair © 185 210 25 13.5%
Miscellaneous 245 - 295 50 20.4%
Total Expenses - $108,641 $115,584 $6,943 6.4%
Total Gross Income $109,503 $129,510 $20,007

Expenses - 108,641 - 115,584 - 6,943

Net Inccme $862 $ 13,926 $13,064  1515.5%

Again, the reasons for any changes upward or downward must be deter-
mined and an estimate made of how these changes mght effect the coming year's
budget. It is posgsible to research anticipated increases in various expense
categories by seeking opinions .about J.nflatlon rates from financial advisory
personnel on the installation.

) Looking at Figure 4, how much have expenses for "Supplies" gone up
or down from 1976 to 19772 The chart reveals that.costs for supplies have
decreasea by 9.4 percent from 1976 to 1977. Smc;e we have seen that the




tion of children using the center has inereased in thesé two years,
we should explore the reasons for this decxrease in supplies costs. Were
there any supplies left over from the year before? Has the center changed
the types ur sources of supplies that-it is using? By answering these ques=
tions, it will be possible to make a better estimate of what to expect next

year.

Looking at Figure 4 again, you will notice that the major expense
item - salaries - only increased 6.7 percent from 1976 to 1977. This is
approximately the amount of the annual pay raise in response to inflation
in that year. This means that more efficient use was made of the staff, .i.e.,
since there were more children in attendance, each caregiver took care of
more children, but still stayed within the permitted ratios. Methods used to
accomplish this are included in the section on Controlling Major Expenses
in which work force structuring is discussed from a financial standpoint.
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PREPARING A BUDGET WORKSHEET

We are ready now to make some estimaéES“for the preparation of the
caming year's budget. A simple form such as Figure 5 can be used. To pre-
pare the budget you will want to look at expected changes both in income and
expenses. You have a good beginning if you have studied the comparisons of

the last two.or more years' operations.

FIGURE 5
Income Worksheet

Order
Prepared 1977
2LES —
9 Daily $89,848
10 Prepaid 31,491
11 Membership Dues 2,200
Gross Income .
(fees) $123,539
FOOD SALES
8 Sales Revenue $ 15,285
7, Cost of Fc - 9,314

. Gross Inaane\‘ .
(food) ' $ 5,971

TOTAL GROSS INCOME $129,510

-

Expense Worksheet

Salaries $100,141
Fringe Benefits 8,283
Perscnnel Office 3,528

Supplies & Equirment, 3,127
Maintenance & Repair 210
Miscellaneous - 295

Total Expense  $115,584

UL W N

NET INCOME S 13,926

Percent of Source
Expected of
Change Info
1978
no change $89,848
no change 31,491
no change _2,200
$123,539
canpated $ 16,338
7% camputed - 9,966
computed $ 6,372
$129,011
6.7% Figure 4 106,850
8.3% camputed 8,869
0.0% no change 3,528
0.0% no charge 3,127
13.5% Figure 4 238
20.4% Figure 4 355
$122,967

$ 6,944




-

If, in general, you assume that attendance will remain the same and
if the categories of expenses and income seem likely to remain relatively con-
stant, the percentage increase or decrease from 1976 to 1977, for example,
probably will be a close estimate of the percent to expect in the .coming year.
However, any major change whether in fee structure, the rate of inflation, or
the installation population whd use your center could cause the percentages
to change. .

In the Income Worksheet, you want to ask the following kinds of
questions as you prepare your projections:

Fees

Assuming the number of children attending does not change and rates
have not been raised, gross income from fees can be expected to remain the
same. However, you should consider,

i What are the growth predictions for the installation in the coming
year? .
Has the fee increase that you set up in July caused the attendance
to drop in the past three months? Will this drop continue? What
happened in the past after a fee increase? -

Food o

In our child care center the food program is set up as a self-supporting
cost center within the center's total budget - the only fees which support the
food operation are charges made to parents who wish their children to receive
center meals. In projecting gross income for food sales and assuming no change
in the number of meals served, we would multiply the cost of food last year by
the pfojected inflation rate for the coming year - which in 1978 was 7 percent =
then divide this new cost of food figure by the percent of the total food reve-
nue which food costs made up last year. In 1977, for example, food costs
absorbed 61 percent of the revenue taken in from sales. If we assume that this
proportion will remain the same, then we can project the food sales revenue

. which the center must take in during the coming year. In addition, this amount
divided by the number of meals to be served will indicate the fee which must
be charged for each meal if you are to take in that revernue. The remaining
gross income after food costs-are subtracted from food sales revenue is the
amount the center will have to cover the costs of the cook, as well as small
kitchen equipment used in the center. You should consider, also,

Can you cut food costs by using fewer prepared foods? Or, can you

use rmore prepared foods and decrease the hours of a high salaried cook?

Have you investicated the cost of having meals catered instead of pre-.,

paring them at the center? “

: The first expense item to be estimated on the Expense Worksheet is
the cost of salaries. . )
Y




Salaries

-

By looking at Figure 4, we can see that this expense category
increased last year by 6.7 percent. Increasing the "Salary" category by
this same percentage -~ which assumes that next year s pay raise will be the
same as last year and the number of children using the center will not .
increase significantly - provides an educated estimate for next year. How-
ever,

Do you expect to add additional staff? ‘
Replace any employees who resign or retire with lower salaried new
employees?

Decrease the size of your staff”

Add another cook?

Eliminate a management position?

Fringe Be;wfits ot

Most fringe benefits are based o(;m a percent of gross salary There-
fore, dividing last year's expense in this dategory by last year's salary
expense provides the percentage of 8.3. The estimate for 1978 salaries then
is multiplied by this percent to obtain‘the estimate of $8,869.

Pergonnel Offiece

In our preparation of the budget worksheet, the projected personnel
office expense for 1978 was léft at the same level as last year because this °
category had declined slightly fram the previous year. In addition, a tele~
phone call to that office revealed that there would be no substantial change
in their operation which indJ.cated to. us that our pro-rated share might remain
the same.

L4

Supp lies and Equipment

Again, if the number of children is not expected to increase or
decrease noteably, you-might assume that the amount of supplies needed will
' remain constant. Because this category also had declined sllghtly from 1976 ~
- t0 1977, we made no change -in the amount budgeted for 1978. You will, however,
neéed to look at the predlcted rate of inflation for paper products and other
., supplies to see if it is mrkedly different from the percent of increase or

. decrease which your past years' canparlsons reveal. However, you should con- .
: sider,\ c o

<

+

- Can you cut costs by purchasing in larger cuantities?

" Have you compared the variation in cost and quality from different
manufacturers or- suppliers?
DS you need to replace austmg ~ or plrchase additional - major
pieces of equipment? .




Miscellaneous

#what has been the history of repairs in your center?

If equipment is getting older and, you cannot afford to replace it,
have you increased the amount budgeted for repaitrs? '

Can yqu afford to consider paying for any travel in the coming year?

Are there any national or local conferences which should be attended?

How many staff members will attend, and how much will it cost?

EY

BALANCING THE BUDGET

‘ In conclusion, when you have finished each projection for both
iricome and expense categories, and your projected Net incame (after subtract-
ing expenses) is greater than or equal to'zero, you can use the projected
budget without planning a fee increase. If the net incame was a minus number,
you would first look at possible ways to reduce expenses before deciding to
increase fees. A point to remember is that when fees are increased, you will
usually lose some customers, at least temporarily. Therefore, you must have
a great deal of current, valid information. This is discussed more throughly
in the section of this module on Monitoring The Center'’s Financial Health.

For example, if the level of attendance is just enough to require you to bring
in another staff member to keep your ratio below the maximum, a slight fee
increase could reduce the number .of customers just enough to give you more

efficierit staff ratios and thereby improve profits if the child/caregiver ratio

is kept close to the, maximum. ,

As a final word about budgets, they have two purposes: They force
you to consider what you expect to happen in the next period, and they give
you a benchmark against which to measure your expectations.with the actual
events. Our budget is prepared on an annual jbasis, which is composed of four
quarterly budgets. Monthly fihancial statements are campared with the )
quarterly budget as a "yardstick" of actual performance versus planned. By

_keeping track of your center operations, you.can catch any possible problems
early. .

A
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- MAXTMTZING CENTER INOOME

Unless a child care center is subsidized by some outside
agency for its regular operating costs, its continued operation
is totally dependent upon income from parent fees. The central
problem in operating an unsubsidized child care center is.assuring
that income from parent fees is not less than the center's expenses
involved in providing care and services.

'I‘He expected income of a child care center is dependent .
on several factors, including: . \ &

. the center's enrollment or attendance experience

. fee policies that might reduce earnings )

. the center's experience with bad debts
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DEVELOPING FEE POLICIES

A number of factors will have a bearing on the fee policies that you
adopt for your particular facility. Major factors are the size and composi-
tion of the installation population. An understanding of who needs child
care and the kinds of care needed is critical both in designing a program
and designing a fee structure which will provide ehough money to support
the program. For example, if the installation is a senior headquarters
or some type of support activity, the majority of children probably will
_"be-older. - This will mean-that fewer children-will-be-using.the. center
during the school year, except on a before and after school basis but
thatthecostperchildforpmvidingcarewillbelmrbecauseofthe
higher staff/child ratio permitted for older children. On the other hand,
if the installation is a tactical unit with a lot of youngex families and
ifywarelocatednearanareamerejébscanbeobtaimdbyyummthers,
youmyhavealargermnberofchildrminfamilieqwhowﬂlbetakmg )
advantage of any discount rates offered. ' '

The process of devel&pmg and testing fee policies is very
individualized and must, -of neceseity, involve scme trial and error. That
is, each center director must consider the following kinds of things in
making fee-setting decisions: ‘

The number of children of various ages that usually attend the

' center and the related costs of providing care for each age.

The types of care that the center provides, e.g. full-day only,
part day, before and after school, evening care, drop-in care,
infant care and the proportion of the total center business
that is made up of each type of care offered. Also, the impact
of the vartous types of care on the potential for using the
center to capacity during the most hou.r;s possible.

The ability of parents to pay for the care.
The going rates for child care in the local geographtic area.

The special services that the center may of fer which involve
extraq costs, e.g. meals, escort service, diapers.

~ Remember, the test of a fee structure is whether it produces the
revenue required while still keeping costs to individual families reason-
able.

‘Typical Fee Categories

hourly - A flat hourly rate, usually charged for children
who attend a center for less than a full day. Drop-in care or evening
care, for example, usually is charged at an hourly rate.

part-day - A set rate for children in care for four hours
or less. This fee category frequently is used by programs offering
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morning-only or afternoon-only programs, or for child care pro\}ided for a
-"half day after kindergarten.

' . full-day - A set rate for full day care. Full-day care usu-
ally is defined as care provided for more than four hours a day. The same
rate would- apply to a child in care for six hours or for ten hours depending,
for example, on a parent's work schedule.

family rates - Centers frequently offer a discount on the
second, third, and fourth child in the same family who are receiving care,
as a cost relief to parents with more than one child requiring care.

sliding fee scale based on military rank or ability to pay -
Same centers, particularly those serving socio-econcmically diverse neighbor-
hoods or centers encouraging this kind of diversity, adopt a 'sliding-fee
scale' which takes into consideration a family's income and regular expenses
in setting a fee. In unsubsidized centers, it is necessary that there be
enough children paying the full rate to-balance the income loss from those on
- - a lower payment schedule.

special function rate - Organizations sometimes request the
center be open during unusual hours, such as weekends or late nights. In
such cases, the organization requesting the service must guarantee to cover
operating costs during this period.

overtime rate - Most centers develop relatively high fees,
usually for small portions of an hour, which are charged to parents who do
not pick up their children on time. These fees are primarily to discourage
or prevent abuse of tlie service. - ’ . _

before and after schodl rates ~ Same centers charge a set rate
for before and after school care which, in scme cases, includes breakfast,
a snack and transportation to and from school. Others handle this with an
hourly rate, since some children do not need both before and after school
care.

infant care rate - Providing care for infants is the most
costly kind of care to provide because infant care requires a very low staff
to child ratio. For this reason, centers offering such care, which’ cannot
cover the extra costs in other ways, charge a higher rate for caring for
infants. :

-

weekly.or monthly rates - Weekly or monthly rates often are
offered by centers with children enrolled full time. Usually such rates act
as a pre-payment incentive and include a discount over the regularly daily
rate. : ) ‘ '

Some Other Fees

. extra charge for meals and snacks - Many centers include the
cost of meals and snacks in their regular rates. Some.centers do not, and
have an extra charge for meals. In these cases, children not wishing to pur-
chase a meal bring their own focd.




discounts for pre-payment of fees — Whether by weekly or
monthly rates or some other system, centers often encourage pre-payment of
fees by offering a discount to customers who do so.

extra charge for transportation or escort service to and
from center - Transportation is expensive and few centers provide it. Those
who do or which provide an escort for children usually have to add an extra

charge.

registration fee or membership fee - Some centers, particular-
ly private centers in the civilian community, help to ensure that those par-
ents who enroll children for the fall, for example, follow through with -
their plans by charging an initial enrollment fee. :

diaper and training pants fees - Fees charged for providing
emergency diapers. or clothing for children when the parents have not provided
these items. :

late feeding fee ~ Most centers do not find it desirable or
cost-effective to feed children (exgept infants) at all times of the day.
This fee is a preventive type fee used to encourage parents to plan ahead for
the feeding of their children. N

igolation fee - Also a preventive type fee which is charge&
when a child becames ill and the parents cannot be contacted.

Fee Policies That Can Reduce Earnings

. Unfortunately, for parents and for concerned child care administra-
tors, there are some very desirable fee policies which can have the effect
of reducing maximum income potential of the center. For example, some prog-
grams do not charge fees or charge a reduced fee for days when a child is out
sick. They adopt this policy based on the fact that the parent has to stay
hame from work or has to pay someone else to care for the child. The same
is true for policies that provide no charge or a reduced fee while the family
goes on vacation or to stay with grandmother. State agency assistance pay-
ments also are made only for days that a child attends the center.

- There are two drawbacks, from the center income point of view, to
these fee policies - they inwolve a loss of income and, even if the center
is operating fairly solvently, they reduce the center's. ability to predict
income for any given period. In a center with a large proportion of drop-in
care, of course, predicting income that specifically is not possible. In
a small center which depends on a certain number of full-time fees to support
staff costs, this could be a critical loss. . . .

Wwith the adoption of policies which involve payment for attendance
only, it is particularly important for the center director to recognize the
difference between her/his enrollment and attendance when budgeting expected
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Some Methods For Developing Child Care Rates. There are four basic
steps in developing a rate structure that will provide adequate income to
support your expenses ard which will meet the community needs as closely as
possible: : . .

The first step in designing fee policies and specific rates
i8 to determine what types of rates would best meet the needs
of -center users. Our needs have been met with bourly, daily,

% and weekly rates; prepaid discount rates; family rates; special
function rates; and overtime rates. .

The second step is to determine the number of child care hours
that have been provided by the center in each category of care
for which you are considering developing a fee category.
Reviewing a month's attendance usually is adequate; however,
allowance must be made for time of year. For example,.when
school is in session, & greater portion of the children will

) be younger, requiring a lower staff/child ratio and the care

- is, therefore, more expensive., ) .

The third step is to estimate the amount of revenue required
® to meet the costs of operation for the same period (on the
g basis of experience or budgeted expenditures).

The fourth step i8 to try out some possible fees, to see
whether they would produce enough income to support the cen-
ter during a period such as the one that you have identified
above. . o

Let's try an example. Suppose your center already has hourly rates,
daily rates, and a discount pre-payment rate. You may be considering imple-
men , in addition, a family rate which will provide price hreaks to fami-
lies 80 that the second and third children will be charged lower rates in
each of the already existing- fee categories, i.e., reduced daily rate for the
second and third child in a family, etc. How could you find out whether this
would still provide the center with enough income to survive in the "black?"

Following the steps outlined above, you must determine the
expected number of child care hours in each rate category that you want to
set up. This can best be done by analyzing your actual experience taken fram
center records. The information can be set up on a table such as the one on
the -following page: Cos '




“

Actual Hours
Fee Category Provided By Rate Revenue /
Center \ =
A ¥ ‘B X C = b

Drop-in (lpurly)

v

1st child 14,739 Yew rates Income produced
2nd child 4,834 ' not yet by new Pates not
3rd child 473 developed yet knowm
Daily Rate
1st child 4 + 341 New rates Income produced
2nd child . 1,419 not yet by new rateg not
3rd child 178 developed © yet knoum
Prepaid Rate
1st child ) 3,457 New rates Income produced
2nd child 802 not yet by new rates not
3rd child 17 developed yet known
TOTAL 30,260 . ¢ (Goal = $15,800) -

Colum A lists the Fee categories that could be created if you
chose to inplement a family rate. Colum B is the expected number of
child-hours which would fall under each new category, based on the analysis
of the center's actual attendance by children in those categuries during
some "typical" month. Colum C is the rate colum - it is the colum

4in which you will be "trying out" various possible rates to see what their
effect would be on the center's income during this "typical® period.
Colum D will show the revenue which would:be produced from each rate
cateqory if X number of children were charged Y rate (your "try out" rate)
for care.. Colum D is the result of multiplying Colum B by Colum C. - -

Before you "try out" some rates.in Colum C, you will need o
determine the amount of revenue that will be required during that period.
Assume that an amount of $15,800 is expected to be required for an average
month, based on historical data about operating expenses. That total
should be equal to or amaller thad the total arrived at by adding up’ all of
the income produced by your "try out" rates - the total of Colum D. That
is, whatever the rztes chosen, they must produce enough income to cover
$15,800 in expenses. - ’
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Now, let's try plugging in some possible rates. The trial-and-error
method can be time consuming, but it will do the job. A more efficient method,
if you remember a little bit of high school algebra, is to set up the problem
in the form of a simple equation. Just let X be the highest amount you would
charge - probably the hourly rate for the first child - and "make up" scme
discounts that seem adequate, e.g., 15¢ an hour less for a second child, etc.

Let X minus .15
Let X minus .30
Let X minus .15
Let X minus .25
Let X minus .35

Drop~in rate for second child
Drop~in rate for third child
Daily rate for first chiid
Daily rate for second child
Daily rate for third child
Let x minus .05 = Prepaid rate for first child
Let X minus .20 = Prepaid rate for second child
Let X minus .35 = Prepaid rate for third.child

]

i

]

The equation can then be set up as follows:

14,739x + 4,834 (x - .I5) + 473(x - .30) + 4341(x - .15) +
1419(x - .25) + 178(x - .35) + 3457(x - .05) + 802(x - .20) +
17(x - .35) = $15,800 )

This multiplies the number of actual child care hours provided by
the center in each new fee category by the algehra term for each new rate.

Simplifying the gbove equation and ocollecting terms provides the
following: : -

30,260x - 2 274.40 = $15, 800
. x = $.60

After the value of x has been determined, the remaining rates can be
determined easily. If you find that the rate determined by the equation is
too high for your particular situation, then you may have to go back to the
equation and reduce some of the discounts and solve the equation again for
a new X base rate. Again, trial and error comes into play.




To camplete our example, when the equation was worked for the
family rate situation, the rates required to.produce the $15,800
are shown below. That is, the rates selected in Colum C would provide

a total revenue of $15,880, or $80 more than the expected requirement.

%

Actual Hours

) Provided By .
Fee Category . Center Rate Revenue
A B c D

Drop-in (hourly) ‘

ist child 14,739 .60 $8,843

2nd child . 4,834 .45 2,175

3rd child 473 .30 142
Daily Rate ' :

1st child 4,341 .45 1,953

2nd child © 1,419 .35 497

3rd child 178 .25 44
Prepaid Rate

1st child 3,457 .55. 1,901

2nd child 802 .40 321

3rd child 17 .25 ~ 4

TOTAL 30,260 ~ '$15,880

. This family rate scale is, in fact, a sliding fee scale based on
the number of children in a family who use the center. Recently in military
child care centers, there has been interest expressed in creating sliding
fee systems based on military rank or on ability to pay for child care.

The process for developing gs‘\.\xch rates is roughly parallel to the process
described above, but more camplex in a muber of ways. The following pros
and cons should be reviewed by centers considering sliding fee scales based
on rank or on ability to pay: ‘

. Any sliding scale based on servicemembers' rank alone will ke
inequitable in its effect since same servicemembers' total house-
hold income may-include the income of a working spouse, for
instance, while-other servicemembers may draw upon only one
income and be supporting several dependents.
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. An obstacle to a rate structure based on rank in a military cen-
ter is di’fficulty in determining the rank. In many instances,
mothers - wives of servicemembers - bring children to the cen-
ter and pick them up, but spouses' ID cards (DD Form 1173 - Uni-
formed Service Identificatior and Privilege Card) are. issued only
oncemsevenyears. During that seven years, the member of
the Armed Forces could have been promoted Several times, but
the I.D. card of the spouse would not indicate the new rank.

. As is the case in the family rate system, a sIiding fee scale
based on rank, or, even, on household incame requires that
sexvicemembers with fewer children, higher rank or higher- house-
hold income subsidize - through higher fées ~ the child care
of larger families, lower ranking. servicemembers or lower inccme
households. Unless the difference in the fees paid to the cen-
is covered fram outside funds, i.e., the center is subsidized

7in same manner, those at the top of the fee scale must pay- enough
to cover the.fees lost.from those paying reduced rates.

. Amoreequltahle fee scale ~ and one which has been used in some
civilian subsidized centers - is one in which the scale is based
on a household's income after expenses and some other relevant
factors. - The system adopted in one lower-middle incame neigh-
borhood child care center involved a fee scale based on the
following six factors: a) total household income, b) major
unavoidable_ and unsual ekpenses, c) total number of individuals
in the household, d) total number of children attending the
-center from the household, e) hours of center use, £) minimm
operating costs for the center.

. Adopt:hig any system which is more equitable than a system based
on rank alone, involves the collection, validation, asse t~
and periodic review of a lot of information from each user O
a child care center. The amount of center staff time required
for this administrative work could be more expensive than the
‘center could bear. In a drop-in center with a healthy volume
of business, it might be impractical to implement such a system.

. If a fee scale is developed which is more reasonablée for those
of lower rank or lower income, a center can anticipate more users
in these categories. If a larger number of the users receive
lower rates, the center's inocome can drop dramatically and dis-
astrously, unless some source of subsidy can be fourd to cover
the costs of center operation. ,

e
:

. As can be seen, major consn.de.ratlons in the development of any
sliding fee scale are, :

Will it be eqiitable and fair to all who use it?

b‘ ~ : 39
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Will the rates bring in enough money to assure that center
operating costs are covered?

Will the papermrk involved create excessive expénses or reduce
the center's efficiency?

Is there some possibility that cash lost from reduced rates can
be regained through scme outside subsidy?




A SAMPLE CENTER'S /
FEE POLICIES

The descnptlon which follows is precisely how our rates for child
care were established. Several years ago, the fees were forty cents an hour
per child (no discounts were offered based on family size, rank, etc.). There
was also a weekly rate system which was poorly controlled - parents paid the
fee on Monday and a record of it was written in a loose-leaf notebook, which
was not secure and sometimes misplaced - but no receipt was giwen to the
parents,

.Prior to this, a "block card" system had existed, but had not been
“controlled or managed properly, resulting in a huge loss of incame. This
system had to be discontinued. Because controls and pollcy enforcement were
lacking, parents potentially could purchase a block-hour card in one year,
move to another installation for a year, and return to the installation two
years from the date of purchase ‘and the card would be honored.

A few years ago - Januaxy 1275 - it was determined that a rate
increase was necessary because the center, which was supposed to be o
self-supporting, was operating at a loss. At the same time, many center
parents were requesting a rate structure based on family size. As the center
director, I had mixed feelings about basing a rate structure on number of
children in the family, although I'm aware ‘that many centers - both civilian
and military -~ operate this way.” My mixed feelings stemmed fram the fact
that only child care cénters - which notoriously operate at a loss.- are
"expected" to operate in this manner, The Gammissaries don't give reductions
in the price of milk because there are three children in the family; the
Exchange doesn't reduce the price of training pants because there are two
children in the fami nor does the hospltal reduce the price of having
a third or fourth Chlrd.

But, fram a humane position and from the position of one inter-
ested in the well-being and growth of children, I felt that if by designing
a family rate structure we would prevent one potential neglect situation -
in which a family might leave two or three young children unattended in
their home because the child care center was too costly - it was worth
implementing. In addition, it was the one feature that many parents requested.
When a center is operating within a community, it is important to consider
meeting the needs and, desires of that community whenever possible.

There are many "trade-offs" made in the total operation and manage-
ment of a center. This was one of the trade-offs we made - a trade-off
between scme mixed personal feelings and the requests of parents: a family
rate structure was -designed. -
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A trial-and-error method was used to determine the rates which would
produce the income necessary to operate. BEducated guesswork and past records
helped. At that time, records revealed the following distribution of hourly
usage in the center by families on the installation: .

1 child 81 percent
2 children 18 percent '
3 children 1 percent .
4 children .11 percent ]
- 5 children .01 percent . \ e

t

Based on these Eigures and the revenue that was needed for the
yéar ~ which was computed to be 54 cents per hour per child - the following
-hourly/daily rates for family care were established:

4

Children. per family Hourly rate Daily rate

" 1child $ .60 $ 4.50 .
2 children , _.90 6.50 |
3 children ' i.10 ©8.00
4 children or more 1.30 " 9.50

To reduce the impact of the rate increase, a prepaid child care
card system was instituted at the same time. These cards, which are sold
in advance of center use, provide a specified number of hours, days, or weeks
of child care at a reduced price. The cards offer converience - fhey elimi~-
nate the search for cash or a check to pay for child care each time the cen-
ter is used; parents on limited budgets can buy the cards on payday and Know
that they have guaranteed child care until the following payday. They also
are a "money-savetr" for parents who use the center frequently. The.cards
also can be beneficial to the center by enabling the administration to plan
ahead ~ to a degree - for weekly or, monthly income, and to avoid bad debts

through prepayment. ) .
The following prepaid child care cards were designed and sold:
1. 20 hoirs of child care for the first child in a family - cost
$11.00. !
2. 20 hours of child care for the second child in a family (valid
only in conjunction with:the first child .in the family) - cost
$5.50. ‘

3. 20 hours of child care for the third child in a family (valid
only in conjunction with the first two children in the family) =
cost $3.50.

LY
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"4.. 10 days of child care for the first Chlld in a famlly for up to .
10 hours per day - cost $45.00.,

5. 10 days of child care for the seoond child in a family for up
to 10 hours per day (valid only in conjunction with the first
child in a fam:.ly) - cost $20.00. )

Unfortunately, in December of that same year, the center again was
operating at a deficit. What went wrong? Although a substantial wage increase
was directed by the DOD, NAF Salary and Wage Fixing Authority in the Autumm of
1975, the income from the rate projections was expected to cover this wage’
_increase. It did not.,
/
So, once again, back to the drawing boards and the trial-and-error
method, but we were better prepared this time because we had kept more accurate
» records and had nore experlence, in the process.-

. It was discovered that, as a result of the discounts offered ﬂ*xrough
the family rate structure, a basic change in population had occurred at the
center. There had been a shift in families with more than one child receiving
. care, from 18 percent to 23 percent. It was this increase of two or more
children in a family receiving care that had caused the revenue to be 5 per-
centr below expenses. Therefore, it was necessary to decrease the,discount to
those families with more than one child.

4

In December, 1975, the child care rates were d@nged to:

Children Hourly Daily

Per Family Rate Rate
1 , $ .60 ° .$ 4.75
2 1.05 $8.25
3 ' 1.35 $10.50
4 1.55 $12.05

The prepaid card rates were changed to:

1. 20 hours of child care for the f:Lrst chJ.ld in a family - cost
$11.00.

2. 20 hours of child care for the second child in a farm.ly (valid
only mt\conjunctlon with the first child in the family) - cost
$8.50. .

3. . 20 hours of. child care for the third child in a family (valid
only in conjunction with the first two children in the family) -
cost $5.50. \ .

- 4. 10 days of child care for the first child in a family for up to
10 hours per day - cost $47.50.

5. 10 days of child care for the second child in a family for up to
10 hours per day (valid only in conjunction with the first child
in a family) - cost $35.900. 43
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At this same time, weekly cards alsc were designed to satisfy the
needs parents had voiced. The weekly rate is the lowest rate in the child
‘ care center because it is narrow in scope - must be used five days of a
one-week operating period - and pemuts max.lmal planning in staffing the
center.

o
'I‘hetendaysontheda:.lycard,ontheotherhand,mybeusedon
any ten days in a three-month period - permitting no advance staffing plan
becauseltlsmtlunmonwhlchofthetendaysmthethreemnthsthe
center will be used. The daily card is ideal for the parent who works or
goes to school only two or three days per week or who may use the center

for one full day each week to do errands and shopping. -

Four weekly cards are sold:

1. 'S day: of child care for the fJ_rst child in a family - cost

r $20.00.

2. S days of child care for the second child in a family (valid
only in conjunction with the first child in the family) - cost

$15.¢C0.

-

3. 5 days of child care for the third child J.n a family (valld
only in conjunction with the first two cHildren in the family) -

cost $10.00,-

4. 5 days of. Ch.lld care for four or more.children in a family
(valid only in conjunction with the first three children in

the family) - cost $5.00.

A more concise illustration of the child care ra+ress o families

usmg the prepaid cards is:

Chlldren . 20~hour
Per Family Cards
: 1 $11.00
2 $19.50
3 $25.00
4 or more

)

Since that time, it has not been necessary to further increase the
rates at the center. However, a constant evaluation and analysis of records .
does occur to make certain that we always have a firm understanding of the
financial shape of the center. Sametimes it is a day-to-day amalysis, at
other times it is a monthly analysis; but it does and must occur reqularly
and frequently. We have learned through using the forms and techniques in
this guidebook how to operate in the "black," and we want to remain there.

10-day
Cards

$47.50
$82.50

H
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One-Weck

Cards .
$20.00
$35.00
$45.00
$50.00 °




General Policies Regarding Prepaid Cards. In order for a prepaid 1
system to work for and not against a ceniter's operation, policies must be
established and enforced. Otherwise, control of the system is lost and it , ‘
becomes unmanageable. ‘ ‘ ‘ |
\

-—

The following policies regarding the purchase and use of
prepaid cards were established and are enforced: -

Hourly Cards ~ entitle the parent to 20 hours of child
care and are valid only during the calendar month in which purchased.
Following the last day of the month, ‘they will, under no circunstances,
be honored. No refunds are given for unused cards or portions of cards.
The cards are transferable - a parent may sell or lend it to a friend
or neighbor. .

Daily Cards - entitle the parent to a maximum of ten. hours
of child care per day for any ten days during a financial quarter of the
fiscal year. No refunds are given for unused cards or portions of cards,
but these cards also are transferable - a garent may sell or lenid it to
someone. ’

Weekly Cards - are valid for a maximum of ten hours of child
care per day for any five days during a one-week operating period: No
refunds are given for unused days, and the cards are not transferable - may
be used only within one family. ; : .

Customers purchase the cards at the reception desk, and the cards
are presented - in lieu of cash - when picking up children. When parents
purchase a card, it is their responpsibility to safeguard it. No credit is .
given for lost, stolen or misplaced cards. It is recommended that parents
safequird dards as they would their money. There are no refunds on any
cards, and all carés have expiration dates written on them when they are
purchased. The card for the second child in the family is valid only in
conjunction with the “first ¢hild in the family; and, the card for the third
child in the family is valid¥enly in conjunction with the first two children
in the family, etc. For accounting purposes, the center considers the first
child in the family to be the child who remains in the center for the longest
period of time. Parents may mix cards or use a cambination of cards and
cash if necessary. For example, parents may use a daily card for one child
who remains in the center for ten hours and a second child's hourly card
for the school-age sibling who only is in the center before and after school.

Internal Control of the Card System. For internal control,
the cards are sequentially numbered. For ease in identification of the
type of card being used or sold, the cards are different colors. When any
prepaid card is sold, an entry of that sale is made in a Prepaid Card Ledger
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which is prepared in duplicate. The original of the Ledger is forwarded to
the Central Acoounting Office daily and the duplicate remains in the child
care center records. o

Date of Sale
Prepaid Card Ledger

Card Name of Tvpe of | Expiration | Fee
A Card | Date Paid

-

Special Function Rates. " Another type of child care rate which is
sometimes provided is a special fuhction rate. This would be a rate for
some recognized organization on the installation provided on a one-time
basis and typically might be high enough only to cover your costs. Costs can
be kept to a minimum because the children are accepted only on-a reservation
basis so you can determine your staffing requirements and costs in advance.

A special rate also might be applied when a unit desires to have .
_the center remain open past normal operating hours. In this case, the parents
are charged the normal hourly rate and the unit guarantees at least enough
children to cover your costs. '

Overtime Fees. An overtime charge is a preventive fee charged
. for children who are not picked up by center clesing time. This fee at
our center is one dollar per family for the first 15 minutes beyond closing
« time - a "grace" period in the event wrist watches and clocks are not
synchronized. Thereafter, the fee is one dollar per child in a family per
five minutes. This fee was established not only to cover the cost involved
in caring for "late" children, but also to serve as a deterrent to those
parents who might be tempted to stay an extra half hour at a fabulous party.
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In the event of a bona-fide emergency, other arrangements can be .
nadeifﬂmeparmtscanthecmtervmenﬂaeyaretﬁabletopick@children :
by closing time. Although the overtime fee charged in case of a bona-fide
emergency, e.g., auto accident, may be reduced by the director, the fee
nevertheless must cover the cost involved in caring for the "late" child.
involved would be the hourly wages plus benefits of the staff who

The ) ‘
nust remain in the center until the parents arrive. If the late pickup
results in the staff being paid costly overtime wages, that, too, must be
charged to the parent.

Fees for Meals and Snacks. Nutritious meals and snacks are
served at our child care center. Parents may choose whether to purchase
the meals or not. If the parent elects not to purchase the center meal, a
*gack" meal including beverage may be brought from home, or the center will
provide milk to the child with "sack" meal for a fee. Every child in the
center - except infants who are fed according to individual schedules and
needs - is fed a snack at snack times, mid-morning, and mid-afternoon and
evening, and the parents are charged for it. The rates for food service
in the center are: -

Meals: Breakfast 35 cents each ’
Lunch 45 cents each
Dinner’ 45 cents each
Milk 10 cents each
Snacks: Morning free of charge
Afternoon 15 cents each
Evening 15 cents each
Late Fees: )

A. charged when a parent brings a child just after 1/2 hour
prior to mealtime, but expects a meal; : .

B. charged when a parent says that the child is not to be
fed but arrives to pick the child up more than an hour
after the lunch or dinner hour. The center does feed
the child and charges the parent for the meal and a
late fee; or

C. charged when a parent brings a child with a "sack" lunch
after the center has completed its mealtime and a -care-
giver must sit with the child because no child is left
unattended in the center. .

. We do give parents the option of purchasing the center meals. This
is another "trade-off." We know the center meals which are planned by a dieti-
tian are wholesome, and not all sack meals.are nutritionally balanced, but we
also are aware that the price of the meals might be prohibitive to same parents
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" giver who must prepare, serve and sit with ch:.ldren who are not being fed

~ time - from both the child's and a managerial point of view.

-~

using the center. If ﬂ:ey were forced to purchase meals, in addition to pay-
ing for.child care, theynu.qhtmtbeabletoaffordtohrmgthelrchlldrm
to the center.

As a result of giving parents the option of purchasing center
meals, we believe that the food services offered by the: center mist be a
self-supporting entity within the center operation - a separate cost. center.
In other woxds, motl'nzrfeescollectedmthecemterw:.ll subsidize the food
service operation. Thus, parents, who choose to purchase only child care to
maintain a family budoet, do not subsidize those families who elected to pur-
chase meals. This means that the fees collected for meals and snacks rust
cover the cost of the food and supplies purchased, small pieces of kitchen
equipment, minor repaus, and the wages of the cocks. Major equipment pur-
chases or major repaus are not covered by the income received fram food
sales

Although parents are given a choice of buying center meals, there
is no option given on the purchase of snacks. Another "trade-off." The
option was not given for two reasons: .

Many parents send "junk" feods - anpty-caloned foods - as snacks
rather than wholesame foods : .

It could be urmanageable in "a brief snack time to distribute many
different snacks to many children. To ease the burden of purchasing
snacks, the morming snack jis provided-free of charge to all chil-
dren. Therefore, if parents are oconcerned about the cost of food,
their children could be in the\center from the early morning hour
until mid~-afternoon.and incur no food fees, if they have sent sack
lunches with beverages for the children.

In order for the cooks to have an estimate of the total number of
meals to prepare in this drop~in center, children eating center meals must
be in the center one-half hour kefore mealtime. The word estimate is stressed
because in a drop-in center the total number of meals served is not known
until after the meals.have been eaten. Additional charges - late fees - as
described above are charged when this lead time has not been given. Hungry.
children who inadvertently are hrought to the center after, the cutoff time
for meals, are fed, but an additional 25 cent charge is necessary. These
late charges are necessary to help defray the wages of the cook and the care-

atthesmetmeasotherch:.ldren

Late charges can be avdided by parents. Wedoreoctmend that -par-
ents request that their children be fed 1ftheya.reuncerta1nwhen they will
return. If they return béfore mealtime, they are not ctharged for the meal.
It has been found that an additional charge or penalty fee for allcwing
parents this freedom is not necessary because there always seem to be other
children arriving wo need to be fed and at present, it is not costing the
center anything. And, it is preferable to have children eat at the same

49

33




Meal/Snack Cards - prepaid cards for food service also are sold by
the center. They are offered strictly as a convenience for parents - espe-
cially those using prepaid child care cards - who choose to pay in advance,
rather than paying daily. No reduction in food rates is offered. One card
entitles the parents to ten meals - lunch or dinner - and ten snacks for any
or all children in a family; the other card entitles parents to ten hreak-
fasts, The cards are valid for a financial quarter of the fiscal year, ard
no refunds or credits are given once cards have been purchased. The cards
are transferable and may be s0ld or given to a friend or neighbor.

BREAKFAST - : . NO. 624
TEN PREPAID BREAKFASTS
PRICE: $3.50

‘35¢ l - “0‘00000 p ‘3s¢
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Membership Fee. A n‘ezbe_rshlp card must be purchased by users of
our child care center. The cost of the card is $3.00 a year or 50 cents a
month per family and rust be purchased the first time the center is used.
The membership card |_j& shown to the receptionist each time the child is

. signed into the center. The fees collected from the sale of membership cards

dre used to cover the cost of mnlmantmg and processing the Health Infor-
mation and Permission Card System.

HILD CARE CENTER
MZMBERSHIP CARD

RO Expirate I_)u. T X LR E XX T PR PR

o b M0 ZZEY HRL Form 789. 9 Jun 72

I ‘The membership card is issued ‘to the family only after receipt of
payment. The cards, are numbered seouentially for control and accountability.
The §ale of the card is recorded in: dupllcate in a embershir Card Sales

" Record! The "or.«.gmal" of the Sales Record is forwarded to the Central

Accounting Office daily, and the duplicate remains in the child care cen-

_ ter for reference. The Sales Record has colums £-; “me number of member-

sl?lp cards sold, the first and last name of the parent (military sponsor),

the exp:.ratlon date, and the fee paid.

. Membership Card Sales Record - Date

Card Number Name of - Expiration’ Mt
Purchaser Date Paid

13

Escort-fee. As a service to parents who are unable to take ard/or
pic up their preschooler or school-age children to or from local schools,
a careqaver from the child care center escorts and supervises children
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petween the centar and the schools. This service is provided to paxents on
a daily basis - for children of working parents - Or on an occasional or
drop-in basis, as needed by parents. During the time the children are in
school, parents do not pay child care ratés. A fee of 25 cents per trip to
and/or from the schools is charged for providing this service.

This fee also was ccomputed on a "break-even" basis. The school
escart service is self-supporting. The fee collected will pay the hourly
.wages of the caregiver who escorts the children. To illustrate: One care-
giver, whose hourly wage is $3.00 including benefits,, escorts 12 elementary
school children. The fee is obtained by dividing $3.00 by 12, or 25 cents.
It may or may not take the caregiver a full hour for the escorting process -
depending on messages to be relayed to school teachers, helping children with
coats, lost lunchboxes, etc. But over a period of time, this fee results
in a -cost-effective operation.

This fee schedule originally was designed for a walking escort -
walking with the children between the center and the schools. However, we
recently obtained a goverrnment vehicle to transport these children. As a
result, we may have to re-examine this fee structure. Caregivers still will
be paid wages to accompany children in the vehicle, but it would seem that
the careqiver's time involved in this task would be shortened considerably.
If so, the fees charged to the parents would be decreased. ‘

>

Sehool-Escort Card - A prepaid school escort card also is sold by .
the center. Like the meal/snack card, it is offered strictly as a convenience
for parents who choose to pay in-advance. There is no reduction in the charge
for the escort service by purchasing a card. The card is sold for $5.00 and
entitles the parent to 20 escort trips. The card is valid for a finaricial
quarter of the fiscal year and no refunds or credits are given once a card
has been purchased. However, the card may be sold or given to a friend - |
it is transferable.

SCHOOL ESCCAT S

CHILD CARE CENTER

20 ESCORT TRIPS
PRICE: $5.00

NON REFUNDAZLE

VALID UNTIL:
) b e
cze | 25¢ | 25¢ | 28¢ | 25¢ | 25¢ 25¢ | 25¢ 'Zac 25¢ I
= ~e -~ la- ln i—
28¢ | 25¢ | Z2be , 2I¢ 3 T8¢ | Z3¢ | «2¢ .«.::clf.SG .2ac
]

t
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Diaper, Training Pants, Extra Clothing Fee. If the supply of dis-
posable diapers that parents kring to the center for their child is exhausted
or if ‘parents don't bring diapers for their child, the center must charge
for providing them. A fee of 15 cents per diaper is charged.

We do recammend that a change of clothing also be hrought to the
center for older children who may have accidents. Many rarents comply with
this request. Other generous parents - aware of our unique needs ~ donate
outgrown clothing to use for children who have no emergency clothes with them.
As a result, we have not yet had to establish a fee for this service. How~
ever, if it were necessary to purchase new clothing to use for the inevitable
accidents, a fee to at least cover the cost of the clothing would have to be
established.

Isolation Room Fee. The isolation room fee is another preventive
type fee. The fee is charged to parents who cannot be contacted when their
child becomes ill. If a child becomes ill (too sick to be with other chil-
ren, yet not sick enough to be admitted to a hospital), the child will remain
in the center's isolation room with a caregiver until the parents arrive.

Because one caregiver must remain with the child in the isolation
room during the entire time, the salary expense (hourly wages plus benefits)
is charged to the parent.

The Philosophy Underlying Our Fee Policieg. BAn operating philoso- |,
phy governs the rate structure which a center incorporates. We have attempted
to provide a child care center which meets the needs of the community at a
price the community can afford and still remain self-supporting. The child
care rate structure is based on average attendance, not on enrollment. But,
inequalities exist - the necessary "trade-offs.”

Our basic rate structure (philosophy) has single child and/or infre-
quent customers of the center subsidizing multi-child-families and/or regular
customers. Such a philosophy is rather pervasive in this country in the
transportation industry and entertaimment industry, for example.

Another inequality/sudsidy existing under the current rate structure
is that parents of older children subsidize the care of families with younger
children. Specifically, children in the center basically are grouped accord-
ing to maturation and developmental level. According to the staff/child
ratio requirements, the younger the child, the more costly the child care.
Otviously, an infant gets more individual care for the money than for instance,
a- seven year old - all other things being equal.

If we had designed a rate structure in December, 1975, based on ages
of children, the fees would have been 90 cents per hour for children under
two years of age, 60 cents per hour for toddlers\ar:d 45 cents per hour for
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older children. This generally would have placed the burden of the most
expensive child care on the younger families, which are the lower-ranking -
enlisted and officer alike - families because they are the ones most likely
to have very young children and also are the ones least likely to be able
to afford higher rates.

. Not only does the basic philosophy govern the child rate structure,
ut it also governs 'other fees or rates within a center.

We .operate under the theory that the costs.of any service which
i8 provided within the total operation of the center must be paid by those.
customers who use that service. That is, each small part of the larger |
center operation is to be self-supporting or functioning at a "break~even"
level - those whose children eat center meadls must pay the fees necessary
to support a food service program; those who don't pick their children up
at closing time must bear the costs of the center remaining open to care
for their children; those whose children need diapers must bear the cost for
their purchase. .

A center operating essentially on parent fees must generate roney
to cover costs, and we believe that parents should pay the cost of the ser-
vices they use, but they should not have to subsidize a service which they
choose not to use. .

AVOIDING BAD DEBTS

An allowance for bad debts is, unfortunately, a reality in any
pusiness. You probably will not always collect everything your program
earns. The impact will vary from program to program and will depend, to a
great extent, on the center director's implementation of fee policies. If
fee collection policies are not working, they need to be changed. Bad debts
have been responsible for many programs adopting policies requiring prepayment
for child care. )

A SAMPLE CENTER'S FEE QOLLECTION POLICIES

Pay as you Jo, with a few exceptions = The child care center is not
an accounts receivable agency, which literally means there are not supposed
to be any charges incurred. All child care and other fees are to be provided
on a "pay-when-received" or "pay-in-advance" basis. But, in the world of
"real" families, the fact must be faced that you cannot keep the children if
the parents arrive at the center without money, for whatever reason, to pay
for the care their children have received. Therefore, "I.0.U." policies and
methods of controlling and managing them are vital.
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If a parent finds it necessa.ry to charge child care services, an
invoice (prepared in duplicate) must be completed. It must contain suffi-
cient information to identify and locate the individual who charges and
specify the exact chargés incurred.

. When the invoice has been completed, the pafent also is informed
that he/she may not use the center again until the charge has been paid.

The invoice original is forwarded.to the Central Accounting Office, v
and the duplicate remains in the child care center records. When the charge
is paid, the rece:.pt of payment form is completed in triplicate which includes
the number of .the invoice on which the charge was written. The original is
given to the parent, the duplicate sent to the Central Accounting Office and
- the triplicate beocmes a part of the permanent center records.
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In addition, an Accounts Receivable Ledger which indicates current

dmatge\s\is maintained on a daily basis in the child care center.
\
\ Accounts Receivable ledger
) Month of
Date | Name \‘@alance Accounts Paid on | Balance| Date | Invoice
Pﬁmatded Receivable | Account | Due Paid | Number

| 2 v
R .
T
. . .. .
.

As you can See, it includes the date of the charge and the name of
the person who charged. There is a "Balance Forwarded" colum because the
ledger is maintained for a month and a new page is started at the beginning
of another month. If there is a carry-over fram one month to another, this
colum is required. The acoounts receivable colum is the amount of the,
charge. There is a colum for "Paid on Account” because scome: parents have
needed to make partial payments; when'a partial payment is made, a "Balance
Due" colum is then required. When the account is paid in full, the "Date
Paid" and "Invoice NMumber" (on which the charge was written) columns are
conpleted.

This ledger is maintained by the child care center and a copy of
the ledger indicating the balance outstanding is sent to the Central Account-
ing.Office by the fourth working day following the close of each month's busi-
ness. The child care center is responsible for contacting those individuals
who have not paid their charges by the end of the month. The Installation
Morale Support Fund assists in colizcting delinquent acoounts.

Excevtions For Organizations And Units - In order to cooperate with,
provide service to and meet the rneeds of the community and its organizations,
a system also has been designed which permits these installation agencies to
pay "after~the-fact," on a monthly basis, for the center care provided to the
children of their members. Wwhile their children are receiving care, the
members may be providing volunteer services or atterding special functions.
Policies and methods of managing this system are necessary, also. Forms have
been designed in cooperation with these organizations which have a need for
child care services. -

Volunteer organizations on the installation use the following form.

The forms are kept by the agency using volunteers, and each agency
is responsbile for numbering their forms in numerical sequence. Forms are
,color~coded to simplify indentification of the different agencies using the
forms (Army Cammnity Services - yellow; American Red Cross - pink; Thrift
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VOLUNTEER ORGANIZATICN

Snacks @ 2

Escort @ VOLUNTEER, FEE:

il

.Fee to be paid

HFL FORM 187 Previous edicions are obsolete.
1 AUGG 77

This permits the agency to ronitor closely the use of volunteer hours. The
remaining two copies are brought to the center by the volunteers when they
pick up their children. The center forwards one to the Central Accounting
Office and retains one copy. This copy is picked up on a regular basis by the
agencies responsible for expenditures and control of funds for volunteer ser-

zation.when authorization for child care was issued.

All blank spaces in the top third of the form are completed by the
issuing agency: Form number, the date the child care is authorized, the name
of the individual entitled to child care, the agency responsible for payment
of the child care, the agency where volunteer services were provided, the
time the individual started and stopped volunteer work, the total hours the
volunteer worked, the travel dime authorized (between the child care center
| and the agency - usually 15 fiinutes each way), the total child care hours
authorized, signature of the supervisor or other responsible person designated
by the agency to sign the child care authorization, and the signature of ‘the

t

|
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AUTHORIZAT 10K, FOR ,CHILD CARE NO.
AGENCY ! N DATE
PLACE OF DUTY VOLUNTEER HRS
AUTHORIZED APPROVAL TIME IN . TRAVEL TIME
: 4 (Supervisor) ,
DUTY TELEPHONE TIME OUT TOTAL CHIID CARE HOURS
VOLUNTEER - AUTHORIZED
‘COMPLETED BY CHILD CARE_CENTER - — .
 TTTn _Mut S , ~ THRIFT SHOP VOL ONLY
’ n t HR 8 Rate Ch’arge TRiTd Care
1st Child —_— Misc —_—
2nd Child —
3»d Child — —_— AGENCY FEE:
Child Cara Charges Child Care ___
Misc. Charges: i Misc .
Meals @ = Total , .

Total Misc. + ) Child Care
Total Charges Misc
o Amt Auth by Agency Total

by Volunteer TOTAL CHARGES:

Shop - blue; etc.). The forms are printed in triplicate with carbon interleaf.
One copy is retained by the agency when authorization is issued to a volunteer.

vices. The duplicate copy can be matched with the copy retained by the organi-




volunteer to whom the child care authorization is provided for volunteer ser-
vices. ‘

¥

The receptionist of the child care center completes the bottom
two-thirds of the form when children are picked up. All pertinent information
in reference to charges is canpleted. Volunteers are informed by the agencies
that any difference in charges between authorized time and total time children
are in the child care center will be paid by the volunteer at the time the

children are picked up.

-

Similiar forms which permit uniform procedures for the use of the
child care center by members of other organizations have been desianed.

To effectively manage this "after-the~fact!" system through which
organizations reimburse the child care center for care provided to children
of volunteers or members of the organization, a ledger has been set up.

ORGANTZATION ACCOUNTS RECEIVABLE LEDGER

Name of Organiation Month

Date Amount

This ledger is maintained by the child care center with a separate
page kept for each organization. A copy of the ledger indicating the total
accounts receivable per organization per month is forwarded to the Central
Acocounting Office by the fourth working day following the close of each month's
business. The Central Accounting Office submits an inwwice to and receives
payment from each organization.

SETTING ASIDE RESERVE AND EMERGENCY FUNDS

The term "cash lag" refers to what happens when a husiness, in this .
case, a child care center, does not receive nmoney immediately upon delivering
a service and billing. For example, state welfare departments frequently lag
well behind the billing date. .
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"Cash flow" is a term used to descrlbe the amount of incame that you
will nead to be able to meet ycur payroll and my bills on a reqular basis.
If someone fails to send you money when you expected it, and you need to
receive it before you can pay your staff,-then-you have a "cash flow" pro-
blem. Most child care programs have had to find a way to accumulate some
funds to be used as a revolving fund or a reserve account referred to as work-
ing caplt:al from which they borrow to pay bills. Different programs handle
this in different ways, but all programs have to do this to exist.

Fort Lewis' Reserve Account. With the beginning of each fiscal
year, the child care center has a clean financial "slate" - everything starts
anéw. There is no reserve of money carried over from one fiscal year to the
next, so the beginning of a new fiscal year may be compared to starting a
center fram "scratch." It is, however, a scmewhat more desirable position
because financial and attendance records from past years are available and
can serve as guides for the new fiscal year.

We have found that it is wise to make very few, if any, purchases -
except for emergencies - during the first quarter of a fiscal year. Hopefully,
the purchase of all major and most minor equipment and supplles was accom-
pllshed at the end of the former fiscal year with profit made in that year.

The income you receive during the first quarter of the new fiscal year should
enable you to meet staff wages and related expenses ard also should permit
you to begin building a "nest egg.'

If the budget which you prepared is functioning as planned, the
"nest egg" should continue to grow during the second quarter, permitting you
to loosen the reins somewhat on spending policies and perhaps to begin reple.n- .
ishing same minor supplies.

If during the first guarter, however, there was very little, if any,
profit indicated on your financial statement - or worse, if your incame did
not meet your expenses - a thorough evaluation or analysis of the budget and
center operations nust take place early in the second quarter. ILook at what
might have “caused this financial problem:

Are fees set too low? .
Have hourly staff wages increased by a higher percentage than anti-
eipated?

Has the center been overstaffed?

Has there been a major shift in the ages, of children using the
center - from perhaps predominantly five year olds to infants?

[s there any way to cut costs and maintain present child care fees
or must child care fees by increased - or is a combination of both
(cutting some expenses and slightly 'anreaszng fees) necessary and
poesible?

If a change is necessary for financial solvency, it probably is
best implemented during the second quarter. By making the necessary changes
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at this time, there are two fiscal quarters remaining to offset any losses ‘
suffered and to earn some money for “the purchase of needed equipment and

: Atthebegummcrofthetl'urdqtnrtermthonehaltoftheyears
operation completed, another evaluation should be done. By looking at the
center's records and profitability for the first two fiscal quarters, you
have a guide on which to base the level of profitability for the remaining
two quarters cf the year. How much profit .can you reasonably expect to have
by the end of the fiscal year? With that estimated figure calculated, a
caplete list of major and minor equipment and supplies needed for the center
should be campiled. This "center dream list" should include everything and
anything: the "must-haves" ~ as well as the desirable purchases - the
"nice-to-haves. "

-Toward the end of the third quarter, if the center's level.of . -
profitability has continued to increase as predicted, it is time to begin
spending the "nest egg" or reserve” account. Priority is given to the equip~
ment and supplies on the "must-have" list. .

Early iz; the fourth quarter, the remaining "must~haves" should be
purchased. Keep in mind that the "must-have" list should include the minor
supplies to carry the center through the first quarter of the next fiscal
year - toilet paper, tissues, crayons, paper, crib sheets. When the "must-have"
list is exhausted, purchasing of the "nice-to-haves" should begin. The funds ‘
available for the "nice~-to-haves" will be dependent on the center's level of
profitability.

During the last month of the fiscal year, a weekly analysis of the
center's financial status may be necessary to enable you to be aware of your
earnings and to know how much money may be spent on the remaining "nice-to-haves."
As a result, the center budget can be zeroed-out (all earnings spent) prior to
the end of the fiscal year. *

Emergency Funds. A self-supporting center which operates essentially
on parent fees often has little, if any, money in the budget to support the
zwergency care of children. Increasing the number of children in a drop-in
center necessitates increasing the number of caregivers to be in campliance
with required staff/child ratios. Adding caregivers is costly. "Free" care
of children simply does not exist - the money to pay staff wages must be
obtained somewhere.

However, military families - like other families - do have emergen-
cies when child care is needed desperately. This fact was recognized by many
organizations on our installation - both those who saw the need and those who
ha¢ funds to support the families in need. As a result, an emergency care
funding system was established which enables the center to provide care and
services to any child - Vo child or family is ever turned away fos lack of
funds.
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Emergency child care may be authorized and funded for military fami-

lies in any real emergency, including child abuse and neglect cases where
funded child care would be valuable in reducing the problem of child abuse
and neglect. Referrals for child care services are designated by the:

(1) Child Protection and Case Management Team

(2) Community Bealth Murse-

(3) Juvenile Office of the Law Enforcement Command

(4) Child Care Center Director °

When a child has received emergency care in the child care center,
an invoice (prepared in duplicate) is completed. The words "Hmergency Care"
are written on the invoice and it is signed by an administrator of the child
care center.
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The invoice original is forwarded to the Central Accounting Office
and the duplicate remams in the child care center records.

At the end of each month, the director of the center’'compiles a
list of the dates the emergency care fund was used and the total cost involved.
The identity of the families who required the care is not revealed. This list
is sent on a rotating basis to one of the funding organizations for reimburse-~
ment. In other words, if there are several organizations willing to pay for
emergency care, the list is sent to COrganization I in Month I, Organization II
in Month II, etc. Sometimes units have established funds to pay the emergency
care needed by a member of the unit. Funding organizations have included
wives clubs, thrift shop, various units, and groups of concerned members of
the community.

When a check is received for reimbursement of emergency care, a
receipt of payment form is completed in triplicate which includes the num-
bers of the invoices on which the emergency charges were written., The origi~
ral is given to the funding organization, the duplicate is forwarded to the
Central Accounting Office and the triplicate becomes a part of the permanent
records of the center.

i

— —
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TDENTTEYING EXTRA SOURCES OF INCOME }
|

One way a center can lighten the burden of child care expenses is
through "in-kind" contributions, which are non-cash resources donated free
of charge to a program. In-kind contributions which are common to military
child care centers operating as non-appropriated fund activities include
free use of a building, utilities, local telephone service, insurance, and
building maintenance. Other in-kind contributions that may be available
are volunteers and donations of time and labor, goods, and services.

o 4
Donations of funds to assist with the expense of operating a center
also may be available through local United Way or other local fund-raising
campaigns, fund-raising efforts by private associations on the installation,
goverrment appropriations for specified purposes or for special populations,
and occasional special gifts. )

To lighten the burden of child care expenses, you can piece together
contributions from a variety of sources. (See Installation Resources Avatl-
able to Military Child Care Programs section of this Guidebook) .

Our child care center has implemented and enriched its program
with various types of assistance.

Yolunteers — Volunteers in the center have included:

\
Parents of children in the center and other interested men and ‘
women without children or whose children are grown who help ‘
out in the center but don't provide "prcfessional" services -

help with child care, sew draperies, repair equipment.

Persons with training, talents, or interest in specialized |
areas who enjgy sharing their knowledge - a ballerina, actor,

a "tread-dough" artist, a guitarist.

Professionals who are not seeking regular employment but enjoy

providing services to stay in touch with their profession -

services which the center would otherwise want or have to pay

for - teachers, nurses, secretaries, social workers.

Professionals who are employed elsewhere but who donate their
; professional services because they're aware of the needs of

children - physicians, social workers, dentists.

Students - junior high school through college ~ who need

practical experience in relation to coursework or aid in

making a career choice, as well as those who sinmply are inter-

ested in children. i .

The benefits of volunteers who work in the center can be realized
only if there is an atmosphere of cooperation in the center in which volun-
teers can work well alonoside hired staff. One way of having a successful and
srooth-running volunteer program which enriches the center is to supplement
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paid staff, not replace them. Althougn this does not cut costs directly,

it may do so indirectly. For example, a volunteer aiding a caregiver in a,
classroam lightens the caregiver's load, which may increase 3job satisfaction
and decrease rapid staff turnover, which, in turn, cuts hiring and training
costs of the center. 2And, perhaps more importantly, the use of volunteers
in this manner lowers staff/child ratios which enable children to receive
more individualized care and attention. )

Students - Students who use the center as an observation site or
for practical experience include child care specialists, day care
aids-in-training, nursing students, psychology students, physicians serving
residencies, in addition to various junior and senior high school classes.
Students fram vocational-technical schools also have become involved in our
program. Through this program, students studying carpentry or electricity
have assisted in renovation or constructed needed equipment -~ climbers,
storage shelves and cabmets, playhouses, toy appliances - des:.gned by
-center staff. Because this is considered a class work project in which
students participate in a practical learning experience, there is no
labor charge, but the center provides th%;constnmtion materials.

C. E. T. A. -Employees - Another dimension of both youth and adult
involvement is the center's participation in programs under the auspices
of the Comprehensive Employment and Training Act which funds jobs for +the
unemployed. The center provides employment and trairing of underqualified
caregivers; the students receive a stipend while contributing their
enthusiasin and special skills to the center's program. Like volunteers,
the CETA workers d not replace, but are used in addition to, paid care-
givers to improve the quality of the center progrem. (Other sources of
in-kind labur might be available through similar programs: VISTA, WIN,
Work-study students, Foster Grandparents Programs).

Child Day Care Cooperation Program - This program, sponsored by
the Home and Family Life Department of a local vocational school, is offered

at no cost to the center. 1It:

Provides professional child care coordinators who visit

our center bi-weekly to assist in staff training; ¢
demonstrate skills or techniques; lead discussions; provide
observation, counseling, and consultations for staff and
parents; help with parent inwolvement programs; and assist
the director with planning and operation.

Provides short courses through the wocational, school
wnich are open frez of charge to center staff and at a
minimal fee to parents.

Provides educational materials to staff and parents - pamphlets,

guides and newsletters - at no cost.

Provides certain instructional materials for use by center
staff at cost. .
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Cammunity colleges or universities also might be willing to provide
similar kinds of assistance. - : ]

S i

Fund Raiging - As a non-appropriated fund activity, the staff of
the child care center cannot solicit any donations. However, there is no
regulation which precludes the center director from presenting an orienta-
tion to any organization on the installation describing the status, conditions

and needs of the center.

If an organization is recognized as ap installation private associ-
ation, it may conduct fund-raising events. on the installation with the approv-
al of the installation commander. Therefore, a private association which is
aware of center conditions and needs might choose to have a furd-raising
event (bake sales, car wash).to benefit the center. Or, it may donate some
of the funds gained from a larger event - such as a bazaar - held to pro-
vide welfare monies to many activitigs on the installation.

If an organization chooses to donate funds, supplies or equipment
to the child care center, it can do so with command approval. Any donations
received or fund-raising efforts conducted must meet the criteria established
by service and local regulations. It always is important to obtain a legal
interpretation from the installation legal office in such matters.

Our center, in adherence with regulations, has benefited from the
receipt of money,.supplies, equipment, labor and talent offered by private
associations on the installation. Private associations and unit sponsorship
of various rooms in our center has been instrumental in materially assisting
and- providing needed talent, interest and funds that are not available from
other sources. This sponsorship program fosters parent and community involve-
ment, as well as assisting to improve ard upgrade the environment in that
room or in the center. :

Our center does not receive any funding or assistance at the pre-
sent time from United Way or the U.S. Department of Agriculture's Child Care
Food Program or Special Milk Program For Children. Many other military cen-
ters are now participating in the Départment of Agriculture's Child Care Food
Program described in more detail in the section which follows, Controlling

Majo. Center Expenses.

Attendance-Building Programs - Rnother more subtle form of increas—
ing revenue which we have used succéssfully are attendance-building programs
for children. These programs offered free of charge to those children receiv-
ing care in the center include: ) ;

Tasting Parties - a weekly event which erposes children to new,
uncammon or cultural foods and experiences with food.
sMovie/Days/EBvenings - weekly films, complete with a popeorn ahd ’
juice snack, are an important resource whicly can stimulate
children's imaginations and give thém ihsight into their
world - in addition to being fun. Some parents may not
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even have a real need for child care on nmovie day, but they
bring the child to the center, because she or he enjoys the
films.

Cooking Days — another weekly event; children never seem to

tire of preparing and eating scmething they have concocted !
themselves. '
Bwthday and Holiday Parties - special days are very important
to children, and parties add sparkle to the eve.ry—day program.

We have a birthday party one day each month in honor of that

month's birthday-children. Parties also are h~ld in connection

with special holidays. Our older children even "ring in the )
New Year" at a New Year's Eve party complete with games, hats

and noisemakérs. Although we don't usually care for a large

nunber of 12-year-olds, we see many at this special event.

Field Day - an annual celebration ¢limaxing the summer program.

Puppet/Magic Shows - special occasional treats presented by
professionals.

Pienic Days - children enjoy planning for and eating
outdoors - even if it's only on the playground.

Career Awareness Programs - bJ.—-weeld.y programs which afe
non-sexist, fun-filled explorations of and exposure to the °
variety of cccupiations available to people: visits by fire
fighters, police officers, gymnasts, librarians.

Drama/Music Days - occasional presentations by adult thesplans
and musicians who involve the children - acting, trymg—on
stage costumes, "playing" a "real" musical J.nstrument - are
special and fun for the children. .

These attendance~building programs are publicized widely - announce-
ments in the daily bulletii. and installation newspaper, as well as the cen-
ter's parents' bulletin and nonthly newsletter and posters in the center.

Altmugh attendance building and increasing ingome in a drop-in B
tenter also increases expenses - adding more children necessitates -oa inc ‘
additional caregivers - once the center has reached its break-even point, the’
‘added income exceeds the added wage expense which produces profit. See
Monttoring The Center's Financial Health in this module.
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CONTROLLING MAJOR
CENTER EXPENSES

The regular and predictable expenses involved in operat-
ing a child care center vary widely in the civilian child care -
market, depending upon the legal status and organizational affili- |
. ations of the center. For example, many child care centers are set . |
- up as private not-for-profit corporations sponsored by churches and |
make use of a portion of a church building, for example. In many
¢ ) such cases, the church's General Fund absorbs the costs of the
. facility and utilities and some administrative salaries. In these
situations, the center program does not have to include among 1ts
. regular monthly expenses the cost of rent, utilities and sope
p) salaries. In private; for-profit centers, on the other hand, the
owner/operator frequently carries a mortgage on the center facil-
ity and must cover the expenses of mortgage payment, utilities
and maintenance, as well as administration, from parent fees.
- Military child care centers more closely resemble the example of
the church-sponsored center in which the General Fund absorbs some
~ of the fixed costs of operation. )

A convenient way of looking at the costs of operating a
child care center is by looking at the kinds of costs for which
-you plan-when setting up a budget'. Expenses or costs for which
you must plan consist of "fixed costs," "variable costs" and
\ Moptional costs." This sectlon looks at some ways -to control costs
b by careful management practices and: the use of avallable resources.

&
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UNDERSTANDING DIFFERENT KIMDS OF EXPENSES

Pixed Costs

Expenses which continue at a fixed level regardless of how many
children attend the center are called "fixed costs." Included are rent;
utilities and the costs of essential equipment and administrative staff.
Military child care centers have a considerable advantage over most civilian
centers in that many of the fixed costs are paid from Appropriated or
Non-Appropriated funds which support the overall facilities on an installa-
tion. The following fixed costs necessary in the operation of a military
child care center may be provided gom Appropriated funds:

rent or use payment for the child care facility on the
_ installation

light, water, heat, and phone expenses
fire prevention and safety equipment costs

{
Other non-reimbursable support for fixed costs may be received
from the Installation Morale Support Fund:

insurance costs for the center and its personnel
accounting services
purchasing and contracting services

Therefore, fixed costs paid by a military child care center may
be limited to personnel costs required for center administration and mainte-
nance. The costs of the center director's salary, janitorial and food ser-
vices would fall into this category. At our child care center, which has a
capacity of 260 children, fixed persomnel costs include the sala.ry of the
center airector, assistant director, program/training supervisor, desk recep-
tionists, cooks and janiter. )

Variable Cpsts

Costs over which managment has some control and which vary with
the number of children in care are called "variable costs." If your atten-
dance ~ and therefore your income - decreases, your fixed costs consume a
hlgher percentage of your earnings. In this case, it is in the area of
‘variable costs that the slack must be taken up. Therefore, every effort
must be made to keep variable costs as close as possible or below the bud-
geted percentage that you projected for these costs. In case of income
fluctuations, if your varlable costs are not adjusted downward, you are in
trouble.

The most 20mmon mistaxe in chi Zd 2are 13 to constder salartes as
fired 208ts. | Salaries must be variable costs, and payrolls must he trimmed
when income goes down or in order to prevent incoge fram being wasted.

k4
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Other variable costs are costs for employee fringe benefits; the
costs for supplies necessary to provide care for a fluctuating number of
children; costs for the necessary replaceament of toys and play equipment
over time; the costs for routine painting and maintenance of the center;
and “the cost of food for meals and snacks for varying numbers of children.

Again, military child care centers have an advantage over most
civilian centers in that the costs of center repairs may be provided from
Appropriated Furds set aside for the maintenance and repair of installation
facilities.

One area in which the military system of funding may not cover neces=
'sary facility expenses is in the replacement of major capital equipment
such as commercizl dishwashers, stoves or large playground equipment. The
costs of such necessary items must be budgeted as variable costs.

Optional Costs

Those budgeted expeditures that you make only if everything has
been going as planned - buying a desired piece of play equipment; sending
staff to conferences - are examples of what are called "optional costs."

If you don't receive the amount of income you projected, you cannot make all
of the budgeted expenditures. "Optional costs" are the first expenditures
to be curtailed in the event of decreasing income. ~

b

OONTROLLING EXPENSES BY USING
PART TIME AND INTERMITTENT STAFFING

. . A child care center's major product is a service - the care of
children. Therefore, the major expense in providing child care is the
salaries of the personnel who provide the service - the caregivers and sup~
port personriel. Since in most centers, personnel costs make up at least
80 percent of the expenses of the operation, “the efficient management of
personnel id the key to controlling center expenditures.

~ In this module we are discussing staffing from a financial manage-
ment point of view - not in tenms of employee qualifications and personnel
policies. The key to a financially efficient workforce for a "drop-in" cen-
ter is flexibility. That means, you must keep full-time staff to a minimm
and rely on part-time and intermittent - "on call" personnel. It would be
terrific and much easier from a mangement viewpoint if you could-have all
full-time caregivers, but this would be disastrous from a financial point
of view. You simply can't afford to have full-time staff scheduled to work
if you don't know how many -, if any - children are going to be in any
* group/room in the center. )

-
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Just as the children are "dropped-in" and "picked up," the care-
givers also must "drop-in" and "drop-out." You have to be able to adjust
the size of the workforce rapidly to respond to changing numbers of children
during the operating day. One military officer called this, "the toughest
management position on the installation,” because, he said, "You essentially
are hiring and firing people all day long - every day." &nd, that is pre-
cisely what does happen.

Many people believe that it is not possible to hire "good" care-
givers without guaranteeing them full-time positions. We have not found
this to be true. Perhaps, it is because we do hire many military depen-
dents - wives, sons and daughters - who may not be able to secure full-time
positions in the civilian marketplace; perhaps it is because they can walk
or ride the post shuttle-bus to work rather than buying a second car - which
might be necessary if they worked in town; or perhaps they simply do not
want a full-time position. We are not certain of the reasons, but we do
know that we have had no problems recruiting staff for relatively unpre-
dictable part-time work as caregivers in the child care center. An addi-
tional benefit of this part-time status: working with children eight hours
a day is physically, mentally and emotionally exhausting. It is a rare pexr-
son who can perform at his or her best with children for an eight-hour peri-
od of time. . )

Your full-time staff requirements will depend largely on the size
of your center, the number of hours per day and days per week you are open,
and the number of predictable full-time children for whom you provide care.
At our center, about 30 percent of the child population is predlctable,
full-time. The work schedule for our "core" staff - supervisors, recep-

_ tionists. head teachers, and assistants who are full- or part-time - remains
relatively unchanged from week to week. However, the number of hours that
full- or part-time teachers work and their specific schedules can be changed,
if necessary, in accordance with civilian personnel policies, of the installa-
tion. We sametimes have found it necessary to make such changes in "core"
staff schedules, for example, during the Christmas holidays when the number
of children receiving care tends to decrease.

As for ouwr "intermittent" or "on-call" staff, with a little
thought and some experlence, it has been possible on our installation to
manage the workforce of "intermittents" so they are able to anticipate about
when they will be called to work and for how many hours. Our work schedules
for intermittent employees are prepared at least one week, and preferably
two .weeks, in advance. The days of the week and the times of day during
which they should cgnsider themselves "on-call" are scheduled. See Inter-
mittent Work, Schedule. If they are at hame and available to come in when
they are on this stand-by status, they are seen as reliable staff and pro-
bably will be called on frequently and accumlate more hours than those who
are not home when called. It is important to note, here, that the legality
of scheduling intermittent employees is subject to policy interpretation.

It is recommender that you check your installation/service policy regarding
this matter.
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Intermittent Work Schedule

Date: 22-27 May Tl
Names of Mon | Mon | Tues | Tues | wed | Wed| Thurs | Thurs| Fri| Fri| Sat Sat
Intermittent Eve : Eve Eve Eve Eve Eve
Caregivers .
Ann c | «C C C ] 1830} C
Tom c| c’ C 1 OFF OFF | C | C
Carol 1130 c C C ' C C
Betsy c c. | - |c - ‘c | c .l c

On the Intermittent Work Schedule, there is a line for each'inter-
mittent caregiver's name, followed by each day and evening of the operating
week. The letter "C" following the name indicates the.caregiver is "on-call"
at that time - either day or evening. In fairnmess to the caregivers, and to
enable them to make plans in their personal lives, we do not expect them to
be "on~call” both day and night within the same 24-hour period - for example,
Ann is on-call during the daytime on Monday, but not on Monday evening. Nor
do we schedule them for both weekend evenings - Friday and Saturday evenings -
which is the time that many want to socialize. In scheduling, we attempt to
stagger day and evening calls.

If an intermittent employee requests time-off - chooses not to
work on a particular day for perscnal reasons.-— we simply write "CFF" on
that day or evening. When a "core™ employee requests time-off, the "core"
caregiver must be replaced by another pexson. This usually is an inter--
mittent, who then is scheduled to be at the center at a certain time, rather
than by being "on-call." On the sample intermittent work schedule, you can
see that Ann is scheduled to be at work at 1830 hours on Friday evening to

replace a "oore" caregiver.

Our policy is that when an intermittent caregiver is called-in, a
minimm of two hours work is guaranteed. In fact, working only two hours
when calle2-in is rare; on the average an intermittent caregiver will work
four to five hours when called-in. The number of children in each age
grouvp in the center is monitored every hour to assure ccmpliance with'

" minimum staff/child ratio requirements. When it occurs that the number

of children and staff in a room.is exceeding or about to exceed the minimum '

ratio, an intermittent staff member is called-in. This method of monitoring - |
stafi/child ratios and being alerted to .a néed for more staff is described
in the section on Monitoring The Center's Financial Health in this module.
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When interviewed for employment, intermittent employees are told |
that they are: , ‘

to be available as required - day or night, weekday.or weekerd.

to report to work as fast as possible after being called; but they
mugt be in the center within 45 minutes. (The average time that
it takes for on-call staff to arrive is 20 minutes).

not guaranteed any number of hours per pay period; but they are
guaranteed a minimm of two. hours work once they are called.

. used simply on a "need" basis and that their hours may vary from
week to week and day tcg day.

3

-

Intermittent Staff Records. On the follow:mg pages are samples
of records used in conjtmctlon with the intermittent (and "core!") staff of
the center.

LY

A}

The desk receptionist is responsible for staffing the center accord-
ing to the adult/child ratios established by regulation for each age group.
There are special forms, Record of Calls to Intermittents, to be completed

by the desk receptionist after the Intermittent Work Schedule is posted and

as caregivers are called to come to work. When the Work Schedule is posted,
the ‘recepticnist partially completes a form for each day of the week - filling
in the date and the name of the caregivers on-call for that date and their
pmne nutbers. The top portion of the form indicates those caregivers on-call
during the day; the lower portion, those on—call for that evening.

This form remains near the telephone, and when another careglver is
needed in the center - determined by an increase in the number of children - the
receptionist calls someone listed on this form. The receptionist randomly
selects the careglver who is called; in othe.r .words, the person at the top
of the list is not always the first caregiver called. We will attempt to call
a caregiver no more than three times, which gn.yes the careglver more than one
opportunity to be called in case the line is busy or he/she is in the shower
and doesn't hear the telephone ringing.

As each call is made, the time of the call is placed in the
appropriate colum on the form. For example, looking at the san'ple form,
Ann was called at 0800, but her line was busy. Because a caregiver was
needed, the receptionist tried to call Carol at 0810, but there was no
answer - so Toam was called at 0815 and he answered the phone, which is
indicated by the check-nark to the left of Colum 1. At this tJme, the
receptionist notes in the "Remarks" Colum where Tom will work in the center.
Within five minutes, another caregiver was needed and Ann was called again
at 0820. She was contacted, again indicated on the ff)rm by the check-mark
to the left of Colum 2. Another call was placed to Carol at 0840, but there
still no answer, and another careciver was called; at 0900, when yet
another careglver was required, Carol was called for the third - and
last - time, and "no answer" was written in the "Remarks" Colum. When the
caregiver arrives for work, the receth.on.Lst enters the time in the
"Time-In" Column.
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Record of Calls to Intermittents

Date 31 July 1978

TIME CALLED " ARRIVAL

\ e
NAME/PHONE NOMEER 1 " ]2 3 TIME -IN REMARKS
Day Busy , ‘
Ann  964-9388 | | 0800 W 0820 0845 Infants
Tom  581-0168 pA 0815 0900 Toddlers
M [ NA

Carol 584-7611 0810 0840 0900 no_answer

Betsy 383-2974

Susan 964-5725

David 631-3888

Cheryl 964-2136

This form is noted and filed by the director after each day's
ration. I-tpe_rmitsthedirectortobeavareofthelengthoftime it
takes for caregivers to get to work when they've been called and the availa-
bility of each individual intermittent caregiver. These records aid in
providing information and making decisions related to counseling, scheduling,
promoting, or firing employees.

For payroll purposes, employees in the center sign imand out on the
Brployee's Time Form, entering their complete name, the time they start work
(Time in), and the time they finish work (Time out), the nurber of evening
hours worked by part- or full-time employees who are paid a night differential
fee (in N.D. Colum), the total hours worked, and they initial the form.

MPLOYEE'S TIME FORY (Must be completely filled in)

a

DATE

Time [ Time N.D.| Total Initials
Last name First name In Out Hours
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of the center completes a Time Card for each employee which is forwarded to
the Central Acoounting Office for processing the center payroll.

Frcm the information provided on this form, the assistant director {

TIME CARD
ro | A57iviny | DEPT | ENPLOYES 4 NAME STATUS "’f-‘:;i'::-‘. 2/? I
TOUR OP DUTY ~a JOVERTIME #RS  kww, JHOL foOME LSAVE 7 e
EYE KD BATES - it l<"u2) e 8 e REu o !ﬁg % AmTA !s;cx,‘z:p c:xza:gsi
y s N\
2§17 ]
: 2 118
3 19 !
< |20
6 {21 \ '-
- 2 |22 \ St
s |23 \
o |2 : \
10 | 2¢ \
11 {26 N
12 {27 N\
413 128 ) N\
1§20 . AN
s a0 : A
3
........ [ 2OTALS Jmmm e e .
R R R S s, 7707 17T TR 10 :
AR 230-53
. WIL forw 1299
SUPERVISOR “EXTENsION t Dec 76 -

We have discovered that this system works best for the center as
well as for the Central Accounting Office. When caregivers completed their
own time cards, the handwriting was not always legible, they had problems
at times using military time of day, they were not always aware of night
differential payment, and generally had difficulty completing the time card.
These and other problems were solved by using the Emrloyee’s Iime Form in
conjunction with the time card.

The 'official' record of hours worked and wages paid for center
employees is maintained by the Central Accounting Office. However, it is
advisable for the center also to maintain an 'unofficial' record of Zmrloyee’s
Time and Wiges. This information is recorded in a standard ledger in the
center; the figqures are okrained fromthe amployees' paychecks prior to
distribution. '
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EMPLOYEE'S TIME AND WN?;;YKIXRD

L
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Pay
Period

Erployee's

Hourly

Hours Worked
' shift Shift

Shift
131

2

13
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Sick
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Over
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Nerved

Sick




This ledger enables the center administration to understand and
maintain control of this major expense. It also may provide answers to the
many questions relating to paychecks which the employees always seem to
have - maintaining an 'unofficial' record eliminates telephone calls to
the Central Accounting Office for answers. )

CONTROLLING EQUIPMENT COSTS

Major pieces of equipment for a child care center can be very costly.
There is not much that can be written to help defray the initial cost of equip-
ment. But, once the equipment is purchased, the life of the equipment can
be extended oonsiderably through a regular schedule of preventive maintenance
and repair - tighten bolts, sandpaper chipped edges, apply a fresh coat of
paint.

It is helpful to maintain dated checklists for each room/area in
the child care center. When completed at regular intervals, it is easy to
determine the equipment which needs to be repaired, repainted, or replaced.
Each center obviously must compile its own checklist - dependent on the
equipment it has. We maintain a checklist for each rocm used by children
and the playground, in addition to checklists for the reception area, kit-
_chen, laundry, staff lounge, offices, hallways, and grourds. A sample check-
'list for the infant room follows.

When the checklists have been completed, the director must con-
sider whether to repair or replace the item. It sometimes proves more
costly in the long run to repair a piece of equipment several times when
eventually it will have to be replaced. This decision must be weighed care-
fully. When the decision has been made, the director follows through on
repairs or replacement. It is helpful to keep lists of reputable people
who do rempairs and supply/equipment catalogues on hand.




INFANT ROOM
Checklist For Repairs/Replacement

Date:
g " .Campleted by:

Item . Repair Repaint Replace (How meng/

Cribs (give

Refrigerator

Hot Plate

Adult Chairs

Room Dividers -

Infant Seats - .

Record Player ' '

Baby Bouncers c

Blankets

Sheets

Other (list) . - -

|



~—
We maintain a card file for keeping records pertaining to mainte-

nance. The file is divided according to rcoms/areas in the center with a
separate card for each major piece of equipment in that room or area.

Equipment Maintenance Record

Ttem: Dats Acguired Cost:
Center Location
Purchdsed from - Campany:

Sales personi

Telephone:
Manufacturer: . Warranty: YES __  NO ____

Expiration Date: e

Date of Type of By Whem Cost (if any)
Service Service

Records such as this can help you decide whether an item should be

repaued or replaced, which manufacturer's products appear to have a long life
n your center, and which equipment should be included for purchase in next
yvear's budget.
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Equipment Inventory. As an act1v1ty of the Installation Morale
Support Fund, an inventory of child care center equipment is maintained by
the Fund with a copy kept in center files. The center dlrector ig required
to sign for all equlp'nent in the child care center.

Equ:.gnent is inventoried accordmjgf?to one of three categorles

Controiled Expendable - items which cost less than $100 and
more than $15 with a life expectancy of one year.

Non-expendable - items which cost in excess of $100 but
less than 3500 with a life expectancy of more than a year

Fixed Assets —~ items costing over $500. These are depre-
ciated nmonthly.

An on-site physical inspection of the child care center inventory
is corducted by a disinterested officer at least twice a year - or upon
change of hand receipt holder, e.g., director of the center &r fund cus-
todaan. Any item on tie center J.nventory which becomes unserviceable must
be turned in to the Morale Support Fund.

’ |
|
|

CONTROLLING THE OOSTS CGF FOOD SERVICE

with the\,;servmg of food, the management of food service is an Jmportant
consideration in the financial operation of a child tare center. Ir{stltu-
tional equipment - if required or necessary - can be very costly, as can
foed prepa.rat:.on, supplies, and maintenance. We consult with dietitians
for agsistance in fighting inflation without skimping on the nutritional |
needs of children. 1In spite of efforts, Lo keep ccsts low, there have been ‘
.instances when it became necessary to increase the fees paid for meals and

Aside fram the mechanics and any curriculum reinforcement m(rolved
|

snacks We prefer to increase the price rather than skimping on the food
served to children. -\

On the budget worksheets in the Preparing 4 Budget Section of this
module, the Food Sales Revenue is separated from other incame. The three
items included in the budget hreakout which are related to food service are
Food Sales Revenue (foes collected for food service), Cost of Food (purchase
price of food and supplles used in the food service), and the Gross Income
from food, Fram the Gros: Income, the cooks' wages must be pald in addi- .
tion to the amount for the purchase or maintenance of food service equipment
before we can find the net income from food service.

"Although no one likes to hring up the subject of pilfering and
waste, they can be financially disastrous to a food service program. Besides
giving careful consideration to the cooks you hire and having a locked food
storage area; a plan outlined by Cherry, Harkness-and Kuzma has been helpful
to us:




1. 'One of the best methods of preventing pilfering is to’
speak of the possibility openly, létting your staff .
know about the importance of trust, honesty, and non-wasteful
habits. .

2. Make it clear, upon hiring an empleyee, that pilfering
. will result in immediate dismisaal. :

3. Establish a method of inventory control, chec.king foéde that
are purchased against foods that are used. Such a control
system is valid only if kept up daily.

4. Determine in advance what disposition will be made of
leftover foods. They certainly should not be wasted by
- discarding them. However, a posstbility is that a cook will
prepare more than is actually needed in.order to assure that
enough will be left over to take home.

5. Small amounts of leftover foode should be kept separated [rom
other foods and made accessivie to the staff.

6. Frequently discuse principles of egonomy ith the cook.
Post equivalency charts. Keep recoPds of how much food is
generally used for a particular ifer on the_menu. Make
comparigons when that item'is served again.

. Ausefulinvmtorycontroinettndisafix7ca.rdfilewithaca.rd
completed for each item in the kitchen - food and’ supplies - filed either

alphabetically, or according to categories (meat, vegetables, fruit, etc.).
PRODUCT NAME:
Date Quantity Where Cost Date | Amount | Balance
Purchased Purchased | Purchasad| Per Unit Used
3
2 »

C. Cherry, B. Harkness, & K. Kuzma. Nursery school and day care center
management gquide. California: Fearon-Pitman Publishers, Inc., 1978.

v
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When food is pu;éhased, the information on the left side of the card

is filled in; as food is used, the information on the right side of the card

is coampleted by the cooks.

whe'l ordermg focd.

in our center on the last

campletion of the inventory.

This method not only aids in control, but also

In addltlon, a physical count of the fcod inventory is oonducted
rking day of each month. Results are submitted
to the Central Accounting Office no later than three working days after

[J
morenwmeacnmmse INVENTORY RAGENO.  INO.OF PAd
For uas of Wi farm, s AR 230-48: the propenent sgeney (o Otfies of the Compwetior of the Army,
e S Sy
OGPAATMENT AND LOCATION OATE
PAAPAATID &7 [cnua [ 34 CRUCRED BY p
OVER OR (SHORT)
OM HAND .
ON HAND | uUNIT TOTAL
T
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Child Care Center Menu Work-Cost Shee

MEAL

pate:’/

DAILY MENU GUIDE

CHIID
PORTION

SERVINGS

PURCHASE
wIT

SERVINGS/
* UNIT

NITS

TOTAL

PRICE | PRICE

Meat or Meat -
Alternate

Soup
Vegetable
or Salad

Fruit

fJessert

Bread

Margarine

Milk

PRICY 1UIALS

P N

Beveraye
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Snack

Suack

PRICE IOPALS
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Ancther useful tool which enables the director to compute the costs
of menus is a Menu Work-Cost Sheet. This worksheet should be completed the
first time any memu is served in the center. Thereafter, it need only be
canpleted as needed to keep up with rising food costs.

Your greatest difficulty with food service may very well be to
provide a hot, nutritious mealrat a price comparable to the local school
system. The U. S. Department of Agriculture, Food and Nutrition Service,
administers a Child Care Food Program. This proaram provides réimburse-
ment funds for food service operatirg exvenses in day care centers, family
day care hames, after-school recreation centers and various other organized
non-profit child care programs. Reunb.xrsanent is available for breakfast,
lunch, supplements and/or.suppers.

The following are the basic eligibility requirements for partici-
pation in the program (references are to sections of the applicable regu-
lations) :

1. (Part 226.9(a)) ,Child care centers and family and group day
care hames shall have Federal, State or local governmental licensing or
approval as a child care genter.

2. (Part 226.3(b)) Child care centers and sponsoring organizations
shall have tax-exempt status under Section 501(c) (3) of the Internal Revenue
Code of 1954 or be moving towards campliance with the requirements for .
tax-exempt status (i.e., filed a letter or application wz.;rh?g&et be par-
ticipating in another Federal program which requires non- t status.

A day care center located gn a military installation meets both of
the above eligibility requirements. e center is considered to have Federal
approval as a child care center and the organization sponsoring the center
is a branch of the U.S. Government and therefore a public entity.

Help is available in menu planning from a number of sources. - This
topic is addressed in the Installation Resources Available to Military Chidd
Care Programs module. Menu plannJ.ng also is important from a budgeting stand-
point. If you work out menus in advance you then can put together a grocery
list for replenishing your food inventory which will enable you to obtain
quantity discounts. Many fa€tors should be considered in menn planning to
reduce costs. These include considering the season of the year and huilding
menus around items in plentiful supply. The Department of Agriculture pub-
lishes a bulletin which projects items that will be in abundant supply,in
the immediate future. Your geographic location should also be considered.
There may be some items grown or canned| locally that will be cheaper because
of reduced transportation cost. P e (




KEEPING TRACK OF
PATLY FINANCIAL OPERATIONS

Certain records, forms, and directives are required to
fUnction effectively in this child care "business." These records,
forms and directives often are called a Standard Operating Proce-
dure (SOP). SOPs are based on regulations which set forth broad
guidance on operating a program. They are the established methods
or systems which are to'be followed routinely in the child care
center. The term, "SOP," is used frequently in the military world,
and there's really nothing very complicated about it. As director,
your SOP may be compared to the road map you use when driving
cross-country. Obviously, before you begin your trip you must know
where you are going - if you don't, how will you know when you've
arrived? Likewise, in designing your SOP, you must know what you
‘expect to do with it - the outcomes. For instance, if you're .
writing an SOP for nap time, the objective 1s to have all children
who require naps resting.quietly by a certain time of day.

Before starting your cross-—country trip, it is wise to
get as much information as possible: What are the road conditions?
- Is 1t too cold to take the northern route? Are there overnight
accommodations where I need them? Information also 1s needed in
putting a SOP together, e.g.: Is this in the best interest of the
children? Will it make the caregiver's job easier? Is there a
simpler way to do this? So, essentlally, working out a road map
for getting to your destination is what a SOP is all about. SOPs
can deal with all aspects of the center's operation from collecting
fees to feeding children. Obviously, each center must work out
its own'SOP which vlll be most effective and efficient for its
operation. R

!

-85

-




The records, férms and directives discussed here are those related

'to "money" rather than "people." To maintain a cost-effective centex, the

daily financial operations of the center should be clearly spelled out in
your SOP. It is essential for you to be able to account for your finances
on a daily basis, even if your "official acoounting or recordkeeping is done
by another office - as ours is. Our child care center SOP which deals with
finances is actually an annex of the Installation Morale Support Fund SOP.
This basic SOP includes those items and areas that are common to several
activities, such as check-cashing procedures and how to handle petty cash.
But, having your own internal recordkeeping system will enable you more
quickly to prepare your budget and to be in control of the center's resources.
This SOP also will serve as a y reference when questions arise and will
enable you to train new personne) for handling financial transactions in

a minimum of £ime. A portioh off the information needed for your SOP is con~
tained in current service direcfives. Become familiar with all directives
relating to center operations,/ These directives are in the areas of account-
ing and financial management, which includes internal control. Internal con-
trol is an acodunting term used to refer to the procedures established to
prevent a single individual from having control of enouch of the steps of

a financial transaction (usually cash or merchandise) to be able to steal

or otherwise make unauthorized use of your property. Other portions of your
SOP can be written to cover those things your center desires to do which are
pot otherwise precluded by regulation (first aid policies, playground pro-
cedures, employee handbooks, etc.). Those portions of our SOP dealing with
finances that might be of value to you follow.

Daily Cash Receipts Report. Children receiving care in the child
care center are logged into and out of the center on the Daily Cash Receipts
Report by the center's receptionist. A receptionist staffs the desk in the
lobby of the center at all times during the center's operating hours. #All

ts and children who enter or léave the center must pass through this
lokxy. .

The Daily Cash Receipts Report serves as a complete record of the
center's money transactions in addition to providing daily information regard-
ing children receiving care. The Reports are pre-numbered and issued to the
center in duplicate by the Installation Morale Support Fund. Pre-numbering
the Reports is a security precautiori to insure internal control.

At the end of each day's operation, the Reports are totaled ama
signed by the receptionist. The original Reports are forwarded to the
Central Accounting Office daily, and the carbons are filed in the child care
center for future reference. - ‘ -

After the parents have ctmpleted a Health Information and Parental

" Permission Card (which is discussed in the Center Management module of this

quidebook) , each individual child is signed into the center on the Datily
% | ‘ . .
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Cash Receipts Report by the receptionist, using thie child’s lag-and first
name (Colums 1 and 2). If the child's last name differs from that of his
parents, both last names are entered on the Report.

Colum 3 on the Report is the membership card number of the
family using the center. Colum 4 is the phone number (s) where the parents
. can be contacted in emergencies. Although telephone nunbers are incl.aded
' on the child's permanently filed health card, our experience has indicated
that parents often are not at their home or place of work. This entry per-
mitsthecenterﬁoobtainanmrgmcyptmenmberonadaily basis.
Colums 5 and 6 indicate the time of day - using "military time" - the
child is signed into and out of the center. The fees for child care are
based on quarters of the hour. Therefore, the times of day entered in
these colums also are quarter-hours (e.g. 1000, 1015, 1030, 1045). For
oconsistency, the receptionist always "backs-up" to the quarter-hour closest
to the time a child enters or exits. For exanple, if a child is brought to
the center at 1005, the time-in is entered as 1000; and if the child is
picked up at 1255, the time-out is entered as 1245. Colums 7 and 8 are
.usedtorecordmtryandmdtofdmildrmgoingtoandoonﬂngfmscmol
becausetheparmtdoesmtpaydtﬂdcamrateswhenchildrmarein
_ school. The time of day the children leave the center (school - out) and
the time of day they return to the center (school - in) are logged in these
colums. Colanisﬂxetotallnzrsthechi_ldréceivedcareinthechild
care center. The total hoursare computed from Colums 5 through 8. Colums
10 throuch 15 are the various categories of fees paid by the parents on .
that Gay of the center's operation - the daily cash per category received.
The amount of money collected when a Menmbership Card is sold is entered in
Colum 10 (M/C Fee). Colums 1l and 12 are child care fees based on the
center's basic rate structures: prepaid, hourly or daily rate.

If a parent purchased a prepaid card, the desk receptionist enters
the fee collected in Colum 11. When 'the parent is using a prepaid card
which was purchased previously to pay for child care, the receptionist
enters the words "prepaid" across Colums 11 and 12. This indicates that
no cash was involved in that transaction on that particular day. If the
parent is paying child care fees with cash or a personal check, the reception-
ist enters the amount in Colum 12.

The hourly/daily rates for child care at the center are:

‘ Children Per Hourly .
Family Rate gﬂi’
1l ’ $0.60 $ 4.95
2 $1.05 $ 8.25-
. ] 3 $1.35 $10.50
4 or more $1.55 $12.05

The daily rate is limited to ten hours of child care,
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Colum 13 is the fee paid for meals, milk and/or snacks prov:.ded by
the center. The rates for food service in the center are:

4

Meals: Breakfast - 35 cents each
. Lunch ~ 45 cents each-
p : Dinner - 45 cents each

Milk (to accamwpany lunch brought from home) - 10 cents each

Snacks: Morning -~ free of charge
Aftermoon - 15 cents each
- Evening =~ 15 cents each

When parents have a child signed into the center, they also stamp
the child's hand with the "Breakfast," "Lunch!' or "Dinner" stamp. This
stamp indicates to the staff of the center that the child is to be fed a
center-prepared meal. A Smley-face" stamp on the hand indicates the child
hasasackn'ealbroughtfrm M'xenthechlldlssmnml—mbytherecep-
tz.omst, she asks if the child is eating a center meal, etc., and enters the
price of the food in Column 13. (If the parent réturns for the child prior
to mealtime, no charge is incurred for the meal, and the receptionist draws
a single line through the amount that had been entered). Caregivers in each
roam give a list to the receptionist after each meal with the names of those
children who were served only milk. The receptionist enters this charge in
Colum 13. A snack fee also is entered in this Colum for every child (except
infants) present in the center at snack time. If the parent uses a ‘prepaid
card to pay for meals/snacks, the word "Prepaid" is entered in Column 13.
Colum 14 is the Escort charge for escortmg children to and/or from school.
As ‘with meals and snacks, when the Chlld is being signed into the center, the
receptionist asks the parent if the child is to be escorted to and/or from
school. If so, the receptionist enters the charge(s) in Colum 14. If the
parent uses a prepaid card to pay the escort fee, the word "Prepaid" is
entered in Column 14. Column 15 is for entering "other" fees ocollected
during the operating day. This may include overtime or late fees, isolation
room fees, diaper fees. Colum 16 is the total of all charges and fees
(obtained by adding Colums 10 through 15) pa:.d by the pa.rent of the child
who recewed care. .

If any of the entries in Columns 12 through 15 are accounts receiva-
ble (either a parent "charging" child care services, accounts receivable
from organizations or emergency care acounts receivable), the entry and the
total ~ Colum 16 -~ are made in red ink. When an entry has been ‘made in red
ink, the correspomimg child care authorization form for volunteers/crganiza- |
tions or child care invoice for parents is attached to the Daily Cash Receipts
Report. These indicate who is responsible for payment.

The parent's signature in Column 17 serves two purposes: The
parent is verifying that he or she accepts responsibility for or has paid




thet:otalinCol