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CONTEXT & BACKGROUND

Total industry client count:      4583

Total advising hours:                9805

Total industries advised:          20+

Total ECE client count:               234

Common Thread:
Nearly all people running businesses, regardless of

industry, have little to no academic background in business

ownership, management, or entrepreneurship.



BUT FIRST! “ACCESS TO I/T IS NOT A NEW PROBLEM”



BUT FIRST! WHAT’S THE PROBLEM? 
#1 - Statewide Demand Met by Capacity

Under Age 6: 46%

Under Age 2: 33%

*13-point gap*

#2 - Affordability of Care for Families
Tuition is typically higher

BBS reimbursements 5%-13% more 

#4 - Attracting/Retaining I/T Teachers
Wage & Stress Problems

#3b - Lower Student : Teacher Ratios
Not saying change ratios!Saying marginal tuition % increases do not necessarily cover true costs

Example: Group of 20 childrenInfants require 5 teachers at $17.57/hour (state median) = $87.85 labor cost/hr

Pre-K requires 2 teachers at $17.57/hour = $35.14 labor cost/hr

Difference of 150% (2.5x) to care for the same head count

#3a - Lower Student:Teacher Ratios
4:1 | 6:1 | 8:1 | 10:1

13% more ≠ wage increases
Normalize to 20 kids: Inf at 20:5 ≠ Pre-K at 20:2



WHAT IS THE INFANT-TODDLER OPPORTUNITY BLUEPRINT? 
It ’s not one thing. It ’s two. And more.

The Opportunity Blueprint for Infant-Toddler Services
Provider-Facing Edition

The Opportunity Blueprint for Infant-Toddler Services
Advisor & Systems Edition

NOT DIFFERENT CONTENT 
SAME MODEL FOR DIFFERENT AUDIENCES

NOT DIFFERENT CONTENT 
SAME MODEL FOR DIFFERENT AUDIENCES



WHO IS THE INFANT-TODDLER BLUEPRINT FOR? 
It’s Two Things for Two Target Audiences

The Opportunity Blueprint for Infant-Toddler Services
Provider-Facing Edition

The Opportunity Blueprint for Infant-Toddler Services
Advisor & Systems Edition

Not as long - roughly half the length

Fewer numbers

More concepts & mindset-based

Not included: 

Glossary of Terms

Appendices

Financial Scenarios

Screenshots of Scenarios

Step Through of Fiscal Models

Calculating local supply-demand

Conducting competitive analysis

50+ Pages

Dollars and Data Heavy

Steps through: 

Conducting competitive analysis

Supply-Demand calculations

Making data-driven decisions

Includes: 

Glossary of Terms

Appendices

Four Financial Scenarios

Screenshots in Narrative of Scenarios

Step Through of Fiscal Models

EVERYONE SEES THE ISSUE DIFFERENTLY

EVERYONE HAS DIFFERENT IDEAS HOW TO FIX IT

EVERYONE SEES THE ISSUE DIFFERENTLY

EVERYONE HAS DIFFERENT IDEAS HOW TO FIX IT



1.Reset the Thinking
2.Gain Market Clarity
3.Gain Cost Clarity
4.Be Intentional about Revenue
5.Create a Decision Framework

1.Reset the Thinking
2.Gain Market Clarity
3.Gain Cost Clarity
4.Be Intentional about Revenue
5.Create a Decision Framework

AGENDAAGENDA



I .  RESET THE THINKING: 
Why do models fail?

Root Causes: 
Historic Business Practices
Mindset & Approach
Lack of Comprehensiveness in: 

Budgeting 
Pricing Accuracy
Local Competitive Analysis
Hiring I/T Teachers
Payer Diversification

Lack of Unit Economics



The Old Model

The Hidden Reality
Being Full Does Not Mean Being
Sustainable
Full enrollment can still lose
money
When programs lose money, they
are not viable
When programs are not viable,
they are not sustainable
When they are not sustainable,
they close

I .  RESET THE THINKING: 

I/T = 
Loss Leader 

Lifetime 
Value of 

Customer 

Make up 
losses

over time



 I/T Care Has Been Subsidized for Years...
But not in the way you might think:

Older ages cover losses
Owners fill the gap

The “Foundation” of Joe & Laurie
The Old Model

I .  RESET THE THINKING: 
The Loss Leader Trap

Why That Model Is Breaking
 The System Conditions Have Changed

Workforce Instability
Current LFPR = 61.8%

at lowest point since June 1976 (61.9%)
50-year low in MT

Mobile Nature of the Population: 
Families leave programs for a variety of reasons: 

Relocation, Job Changes, Quality Expectations, Etc.

Increased Competition: 
Stay-at Home Parents

Unlicensed/lower cost out of home options
Public pre-K expansion



CRITICAL COMPONENT: 
This Does NOT Mean Families Pay More

Cost must be covered
 But not by one source

I .  RESET THE THINKING: 
The Shift That Changes Things

Every Child, Every Day Must 
Cover Their Cost of Operations (known & potential), 

Profit, & Owner’s Compensation



I .  RESET THE THINKING: 

Infant‑toddler care is not failing because it is expensive

 It is failing because it is priced and structured incorrectly

It is based in an old way of thinking about I/Ts & the ECE business model

My call to action for providers is to get creative, get motivated, solve root causes



I f  i t  is  true,  that  the old way isn’t  working,  
the next  question is  not :  

‘CAN WE DO I/T  CARE?’  OR ‘HOW DO WE DO I/T?’
 

The question is :
‘SHOULD WE DO IT  HERE,  IN THIS BUSINESS,  

IN THIS COMMUNITY?’

I f  i t  is  true,  that  the old way isn’t  working,  
the next  question is  not :  

‘CAN WE DO I/T  CARE?’  OR ‘HOW DO WE DO I/T?’
 

The question is :
‘SHOULD WE DO IT  HERE,  IN THIS BUSINESS,  

IN THIS COMMUNITY?’

I I .  GAIN MARKET CLARITY



IN THE OPPORTUNITY BLUEPRINT FOR I/T SERVICES
Key Point #2 is about The Old Way vs. A New Way

Loss Leaders
Not all services are profitable

Lifetime Value 
Profit is made up over total enrollment period



I I .  GAIN MARKET CLARITY
UNDERSTAND LOCALIZED SUPPLY-DEMAND

Exercise #1

1.Handout - Participant Activity

2.Go to Montana Site Selector: 
a.https://experience.arcgis.com/experience

/a4755d9776654e4dad5451af881010d2



I I .  GAIN MARKET CLARITY
Step 1 - Calculate Demand for Care

Exercise #1

3.Search Bar - Choose how you

want to search
a.Address, location, place

b.Boundary name or zip code

https://experience.arcgis.com/experience/a4755d9776654e4dad5451af881010d2


I I .  GAIN MARKET CLARITY
Step 1 - Calculate Demand for Care

Exercise #1

4.Click Infographic - Type

5.Select Report Type -

“Demographic and Income

Profile”

6.Run Infographic



I I .  GAIN MARKET CLARITY
Step 1 - Calculate Demand for Care

7.Report will populate for selected area: 

a.Address

b.City

c.County

d.Drive Radius (time or miles)



I I .  GAIN MARKET CLARITY
Step 1 - Calculate Demand for Care

8.Count total Population by Age

a.2025 = 92 ages 0-9

b.Averages 9 children/age group

9.Nine children/age group x 3 = 

a.27 Total Demand for Care



I I .  GAIN MARKET CLARITY
Step 2 - Where are these children?

Is this a WAG or a SWAG?



I I .  GAIN MARKET CLARITY
Step 3 - Estimate Supply of Care

Provider DashboardProvider Search

https://mtdphhs.my.site.com/MAQCSChildCareLicensing/s/provider-search?language=en_US
https://dphhs.mt.gov/interactivedashboards/Children/ChildCareCapacityandSubsidyAuthorizations


I I .  GAIN MARKET CLARITY
Step 3 - Estimate Supply of Care

1.Set Search Terms relevant to you

2.Click - View Details

3.Document licensed capacity/ages

a.Document any other

information helpful to you

Provider Search Website 



I I .  GAIN MARKET CLARITY
Step 3 - Estimate Supply of Care

Who else is direct or indirect competition? How many kids are in those locations?



I I .  GAIN MARKET CLARITY
Step 3 - Estimate Supply of Care

Is this a WAG or a SWAG?



I I .  GAIN MARKET CLARITY
Step 4 - Come to a Data-Informed Conclusion



BUSINESS DECISIONS ARE LOCAL - NOT STATEWIDE
And pertinent to your immediate proximity

Three inputs  to the next  step:
1. Number of  children (0–3)  -  Demand
2. Known Options -  Supply
3. Where the are rest  of  the children? -  Supply

Document:  
1. Estimated I/T  children in the area
2. Number of  slots  you can identify
3. Where famil ies  are going instead



DATA-DRIVEN DECISIONS

Does your community actually  need more
Infant/Toddler  care?

Yes
No
Not sure
More research is  necessary

Crit ical  Leadership Point
Not every provider  should
start/expand/offer  I/T
Understand your why & support  i t  with data



I I I .  GAIN COST CLARITY
Reframing

If you do not know your program’s cost of care per child, 
your price is a guess.

 
Sometimes guesses are okay. 

But in business, pricing is not an area to guess. 



I I I .  GAIN COST CLARITY
What It Actually Means

Communicating: 
 Each child has a real cost

and
What those costs are

Reconsidering: 
Who Pays for Services 

Families
Subsidy

Employers
Programs

Community



I I I .  GAIN COST CLARITY
From Price Guilt to Cost Clarity

Old → “What can families afford?” 

Old → “There is One Single Fix” 

 New → “What does it cost and
how is it covered?”

Who has a vested interest? 
Who is benefitted?

 New → “There Is No Single Fix”
Control & Initiative are in the
hands of owners & operators!



I I I .  GAIN COST CLARITY
The Four Levers

 Every Program Has These Four Tools
Price

Volume
Fixed Costs

Variable Costs

If we understand them, we can use them
If we plan for them, we can adjust them

If we measure them, we can analyze them
If we analyze them, we can improve them

IF THEY ARE IMPROVED, CASH FLOW INTO AND
OUT OF THE BUSINESS IMPROVES



I I I .  GAIN COST CLARITY
The Four Levers: Price | Volume | Variable Costs | Fixed Costs

Price

Pricing Must Reflect Reality

“If price is wrong, everything downstream is unstable”

Flawed Assumption: “Tuition must cover 100% of True Cost”

Correct Assumption: “Revenue must cover 100% of True Cost”

Flawed Assumption: “Families must cover 100% of True Cost”

Correct Assumption: “Earned Income and Those Benefitted

must cover 100% of True Cost”

COST  VS TUITION



I I I .  GAIN COST CLARITY
The Four Levers: Price | Volume | Variable Costs | Fixed Costs

Volume (aka: Quantity)

Predictable Enrollment Matters More

Than Max Enrollment

20 slots vs 15 consistent children (%

OF CAPACITY)

Volume can mean ADA vs. ADE;

Diversifying earned income sources;

Diversifying Payers



I I I .  GAIN COST CLARITY
The Four Levers: Price | Volume | Variable Costs | Fixed Costs

Variable Costs:  
Costs directly l inked to children and

increase/decrease based on the number
of children enrolled/attending per day

Know them
Plan for  them
Analyze them

Manage them (aka:  buy better)



I I I .  GAIN COST CLARITY
The Four Levers: Price | Volume | Variable Costs | Fixed Costs

Fixed Costs:  
Costs not directly l inked to or  caused by an
increased or  decreased number of  children

enrolled/attending per day

Know them
Plan for  them

Include potential  (aka:  be comprehensive)
Analyze them

Manage them (aka:  buy better)



I I I .  GAIN COST CLARITY

Exercise #2

Step 2 - Rough Operating Costs
Known Potential



I I I .  GAIN COST CLARITY

Exercise #2

Total Operating Costs - Known & Potential



I I I .  GAIN COST CLARITY
Step 2 - Enrollment Reality

Predictable enrollment matters

more than maximum enrollment

because it assumes imperfection. 



I I I .  GAIN COST CLARITY
Step 3 - Cost per Child



I I I .  GAIN COST CLARITY
Step 4 - Reality Check



How does this  exercise make you feel?
Happy
Sad
Confused

Crit ical  Leadership Point
If  your numbers do not  work on paper,  they
will  not  work in real  l i fe .

DATA-DRIVEN DECISIONS



IN THE OPPORTUNITY BLUEPRINT FOR I/T SERVICES
Key Point #3 is about Unit Profitability & Comprehensiveness

Budget Comprehensiveness

Cost-Plus Pricing Methodology



IV. BE INTENTIONAL ABOUT REVENUE

This does not necessarily mean families pay more!

But it does mean we have to change how we think about:
Affordability

Earned income
Who pays for services they are benefitted by

The goal is not higher tuition
 The goal is fully covered costs



Three Legs
Market

Operations

Financials

Leadership 
McCormick Institute’s Whole

Leadership Framework
Leadership Essentials

Administrative Leadership

Pedagogical Leadership

Two Key Business Ratios
Assets-to-Revenue

Wages-to-Revenue

SIMPLIFIED BUSINESS FRAMEWORK



IN THE OPPORTUNITY BLUEPRINT FOR I/T SERVICES
Key Point #1 is about Mindset Shifts

Beachhead Markets
Tuition isn’t only Earned Income Source

Innovation Equation
Problem+Solution=Opportunity



IV. BE INTENTIONAL ABOUT REVENUE

Exercise #3

Step 1 - Revenue Mix

To the best of your ability, take a guess: 
What do you think tuition currently is as a % of

total revenue?

Non-Tuition as a % of total revenue?

What do you think this means when a

cost like insurance goes up? 
What actions do you/will you take if insurance

goes up 150% next year?

Food costs rise 20%?

Labor costs rise 15%?



IV. MOST COMMON BUSINESS MODELS
Model 1 - I/T as Loss Leaders

Primary Age Groups: 3-5 (60-80%)
Primary profit center

Secondary Age Groups: 0-2 (10-35%)
Typically a Loss Leader with goal of Lifetime Value

Tertiary Age Groups: School Age - Early/Late/Summer (5-10%)
Secondary profit center if part of business model; Typically excellent margins but low dollar amounts

Model 2 - I/T not part of Business Model
Primary Age Groups: 3-5 (90-100%)

Primary profit center; Often only profit center

Secondary Age Groups: 0-2 (0-10%)
Typically a Loss Leader with goal of Lifetime Value

Tertiary Age Groups: School Age - Early/Late/Summer (0-10%)
Secondary profit center if part of business model; Typically excellent margins but low dollar amounts

Tuition-derived Income typically
94-99% of Gross Revenue



IV. GOAL - BUSINESS MODEL SHIFT

Model 3 - For Consideration
Understand Competitive Environment 

Evaluate Supply-Demand

Build Business Model that meets Supply-Demand
Business Model designed based on viability, market demand, & competitive environment

Primary Age Groups: 0-3 (60-80%)

Secondary Age Groups: 4-5 (10-35%)

Including early/late, afterschool, & summer

Tertiary Age Groups: School Age - Early/Late/Summer (5-10%)

Tuition-derived Income goal of
87-90% of Gross Revenue



IV. BE INTENTIONAL ABOUT REVENUE

Exercise #3

Step 2 - Additional Sources of Revenue 

Most of these additional revenue

sources are referenced in PAS & BAS?



IV. BE INTENTIONAL ABOUT REVENUE

Exercise #3

Step 3 - Payers

Perhaps the hardest thing to change will helping other employers understand who is

vested and who is benefitted by your ability to provide services.



IV. BE INTENTIONAL ABOUT REVENUE



SO...WHO’S VESTED & BENEFITTED

Regional Tax Base

Regional/Local Employers

End Users



THEREFORE...

We encourage a re-thinking of who pays for services 

because of who is benefitted by the workforce.

Private Payers

Subsidy Payers

Employer Benefit Plans



Scan Me!



THERE’S A TAX CREDIT FOR THAT!

https://www.irs.gov/businesses/small-businesses-self-employed/employer-provided-child-care-credit-tax-year-2026-and-later


IV. BE INTENTIONAL ABOUT REVENUE

Exercise #3

Step 4 - Reflection



HIGH QUALITY DECISION MAKING



FINAL TAKEAWAYS

Infant-toddler care is expensive...
Losing money on it is not inevitable

The problem is the model...
The solutions are: 

true cost clarity
unit-level pricing
diversified revenue
diversified payers

Data that is...
Localized to the community, the business, the classroom, the
teacher, the unit...the child



FINAL TAKEAWAYS

What did you just build? 
A decision-making framework, based in: 

Market viability
Cost clarity
Revenue options

Choosing not to do I/T is not a failure
It is a high-quality decision from a high-quality leader

To be in the business of early childhood education
We must be in business first, AND remain in business second

Innovation is necessary...Problem+Solution=Opportunity
The old ways don’t get it done anymore



Questions?



WE ARE HERE TO HELPWE ARE HERE TO HELP
COACH | COUNSEL | ADVISE | TRAINCOACH | COUNSEL | ADVISE | TRAIN
YY ou are not alone!ou are not alone!

WE ARE HERE TO HELP
COACH | COUNSEL | ADVISE | TRAIN
You are not alone!

JasonN@ZerotoFive.orgJasonN@ZerotoFive.org  
https://zerotofive.org/https://zerotofive.org/

https://childcarebusinessconnect.com/https://childcarebusinessconnect.com/

JasonN@ZerotoFive.org 
https://zerotofive.org/

https://childcarebusinessconnect.com/
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This program is funded under a contract with the Montana Department of
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