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SUBJECT/OBJET LONG TERM STRATEGIES FOR EFFICIENCIES IN THE

CHILD CARE SYSTEM

DEPARTMENTAL RECOMMENDATION

That the Community Services Committeerecommend Council approvalthat the Social
Services Department proceed with the following:

1.

A feasibility study to be completed within the next three months on the phasing out
of infant group care beginning in 1997.

A program by program review to be completed irthe next three months to identify
opportunities and recommend steps to restructure programs in a more cost effective
manner; to review the sustainability of the 2.1% rate reduction and to determine
the potential for closure of group child care programs at Christmasand for one
week in the summer.

The use of funds in the amount of $25,0G6om the Child Care Contingency fund to
undertake within the next three months a cost-benefit analysis of the following:

a) developing automated links between child care agenciddCSS Area Office
and Social Services;

b) setting up or linking with existing centralized servicedor payroll, janitorial
services, purchasing etc. for individual child care programs

C) developing an automated central waiting listfor licensed child care
programs.



4. A review of policies related to the provision of subsidized childare for students, for
parents looking for work and for parents requiring part time care to be completed
by early winter.

5. A review of the distribution of all subsidized child care spaces including Jobs

Ontario spaces in consultation with the child care community to be completed by
the end of 1996.

BACKGROUND

In Ottawa-Carleton prior to October 1, 1995, there were 555B8idized childcare spacesost

shared bythe Province and the Region at 80/20 and 707 Jobs Ontario $épaded100% by the
Province. On October 1, 1995 the \pnzial government reduced théavel of fundingfor the

Jobs Ontario spaces from 100% to 80%. This meant that in ordexirtitainthe existing level of
service, Ottawa-Carleton had to find funding for its 20% share of the cost of the 707 Jobs Ontario
child care spaces. This amounted to $1,031,000 on an annualized basis.

Regional Counciapproved a three phase strategy to accomplish the goaiotaining all of the
Jobs Ontario spaces on a long term basis:

1. in 1995 the Child Care Contingency fund was used to cover any incneasiegalcosts;

2. in 1996 perdiem and administratiomrates inall purchasedchild care programs, were
reduced by 2.1%municipal childcare program and administration budgeéese reduced
by a similaramount and theninimumuserfee was increased. These measurespmtert
with a $159,000 contribution from the Child Care Contingency fund, made up the required
savings;

3. also in 1996, th&ocial Services Department embarked on a processthdtthild care
community to develop longerm strategiesvhich could be introduced in 1997 to replace
the 2.1% reduction.

Whenthe Provincial government announcéte reduction in their share @inding for the Jobs
Ontario spaces, they also announced their intention to do a complete reviegcbfld care
system in Ontario. That review has taken place in the ensuing numatbisthe direction of Janet
Ecker, Parliamentary Assistant to Community and Social Services Minister Tsubouchi. In
defining its goals for the review, the government has said that it wants “to thatiarentfave
quality and affordablehild care options, focus resources on thiasailieswho are most in need,
insure a systerthat is bahnced betweethe private and non-profit sectors amdkethe system
more flexible to adapt to thechanging needs oOntario families.” The Social Services
Department agrees with these general directions.



Severalgroups andndividuals have maderitten submissions tdhe review, although it was not
originally designed to have a formadnsultation process. Representatives of the Region and the
child carecommunity also had ampportunity to meet with Ms£cker at a rounthble discussion

in February. Itis expected that results of the review will be presented Kirtiseer and Cabinet

in early summer. Sincthe Provincantends to makéhe system more affordabléhe results of

the review should provide opportunities foostsavings ormmore cost effective use ofexisting
resources bghanging some dahe current regulatory restrictions. It is alséely that changes

will be made tahe current needest process for thgetermination otligibility for subsidies and

to the wage subsidy program for child care staff.

The purpose of this report is to identify and commence activities within the mandate of the Region
in the administration andlelivery of childcare in order t@achieve permanent efficienciedhis

report also identifies longterm strategies thafall within the mandate of thdProvincial
government.

IMPACT OF STRATEGIES USED IN 1996

For 1996, all community child care agencies lowered their 1995 approyet diem or
administrationrates by 2.1%. Theew schedule fominimum userfees wasimplemented in
February 1996.

First quarter expenditure and revengports indicate that the approved budgeluding a
contribution of $159,000 from theontingency fund will be sufficient toover costs in 1996.
However, revenues from partifée payers continue to declimaeaningthat approximately
$75,000 inadditional savings will have to be found in 199 Maintainthe total 6,22%ubsidized
spaces in the system. The total savings required are estimated at $1,0ZAi@onsists of the
following:

1. reduction, community agencies 00,000

2. 2.1% reduction, municipal programs and administration $ 190,000

3. contribution from the contingency fund $ 159,000

4, decreasing revenue from partial fee payers 7,000
$1,024,000

IMPACT OF CHANGES IN THE EMPLOYER HEALTH TAX (EHT)

In their May 1996 budget, theProvincial government announced &HT exemption for
employers on their first $400,000 of payroll to be phasedwén thregyears starting in January 1,
1997. In 1997, thexemption will apply tathe first $200,000 of payroll. This exemptionill
result incost savings in community childare programs oépproximately $170,217 in 1997,
$59,981 in 1998 and $38,842 in 1999. Thsaeingscould be used to reduce the $1,024,000
requirement indicated above.



EFFORTS TO DEVELOP LONG TERM STRATEGIES

Since the fall of 1995, asignificant amount ofwork has been donevithin the child care
community to review the existing child care system and to identify opportunities for change.

The following is a brief summary of some of the options considered by vaectw's of thehild
care community.

1.

Home child care programs

merging of informal and licensed care while maintaining some standards;

offering more service athe beginning ofthe relationship with a caregiver sthat
eventuallythe caregiver would requirsinimal contactwith the agency and would
receive support from a provider association;

developing a process of accreditation for home care providers;

developing a centralized waiting list;

sharing resources such as newsletters, toys and equipment, workshops, parent
education, play groups, crisis intervention;

exploring administrative efficiencies likeentralized fee collection, paymenimlicy
making;

recommending changes in legislation to increase the number of penfesme visitor,
increasethe number of schoohgechildrenper home and allowwo caregivers in one
home.

. Child Care Programs Providing Services In French

delivering all child care services for children age 0 to 2.5 years old in home child care;
consolidatingthe management andelivery structure for kindergarteand school age
children encouraging administratiefficienciessuch as centralized payroll, waiting list,
purchasing, etc. and sharing of services like programming and equipment;
recommending changes to the legislation in relation to ratios and physical space;
recommending a different fundinstructure toinclude base funding which would
achieve administrative efficiencies.

. Centre Based Child Care Programs

developing ways to make the child care system more flexible;

reviewing the implications of base funding;

reviewing the Day Nurseries Act;

sharing of physical space and buses where possible;

reviewing and researching the role of group care in providing infant care;
closing of group care programs for one week each year;

reviewing and comparing needs testing and income testing for subsidy eligibility;
fund raising for additional equipment and enhanced program components;
making better use of technology to accomplish administrative tasks.



4. Parent Consultation

The Child CareDivision surveyedparents whosehildrenare enrolled inmunicipal child
care centres to gatheleas on making municipal chilchre programs moreostefficient.
Comments indicatéhat ahigh proportion of parents aneery satisfied wittthe child care
services they receive anldat they particularly value qualified staff, quality programming
that is structured but noigid, educational toys and laaced meals. They dwt support
reductions in these areas. Suggestions for reducingasteof theexisting childcare
system included:

» developing a moréexible system inorder to attractnorefull fee payers and tbetter
meet parental work, study and job search schedules;

 the provision by parents of equipment and supplies;

* purchasing of food and materials in bulk.

The options above outline the effort various groups have put into developing strategies for change
in thechild care systemMany ofthe options considered require changeBrovincial legislation

or policy and without the benefit of knowledge of the results oPtiogincial ChildCareReview,

there is no consensus on which options should be pursued.

In view of thenecessity ofinalizing plansfor the 1997 budget, the Departméiats reviewed all
of the optionswhich have been identified, to determine whistes would result iisavings and
could beimplemented in 199Without any changes in existing Provincial regulation&nnex A
contains a list othose optionsvith preliminaryestimates of savings. Annex B contains a list of
optionswhich would yield savingsbut requirechanges in Provincial legislation or regulations
prior to implementation.

OPTIONS FOR 1997

From thelist of strategiesvhich could beimplementedvithout a change iProvincial legislation
or regulation, the Department has identifiedfhilewing optionswhich could result irsignificant
cost reductions beginning in 1997:

1. Retain the 2.1% reduction in some or all programs for another year
Some programs have indicatedwdlingness to livewith the currentlevel of
funding in preference to introducing further structural changes to programs.

2. Closeall programs between Christmas addw Year'sday andfor one weekduring
the summer
This option hassupport fromsome programs however it creatsgnificant
problems fomanyworking parents who cannot takme off atthe requiredime.
Programs withsignificant numbers ofull fee payers have also indicated their
opposition to an imposed closure.




3. Introduce a further increase in the minimum user fee.
A significant increase irthe userfee was introduced ii1996. Parents are
indicating that they wouldfind any additional increase very difficult to handle.
There is someupport forextendingthe userfee to families whoseincomes are
below the povertyevel however this would result in extreme hardship Jome
families and would also result in collection problems for agencies.

4. Review programs on andividual basis to identifyand implement changes igroup
sizes, staffing, etc. which would reduce the cost per child.

Severalindividual child care programs are currently operating witlefficient
group sizes and/or staff complements in excessthd provincial minimum
standards. In most cases, these situations have evolved as a rehyiicHl
space limitations, changes in provincial requirements, safety issues or a desire to
serve morechildren everthoughthis may haveincreased theost perchild. The
Department has discussed this situation with the &f@éee of MCSS. They have
indicated awillingness toundertake a joint program-by-program reviewith
RMOC staff, to determine where opportunities exist to change operating capacities
or target groups, reductaff to minimumstandards, etc. Recommendatifosn
this review couldnclude reducinghe size of somgrogramswhile increasing the
size of others and combining small or inefficient programs.

5. Increase the use of ndfarly Childhood Education trained staff all centre based
programs.

The Day Nurserieéct requireshat onestaff per group otchildren be qualified as
an Early Childhood=ducator (ECE). In preschool programs, éxample, this
meansthat for every 16 childrenpne of thetwo required teachers must have an
ECE diploma. Currentlythe majority of teachers irchild care programs ithis
communityare ECE qualified. As a result there would be a potentiadg#ithis
practice was changed. However, researchdeagified definite linksbetween the
gualifications of staff andhe quality of programs. Many parents ancthild care
professionalsare consequentlyery reluctant to move in this direction. In
addition, collective agreements and contragth individual staffwould meanthat
implementing this option would be a lengthy process.

6. Phaseut infantgroup carewhile creating an equal number @frgetechome childcare
spaces or toddler spaces.

Current rates foinfant group care range from $843/month to $1380/mofithis
compares to aate of $550/month fdicensed home childare forinfants. Rates
for infant group care are a direceflection of the strict staffing guidelines
contained in theDay NurseriesAct. These rates hawmade infantgroup care
unaffordable tcall but afew fee paying families. Phasiogt ofinfant group care
would result insignificant savings. However, it would removehis option for
parents and would have sagnificant impact orthe viability of the programs
currently offering this type atare. Thampact would be particularly destructive in
teen mother programs where it gsucial for the success of the program to




minimize the amount oftime teen mothers areut of school. Demonstration
programs in theommunity colleges alsieel that the opportunity to observe and
work with infants is crucial for their students.

7. Discontinue the provision of hot noon meals.
There isvery little support forthis option because of the nutritionghlue of the
current practice and the long temmpact onthe health and development of young
children.

8. Other strategies
Several suggestions have been matieh would result in modestavings which
should be pursued even though fimancial impact wouldnot be great. These
include sharing buses for field trips, sharing training or staff development resources
between programs, generating revenue from respite care, etc. ifihatees will
be pursued.

9. Administrative efficiencies
Suggestions fosignificant changes ithe administration otthe child caresystem
have come from severakctors. Aside from changes in funding such as base or
program funding, whichrequire changes in Provincial Legislatiahyee broad
areas have beedentified whichcould result inefficienciesthrough the use of
technology and/or centralized services. These areas are the following:

» development of automatelihks betweenchild care agencies, MCSS and
RMOC and exploration of additional use of technology such as direct deposits
of payments to agencies;

» use of centralized services for such things as payroll, purchgamprial
serviceetc. (could be througlpining existing groups ordeveloping new
services);

» development of an automated, centvediting list for licensed childcare
services.

Development in these areas hdefinite potentialfor future savings, however,
significant one time costs for set up would be required?olicy issues related
particularly to a central waiting list also requftether exploration. Preliminary
discussions with outside consultants indicate that a preliminary analysis of the
cost benefit of these initiatives could be done for approximately $25,000.

NEXT STEPS

Given that there is no consensughin the child carecommunity withregard to the optionssted
above and the need to furthewestigate and determine impacts and quantify savings, the
Department recommends the following course of action over the next three months:



1. A program-by-program review be conducted by RMOC and MCSS statrntfy and
recommend steps tmake programs moreost effective, to reviewthe impact of the
2.1% costreduction in 1996 and to determirlee potential for closure between
Christmas andNew Year and in theummer. (Community input will bsoughtwith
regard to criteria to be used.)

2. A feasibility study of phasingout infant group care be done tidentify impacts on
children, parents and individual programs and to quantify savings.

3. Up to $25,000 from thehild care contingencfund be used t@onduct gpreliminary
cost/benefit analysis of the following:

. development of automatdmks betweenchild care agencies, MCSS and
RMOC and exploration of additional use of technology such as direct
deposit of payments to agencies;

. use of centralized services for such things as payroll, purchgenitgrial
service etc. (could b#aroughjoining existinggroups ordeveloping new
services);

. development of an automated, centnaliting list for licensed childcare
services.

POLICIES RELATED TO ELIGIBILITY FOR SUBSIDIES

The Child Care Division has identified severareas related teligibility for subsidies where
improvements could be maaeéhich would enablethe Region to serve mofamilies within the
existing budget.

For examplework is currently going on to develop a pilot project with hoodld careagencies
where parents who are looking feork would be provided witlicensed home childare on an
“as needed” basiwhile looking for work ratherthan occupying dull time space. Afull time

space would be guaranteed, if the parent fouark or entered &aining program. Ithe pilot
project is successful, all new “looking for work” clients could be served in this manner.

A work grouphas also been looking at ways of respondinth&increasedemand from parents

for parttime care and care for extended hours. Issdestified includethe need fotraining for
program staff regardingpoth the increaseddministration related tgart time care and the
different type of programming required in centres wbleifdren come at irregular timetie need

for a centralized resource teelp parentsfind appropriate care and “ match” parents wpidrt

time needs; anthe potential fordesignating programs in various geographic areas to focus on
different needs.

Somework has also been done on lookingtla¢ possibility of definingand contracting for the
hours of care to be purchased for parents in training or educational programs. Psegvargs
high proportion of students could then look @&ducing their open hours. In addition, the
potential of using nursery schools to m#et needs of parents in part-time courses could be
explored.



The Departmentvill continue withwork in the above areas with eeport onpolicy changes
coming forward in late fall or early winter.

OTHER ISSUES

During discussion with parents atite child carecommunityabout the 2.1% reducticand the
future of thechild caresystem inthe current economic climatseveralotherissues have come
forward. Thesencludethe need to review the distribution sifibsidized spaces and reconsider
the option ofreallocating spaces singgospects forexpansionare limited. In addition, the
Department has continued target theJobs Ontario spaces to social assistance recipients and
hold a pool of these spaces for useagencies of a client's choice. This practice baen
continued because of the Department focussenvingthose most in need and also to keep
options open with regard tgsingthose spaces to supporcst assistance recipients involved in
Ontario Works or other wortelated programs. Due to the changes inRteincial funding of

the Jobs Ontario spaces, there is no longer a provincial requirement to maintain the targeting.

Consequently, the future use of the Jobs Ontario spaces could be revigyaedadsa review of
the distribution of spaces. The Departmestommendshat areview of the distribution of all
spaces(including Jobs Ontario spaces) be undertaken in consultation withchit@ care
community by the end of 1996.

Approved by
Dick Stewart
Commissioner

GP/maw



ANNEX A

STRATEGIES WHICH WOULD RESULT IN SAVINGS
AND COULD BE IMPLEMENTED IN 1997
WITHOUT CHANGES IN PROVINCIAL LEGISLATION/REGULATIONS

A. Strategies that could be implemented on January 1, 1997 Estimated Savings
1. EHT savings $170,217
2. Retain the 2.1% reduction for another year
community agencies $600,000
municipal programs & administration $190,000
3. Close all centre based programs for one week in July or
August $200,000 - $260,000
4. Increase the minimum user fee needs further analysis
5. Require programs to share buses for field trips, pool resources

for staff development etc. needs further analysis

B. Strategies Requiring Phased-in Implementation or Further
Impact Analysis

1.

or

Phaseutinfantgroup careand create aaqual number of home
child care spaces $1,600,000
Phase out infant group care and create an equal number of
toddler group spaces $1,290,000
Review all programs on an individual basis for cost effectiveness

$200,000
Increase the use of non-ECE trained staff $575,000
Discontinue provision of hot noon meals needs further analysis
Encourage programs to generate revenue through the provision
of respite care or summer programs needs further analysis
Develop automated links between MCSS, RMOC and individual
child care programs needs further analysis
Introduce centralized services for purchasing, payroll, janitorial
services, etc. needs further analysis
Develop an automated, central waiting list for licensed child care
programs needs further analysis

! does not include financial impact on agency if infant program is phased out
2 one untrained staff per age group



ANNEX B

STRATEGIES REQUIRING A CHANGE IN
PROVINCIAL LEGISLATION OR REGULATION

ESTIMATED SAVINGS
. increase child/staff ratios in centre-based programs

pre-school from 1:8 to 1:10 $1,180,000
kindergarten from 1:12 to 1:15 $ 240,000
after four for 1/15 to 1/18 $ 150,000
. introduce more flexibility in Day Nurseries Act e.g. change $ 363,000
infant ratio

. increase the ratio of homes per home visitor in licensed home $ 230,000
child care from 25:1 to 30:1

. increase number of children per home from 5 to 5 younger increased earning
children plus 2 school age children potential for providers
. consolidate funding and block fund municipality needs further analysis
. introduce base or program funding needs further analysis
. combine RMOC and MCSS child care units needs further analysis
. restructure home child care to include the informal sector needs further analysis

. introduce an income test needs further analysis



