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EXECUTIVE SUMMARY 

Kids on Campus (“KOC”) has been part of Santa Clara University (“SCU”) since 1969, 
providing child care for the children of faculty and staff. KOC is currently experiencing a 
significant waiting list for infant care as well as escalating operating expenses requiring 
increased financial support from SCU. In an effort to address faculty and staff members’ child 
care needs and effectively manage the University’s investment, SCU retained Horizons 
Workforce Consulting®, a division of Bright Horizons Family Solutions®, to perform a child care 
demand and cost projection study. The objective of the study is to project the true demand for 
child care services, assess the current KOC operations, and develop a series of child care options 
that will maximize SCU’s current child care investment while meeting the needs of faculty and 
staff.   
 
Methodology 
 
The study included the following research components: 

 Leadership interviews 

 Child Care Task Force constituent feedback 

 KOC policy and program review, financial audit, and center tour 

 Local child care market analysis 

 Peer university child care program benchmarking 

 Faculty and staff demographic and geographic analysis 

 Child care demand projection 

 Site evaluation 

 Investment impact measures 

 
Key Findings 
 
Based on the analysis of the data collected, the following are Horizons Workforce Consulting’s 
key findings: 
 
Faculty and Staff Challenges 

 KOC’s current tuition rates are below market rate for center-based care in Santa Clara and 
San Jose, yet still unaffordable for some faculty and staff members. 

 The need for infant and toddler care among faculty and staff significantly exceeds the current 
capacity of care for this age group at KOC.  

 It should be noted that current demand reflects KOC charging less than market rates. 
Demand may decrease if tuition rates are increased without another form of dependent care 
financial assistance being offered. 
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 Parents who cannot access KOC due to the lengthy waiting list feel the benefit is inequitable, 
as center users are not only receiving quality but also subsidized care. 

 
KOC Operating Effectiveness 

 The cost per child to SCU of providing child care is high due to the above market teacher 
salaries, lower than best practice teacher-to-child ratios in preschool, and below market 
tuition rates. 

 The annual operating subsidy will continue to escalate given the current practice of offering 
teachers a higher percentage salary increase than the increase in parent tuitions. 

 KOC’s current staffing model relies heavily on part-time teachers and student aides, 
impacting the center’s ability to effectively execute educational activities and to operate at 
higher classroom capacities. 

 The existing facility, with one bathroom in the hallway for three classrooms, is also 
impacting the execution of curriculum as one teacher is often left with the majority of the 
children while a teacher aide takes children to and from the bathroom for hand washing and 
toileting. 

 
Value of KOC 

 KOC is valued by SCU leaders as well as faculty and staff members for supporting the 
family-friendly culture at the University, fostering the sense of community on campus, 
building cross-functional relationships, supporting parents in managing their work and 
personal responsibilities, increasing employee productivity, and adding to the overall student 
experience on campus. 

 KOC supports SCU’s competitiveness for talent, as many of SCU’s peer institutions offer 
child care centers and additional financial dependent care supports to their faculty and staff. 

 
Child Care Options 

 The house adjacent to KOC is viable as an infant/toddler center (if the cost of renovation is 
not cost prohibitive) for 24 children, allowing the existing KOC space to be renovated to 
serve only twos and preschool children, including child bathrooms in the classrooms. 

 The operating effectiveness of KOC can be enhanced through changes in key budget drivers, 
thereby reducing SCU’s overall financial support and increasing the financial sustainability 
of the program. These adjustments to the program can be made while maintaining the 
provision of high-quality care and adhering to accreditation standards set by the National 
Association for the Education of Young Children (NAEYC). 

– Re-evaluating teacher salaries 

– Re-evaluating the center staffing model 

– Charging part-time care tuition premium 

– Charging SCU alumni market rate tuitions 

– Elevating tuition rates overall and then providing financial support based on need 
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 Additional child care options are provided for SCU’s consideration. The best solution may be 
a combination of options to address the supply and affordability of quality child care as well 
as the equitability of SCU’s offerings. These include: 

– Reconfiguring the current KOC center to provide ten additional infant/toddler spaces and 
adding bathrooms in the classrooms for twos and preschoolers improving teacher-to-child 
ratios and program quality. 

– Offering a child care financial assistance program of up to $5,000 per year to assist 
faculty and staff with the cost of eligible child care (child care provider with a social 
security number or taxpayer identification number). The level of assistance is tied to 
adjusted gross household income and is capped at a specified household income level. 

– Partnering with existing community programs to increase access to quality care and 
affordability for faculty and staff. This arrangement provides priority enrollment at 
quality community programs allowing faculty and staff to be placed at the top of the 
waiting list, if one exists, gaining quicker access to care. In addition, the care is offered to 
faculty and staff at the same rates charged at KOC to address affordability concerns with 
SCU covering any cost differential. 

– Incorporating back-up care into KOC to extend the reach of the program to more faculty 
and staff members and potentially increase revenue to the program. Faculty and staff who 
do not regularly use the center due to a preference for another form of child care or 
inability to access the center due to the waiting list would be able to use the center on a 
space-available basis when their regular care is unavailable. In addition, SCU could add 
KOC to Bright Horizons Back-Up Care Advantage Network allowing parents of other 
organizations to use the center for back-up care on a space-available basis and receive 
$65 per back-up use in return. 

 
KOC Management Options 

 SCU has options regarding the management structure of the center. These options include: 
 

– Self-operated (KOC’s current structure) 

The benefit of a self-operated center is the sponsoring organization retains full control 
over the program. The sponsoring organization owns or leases the property, building, 
furniture, fixtures and equipment. In addition, the sponsoring organization sets the 
policies and procedures, operating budget, and tuition rates. Consequently, the sponsoring 
organization assumes the financial risk or gain associated with ongoing program 
operations. The area of exposure in this model is the sponsoring organization is 
responsible for driving program quality, as well, and may not have the expertise in-house 
to do so. Furthermore, managing the center internally requires the involvement of many 
internal departments such as human resources, payroll, benefits, and legal. 
 

– Third-party management firm - Sponsorship 
This model is similar to self-operated in terms of the sponsoring organization retaining 
control over owning or leasing the property, building, furniture, fixtures and equipment. 
In this model the sponsoring organization often provides the building to the third-party 
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operator at no cost, thereby keeping tuition rates affordable and teacher pay as high as 
possible. The key difference is in this model the third-party operator assumes most of the 
financial risk associated with the ongoing center operations once an operating budget is 
agreed upon between the two parties. A budget is collaborated on to meet the sponsoring 
organization’s needs while also meeting the third-party operator’s need for a financially 
viable program. Based on these negotiations, the sponsoring organization may provide 
additional financial support to the program such as food service or a set amount to 
support program operations to drive up program quality while keeping tuition rates 
affordable. The sponsoring organization benefits from the operational support and 
oversight, education and training, human resources support, financial services, and 
general administrative support that comes with engaging a third-party operator who is an 
expert in the field of early childhood education with extensive experience operating 
programs for sponsoring organizations. 
 

– Third-party management firm - Management 
This model is similar to the Sponsorship model above, with the key difference being the 
sponsoring organization assumes most or all of the financial risk associated with the 
ongoing program operations and pays the third-party operator a management fee for its 
services. This model gives the sponsoring organization the highest degree of control over 
policies and center operations without having the day-to-day responsibility of managing 
the program.  
 

– Parent co-op (KOC’s original structure) 

In this model, a parent co-op board typically manages the center. The parent co-op board 
owns or leases the property, building, and furniture, fixtures, and equipment. Likewise, 
the parent co-op board assumes all financial risk or gain associated with the ongoing 
program operations. One potential challenge for a parent co-op run program at a work 
location is the parent participation required, which can be challenging for dual-income, 
working parents to execute. Additionally, the parents participating may compromise 
program quality and deviate from early childhood education best practices if the parents 
are not properly trained. Lastly, the program’s support is only as deep and experienced as 
the members of the board. 
 

– For-profit community provider 
In a model run by a for-profit community provider, the provider is responsible for the 
facility and for the financial risk or gain. The key difference in this model is the 
community provider typically develops operating budgets and cost structures that 
optimally reflect its goals (namely a center that operates at a profit) instead of the 
sponsoring organization’s goals. A for-profit community provider must also cover the 
costs associated with human resources, legal, building occupancy, liability insurance, etc.  
Therefore, a community provider is often motivated to maximize profits through either 
increased tuition rates, reduced expenses, or a combination of the two. 
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– Non-profit community provider 
A non-profit community provider is similar to a for-profit community provider with the 
exception of the expectations around the center operating budget. If the center operating 
budget results in a profit, those profits are typically invested back into the center in the 
form of teacher salaries, center equipment or upkeep, and/or center improvements. If the 
center operates at a loss, the center must complete fundraising activities or increase 
parent tuitions to remain viable. 
 

 SCU leadership indicated that it might be in the University’s best interest to view the center 
as an ancillary service similar to the book store and food service on campus, and engage an 
expert in high-quality child care center management to operate KOC. 

 Of the 21 university centers benchmarked, 13 are self-operated, seven are operated by a 
third-party management firm, and one is a parent co-op. 

 When selecting a management structure, key areas of consideration are: 

– The level of financial responsibility and the level of control SCU desires over the center. 
Financial responsibility and control are directly linked, as the entity having responsibility 
for the bottom line needs to have control over setting policies and procedures that impact 
the financial viability of the program such as hours of operation, teacher-to-child ratios, 
tuition rates, teacher salaries, and the like. 

– The level of best practice early childhood education expertise the center management 
entity brings to bear. 

– The infrastructure the operating entity offers such as operational support and oversight, 
education and training, human resources support, client partnership and communications, 
financial services, as well as general administrative support such as IT, legal, payroll, and 
accounting. 

  


