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Executive Summary - A true ‘action’  plan 

 

As is evident to parents and care providers in the region, and has been confirmed by previous 

studies, child care services in Victoria are insufficient and under stress. Critical needs have 

prompted the Victoria Region Child Care Council (RCCC), a volunteer organization 

composed of community members, and its partners to develop a community child care plan 

that defines the goal for service improvement and expansion, and that costs this vision.  

 

The plan represents what the RCCC and the families it advocates on behalf of want to see, 

namely a regional child care system that makes public funding accountable for providing high 

quality, affordable child care to families that require it. Further, the plan offers a measuring 

stick to track progress between here and there. Above all it is an advocacy tool that allows 

members of the Greater Victoria community to demonstrate that, by building on strengths and 

enhancing existing services in the region, the child care system that has long been necessary 

can become a reality. 

 

The plan’s authors have established cost estimates, based on Victoria specific information, 

that show the average public investment required per year-round, full-time child care space 

for 3-5 year-olds is $8,960. For comparison purposes, BC currently spends $8,078 per pupil 

for 10 months in the public education system and it costs $15,000 per year to fund a Canadian 

university space. Given that early childhood is increasingly identified as the time of life when 

education and care is most critical to future outcomes, this investment is ‘worth it’ . In fact, the 

plan contains the key elements – quality and equitable access – necessary to ensure that the 

widely-acknowledged economic benefits to costs ratio of at least 2:1 are realized on public 

investment.   

 

We now know how much it will cost families and taxpayers to implement this plan.  

What is not known, and what concerns the Victor ia Regional Child Care Council, is the 

cost to children, families and taxpayers of the current lack of access to quality, 

affordable child care services in the Greater  Victor ia region. 
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 Introduction 

Like many groups and organizations across the province and throughout much of Canada, the 

Victoria Regional Child Care Council (RCCC) emphasizes the need to increase access to 

affordable quality child care1 in the local community. The Council envisions a comprehensive 

regional child care system that supports children’s healthy, holistic development and parents 

in all their roles, with links to other public services such as health and education. Two major 

reports produced by the RCCC and its partners and contributors, A Picture of Childcare in the 

Greater Victoria Region and the Childcare Information Action Project, provide a clear picture 

of local services under stress. They detail the numerous concerns regularly identified by 

parents, child care providers and researchers, and they offer recommendations for 

improvement.  

 

The critical needs confirmed by these studies have prompted the RCCC and its partners to 

develop a child care plan - one that defines the group’s recommendations for service 

improvement and expansion, and that costs this vision. The result of this work, as described in 

this report, is an understanding of how we get ‘ from here to there’ , and how to check our 

progress along the way.  The report’s authors worked directly with the RCCC to clarify their 

vision and turn it into a plan for a child care system that is accessible to, and meets the needs 

of, families in the Victoria region. Further, we provided cost calculations of the investments 

necessary to achieve this vision. Finally, the report explains how this plan and the required 

public investments can be implemented.  

 

The Victoria Regional Child Care Council envisions multiple uses for this report and 

accompanying PowerPoint presentation. In particular, these can be used to: 

1. Raise and broaden public awareness – while the RCCC and others have increased 

public awareness of the current problems with child care in the Capital Region, to date 

they have not put forward a clear plan with associated costs to address the situation.  

The RCCC will now have specific information to share with a range of stakeholders. 

                                                 
1 By definition, early learning is a component of quality child care.  Therefore the term ‘child care’  used 
throughout this report could also be described as ‘early learning and child care’ . 
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2. Inform public policy - this information comes at an important time in the development 

of early learning and child care policy in our province. Broadly speaking the RCCC 

hopes that the project results inform BC’s ongoing commitment to service 

improvements as reflected, for example, in the 2003 federal/provincial/territorial 

agreement on early learning and child care.  Specifically, there is a potential 

opportunity for the project results to inform current feasibility assessment and 

planning efforts now underway in the Ministries of Education and Children and 

Family Development, respectively.  

The Victoria RCCC is very hopeful that the results of this project will support informed 

discussions between and among parents, child care providers, other community members and 

governments; will help improve access to quality, affordable child care services; and, by 

extension, will support healthy children and strong families, communities and economies.   

 

Process 

PLAY and the RCCC approved a project workplan that included three in-person meetings to 

define objectives, discuss work completed to date and gather input for next phases of the 

project. Consultation also included a meeting with an Aboriginal representative to the RCCC, 

to discuss ways in which the broad-based costing model would incorporate Aboriginal 

priorities and perspectives.  In between these meetings, the authors maintained 

communication with key contacts Enid Elliott, Stephanie Gabel and Jan White.  The PLAY 

leadership team was also regularly updated on the project activities. 

 

The initial goal was to confirm a common vision of a regional child care system and the 

principles it would be based on. Early stages also involved exchange of information about the 

current child care situation in the region. Based on these initial discussions, the authors 

prepared cost calculations of the fully implemented vision or plan.   

 

An important objective of this work was that members of the child care community would be 

able to speak to the plan, including its fiscal elements. Therefore, meetings also included 

discussion of the economic rationale for additional public investment in quality child care. As 

a final stage, discussion focused on laying out an implementation plan for new public 
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investments. The RCCC discussed particular concerns and priorities and an implementation 

strategy was developed that will help achieve the full plan in stages. The deliverables of the 

project include a PowerPoint presentation and this summary report, both of which incorporate 

the community priorities and feedback provided throughout. 

 

The Plan  

The plan is based on principles long promoted by the RCCC and seen internationally, for 

example by the Organisation for Economic Co-operation and Development (OECD), as the 

basis for an early learning and care system that is accountable to the families and communities 

that rely on it.2 In brief, public investment in child care should go towards providing high 

quality care; it should also make that care affordable to all families; and finally, quality 

affordable child care spaces should be accessible to all families, including spaces for children 

with additional support needs. 

 

Based on the principle of accessibility, the RCCC plan includes a space for all children under 

12 in the Greater Victoria region - a full-time or part-time child care space, or a drop-in 

family support program for those under 5, and supplemental care for school age children 

whose families require it. Estimating the number of child care spaces needed depends on the 

number of children in each age group, and the type of space they would access if these spaces 

were accessible and affordable. Table 1 shows the projected number of spaces required and 

percent of each age group in each type of care. A full-time space refers to approximately 40 – 

50 hours per week spent in care. A part-time space refers to part-day programs for 0-5 year-

olds and after-school care spaces for 6-12 year-olds. An inclusive space refers to a space with 

additional resources to support culturally-driven services and children with additional support 

needs. This model has previously been used at a national and provincial level, but reflecting 
                                                 
2 The OECD currently has 30 member countries.  It “provides a setting where governments compare policy 
experiences, seek answers to common problems, identify good practice and coordinate domestic and 
international policies”  (www.oecd.org).  In the OECD’s Starting Strong review of early childhood education and 
care policies in twenty member countries, Canada ranked last in terms of spending (out of 14 countries) and rate 
of access to care among 3-6 year-olds (out of all 20 countries). The OECD strongly recommended, among other 
things, that all member countries “create the governance structures necessary for system accountability and 
quality assurance”  and “ improve the working conditions and professional education of ECEC staff.”  See Early 
Learning and Child Care: How does Canada measure up? by Martha Friendly (2006) 
http://www.childcarecanada.org/pubs/pdf/BN_EarlyLearning06.pdf . 
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its application to the Victoria region here, the parent drop-in programs that exist in the region 

are included for the first time. 

 

The projections of uptake are based on jurisdictions where child care is available and 

affordable. Note that all 0-4 year olds are projected to access a space while some 5-12 year-

olds, who already access care and education services in the school system, may not require 

additional services (depending on the labour force attachment of their parents). Use of child 

care spaces by children under 12 months is low because most families are able to access 

maternity and parental benefits. To the extent that this is not the case, the RCCC adds its 

voice to efforts to ensure that families have adequate incomes to support caring and parenting 

during the first year. 
 

Table 1: Projected number of spaces required by age and type of care 

 
 
Age of child 

Full-
time 

Full-time 
inclusive 

Par t-
time 

Par t-
time 

inclusive 

Parent 
drop-in 

No 
space 

needed 

Total 
spaces 
needed 

0-12 months 115 
(4%) 

29 
(1%) 

115 
(4%) 

29 
(1%) 

2,588 
(90%) 

0 
(0%) 

2,876 
 

1-2 years 2,301 
(40%) 

288 
(5%) 

2,013 
(35%) 

288 
(5%) 

863 
(15%) 

0 
(0%) 

5,752 

3-4 2,588 
(45%) 

288 
(5%) 

2,013 
(35%) 

288 
(5%) 

575 
(10%) 

0 
(0%) 

5,752 

5 (including 
kindergar ten) 

1,294 
(45%) 

144 
(5%) 

575 
(20%) 

0 
(0%) 

144 
(5%) 

719 
(25%) 

2,157 

6-12 0 
(0%) 

0 
(0%) 

11,073 
(55%) 

1,007 
(5%) 

0 
(0%) 

8,053 
(40%) 

12,079 

Total spaces 
needed 

 
6,298 

 
748 

 
15,789 

 
1,611 

 
4,170 

  
28,616 

Total licensed 
spaces needed 
(not including 
drop-in) 

 
 

6,298 

 
 

748 

 
 

15,789 

 
 

1,611 

 
 
0 

  
 

24,446 

 

Using the space requirement estimates in table 1, it is possible to cost the plan. For example, 

from table 1 we know the number of regular full-time spaces required for 3-5 year-olds. The 

projected annual operating cost of a full-time space for this age group is $11,200, which 

reflects an improvement in average staff compensation from the current level of $18/hr 

(including benefits) to an average of $25/hour. Child care quality is primarily driven by 
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qualified staff and providing adequate compensation to attract and retain proficient staff is 

essential.  

 

In order for the plan to reflect the principle of affordability, 20% of total operating costs are 

set as a goal for average fees paid by parents.3 This is based on fee setting practices in 

countries that have much more developed and publicly funded child care systems. The 

remainder is the public investment required, or the ‘cost’  of this element of the plan. The 

RCCC expects this necessary investment to come from the Province which may include 

transfers from the Federal government.  

  

The other types of spaces in the plan are costed in the same manner, with increased staff 

compensation to ensure quality. Inclusive spaces are estimated at twice the cost of regular 

spaces. Infant spaces (under 2) cost twice as much as spaces for 3-5 year-olds because a lower 

staff:child ratio is required. Part-time spaces cost 40% of full-time spaces. Parent drop-in 

centres are currently funded by the Provincial government and communities, and the model 

assumes that current funding will continue and will maintain existing drop-in programs. 

Applying this method, Table 2 shows the total additional public investment (net of the 

estimated $17 million currently provided by the provincial government for licensed child 

care4) required to provide necessary spaces of all types by age group. 
 

Table 2: Costing the full plan by age group 

Age Public Investment Required 

Under 6 $119M 

3-5 only $49M 

6-12 $39M 

Total under  12 $158M 

 

                                                 
3 The RCCC did not recommend a specific fee structure. The 20% average could be achieved by charging a flat 
fee, as in Quebec, or by varying fees depending on family income. Either way, the average public investment 
required per full-time space for 3-5 year-olds is 80% of the total cost or $8,960. 
4 Estimated from total provincial spending, based on proportion of BC children in Greater Victoria 
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As shown in the table, the annual public investment required to provide an appropriate space, 

based on the principles of accessibility, quality and affordability, for all 3-5 year-olds is $49 

million, and to build a system based on the principles that includes all children under 12 is 

$158 million.  

 

Current Situation 

With parents now paying approximately 70% of total operating costs in monthly fees, there 

are currently 10,635 regulated spaces in centre and family-based care in the Victoria region. 

This represents a significant base to build on as existing spaces can be enhanced and 

integrated into a full system. A focused and accountable annual investment of $158 million 

can provide the 13,811 (24,446 – 10,635) additional spaces required, ensure that quality care 

is provided in these spaces, and reduce parent fees to an affordable level.  Further, the 

experience of jurisdictions that have made significant investments in child care is that the 

labour force attachment of parents has increased and income tax revenues have grown. For 

each $1 of public funds invested in the Quebec child care system, 40 cents is returned the 

following year.5 Expecting a similar result in Victoria, we anticipate the net additional 

public investment required annually to implement this plan for  children under  12 is 

$158 million minus 40%, or  $95 million. 

                                                 
5 See Universal Childcare, Maternal Labor Supply, and Family Well-Being, National Bureau of Economic 
Research Paper #11832 (2005) by Michael Baker, Jonathan Gruber and Kevin Milligan. 
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Implementation   

Acknowledging that this is a significant and important public investment, the RCCC has also 

developed this plan so that it is clear exactly how these funds can be spent to deliver stated 

objectives.  To demonstrate, the figure below is a model of the current situation in the 

Victoria region, and indeed in communities across most of the country.  

 

 

 

This model shows three key gaps in existing child care services - these are the affordability 

gap that exists between what parents currently pay and what is a generally affordable level for 

most families; the quality gap that exists because compensation for early childhood educators 

is far from enticing; and the expansion gap between the spaces currently available and the 

spaces that families want and need.   
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The second figure below models how these gaps can be closed in phases. As public funding 

increases, the number of spaces increases and the expansion gap closes. While this is 

happening, the public funds are also increasing compensation and closing the quality gap, and 

reducing parent fees to close the affordability gap. 

 

 

There are no specific numbers associated with this model on purpose. The method to close 

these gaps can be determined by members of the community and their specific needs. As part 

of this process, the RCCC and the authors have undertaken an exercise to determine where 

additional funding could be most helpfully applied immediately. The result of this exercise 

was that RCCC members recommended that new public funding should initially focus on 

improving quality and affordability of existing spaces. Once quality and affordability are 

assured, then the focus can shift to fully closing the expansion gap. 
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Table 4 shows what implementing an additional $158 million of public funding over four 

phases would look like based on the priorities identified by the RCCC.  
 

Table 4: Implementation plan in four  phases 

 Pr ior  to 
Implementation 

 
Phase 1 

 
Phase 2 

 
Phase 3 

 
Phase 4 

New Public 
Funding    
($ million) 

0 40 80 120 158 

Existing Spaces:  
Staff 
compensation 
($/hour) 

 
$18 

 
$23 

 

 
$25 

 
$25 

 
$25 

Program costs 
paid by parents 
(% of total) 

 
70% 

 
45% 

 
22% 

 
20% 

 
20% 

# of new spaces 
funded 

 
0 

 
1,100 

 
3,600 

 
8,400 

 
13,811 

 

By phase 2 staff compensation goals have been attained and the affordability goal has almost 

been reached. In phases three and four, these funds continue to maintain quality and 

affordability, and the additional $40 million of public funding added in each phase can go 

towards creating new quality, affordable spaces. 

 

While the implementation plan does not provide a specific timeline, this is not to be used as 

an excuse for inaction or an unnecessarily long phase-in. The means to implement the 

RCCC’s plan relatively quickly are in place and anything less than full implementation means 

that gaps will remain.  Of course, the public cost of a quality, affordable and accessible child 

care system represents a substantial public investment.  Yet, on a yearly basis, BC currently 

spends more per pupil in the public education system6 and it costs much more to fund a 

Canadian university space7.  Given the research showing education and quality care is most 

critical in early childhood, ensuring its provision and accessibility is essential. The 

comprehensive child care plan developed by the Victor ia Regional Child Care Council 

shows how to get there by ‘Building on Strengths’ .  

                                                 
6 $8,078 for 10 months - Ministry of Education Information Bulletin, August 22, 2008 
7 $15,000 per year - OECD Canada Country Note, 2004, paragraph 108. 



   

 

 

 

 
 
 


