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This checklist of steps will help you decide if and when to expand your
child care business.

Expanding your child care business can be a great strategy for the long term that builds
productivity, brings in more revenue, and most importantly, brings quality child care to
more children around the State of Georgia during a time of great need. However,
attempting to grow your business before you have taken the steps needed to support
this growth can be intimidating and cause problems that you are not prepared for.
Sometimes, small businesses will grow too fast or move forward without the necessary
structure and capacity to execute the expansion which can weaken, or even end, a
business rather than strengthen it.

As such, if you are thinking about growing your business, we recommend you first run
through this checklist to decide if and when you are ready to expand. This checklist was
created using decades of experience from multiple child care business experts around
the nation and will help you take the steps you need to sustainably expand your
business.

One of the most important factors for growth is having customers. You must make sure
that you have the level of enrollment that you need to provide the revenue to sustain
your growth before you begin the expansion process. That's why we recommend that
you first make sure that the demand by parents and families exists to support the growth
that you want to undertake.

First, do you have a waitlist?

The first indicator that it may be a good idea to expand your program is if you have more
demand than you have available slots. If your current seats are all filled and you
continue to receive inquiries from prospective families, this is a sign that there is enough
demand to support your expansion. If you use a waitlist, now may be a good time to
ensure it is accurate. Taking some time to contact parents to confirm their continued
interest can be time well spent if you are thinking about expansion. On the other hand, if
you don't have enough children enrolled to sustain your current business as it is,
expanding will put an added burden on you as you try to assume the additional costs of
expansion without having the projected revenue to sustain it.



Next, is there a demand for the type of care that you plan to offer?

While a waitlist will give you a good assessment of demand, it may not tell the full story
of the type of services that are in demand. Be sure to talk to your current families to
better understand if they would be willing to be a part of your expanded child care
program. For example, perhaps you are adding slots at your current facility and could
easily fill these slots using your existing waitlist. However, if you are opening up a new
location in another part of town or are transitioning from a family care setting to a
center-based program, these could be deal breakers for your families if the location is
not good for them or if they prefer family child care over a center-based program. For
this reason, it is important not to assume that a waitlist equals instant revenue. Speaking
with families on your waitlist in advance can give you the information that you need to
determine how many are likely to enroll in your expanded program, providing your
business with the necessary revenue to sustain the added costs associated with growth.

Is your program changing physical addresses? If yes, a new application for licensing or
exemption will be needed for your program prior to operation. For all new applications
please see Starting a Child Care Program

Is your program staying at the current address but changing room sizes, adding an
additional building, adding playground space, adding a diapering room, changing and/or
adding months, days, and/or hours of operations, and/or changing ages of children
served? If yes, an amendment application will be needed for your program prior to
program changes. Amendment applications should be submitted through your
program’s Decal KOALA.

Finally, does your growth plan align with the needs of your community?

The final way we recommend gauging demand before you undertake growth planning is
to assess the needs of your community through talking with current families in your
care, those on your waitlist, and even others in the community. You can reach out to
families on your own or engage your staff to participate to better understand exactly
who needs care in the area you are considering growing in. It is also helpful to
understand the child care landscape of the area and learn what other types of child care
businesses and programs are available. For example, are there particular services or
characteristics of the location and families in the area that you need to consider? What
hours of operation and other services, such as before and after school care, are families
seeking? What about the ages of the children that you plan to serve? Ensuring that your
growth plan aligns with the needs of the community in which you wish to grow will help
to give your expanded business the greatest chance of success.

Due to the immediate impact on anticipated revenue, or lack thereof, understanding the
level and type of demand in your area is a critical step that should be done before
undertaking any other growth planning. This understanding can help to give you a


https://www.decal.ga.gov/CCS/StartingACenter.aspx
https://www.decalkoala.com/Default

picture of your potential financial situation and an idea of whether or not you are ready
to grow. If you find that you do not have enough families onboard to support an
expansion, then you will want to work on reaching full enroliment at your current child
care business through marketing strategies.

Similar to prospective families, you want to hire at least some of the staff that you will
need to support your expansion before you begin implementing your growth plan. It is
important to think about lining up your staff in advance as a lack of staff can be just as
dangerous to your child care business as a lack of demand among families in your area
when you are trying to expand. To begin, start with conversations with your existing
employees about their interest in a new location (if you are adding one), or people they
know who may be interested in working in the program. If expanding into a new region,
it is also helpful to ask people familiar with the area about ways to attract employees,
such as a local workforce development board. You do not need every position filled
before you start to grow, but you should have a solid idea of what your staffing needs
are going to be and a plan for how you will secure that talent. You will also want to
consider the costs of hiring staff early. Typically, you need to hire staff before you have
the revenue to fully cover their costs- this will be something to consider in Step 3 and
your budget. You might also want to consider some ways to recruit and attract high-
quality staff to ensure you have a group of qualified candidates to choose from. Make
sure that you are realistic about your staffing needs and your ability to attract and retain
employees.

Some child care providers see an opportunity to expand their business and do not
realize their current business is actually not in a stable enough financial situation to
support the added costs associated with growth. If a provider attempts to grow their
business when they are not in a solid financial position, this can result in so much
pressure on their business to generate revenue that it can damage their child care
business in the process, or even put the child care provider out of business.
Accordingly, if you do not have one already, ensure that you have a budget for the
current year to guide your growth and planning. You should then build off of this
information to ensure that you have a clear picture of your financial health by developing
a cash flow forecast for the next six to twelve months.

The difference between your cash flow and budget is important — a budget will tell you
how much you think you are going to spend and how much you are spending over a
year, while your cash flow tells you how much money you have coming in and how
much you have going out every month. Having adequate cash flow is essential for
business startups. For many new site expansions, there is a lot of money put out upfront,
including personnel costs (like those staff mentioned above), supplies, marketing,
furniture, and any renovations. These expenses occur before you even begin to enroll
children and certainly before you reach the program’s full enrollment potential. You
must have enough cash to float your business until you can at least break even. Money


https://www.decal.ga.gov/documents/attachments/BuildingaMonthlyBudget.pdf
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is the lifeblood of any business and as such, making sure you are financially sound is
critical before you undertake any growth. This will let you know how much you plan to
spend and how much you are making, so you have a sense of how much money you
then have to invest in potential growth.

No matter how much support you get in expanding your business, it is going to cost
additional money in some way, either through loan payments or investing your own
capital into the business directly. You should be aware of how much you are spending
versus how much you are taking in per month so that you can understand if this
additional burden is going to be one that you can accept or one that might be
devastating.

Assume for the first six months of the year, a provider has a budget with $16,000 in
revenue and $12,000 in expenses. As shown in Table A, things look good. At the end of
the six months, this provider will have $4,000 left in profit. But let’s take a look at the
cash flow for the same time period (Table B). When we look at the revenue in cashflow
we see that she’s getting reimbursed for subsidy and there’s a delay of 60 days. So her
revenue doesn’t start coming in until March. In the meantime, her expenses are the
same every month. Does she end up with $4,000 in profit at the end of the six months?
Yes. But for those two months, she’s in debt and maybe out of business because she
can’t pay her bills.

Table A: Budget for January to June

Item Amount
Revenue $16,000
Expenses $12,000
Difference (Profit) $4,000

Table B: Cash Flow Forecast by Month for January to June

Item January February March April May June Total
Revenue $0 $0 $4,000 $4,000 $4,000 $4,000 $16,000
Expenses $2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $12,000

Difference (Profit) -$2,000 -$2,000 $2,000 $2,000 $2,000 $2,000 $4,000

Your next step is to create a business plan. There are many different types of business
plans available, but we recommend you use a simple business plan that provides the
most essential elements. Whether you use a simple format or any other, it is critical to
have a game plan for your growth and make sure that you have a keen understanding
and projected timeline of 1) what you plan to undertake, 2) how you are going to line up




the families and children you need to bring in revenue, 3) if you have the staff on hand
to make it a success, and 4) that you have all of the facility permits and licenses needed
to open for business on time and 5) that you will have the cash flow throughout at least
the first year so that you can keep paying your bills and obligations. Having a written
business plan that includes a clear budget will not only help you have a pathway to
growing your business, but it also helps you identify where you may need extra attention
or finances.

In many cases, when you plan to grow, you're going to need additional funds to make it
a reality. Whether you're just adding a classroom to your current facility or building a
whole new center or a family care business, you will incur additional costs. In these
cases, accessing capital can be helpful because it provides money to help you grow to
then make more money. However, you should make sure that you can handle any
associated costs with accessing capital.

If you have questions or need help, assistance is available.
GaPDS Website

DECAL Thriving Child Care Business Academy Website

Georgia Licensing Rules and Requlations

To Find Other Study Guides: Click on Resources on the Academy home page
To Find Training: Click on Trainings on the Academy home page

To Register for Training: Click on Schedules & Registration on the Academy home
page

To Sign Up for Study Groups: Fill out the Intake Assessment

For questions about coaching or study groups: Email GAcoaching@civstrat.com

To Find Other ECE Resources: Visit the DECAL Website

For General Questions about the Academy: Email thriving@decal.ga.gov

For More Information:
Family Child Care Learning Home Rules and Requlations

Child Care Learning Center Rules and Reqgulations
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