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Jason Nitschke
Senior Child Care Business Advisor

JasonN@ZerotoFive.org

Professional Career
2022-current - Senior Child Care Business Advisor - Zero to Five Montana

2019-2022 – Vice President – Great Falls Development Authority

2014-2022 – Regional Director – Great Falls Small Business Development Center

2000-2002 & 2011-2012 - Small Business Owner 

1997-2013 - Print & Broadcast Journalist

Certifications
2024 - P.A.S. & B.A.S. Reliable - McCormick Institute for Early Childhood Leadership

2021 – Certified PeerSpectives Facilitator – Edward Lowe Foundation

2017 – Certified Export Counselor – U.S. Small Business Administration

2017 – Certified Profit Mastery Facilitator – Business Resource Services

2015 -- Economic Development Finance Prof. (EDFP) – National Development Council

2015 -- Accredited Small Business Consultant (ASBC) – Assoc. of Accr. Small Bus. Cons.

2015 -- Certified Business Advisor – GrowthWheel International

Recognitions
2024 - Partnership of the Year with CMCA - Snowy Mountain Dev. Corp. 

2022 – Boots to Business National Instructor of the Year – U.S. Small Business Admin.

2018 – Montana SBDC State Star

2017 - Veteran Service Award - U.S. Small Business Administration

2007, 2009, 2010 - Broadcast awards - MT Broadcasters Assoc., Society of Prof. Journalists

Education

2002 - Master of Arts, Communication - Hawaii Pacific University

1997 - Bachelor of Arts, Journalism/Political Science - University of Montana
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CONTEXT & BACKGROUND

Total industry client count:      4600

Total advising hours:                9800

Total industries advised:          20+

Total ECE client count:               250

Common Thread:
Nearly all people running businesses, regardless of

industry, have little to no academic background in

business ownership, management, or entrepreneurship.



MODELS & “BLUEPRINT”MODELS & “BLUEPRINT”



AGENDA

1.What is it?

2.Who is it for?

3.What’s the problem?

4.What’s in it?



I. GOALS OF RESOURCE

#1 – Mindset Shift

#2 – The Old Way vs. A New Way

#3 - Unit Profitability & Comprehensiveness

Illustrate Financial Scenarios of the Concepts



I .  WHAT IS IT?
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

https://childcarebusinessconnect.com/opportunity-blueprint-for-infant-toddler-care-services/

https://childcarebusinessconnect.com/opportunity-blueprint-for-infant-toddler-care-services/


I I .  WHO’S IT 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

https://childcarebusinessconnect.com/opportunity-blueprint-for-infant-toddler-care-services/

https://childcarebusinessconnect.com/opportunity-blueprint-for-infant-toddler-care-services/


I I .  WHO’S IT FOR?
What This Means for Different Audiences

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

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

For Providers:

You are not wrong

I/T is a hard business model

I/T is hard to staff

You were given a broken model

Passion for kids should exist

But not at the cost of financial viability

You now have a better one

To be in the business of ECE...

We must be in business...

So that...

Families can work

Employers have employees

Communities can thrive

For TA and Advisors:

Stop teaching survival strategies

Stop filling gaps by chasing 1-time

sources of funds

Start teaching cost clarity and pricing

discipline

For Systems:

If only families pay, system fails

Employers have a role to play

Policy has a role to play

Who is vested and benefitted has

economic infrastructure impact

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



https://childcarebusinessconnect.com/opportunity-blueprint-for-infant-toddler-care-services/

https://childcarebusinessconnect.com/opportunity-blueprint-for-infant-toddler-care-services/


II. “ACCESS TO I/T IS NOT A NEW PROBLEM”



I I I .  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 RatiosNot saying change ratiosSaying marginal tuition % increases do not necessarily cover true costs
Example: Group of 20 children

Infants 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



I I I .  WHAT’S THE ‘ACTUAL’ PROBLEM 
this resource is trying to solve?

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

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



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 
Is the underpinning of the entire Blueprint



The Hidden Reality
 Being Full Does Not Mean Being Sustainable

 Full enrollment can still lose money

IV. WHAT’S IN IT?
The Old Model

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

IV. WHAT’S IN IT?
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

Increased Competition: 
Stay-at Home Parents

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

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

Relocation, Job Changes, Quality Expectations, Etc.



CRITICAL COMPONENT: 
This Does NOT Mean Families Pay More

Cost must be covered
 But not by one source

IV. WHAT’S IN IT?
The Shift That Changes Things

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

Profit, & Owner’s Compensation



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. WHAT’S IN IT?
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



IV. WHAT’S IN IT?
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!



IV. WHAT’S IN IT?
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



IV. WHAT’S IN IT?
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



IV. WHAT’S IN IT?
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



IV. WHAT’S IN IT?
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)



IV. WHAT’S IN IT?
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)



Key Point #1 – Mindset Shift

Beachhead Markets
Tuition isn’t only Earned Income Source

Innovation Equation
Problem+Solution=Opportunity



Key Point #2 – The Old Way vs. A New Way
Loss Leaders

Not all services are profitable

Lifetime Value 
Profit is made up over total enrollment period



Key Point #3 - Unit Profitability & Comprehensiveness
Budget Comprehensiveness

Cost-Plus Pricing Methodology



Scenario Examples



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

Innovation Equation: 
Problem + Solution = Opportunity
Localized to the community, the business, the
classroom, the teacher, the unit...the child



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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SCHEDULESCHEDULE

ANYTIMEANYTIME
SCHEDULE
ANYTIME
https://meetings.hubspot.com/nitschke 

This program is funded under a contract with the Montana Department of

Public Health and Human Services (DPHHS). The statements herein do not

necessarily reflect the opinion of the department. 

https://meetings.hubspot.com/nitschke


Questions?
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