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Executive Summary
Waterville has not had a licensed childcare provider since approximately 2020-2022, and the resulting

childcare desert is affecting families, employers, the school district, and the long-term vitality of the
community. Together for Youth (TFY), in partnership with the Together for Waterville Youth Coalition
and the Waterville Childcare Workgroup, completed a comprehensive needs assessment between August
2025 and January 2026, combining a 62-response community survey, 13 stakeholder interviews, and
four community focus groups.

The assessment confirms a clear and urgent gap across every age group, with the most acute shortages in
infant and toddler care, before/after-school care, Friday coverage (a byproduct of the district's four-day
school week), and summer/school-break programming. Cost, licensing burden, facility condition, and
the rural scale of Waterville were identified as the primary structural barriers to restoring local care.

This strategic plan translates those findings into a phased set of priorities, actions, and partnerships. It is
organized around near-term, achievable wins — most notably a school-based partnership with the
YMCA for before/after-school, Friday, and summer care — and longer-term investments needed to
rebuild licensed infant, toddler, and preschool capacity. The plan is intended to guide the Coalition,
TFY, the Waterville School District, the City of Waterville, and regional partners (DCYF, NCELC,
Chelan-Douglas Child Services Association) through 2029.

This document fulfills the Prioritization and Action Planning components of the five-part needs
assessment framework and is intended to accompany the final needs assessment report.
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Background & Purpose

Waterville is a small, aging, rural community of roughly 1,100—-1,200 residents and the county seat of
Douglas County. While the town's population has been essentially flat since 2000, the surrounding
county has grown by more than 31% over the same period, driven largely by growth in East Wenatchee
and the county's Hispanic population. Waterville's median household income (~$79,600) is now close to
the county median, but nearly half of the town's students (48—-57%) qualify as low-income, and many
families work in agriculture or commute 30—40 minutes to Wenatchee or East Wenatchee for
employment.

Community members and the Together for Waterville Youth Coalition identified the lack of childcare as
one of the most significant barriers to a thriving community — limiting full-time employment, altering
work schedules, and pushing some families to enroll children in Wenatchee schools simply to access
childcare infrastructure there. Previous local efforts to establish childcare have not succeeded,
underscoring the need for a more structured, data-informed, and partnership-based approach.

Goals of This Effort
» Understand existing childcare options in Waterville and determine whether they meet the needs of
families and the broader community.

* Develop a community-informed assessment that identifies strategic opportunities the community
can pursue to expand childcare access.

Relationship to the Needs Assessment Framework
The U.S. Department of Education's needs assessment framework outlines five components: Planning &

Scoping, Data Collection, Gap Analysis, Prioritization, and Action Planning. The needs assessment
report (completed January 2026) addressed the first three components. This strategic plan addresses
Prioritization and Action Planning, translating the assessment's findings into ranked priorities and a
concrete implementation roadmap ahead of a final combined report targeted for summer 2026.

Summary of Key Findings

The needs assessment drew on three complementary sources: a 62-response community survey
(October—December 2025), 13 one-on-one stakeholder interviews (August 2025—January 2026), and
four community focus groups. Findings were highly consistent across all three methods.

The Gap Is Real, Urgent, and Widely Acknowledged

* 73% of survey respondents said Waterville does not have sufficient childcare options; only 3% said
it does.

* 94% of respondents do not currently use childcare in Waterville — reflecting an absence of supply
rather than an absence of need.

* 37% of respondents said lack of childcare has already affected their employment, and another 15%
said it may have.

» Waterville once had two daycares, church-based programs, and licensed in-home providers; nearly
all closed between 2020 and 2022.

Needs Vary by Age and Time Period

Page 3



Waterville Childcare Strategic Plan
August 2026

Care Type Current Availability Level of Need

Infant (0—1 yr) None licensed in Waterville Highest — most acute gap

TK/"Wonders" 4 days/week only;

Toddler / Pre-K (1-5 yrs) no licensed toddler care

High

Before/After School (5-14 None Highest volume of requests (41
yIs) survey mentions)

High — affects nearly all

Fridays (4-day school week) None working families

Summer & School Breaks Minimal (library programs only) High

Evening/Weekend/Harvest- Moderate, seasonal for ag
None o

season families

Cost and Regulation Are the Core Structural Barriers

* Licensing costs and requirements — including 2017 WAC changes requiring facility upgrades —
have driven providers out of the market and deter new ones, particularly in-home providers who
would need to remodel personal residences.

* Uniform-rate rules for providers accepting ECEAP/Head Start funding make it difficult to recover
the true (higher) cost of infant care.

* Roughly 16% of survey respondents earn under $3,000/month; affordability is a major barrier even
where care exists nearby.

* Many eligible families cannot access DCYF subsidies because subsidy access requires a licensed
provider — and Waterville currently has none (a "chicken-and-egg" problem).

Facilities Are a Limiting Factor

* (Candidate sites — the school basement, Federated Church, Lutheran Church, and residential
structures — are aging and would require significant retrofitting (electrical, fire safety,
ingress/egress) to meet state standards.

The Community Wants to Be Part of the Solution

* PTO parents offered to volunteer and suggested paid/volunteer roles for high school juniors and
seniors.

* Interviewees pointed to the YMCA, Boys & Girls Club, and Youth Dynamics as replicable
frameworks, and to the Orondo Early Learning Center as a nearby, funded precedent.

* A childcare cooperative model — local employers pooling resources — was raised as a scalable
option for a community Waterville's size.
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Strategic Framework

Vision

Every Waterville family has access to safe, affordable, and reliable childcare that supports children's
development and enables parents to work.

Strategic Goals
* Goal 1 — Restore and expand licensed childcare capacity in Waterville across the full age spectrum
(infant through school-age).

* Goal 2 — Close the wraparound care gap for school-age children (before/after school, Fridays,
breaks, and summer).

* Goal 3 — Make childcare affordable and accessible for low- and moderate-income families.

* Goal 4 — Build sustainable facilities, funding, and governance structures that can support childcare
long after this initiative concludes.

* Goal 5 — Strengthen regional partnerships and reduce regulatory barriers unique to small rural
providers.

Priority Strategies

Priorities are ranked using the criteria identified through the assessment: urgency of need, feasibility
given Waterville's rural scale, cost, and potential impact on families. Near-term priorities focus on
solutions that require the least new infrastructure; longer-term priorities address the harder, capital- and

licensing-intensive gaps in infant and toddler care.

Priority Strategy Timeframe! Lead Partner(s)

1 School-based before/after-school, Friday, and 0-12 months Waterville SD,
summer care in partnership with the YMCA YMCA, TFY
Formalize a Waterville Childcare

2 Coalition/governance structure to sustain the work 0-6 months TEY, Workgroup

3 Facility assessment and phased retrofit plan (school 3-18 months Waterville SD,
basement, churches, other sites) Churches, TFY
Pursue licensing, subsidy, and regulatory navigation | _ TFY, DCYF,

4 support (DCYF, NCELC) 6-24 months | Vg ¢

5 Develop infant/toddler and preschool care capacity 19-36 months Chelan-Douglas
(licensed provider or ECEAP slot expansion) CSA, DCYF, TFY

6 Explore CTE childcare pathway and 12-36 months Waterville HS,
cooperative/employer-supported models Local Employers

7 Build affordability & subsidy access (sliding scale, Oneoin TFY, DCYF,
DCYF assistance, co-op fee models) going Providers

! Timeframes are based on the assumption that there is no interruption of funding beyond August 2026. Delays in
receiving funding would impact the timeframe and potential duration of each priority.
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Priority 1 — School-Based Wraparound Care (YMCA Partnership)
The single most achievable near-term opportunity identified through the interviews is a school-based

before/after-school, Friday, and summer program operated in partnership with the YMCA, which
already runs comparable programs in East Wenatchee, Wenatchee, and Cashmere. In a typical model,
the school district provides space and may contribute paraprofessional staff, while the YMCA operates
the program; DCYF-eligible families would owe only a co-pay. Financial viability requires roughly 15—
20 participants.

o Formalize a partnership agreement between the Waterville School District and the YMCA.
o Identify and prepare on-site space (with Principal Jon Gaspar identified as a key partner).

o Target launch: a Friday-care pilot as the fastest near-term win, followed by full before/after-
school and summer programming.

Priority 2 — Coalition Governance & Community Engagement
Sustaining momentum requires a durable, community-owned structure. The Together for Waterville

Youth Coalition and Waterville Childcare Workgroup should be formalized as the ongoing governance
body for this plan, with clear roles for TFY, the school district, the City, parents, and providers.

o Present findings to the Waterville School Board, Mayor, and City Council (scheduled for
February 2026) and secure formal endorsement.

o Establish a standing Waterville Childcare Coalition with defined membership, meeting cadence,
and reporting responsibilities.

o Continue participation in the North Central Early Learning Coalition (NCELC) for regional
coordination and shared learning.

Priority 3 — Facility Assessment & Retrofit Planning
Facility limitations are a binding constraint on nearly every other priority. A phased facility strategy

should evaluate the school basement, Federated Church, Lutheran Church, and any other viable sites
against licensing requirements identified in the 2022-2023 school basement evaluation (electrical, fire
safety, and ingress/egress).

o Secure funding to commission an updated, costed facility assessment for the top 2—3 candidate
sites.

o Re-engage Federated and Lutheran Church leadership, given their history of hosting preschool
programming.

o Research DCYF and state incentive programs that offset retrofit costs, using the Orondo Early
Learning Center (funded via a DOC community development block grant and a Healthy Kids,
Healthy Schools grant) as a model.

Priority 4 — Regulatory Navigation & Subsidy Access
Licensing cost and complexity were cited across nearly every interview as the primary reason providers

have closed. Addressing this requires direct engagement with state agencies rather than solutions
Waterville can implement alone.
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o Establish a direct point of contact with DCYF to explore licensing support, subsidy pathways,
and retrofit incentive programs for rural providers.

o Work with the Chelan-Douglas Child Services Association and NCESD to understand regional
funding streams (ECEAP, Head Start) and how uniform-rate requirements affect provider
viability.

o Advocate, through NCELC and regional partners, for rural-specific flexibility in licensing
standards designed for higher-density settings.

Priority 5 — Infant, Toddler & Preschool Capacity
This is the most acute gap identified in the assessment and the most resource-intensive to solve, given

higher staffing ratios and facility requirements for infant care. It is treated as a medium-to-long-term
priority to be pursued once governance, facility, and regulatory groundwork (Priorities 2—4) are
underway.

o Evaluate expanding ECEAP/Head Start-eligible slots for Waterville families, including the
possibility of Waterville access to the Orondo Early Learning Center model or a comparable
local site.

o Assess feasibility of a licensed in-home or small-center provider, supported by retrofit
incentives and a clear subsidy pathway.

o Explore a parent cooperative or volunteer-supported preschool model (drawing on the
community's positive experience with a past church-based, volunteer-in-lieu-of-fee preschool).

Priority 6 — Workforce Pipeline & Innovative Models
Several interviewees proposed models that address the childcare gap while building local workforce

capacity or spreading cost across multiple stakeholders.

o Explore a Career and Technical Education (CTE) childcare pathway at Waterville High School,
allowing students to earn credit while providing supervised care.

o Assess interest among local employers in a childcare cooperative model, in which businesses
pool resources to support employee childcare.

o Build on existing library programming (Friday STEAM for ages 6—11; weekly birth-to-5 story
time) as a low-cost complement to formal care.

Priority 7 — Affordability

Even where care exists, cost remains a central barrier: survey respondents cited high-cost relative to
income, and focus group participants indicated willingness to pay in the $400-$800/month range, with
$1,000 as an upper ceiling. A church-based model in which parents volunteered in lieu of a $125/month
fee was cited positively and should inform future affordable-care design.

o Prioritize connecting DCYF-eligible families to subsidy programs as new licensed capacity
comes online.

o Evaluate sliding-scale fee structures and volunteer-in-lieu-of-fee models for community-based
programs.
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o Use the food pantry and other trusted community touchpoints to reach lower-income families
who may not engage through school-based outreach alone.

Implementation Timeline

The timeline below sequences the priorities above into four phases, moving from foundational
governance and near-term wins toward the harder, capital-intensive work of restoring licensed infant and
toddler care.

Phase Timeframe Key Actions

Present findings to School Board, Mayor & Council;

Winter—Spring formalize Coalition governance; confirm YMCA/school

Phase 1: Foundation

2026 partnership terms; apply for start-up/planning funding
Launch school-based Friday/after-school pilot; begin
Phase 2: Launch Spring—Fall facility assessment & retrofit design; engage churches on
Near-Term Care 2026 space partnerships; connect eligible families to DCYF

subsidies

Pursue licensing pathway for a toddler/preschool site;
2027 expand ECEAP/Head Start slots; pilot CTE childcare
coursework; launch summer day camp at scale

Phase 3: Expand &
Formalize

Develop licensed infant/toddler capacity; evaluate
2027-2029 cooperative/employer-supported models; institutionalize
funding streams; reassess needs and update plan

Phase 4: Sustain &
Grow

Roles & Key Partners
* Together for Youth (TFY) — Backbone organization; coordinates the Coalition, solicits and
manages grants/funding, tracks progress and leads reporting.

» Waterville School District — Facility partner for wraparound care; potential CTE program host;
School Board endorsement.

» Together for Waterville Youth Coalition / Waterville Childcare Workgroup — Community
governance body; ongoing engagement and oversight.

+ City of Waterville (Mayor & City Council) — Local government endorsement, zoning/facility
support, and advocacy.

* YMCA — Operating partner for before/after-school, Friday, and summer programming.

* DCYF (WA Dept. of Children, Youth & Families) — Licensing, subsidy pathways, technical
assistance, pokiand retrofit incentive programs.

* Chelan-Douglas Child Services Association & NCESD — Regional childcare and early learning
expertise and funding streams.

» North Central Early Learning Coalition (NCELC) — Regional coordination and advocacy.
* Local churches (Federated, Lutheran) and civic organizations — Potential facility partners.

* Families & community members — Volunteers, program input, and ongoing feedback.
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Funding Strategy
No single funding source will be sufficient; the plan assumes a blended funding approach layered over
time as programs mature.

Near-term: in-kind school district space and staff, YMCA program revenue and co-pays, and DCYF
subsidy pass-through for eligible families.

Facility retrofit: DOC Early Learning Funding, state DCYF incentive/grant programs, community
development block grants, and Healthy Kids, Healthy Schools-type grants (modeled on Orondo
Early Learning Center funding).

Program sustainability: sliding-scale family fees, employer/cooperative contributions, and
continued ECEAP/Head Start funding for income-eligible families.

Coalition capacity: continued TFY grant-seeking and fundraising to support coordination, data
tracking, and Workgroup facilitation.

Evaluation & Success Metrics
Progress should be reviewed at least twice annually by the Coalition, with metrics tracked against this
plan's priorities.

Number of licensed childcare slots available in Waterville, by age group (infant, toddler, preschool,
school-age).

Enrollment and utilization in the school-based before/after-school, Friday, and summer program.
Number of families connected to DCYF or other subsidy assistance.

Survey-based measures of parent satisfaction and perceived sufficiency of childcare options (re-
administered periodically to track change from the 2025 baseline, where 73% reported insufficient
options).

Progress on facility retrofit milestones and licensing applications.

Employment-impact indicators (e.g., share of parents reporting childcare has limited work
participation, tracked against the 2025 baseline of 37%).

Risks & Considerations

Provider and volunteer capacity: Waterville's small population limits the pool of potential staff and
licensed providers; workforce pipeline strategies (CTE, cross-training) should be pursued early.

Regulatory timelines: State licensing and facility approval processes may extend timelines beyond
current projections and should be planned for accordingly.

Funding continuity: Grant-funded facility and program investments require a sustainability plan
beyond initial funding cycles.

Rural service model risk: Solutions designed for urban/suburban contexts may not be financially
viable at Waterville's scale; priority should be given to models with demonstrated rural precedent
(e.g., Orondo).
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Conclusion & Next Steps

Waterville's childcare gap is well documented, widely acknowledged, and directly tied to family
stability, workforce participation, and the community's long-term vitality. This plan prioritizes
achievable near-term action — a school-based partnership with the YMCA — while laying the
groundwork for the harder work of restoring licensed infant, toddler, and preschool care over the next
three years.

Immediate next steps are to present these findings and priorities to the Waterville School Board, Mayor,
and City Council; formalize the Coalition's governance role; and initiate the school-YMCA partnership
and facility assessment in parallel. This strategic plan will be incorporated into the final combined needs
assessment and strategic plan report, targeted for completion in summer 2026.
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