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Why this project?

e Over the past couple years, many stakeholders have questioned our
school budgeting approach and how it works

e This project will allow us to:
o Analyze how our budgeting approach has or has not supported
equitable funding levels to meet student needs in schools
o Benchmark our funding formulas to other districts

o Facilitate internal conversations to update and revise our budgeting
approach

o Design tools and resources to train and support principals and
school communities on the school budgeting process
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About Student-Based Budgeting

Student-Based Budgeting (SBB) is a funding system whereby dollars follow
students based on student need. It describes a funding model that: allocates
dollars instead of staff or materials, is based on the number of students, and uses
objective and measurable student characteristics as weights.

» Jeffco implemented SBB in 2015/16
* SBB allocates dollars to schools primarily based on student enrollment
* Each student receives a funding "weight" based on need

While Jeffco's current SBB model has given schools flexibility, it is less clear how
well SBB has improved equity and transparency.
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About Education Resource Strategies (ERS)

Education Resource Strategies
(ERS) is a national non-profit
that partners with district,
school and state leaders to
transform how they use
resources (people, time, and
money) to create strategic
school systems that enable
every school to prepare every
child for tomorrow, no matter
their race or income.

@ Current Partners
Recent/Past Partners
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ERS has supported districts across the country in building
and revising their SBB models

Past SBB support projects having included*:

« Atlanta: Support for the rollout of a new funding model
and budget training for school leaders Q
« Baltimore: Support for evolutions to a long-standing SBB
model to align with changing needs and fiscal context

* Boston: Analytic support to improve transparency into

school funding allocations districtwide 1¥e° ) e
* Cleveland: A readiness assessment and support for the T Q ®
redesign the district’s existing SBB model Q
4
« Indianapolis: A readiness assessment, support for ° 2
redesign of a new SBB model, and coaching for principals .
in adopting new flexibilities X

« Nashville: Support for the design of a new SBB formula
and targeted training for school leaders

» Shelby County: Support for design of a new SBB formula
and tools, and school design support for school leaders

*Additional detail on these engagements available upon request
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Summary of the Diagnostic Phase

May June July August Sep

Kick-Off & Interviews

Current perceptions, pain points, &
challenges

1: Understanding the Landscape (Mid-June)

WE ARE HERE
» How has our SBB model changed since 20167
* How have revenue, enrollment, and student needs
changed since 20167
2. Understanding the SBB model (Early July)
» What are the drivers of variation in SBB allocations across schools? Design
» What are the benefits and trade-offs of SBB and other funding models? Team

Recap: Share-Out with Principals and Community Superintendents end of July Kick-Of

3: Understanding total spend (Mid August)

What does the rest of our financial picture look like and what drives variation in non-SBB dollars that go to schools?
What opportunities exist to re-allocate dollars to the SBB formula?
What are the impacts of the current budget exceptions processes?

: Understanding Resource Use (Late August)

How does the current funding formula enable/hinder strategic design decisions at schools (e.g. class sizes, course offerings, teacher
collaboration and teacher utilization) at a subset of schools?
How effective are our supports to principals in making strategic budgeting and school design decisions?
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Phases Il & llI: Design and Implementation

Phase ll

« Design: ERS will facilitate a design process to improve the process to allocate resources and build school
budgets

o Explore potential changes by modeling “what if’ scenarios
o Discuss changes with various stakeholders to gain input and perspective
o Facilitate decision making considering tradeoffs between different approaches
o Revise the budget model design and update policies where necessary
Phase llI

« Training & Implementation: ERS will support Jeffco in updating the materials that explain and facilitate
the budgeting process, and support training for leaders in the revised process

o Update the School Budgeting Handbook
o Establish clear timelines and communicate the process to various internal and external groups

o Develop training materials that can be used with school leaders
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Kickoff & Interviews: Who have we gathered input from?

Conversations to Date

Review Team: Cross-functional group of Principals, Community Sups and Central Office Teams
School Leaders: Over 20 Principals representing a mix of ES, MS and HS

Academic Leadership Team Deputy Superintendent, Chief of Schools and Chief of Academic Affairs
Budget Team: Director of Budget and Budget Analysts

Student Success Team: Chief of Student Success, ED of Special Education and Budget Analyst
Association Leadership: President & Lead Staff Members for JCEA, JCAA and JESPA

Human Resource Programs: Director of HR Programs, Sr. Manager of HR Programs, Managers of HR
Programs and HR Programs Specialist

Upcoming Conversations

Community Superintendents

Additional Principal Focus Groups

Chief Human Resources Office
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Kickoff & Interviews: What are some things we've heard so far?

“Before SBB, we just had to beg
the community sup for more
staff; this was based on
favoritism; now we have
transparency and more rules —
no more ad hoc allocations”

- Review Team

“The current funding system
doesn’t fully support the
needs in my building...Because
we are so tight on funds, we
have to configure our classes
so they are multigrade.”

- Principal

“The budget process and
formula feels transparent,
but contract requirements
limit flexibility beyond the

foundational staff. This is

more of a challenge at small
schools...”
- Principal

“[The] biggest struggle
[with school funding] is
declining enrollment and
how it limits staffing
opportunities. And
enrollment challenges are
uneven across schools”
—Human Resources

“The big schools, with a waiting list
have to give money back to the
district; the bigger schools have

figured out just the right amount

of students to let in so they don’t
lose funds from the size equity
factor”
- Association Leadership

“Over the last 2 years, SBB
allocations have been based on
prior year October count. But
when enrollment numbers
shift in the Fall, this is
disruptive.”

- Review Team

“I' think it’s great to have a
certain level of flexibility, but
there are fundamentals that

every school should have a
right to”
- Association Leadership
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Sample School Funding Analyses



ERS begins its analysis of school funding by breaking dollars into “sharing
levels”, which creates a truer picture of school-level resources

AN
8a! 1@m!
School School on Shared Leadership &
Reported Central Services Management
v
. All FTEs, services, and materials All FTEs, services, and _y
All ETEs, services, .and not reported in the financial materials that provide support to District Governance,
materials allocated directly system at schools, but services schools, but services are Management of the support
to schools in the district ~ are delivered at schools such that ~ shared across schools such that ~ services provide to Schools
expenditures only certain schools have access many or all schools have
to those services. These services access to those services.
can be easily budgeted to These services cannot be easily
individual schools. budgeted to individual schools.
Example: Example: Example: ~ Example:
Most school based staff  pypil services, Enrichment, Bus drivers, IT support ~ Superintendent, Strategy,
Nurses assigned to set Director of Transportation

schools

On school budgets On central office budgets
Included in ERS’ school funding analysis True district “overhead”
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Sample District Analysis

NOT J

EFFCO

ERS allocates “school on central” dollars down to individual sites so it can
analyze funding variation across schools and school levels

a10,000

A5.000

360

==

.0

20

Schocl-Aftributed $ Per Pupil

Median: $6.0K
Hi-Lo Spread: 1.9X

e —
]
]
L ]
L
L
]|
I —
e —
|
]
]
R
I
1
—I
—I
—I
—I
—I
|
—I
|

Median: $5.9K
Hi-Lo Spread: 1.9X

(1.3 without ABC)

Median: $6.3K
Hi-Lo Spread: 1.6X

Excluded: SWD served in self-contained settings, special education spending
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Source: Anonymized District Expenditure Data FY20, Student Enrollment Data SY19-20, ERS Analysis. Excludes students with disabilities served in self-contained settings and excludes special education spending.



Sample District Analysis
NOT JEFFCO

Through its school funding analysis, ERS tests common drivers of funding
variation to help assess equity

'i/“i'l‘\./' Student need \/ \/
i

: School size v v

s Third-party operator v v
- Supplemental and o 0
w ad hoc allocations .

E; Average teacher compensation X X
/\ﬁ Maintenance costs % %

due to variation in building quality

X’Xl Enrolliment projections ? ?



Sample District Analysis
NOT JEFFCO

The analysis also looks at how schools with different characteristics (e.g.
school size) allocate their resources to different “Uses”

(General Education Spending Per-Pupil at Elementary Schools by Use, Excluding Title | and SCE

o000 &4 BES
4,183
&4 000 AL . These bars represent cost for shared
The most common positions in e o S A
Instruction are teachers and aides e e AE e aheslE Sl
§3.000 schools have fewer students to
distribute the cost, so small schools
tend to spend more per pupil
HE0D00
§1.000 923 $BIT
$E13_ gey ot S618 gy
SIS0 362 $2M  §i64 4450
5 I _— g7 g 43
n=iruchion Leadership Pupil ersices & Errichment  School-ifntuted Operabions & | Diviic-wide Facililies & natructionsl Zupport &
W lmirkzrisnce Wiminfzrance Profussicmal Growds
m3mal Echool @ ledum 3chool mlame Schoo

Excluded: Partner Schools, SWD served in self-contained settings, spending on SWD, Title | & Comp. Ed. funds

Source: Student Enrollment Data SY19-20; Anonymized District Expenditure Data FY20, ERS Analysis
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Sample District Analysis
NOT JEFFCO

...And how school spending translates into staffing levels and mixes

Small schools are more lkely o Zaperal Education FTE per 500 Students at Elementary Schoals, Excluding Title | and SCE

have underfilled classrooms,
and so more teachers per 500 mEmall whediom  wlarge
students

1.6

3.7 251

1-per-school allocations result in
more staff per student at
smaller schools

2.1 182 12 po 17 4 T ng
- 0.3 . g 08 2.9 1.1 08 4 04
Timpctent Bec Tl ther Agmin Frincipa gaaiiani princpa Gy darice Courmsior Mursg

20:1 for PreK

el s 22:1 for k4; 2 if > 350 students 1 if > 350 students 1 if > 500 students 1 if > 350 students

0.5 if < 350 0.5 if <500 0.5 if < 350

staff assigned 25:1 for 5 1 per school 1 per school

to schools? | Specials: <350: 2, 11§<350

350-500: 3, 500+: 4

Excluded: LPN Schools, SWD served in self-contained settings, spending on SWD, Title | & Comp. Ed. funds

Source: Anonymized District FY20 Expenditure & Payroll Data, SY19-20 Student Enrollment Data, ERS Analysis.

1if > 500
students
0.5if <500
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Sample Implementation Processes
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ERS support for school funding redesign typically starts with a
carefully designed implementation process

Sample Student-Based Budgeting Design & Implementation Process

Summer

ASet the Vmion ] B. Define and Engage Stakeholders Refine Messaging and Continue Engagement
C. Redefine School and District Office Roles
D. Adjust and Align Core Annual ; :
Planning Process =
E. Prepare Data Infrastructure [
——= H |
| D E AT e
¥ i

Release Budgets and
Finalize School Plans

Allocations Released to Schook
School Budgets Finalized
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IQ} Prepare the System ‘the Formula. Prepare for and Complete the Rollout @ Evolve the System
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ERS also helps districts draw connections between changes to funding

and the annual school planning process

School
Strategic

Planning
and

Budgeting

Oct | New | Dec | Jan
Clarify school's strategic priorities
Identify resources shifts

Diraft initial budget scenarios based on
enrclimant projections™

Drraft budget, staffing plan, and schedula®
Review budget with supervisor, school board™ |
Review budget with district office departments*
Finalize budget™ .
Finalize staffing plan and schedule*

Hiring

Cevelop implementation plans, PD calendar

School
| Feb | Mar | Apr | May | June | Summer| Start

Confirm portfolic changes for following year
Initial enrellment prejections

Final enrcllmant projections
lpost principal revision)™

School budgets released
School budgets submitted back to district
Final district budget submitted

Enrallment adjustmants

Persannel notifications due
Staffing assignments submitted
Hiring window

*Doesn’t happen in traditional systems Traditional system

Both systems

Strategic SBB systemn
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Proposed Budget by Position Level and Work Stream

The table below summarizes the cost of Jefferson County’s partnership with Education Resource Strategies (ERS) broken out by
phase of work and position level. To produce costs for this scope of work, ERS estimates the percentage of time over a given
period of months that each team member will spend on each workstream and factor in estimated travel costs assuming multiple
in-person site visits.

The table below shows our estimates of total time for each team member over the course of the project, and how this informs the
total cost for this work.

Position Level Billing Rate Estimated Diagnostic Design Implementation Total
Person Hours Aprll Sep 2022 Sep-Oct 2022 Nov -Dec 2022

Partner $300 $47k $35k $35k $117k
Manager $167 975 $72k $54k $37k $163k
Principal Associate $133 1,170 $62k $47k $47k $156k
Associate/ Analyst $107 1,985 $100k $75k $37k $212k
Travel & Out-of-Pocket Expenses $29K S19K $14K $62K
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Other Projects

The table below summarizes two recent proposals ERS submitted to districts for similar
school funding redesign work. These proposals were selected as comparisons because of
their similarities to the contract with Jefferson County but are not identical. Both
budgets were set using the same billing rates as Jefferson County, but with slightly
different assumptions about the number of hours required. These differences reflect
differences in the work required.

Year of Proposal Person Hours Budgeted Total Cost
(in Thousands)

Jefferson County 2022 4,520 $710.0
Boston Public Schools 2021 7,074 $1,029.5
Cleveland Municipal School 2021 3,840 $565.0
District
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