BUDGET ADVISORY
COMMITTEE
May 22, 2020

AGENDA
I.

Overview of Agenda, Information Items and Meeting Objectives
•
•

II.

Warm Welcome
Where we are in the work

Update on context
•

•
•

Board Guiding Principles and Crisis Priorities
2020-21 Planning Workgroups
State budget and school finance update

III.

Update on process to manage new ideas

IV.

What have we learned so far?

V.

Evaluation of new set of options

VI.

Closing and next steps
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Suggested Values: For how we work
together

● Equity

● Integrity

● Open

● Open

Mindedness
● Respect

● Honesty
● Community
Building

Communication
/Transparency

● Curiosity
● Creativity
● Student
Support/First
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Virtual Agreements
Zoom Zoom Zoom

●
●
●
●

Keep your camera on
Mute yourself when you are not speaking
Unmute yourself when you are speaking
When slides aren’t projected, keep gallery view so we
can see each other
● Raise your hand in your camera so facilitators can call
on you and acknowledge your desire to share and
contribute to the group
● Commit to active listening of all participants comments,
and self regulate other technology
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Warm Welcome
Review our suggested values, Reflect on the questions, and drop
your answer in the chat, or unmute yourself and share on the line.

●

Equity

●

Integrity

●

Open Mindedness

●

Open Communication/
Transparency

● Respect

●

Curiosity

●

Honesty

●

Creativity

●

Community Building

●

Student Support/First

As we engaged in small group discussions in our analysis of the first
batch of options, which value do you think you used the most?
Which value do you want to lean into in today’s discussion?
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REVIEW OF OPTIONS
● small groups
● whole group
Analyze
Prioritize

Evaluate

Recommendations

Assess

The purpose of small groups are for BAC members to analyze the first bundle of
options and share a synthesis of their analysis as group to compare and contrast
in the whole group.
It is NOT to “vote” or anything procedural that would affect final recommendations
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BAC PURPOSE
The BAC will function as an advisory committee to the board, providing
community and staff perspective around budget topics that will lead to
recommendations to the board.
The board has final decision making responsibility for the annual district
budget and provides guidance on how DPS staff implement the budget.
Broader
Community
Shares public
comment and ideas
submitted through
the DPS website and
through BAC

Budget Advisory
Committee
Shares ideas, reviews
options, evaluates
options, and makes
recommendations

Denver Board of Education

Reviews proposed budget with BAC
recommendations on May 21, must
adopt a budget by end of June
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BAC PROPOSED PRODUCT
In order to accomplish its purpose, the BAC will prepare a final report for the
Board of Education that will do the following.
Present three tiers of options to address the budget gap
Tier 1: Options with widespread support that the committee recommends be
included in the 2020-21 budget.
Tier 2: Options with some support, but also with questions or dissenting
opinions, that should be considered for inclusion in the 2020-21 budget if
necessary, but only after exhausting the options from Tier 1.
Tier 3: Options with little support, which should only be considered after all
other Tiers have been exhausted.
Options will be prioritized within the tiers, and comments will be provided on
different options, so that if the budget picture improves or worsens, the Board
of Education can take appropriate action to include or remove options from the
budget.
8

CONTEXT SETTING:
BOARD GUIDING
PRINCIPLES AND CRISIS
PRIORITIES
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OTHER DPS PLANNING PROCESSES
Vice President, Jennifer Bacon
-Crisis Priorities and Focus Areas: Board work to set strategic
priorities for 2020-21. These priorities will have “fiscal notes”
(implications on how much they will cost). We will connect back to this
group next meeting.
Guiding Principles

• Equity
• People First
• Cooperation
• Be Realistic
• Fiduciary Stewardship
More info? Check out Board Docs
Deputy Superintendent of Operations, Mark Ferrandino

-Update on 2020-21 Re-Opening
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CONTEXT SETTING:
STATE BUDGET
DEVELOPMENTS
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UPDATED BUDGET TIMELINE
Budget Approval Timeline for the FY20-21

Ja
n

Budget Update Fe
Board of
b
Education
Meeting
April 16th

Implement M
Budget Advisory
ar
Committee

Ap
r Ap
r

Early May

Proposed Budget Adopted Budget - Board of
Board of
Education
Education
Meeting
Meeting

May

April
Updated
Legislative
Council
May
Forecast
12th

June
State
Legislative
Session
Resumes
May
26th

School
Finance School Finance
Act & Act & Long Bill
Long Bill Approved
Introduce
d

• State Legislature to return on May 26
• School Finance Act figure setting published on May 20
• Final School Finance Act & corresponding Total Program Funding for DPS
projected to be finalized in June
• Resulting impacts to DPS budgets can be adjusted by the Adopted Budget
by the end of June or during the Amended Budget process in January 2021
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FIVE YEAR FORECAST
Assuming additional $577 million cut added to Budget Stabilization Factor
(increases the BS factor by $577M)

Assumptions
•

Assumes additional $577M to BS Factor, resulting in a reduction of $44M from FY19-20 funding level.
This has not been approved by the State Legislature and reflects proposals as of May 21, 2020.

•

In January, we projected $1.14M in revenue for FY21. This now represents a 5% decrease from the
January 2020 Financial State of the District projected Amendment 23 required increase and a 3%
decrease from 2019-20 funding levels.

•

This assumption includes no change to compensation agreements or additional operational efficiencies

•

Includes Enrollment & Free and Reduced Lunch (FRL) projections consistent with previous forecasts
•

•

Both Enrollment & FRL are likely to be impacted but the extent to which and direction is unknown

This assumes no additional revenue from passage of a Mill Levy
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EXECUTIVE ORDER FOR ADDITIONAL
CARES FUNDING
• $510 million of State CARES Act funding directed to K-12 education in
Governor’s Executive Order on May 18

• Approximately $65 million of this funding will come to DPS. The
allocation to charter and private schools is still to be determined, but
total funds to DPS district run schools will be $45-$50 million.

• This is one-time funding that must be spent by December 2020, and
is not included in Five Year Forecast. It provides significant support for
2020-21, but not in future years.

• Funds are designated for “expenditures associated with actions to
facilitate compliance with COVID-19-related public health measures,
including…” are directed to

• “distance learning and social distancing for in-person contact
hours,”

• “mitigating lost learning”, and
• “provision of economic support in connection with the COVID-19
emergency to stimulate the economy”
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STATE OF THE DISTRICT VS. TODAY
January projections vs. Current Fund Balance Usage Projections

• Assuming current forecast of $577M increase to BS Factor
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PROCESS TO
INCORPORATE NEW
IDEAS
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PROCESS TO INCORPORATE NEW
IDEAS
• As new ideas are submitted, they are posted on the
website in 24-48 hours to ensure appropriateness of
content.
• Ideas are grouped into categories and summarized
• Ideas are analyzed by DPS staff and additional
information on Values, Trade Offs and Other
Considerations is identified.
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ADDITIONAL INFORMATION BY
CATEGORY
Summary slides are provided for all categories in the
Appendix.
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OPERATIONAL EFFICIENCIES
Bell-time Adjustments and Transportation

DPS VALUES
Operational Efficiencies values streamlining operational processes ahead of principal and
school community autonomy, reducing the need for reductions in other areas

Trade Offs
• Re-aligning schools to a standard
bell-time schedule reduces the flexibility
a school leader and school community
currently have to design autonomous
schedules for students
• Eliminating Transportation for all
non-SPED students will reduce access for
some students to attend schools outside
of their walk zone

Other Considerations
• Bell-time adjustment savings are created
through transportation efficiencies,
therefore eliminating transportation
eliminates bell-time adjustment savings
• Transportation retains multiple fixed costs
for buses, therefore reducing riders per
route does not strongly impact total
expense
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WHAT ARE WE
LEARNING?
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SUMMARY OF INDIVIDUAL REVIEWS
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REVIEW OF ADDITIONAL
OPTIONS
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FORMAT FOR REVIEW OF OPTIONS
SMALL GROUP REVIEW
In groups of four, create a combined version of the Google sheet that was shared
in pre-work to identify values addressed, constituencies, pro’s, con’s, questions
and comments.
45 min
LARGE GROUP DISCUSSION
In large group, discuss the review of options and identify areas of agreement and
areas of further discussion
10 min
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Small Group Protocol
Please self-assign the following roles:
●
●
●
●

Time Keeper
Notetaker: (use the tab for your group as you want)
Group Facilitator: keeps the conversation on the guiding questions
Inclusion Keeper (ensures everyone is participating and watchful of our
community agreements)

Consider the guiding questions:
● Are there areas of alignment and convergence?
● Where do we need more information?
● Where do we diverge?

Notetaker should prepared to share out whole group
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Suggested Working Agreements

●
●
●
●
●
●
●
●

Seek to Understand: Ask Questions
Practice Deep Listening: Listen before responding
Discuss ideas, not people
Work Diligently: all of us put forth our best effort to
meet our charge within our timeline
Commitment to open dialogue
Step Forward, Step Back: monitor your airtime to
be inclusive of the diversity of our perspectives
and committee
Permission to be flexible in decision making-we
may change our minds the more information we
get
24/72 hour rule
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Break into Groups

●
●
●
●

Group 1
Group 2
Group 3
Group 4

26

Whole Group Report Out
Share Out the guiding questions:

● Are there areas of alignment and convergence?
● Where do we need more information?
● Where do we diverge?
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CLOSING ANNOUNCEMENTS/NEXT
STEPS
I.

Background material and pre-work will be sent by close of business
on Wednesday

II.

Finance Office hours Tuesdays 11:00-12:00, or email
jim_carpenter@dpsk12.org or charles_carpenter@dpsk12.org with
questions

III.

Update on public comment
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APPENDIX
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BUDGET LEVERS
Community Suggestions to address revenue shortfall in FY21 and beyond
After collecting responses from the DPS community, suggestions to address the
upcoming revenue shortfall were grouped into 11 categories for review:
• Compensation Adjustments
• Work Year Adjustments
• Department Organizational Structure Adjustments
• School Operational Adjustments
• School Mergers
• Charter Schools
• Operational Efficiencies
• Usage of Reserves
• PERA Adjustments
• Additional Revenue Options
• Other Miscellaneous Adjustments
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COMPENSATION ADJUSTMENTS
No Pay Increases & Delaying Low-Wage Pay Increases

DPS VALUES
Pay Freezes value shared sacrifice and contributions of colleagues across the organization as
opposed to personal compensation and eliminating specific roles

Trade Offs
• 0% COLA and freezing DCTA Steps &
Lanes can put financial pressure on
employees experiencing increasing
expenses
• Delaying low-wage increases impacts our
employees with the highest needs
• Spreading the expense savings of no pay
increases across all employees reduces
the potential for eliminating positions

Other Considerations
•

Providing 0% COLA and freezing steps & grades for
DCTA reduces future earning potential without
additional revenue to provide additional COLA or steps
& grades

•

Employee PERA Contribution Rate is increasing by
1.25% in July 2020

•

Pay Freezes provides expense savings beyond Year 1,
reducing the potential and/or size of future pay freezes
or reductions

•

DPS needs to show that we value low-wage workers in
times of economic hardship

•

Requires negotiating new bargaining agreements
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COMPENSATION ADJUSTMENTS
Pay Reductions and Incentive Reductions

DPS VALUES
Pay Reductions value shared sacrifice and contributions of colleagues across the organization as
opposed to personal compensation and eliminating specific roles

Trade Offs
• Reducing pay will put financial pressure
on employees experiencing increasing
expenses
• Spreading the expense savings of no pay
reductions across all employees reduces
the potential for eliminating positions
• Providing pay reductions reduces future
earning potential without additional
revenue to provide additional COLA

Other Considerations
•

Pay Reductions can be implemented to targeted employee
groups based on wage level to ensure Equity across
employee groups and avoid impacting low-wage workers

•

Employee PERA Contribution Rate is increasing by 1.25%
in July 2020

•

Majority of one-time incentives were reducing in FY20,
any additional incentive reductions would impact
school-based employees

•

Pay Reductions provides expense savings beyond Year 1

•

Requires negotiating new bargaining agreements
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COMPENSATION ADJUSTMENTS
Other Compensation Adjustments

DPS VALUES
Other Compensation Adjustments value shared sacrifice and contributions of colleagues across
the organization as opposed to personal compensation and eliminating specific roles

Trade Offs
•

•

•

Mandated PTO usage may provide long-term
savings by reducing payout of vacation time
for employees leaving the district, however
savings are variable and minimal
Eliminating Benefit Credits for “grandfathered”
employees impacts only certain employees,
and would be realized as a reduction in pay
Benefit Credit amounts vary by bargaining
group, so these individuals would be impacted
anywhere from $3k to $5k per individual

Other Considerations
•

Change in PTO policy could result in a one-time expense
increase in FY21 to pay out current balances

•

Savings from eliminating benefit credits is highly variable,
depending on how many grandfathered employees who
aren’t enrolled in DPS benefits decide to enroll in DPS
benefits to continue receiving the credit

•

Increased enrollment in DPS health benefit plans has
historically reduced health plan premium expense or
premium expense increases impacted all enrollees

•

Requires negotiating new bargaining agreements
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WORK YEAR ADJUSTMENTS
Furlough Days & other Work Year Adjustments

DPS VALUES
Work Year Adjustments value shared sacrifice and contributions of colleagues across the
organization as opposed to personal compensation and eliminating specific roles

Trade Offs
• Reduces employee’s annual pay,
while providing additional days off
• Spreading a pay reduction through
furlough days reduces the potential
for eliminating positions

Other Considerations
• Furlough days and work year adjustments
can be applied in varying amounts to
ensure Equity across all employee groups
• Permanently adjusting work years for
eligible employees to 215 days provides
savings beyond FY21
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DEPARTMENT ORGANIZATIONAL STRUCTURE
ADJUSTMENTS

DPS VALUES
Department Organizational Structure Adjustments values reducing expenditures not directly
managed by School Leaders

Trade Offs
•

•

Implementing layoffs and position reductions
in Departments would impact support that
Schools and School Leaders receive
Limiting frequency & volume of Curriculum
purchasing directly impacts student learning

Other Considerations
•

As one of the Denver’s largest employers, layoffs have
an impact on the local economy

•

Some Curriculum will need to be updated to enhance
remote learning potential

•

Certain curriculum is outdated and needs to be updated
to enhance student learning
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DEPARTMENT ORGANIZATIONAL STRUCTURE
ADJUSTMENTS (CONT.)
Reductions under $1M:

DPS VALUES
Department Organizational Structure Adjustments values reducing expenditures not directly
managed by School Leaders

Trade Offs
• Reducing RELAY impacts professional
development for School Leaders

Other Considerations
• RELAY expenditures were reduced from
~$980k to $980k in FY20
• Career and College Success already
planning on making large reductions in
FY21
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SCHOOL OPERATIONAL ADJUSTMENTS
School Year Adjustments

DPS VALUES
School Operational Adjustments values streamlining school operations to ensure all resources
are contributing towards student success

Trade Offs

Other Considerations

•

In order to achieve material savings by implementing
a 4-day work week, work years and work hours by
staff would need to be reduced

•

Experience from other districts that have implemented a
4-day work week has resulted in minimal savings due to
fixed operating expenditures

•

Implementing a Year-Round school schedule would
increase costs for school-based staffing and costs to
operate buildings

•

With district enrollment projected to remain flat or
decline, currently there is no need for additional seating
capacity that implementing Year-Round school could
provide
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SCHOOL OPERATIONAL ADJUSTMENTS
School Staffing Adjustments

DPS VALUES
School Operational Adjustments values streamlining school operations to ensure all resources
are contributing towards student success

Trade Offs

Other Considerations

•

Reducing the number of Administrators and
Leaders in schools may reduce support for
teachers and students and have an impact on
overall school success

•

Administrative staff varies for each school
location depending on staffing needs
determined by the school leader to best serve
the students and community

•

Increasing class sizes results in a reduction of
teacher staff and potential negative impacts on
student success

•

By implementing a standard school leadership
staffing model, certain schools would be
impacted more than others
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SCHOOL OPERATIONAL ADJUSTMENTS
SPF and Testing Adjustments

DPS VALUES
School Operational Adjustments values streamlining school operations to ensure all resources
are contributing towards student success

Trade Offs

Other Considerations

•

Eliminating all performance funding to schools for DPS
SPF would reduce school budgets, resulting in a
reduction of school resources

•

Currently DPS SPF is utilized by analyzing detailed
student performance in all academic areas, and used to
design curriculum to improve areas of need

•

Eliminating standardized testing would require
legislative action, and would eliminate the ability to
track students growth in academic areas

•

Costs to implement unified READ Assessments across all
schools may vary depending on what assessment
provider is chosen
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SCHOOL OPERATIONAL ADJUSTMENTS
Athletics

DPS VALUES
School Operational Adjustments values streamlining school operations to ensure all resources
are contributing towards student success

Trade Offs
•

Results in the loss of athletic programs that
are important to students and the community

•

Savings would be realized through
transportation, coaching staff, athletic venue
operations and maintenance

•

Any savings realized would be one-time only,
with the expectation to resume athletics in the
future

Other Considerations
• Depends entirely on when athletic
programs are allowed to resume after
COVID-19
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SCHOOL MERGERS
Merging Schools to improve academic programming & create efficiencies

DPS VALUES
School Mergers values providing larger suite or programming for all students, creating
administrative and operational efficiencies in areas such as School Leadership, Custodial and
Utilities

Trade Offs
• May not be implemented until FY21-22
• Requires strong community engagement

Other Considerations
• Student and employee experience may be
enhanced by being part of a larger school
with access to more resources
• Savings are variable, with merging
smaller schools producing the most
budget savings
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CHARTER SCHOOLS
Adjustments to Charter School Operations & Funding

DPS VALUES
Charter Schools values ensuring all students have access to strong learning environments

Trade Offs
• State Law dictates how Charter Schools
are Funded

Other Considerations
• Any per pupil loss in revenue for DPS is
passed through as a per pupil loss at
Charter Schools
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OPERATIONAL EFFICIENCIES
Bell-time Adjustments and Transportation

DPS VALUES
Operational Efficiencies values streamlining operational processes ahead of principal and
school community autonomy, reducing the need for reductions in other areas

Trade Offs
• Re-aligning schools to a standard
bell-time schedule reduces the flexibility
a school leader and school community
currently have to design autonomous
schedules for students
• Eliminating Transportation for all
non-SPED students will reduce access for
some students to attend schools outside
of their walk zone

Other Considerations
• Bell-time adjustment savings are created
through transportation efficiencies,
therefore eliminating transportation
eliminates bell-time adjustment savings
• Transportation retains multiple fixed costs
for buses, therefore reducing riders per
route does not strongly impact total
expense
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OPERATIONAL EFFICIENCIES
Bell-time Adjustments and Transportation

DPS VALUES
Operational Efficiencies values streamlining operational processes ahead of principal and
school community autonomy, reducing the need for reductions in other areas

Trade Offs
• While savings would certainly be
realized, shifting to planned full-time
remote working and/or shared
temporary workspace office setups may
require some up-front building remodel
and incremental technology expenses

Other Considerations
• Real estate market for large office
buildings may be shifting due to other
businesses also moving to remote work
setups
• Some locations will be necessary to store
technology setups (i.e. server rooms), or
require a shift in current setup if sold
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USAGE OF RESERVES
Utilizing current Reserve balances to fund FY21 Expenditures

DPS VALUES
Usage of Reserves maintaining operational programming and compensation ahead of reducing
financial reserves

Trade Offs
•

Using reserves is a one-time budget solve,
does not solve for ongoing revenue losses

•

Reducing district reserves potentially will
impact DPS’ credit rating, increasing the cost
of future debt issuances

•

Carryforward amounts are variable by school,
with any savings upfront savings likely being
offset by additional spending in future years

Other Considerations
•

$34M assumes reducing reserve target by 3%,
from 10% to 7%

•

Reductions to school carryforward could reduce
schools ability to manage staffing levels to due
enrollment changes
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PERA ADJUSTMENTS
Delaying Additional PERA Contribution & Early-Retirement Incentives

DPS VALUES
PERA Adjustments value FY20-21 compensation and continued investment into programming
above long-term health of the pension

Trade Offs
• Delaying PERA’s Auto-Adjust increase of
.5% increases the number of years until
100% Funding
• Providing incentives to retire early for
PERA creates long-term savings, with
potentially large FY21 expense impacts
to purchase years of service for eligible
employees

Other Considerations
•

Recent economic downturns also have strong negative
impacts on the health of the pension, reducing the
contribution rate would increase those impacts

•

PERA Contribution rate adjustments require legislative
action

•

Cost of incentives to purchase years of service
potentially outweigh savings received from employee
turnover

•

Experience of other metro districts providing early
retirement incentives produced very limited savings
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ADDITIONAL REVENUE OPTIONS
2020 Mill Levy, 2020 Bond, CARES Act Revenue

DPS VALUES
Additional Revenue Options values providing additional resources for students and avoiding
further reductions

Trade Offs
• 2020 Mill Levy Override and 2020 Bond
require voter approval
• CARES Act and additional COVID-19
support funding is one-time funding and
must be directly tied to COVID-19
expenditures, which does not solve
long-term revenue shortfalls

Other Considerations
• Recent economic downturns may impact
voter support of additional Mill Levy or
Bonds
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ADDITIONAL REVENUE OPTIONS
2020 Mill Levy, 2020 Bond, CARES Act Revenue

DPS VALUES
Additional Revenue Options values providing additional resources for students and avoiding
further reductions

Trade Offs

Other Considerations

•

Sponsorships while very helpful and
appreciated tend to be short-term and may be
minimal to affect current budget shortfalls

•

The State is currently considering utilizing
reserves from the BEST Fund in FY21 to support
School Finance Act Funding

•

Modifying Amendment 64 and Full-Day
Kindergarten funding to allow collection of
tuition requires legislative action by the State

•

Remote learning situations in FY21 may reduce
parent’s willingness to pay tuition for half-day
kindergarten
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OTHER MISCELLANEOUS ADJUSTMENTS
Reduction of non-salary expenditures

DPS VALUES
Additional Revenue Options values reducing expenditures to ensure resources for students and
avoid further reductions

Trade Offs

Other Considerations

•

All non-essential contracts are currently being reviewed
and for student impact and need

•

•

Remote Learning and remote working will reduce the
amount of supplies utilized by both schools and central
office, while utilizing lessons-learned from FY19-20
remote learning & work to reduce waste and fully
utilize technology solutions

Certain 3rd Party contracts such as technology
subscriptions, fire & safety system contracts,
construction projects, etc. are considered a
necessity for school district operations

•

While expenses for supplies such as paper &
office equipment will be reduced, other supplies
may be necessary to implement new remote
learning and work environments

•

Travel will also be reduced due to current travel
restrictions and emphasis on prioritizing spending to
best meet student needs
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OTHER MISCELLANEOUS ADJUSTMENTS
Additional Reductions Less than $1M

DPS VALUES
Additional Revenue Options values reducing expenditures to ensure resources for students and
avoid further reductions

Trade Offs
•

Remote Learning & work may suffer if hardware
expenses are decreased and devices not updated

•

Assuming schools are fully operational in FY21,
eliminating Mileage Reimbursement impacts employees
who regularly visit schools as part of their position

•

Reinstating collection of Food Service lunch debt may
impact students of high need during a difficult
economic time

Other Considerations
•

Mileage reimbursement will decrease naturally
with any implementation of remote learning or
remote work
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