
FY22 PSB Budget Highlights - **DRAFT 04/08/2021**
In preparation for the upcoming year, the budget was reviewed line by line through a budgeting
process that approximated zero-based budgeting.  The district made changes to respond to
anticipated enrollment as well as additional student academic and emotional support.  These
student needs are balanced against the realities of the budgetary environment.  The federal
government has provided large one-time funds, but they are just that: one-time (though may be
used over several years.)  There must be a thoughtful multi-year plan for how to re-align local
revenues with the district budget once the federal monies run out.

One of the obvious questions is why, in spite of this careful budget scrutiny, are PSB
expenses not significantly down? While the intuition would be that costs would reduce by 7% in
accordance with the overall projected enrollment reduction from the pre-pandemic (Fall 2019)
K-12 enrollment of 7506 to the projected Fall 2021 enrollment of 6956, the reality is much less
straightforward, as described next.

The enrollment forecast is down...with a wide cone of uncertainty
The chart below provides an update of K-12 enrollment. The blue line represents the actual
enrollment through the current year.  The yellow dot is the previous (pre-pandemic) forecast for
enrollment for next year and the red dot is the current forecast for enrollment for next year.  The
yellow shaded area represents an area of uncertainty in enrollment that the district must be
mindful of but cannot control.  For instance, the red dot reflects ongoing reduced student
enrollment from international families temporarily in Brookline, but the yellow dot reflects more
typical levels of international student enrollment. The district must plan for a best-guess
forecast for student enrollment, while also remaining sufficiently staffed to respond to a larger
number of students if that should come to pass.  At the K-8s, this has been accomplished by
aiming for an average enrollment in each class of 19 students, which if sustained can provide
near-term slightly-smaller class sizes to support academic and socioemotional support, but if
needed can also accommodate the increase in students that the yellow shaded area represents.
Most other K-8 educators (e.g. art, physical education) are staffed according to the number of
classrooms and so that model should provide resiliency given our K-8 enrollment uncertainty.  At
the high school, similar uncertainty in enrollment exists and any significant increase in students
will result in larger than usual classes.
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Special education enrollment does not follow overall enrollment trends1

One challenge to assuming costs follow the overall enrollment trend is that the number of
students in special education follows its own trend lines.  This is particularly important to
understand because Brookline educators focused on special education make up a significant
portion (approximately one-third of teachers, two-thirds of paraprofessionals) of our overall
educator pool, and those costs reflect the different enrollment trajectory of those students.

In fact, the current (FY21) number of students in special education is 1,308, down just
3% from the pre-pandemic (FY19) total of 1,351 (compared to total projected enrollment
reduction noted earlier of 7%).   Among these, out-of-district placements have increased by 18%
(from 67 projected for this year, to an actual 79 for this year, which is projected to stay static for
the upcoming year).  From FY2019 (actual) to FY2021 (current year projected) the out-of-district
costs have increased by 29% (see chart below).

Responding to student and district needs
As noted in the introduction, students are anticipated to have additional academic and emotional
support needs.  These changes in need, described in more detail below, do require additional
funds.  Furthermore, the district has responded to budget challenges with personnel spending in
recent years by cutting supplies and services, and imposing a budget freeze earlier and earlier
each year.  In FY19 the freeze began in May, in FY20 it began in January, and in FY21 it began
in November.  The impact of this cut-freeze cycle has meant curriculum coordinators did not
have access to the materials needed to run their programs as envisioned throughout the school
year.  This budget is a first step to breaking that cycle.

1 Please note this information is presented for clear understanding of special education expenses within
the overall PSB budget environment, just as enrollment uncertainty is also presented in that context.  PSB
is committed to fully funding its special education obligations.
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REVIEW OF BUDGET CHANGES
What follows is a summary of the most notable changes. Some of these changes have been
several years in the making.  Some are related to the vast nature of changes that have taken
place in the education landscape as a whole this year, or simply highlighted pre-existing gaps
we could no longer defer.  Some are related to the reduction in student enrollment.

Special Education Personnel
- Reviewed staffing levels in each area to compare against current student IEP service

mandates, given the overall enrollment reduction. Staffing was also benchmarked
against recommended levels from relevant bodies (e.g. MA Department of Health,
American Occupational Therapy Association).

- Assumed responsibility for the special education and low-income portion of BEEP costs
(previously funded from the revolving fund) by funding the appropriate fraction of
educator FTEs into the operating budget (6FTE increase).

- Added 8 K-12 Social Workers to support students and their caregivers (including one
focused on students in the Steps to Success program and one at the HS focused on
LGBTQIA+).  Previously there were no social workers in the K-8s and seven at BHS.

- Added an Assistant Director of Socioemotional Learning to oversee the Social Worker
program, reporting to the Director of Guidance.

General Education Personnel
- Decommissioned staffing related to the Remote Learning Academy, the district’s fully

remote school that was established as a one-year virtual option for the 2020-2021
school year.  This is a reduction of ~82FTEs.

- Reviewed staffing levels in each area of each of the K-8s to compare against projected
enrollment, while balancing against potential enrollment range as described above.
Classrooms in grades K-8 have been reduced from a total of 270 (pre-pandemic,
district-wide) to a projected 262.  This is a reduction of 8 classroom FTEs and 4 other
FTEs.

- Reviewed staffing at the HS to see where reductions could be made without impacting
education, identifying a total of 5 FTEs.

- Reviewed staffing for each of the special programs that service our students and
educators and eliminated or streamlined staffing to best meet student needs for the
upcoming year.  For example, literacy coaches (to support teachers) have been slightly
reduced (-1FTE) while literacy specialists (directly servicing students) have been
maintained even as the grant for literacy intervention for low-income students was
significantly reduced, requiring 2 additional FTEs to move to the operating budget.

- The Enrichment and Challenge Support program, which was initially slated for a
one-year program pause for re-envisioning, has been partially returned at ~⅓ the staffing
cost ($180K vs $550K) to enable a small-scale pilot of one re-envisioning concept.

- The English Language Education staff has been reduced to account for fewer
international students while continuing to provide a highly supportive structure.
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Other Personnel
- Custodial staff has been increased to reflect the increase in square footage resulting

from the new HS building coming online in the fall (2FTEs) and the new wing of the main
building coming online mid-year (0.5FTE this year, converting to 1FTE the following
year).  These staff will maintain an additional 80,000 square feet at the BHS campus.

- Responding to the BFAC recommendations to increase financial oversight, the district
has added a budget analyst focused on payroll.

- The enrollment and communications/community engagement positions will be realigned
to provide additional support in the communications function which has been historically
underserved, but will remain at 2FTE overall.

- The Director of Professional Development position has been discontinued; the work will
be carried forward by one of the three other senior staff in the Office of Teaching and
Learning.

- Funded the universal summer program for students in grades 1-8, as well as an
expansion of the Project Discovery (literacy) program for grades K-2.  (Note 1: this is a
one-time cost. Note 2: the universal program replaces the STARS expansion that was
discussed at the March curriculum meeting.)

Non-personnel Expenses
Though it is a much smaller portion of the budget, all non-personnel expenses were also
carefully scrutinized.

- Services.  The bulk of service costs are for out of district tuition and transportation
(nearly $10.2M or two-thirds of the $14.1M total services line) which as noted above, are
not costs that the district can control. Another $400K is for special education therapeutic
services.  The other ~$3.4M is roughly broken down into:

- $1.5M for software and equipment leases needed to support students and run
the district.  These vary from online encyclopedia subscriptions, to copier leases,
to the HR staffing software, etc.

- $950K professional services.  These vary from legal services, to
highly-specialized evaluations (e.g. psychological evaluations in a language other
than English), to data privacy consulting, etc.

- $700K cleaning services - PSB custodial work is staffed in a hybrid model in
which some is outsourced.  The custodial contract increased significantly this
year, which is beyond the district’s control and must be funded to maintain the
current level of service.

- $100K for equipment repair and maintenance
- $225K for other services such as phone contracts, wiring of network access

points, moving, printing and so forth.
- Supplies. As noted previously, supplies have been cut drastically in recent years and

budgets frozen mid-year, leading to difficulty in funding curriculum.  This budget attempts
to break that cycle, returning supplies much closer to an appropriate level.  Supplies are
funded at just over $2.5M, an increase of nearly $800K from last year.
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- Curriculum and building supplies account for just over 82% of the total ($2.1M.)
Curriculum supply needs have been documented extensively at each grade level
for the first time.  This will allow for better forecasting of supply costs at each
level going forward, and ensure students have access to the curriculum as
envisioned. Building supplies (e.g. paper, laminating supplies, etc) have not
been fully funded but have been increased (building supplies have been an
ongoing issue and were requested for funding through the 2018 override but
ultimately not included on the ballot.)  In addition, the district assumed
responsibility for the special education and low-income portion of BEEP supply
costs (previously funded from the revolving fund) by funding the appropriate
fraction of classroom supplies into the operating budget.

- Cleaning supplies account for another 10% ($260K) of the supply budget.  This
has increased as well due to additional cleaning needs and square footage.

- Special program supplies account for another 7% ($175K). These include
special education supplies such as testing materials, hearing aids and other
adaptive materials.

- Equipment. The district’s technology plan was drafted in advance of the 2015 override.
Due to changes in technology enabling faster device acquisition, specifically shifting from
Macs to Chromebooks, the district was able to pivot to remote learning last year.  The
equipment budget for next year, totaling $1.2M, is almost entirely ($1M) ongoing device
leases.  The balance is almost entirely projector replacement, and device purchases for
when leases are not appropriate.

- Other. Other funds totaling $1.25M have been requested. $475K of that is reserved for
additional special education expenses (such as unanticipated out-of-district costs),
$175K is financial assistance for low-income students, $120K is insurance (long-term
disability, athletics.)  ~$480K is professional development; this year the district will take a
different approach to PD funds, bringing them together into a centralized account under
the control of the Office of Teaching and Learning and the Office of Educational Equity
rather than having some centrally controlled but a significant portion distributed to
schools.  Each building leader will still have a portion of the funding allocated for their PD
planning during the year.  However, the goal for centrally holding the funds is to have
greater communication and collaboration across buildings so as to be able to share and
leverage funds more effectively, as well as to enable funds to be repurposed for other
PD if the building leader(s) do not articulate a use for their funds by mid-year.
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