Resolution
of the
Board of Education
of the
Oakland Unified School District

Resolution No. 1718-0087A

Confirming The District’s Commitment To Fiscal Solvency
(As Amended)

WHEREAS, the Closing of the Books for Fiscal Year 2016-2017 revealed: 1) A $9.1 million increase in
expenditures over levels projected in the 2016-2017 Third Interim Report; 2) OUSD ended the fiscal year
$8 million short of maintaining its 2% Reserve for Economic Uncertainties, a state-mandated
requirement: and 3) OUSD used $8 million from the Self-Insurance Fund to pay for General Fund
expenses, leaving the Self-Insurance Fund with a balance of $6.8 million; and

WHEREAS, the District’s September 2017 budget revisions revealed that there were $4.4 million
unbudgeted for expenses; and

WHEREAS. the District is faced with significant additional PERS and STRS contribution for fiscal years
2014-15 through 2024-25: and employee benefits, including PERS and STRS, are projected to rise by
$8.2 million for the 2018-19 school year: and

WHEREAS, despite increased revenue fiom the implementation of Local Control Funding Formula, the
District has experienced flat attendance over the past five years and has not made structural changes to its
systems to account for the reduction from 50,000 student population decades ago to current
approximation of 36,000: and

WHEREAS, increased expenditures and fluctuations between adopted and actual budgets in several
budgetary areas, particularly in the following areas: Books & Supplies, Professional & Consulting
Services, Certificated Supervisors & Administrators, and Classified Supervisors & Administrators (see
attached); and

WHEREAS., the Board of Education recognizes that the current multi-year projection indicates that the
District will need to identify expenditure reductions and/or revenue enhancements for each of the coming
three school years and additionally; and

WHEREAS, the Board of Education has been advised of the risk of a qualified or negative interim
certification and/or fiscal insolvency if such budget balancing solutions are not realized for 2017-18; and

WHEREAS, the Board of Education believes cuts to school site budgets should only be made as a last
resort, if needed to maintain the District’s fiscal solvency. If cuts to school sites are necessary, they





















Equity: Budget adjustments should be made in a way that avoids disproportionately impacting the
District’s most vulnerable students e.g. specific schools or student populations being impacted by a
combination of budget adjustments

Transparent Communications: Ensuring & Board and community have timely access to clear,
accessible, con rehensive information, including understanding the full range of options being
considered and what choices are being made and by what timeline and according to what criteria.
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2017-18 Mid Year Adjustments:

Addressing the Board Resolution on Fiscal Solvency
Wednesday, December 13, 2017

Presented by: Kyla Johnson-Trammell, Superintendent
To: OUSD Board of Education
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Outcomes

> To recommend an adjusted target based on the
First Interim Report

> To inform the board on the actions staff will
take to implement mid-year adjustments

> To highlight areas for the community to
support
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https://drive.google.com/a/ousd.k12.ca.us/file/d/1pS9Ufb6YnPt-Rvd-H5u1eOxS3nQ8Cj17/view?usp=sharing

Updated Recommendation Based on 1st Interim

Although 15t Interim now incorporates many items unfunded at budget adoption, we

recommend savings beyond the $1.1M shortfall projected at 1st Interim to ensure we can
cover specified and unspecified risks and close the year above the 2% minimum reserve.

Projected Shortfall Specified Risks Unspecified Risks
Amount below the 2% Costs not projected in 15t Costs not projected in 15t
requirement already Interim, but suggested by Interim, but suggested by
projected by 1% + analysis of trends in + historic fluctuations
Interim. specific programs & costs. between 15t Interim and
$1.1M $3.9M year-end. $4,0M
G
[

Recommended Adjustments of $9 Million

Revised recommendation of revenue increases, costs savings or expenditure reductions
needed in Unrestricted General Funds to ensure meeting 2% reserve requirement at year-
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Since 17-18 budget adoption in June, we had a fall revision based on Sept. data. Based on that information, The board recommended a $15.1 in mid year reduction. 

At the first interim report (a snapshot in time), we learned updated information on our projections of additional revenues and expenditures. It also includes an updated projection of our savings from vacancies because we had a vacancy off set included in our 17-18 budget.  We are conservatively projecting a $1.6M cost savings from all vacancies currently in our system ($1M from school sites and $.6M from central).

As we provide January budget 

Reasons for mid year reductions have stayed the same from the beginning (minimum, Reserve, Restricted programs, contingencies)-- what has changed is the information from the budget reports (fall revisions and first interim).  We will continue to have new information at our future budget reports (Jan. budget revisions and 2nd interim)- we will likely see unknown expenses and possible unknown savings.  However, because we are recommending a $4M for unspecified risks and $3.9 for expenses in restricted programs we should not expect see the $9M number increase. We expect that amount to cover any unforeseen expenditures or needed contributions for restricted programs will be covered by our mid year reductions.

According to that updated information, we know we need a $1.1 M to balance the budget and as we examine past trends for contributions to restricted programs and anticipated contingencies for the remainder of the year we recommend a total of $9M


®
Costs not Projected in the First Interim

Specified Risks $3.91V Unspecified Risks $4 .01V
Known Risks Include: Examples of unforeseen
= Special Education Services costs:
(S1.2M) = Arbitrations
= Transportation (S0.6M) = Unknown Future Invoices
= Food Service Programs = Audit Findings
(S0.6M)
= Substitute Costs (S0.7M)
= Qutstanding Invoices (S0.8M)
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Talking Point: 


What is Needed? Collaboration Across OUSD

We must take every possible measure to ensure that we put
Students First by:

e Limiting the impact of reductions to programs and
services that directly support students

e Committing to a culture of savings and operating within
our budget
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»
Where is the Money? School & Central Budgets

Schools — -18 UNRESTRICTED GENERAL FUND BUDGETS (SMILLIONS) Ce ntral —

$74M

- Excludes ~S71M in
required contributions
to restricted programs -
RRMA (routine repair
and maintenance of
facilities), Cafeteria Fund
and Special Education

$250M

- Includes ~S30M site-
paid central staff (e.g.
custodians, nurses,
school security officers,
restorative justice
coordinators)

SCHOOL STAFF CENTRAL STAFF B M $7M Of
$200.0 $58.5 District-wide expenses

NON-STAFF COSTS
NON-STAFF COSTS & POSITIVE PAY & POSITIVE PAY
$50.0 $15.5
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Key ? from public: $71M of contributions are largely legally required expenditures that use General Fund dollars, but are not in the chart because they are not General Fund expenditures.  They are transfers/contributions to other programs in direct service of schools (Food, SPED and Routine Facility Repairs).  Reference is slide 10 of 1st Interim report (i.e. Transfers).

Unrestricted Revenue: $410M
Schools Costs: $250M
Central Costs: $74M (includes Districtwide)
Contributions/Transfers: $71M
Unspent/Add to Reserve: 7M
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Central Office Adjustments 6

How we got to our proposed central office adjustments?

Step 1: (what
was on the list and what came off)

Step 2: Senior Leadership Retreat to evaluate options based on
impact on programs and services that directly support students,
ease (lack of constraints) of implementation and cost savings
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https://docs.google.com/document/d/12oDjALjDArUOYONjtEevT9mMXvWCd2iMdoqr9VNrHcc/edit?usp=sharing

»
Central Office Adjustments: Contracts

Remaining Amounts - Unrestricted Remaining Amounts - Restricted

Central: S2.6M +
District-wide: S0.8M
=$3.4M

Of the $28.8M of
existing contracted
services, there was
$14.960,166 $3.4M of remaining
balance on Central
Office Contracts
budgeted with
Unrestricted Funds as
of November 14th.

$6,486,315

$10.162,910 $18.650,878
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Central Office Adjustments: Contracts

Of the $3.4 M of remaining balance, most
contracts are for needed services:

$1.5M for Student Transportation

For More Information Visit: $500K for Finance Support

(e.g. State Trustee, Budget
Development Improvements, Internal
Controls)

Fiscal Transparency Website

$740K for Direct Services to Students
(e.g. Credit Recovery for students,

mental health services)

$38K for Security
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Monitoring Carefully Contracts that are not core services (e.g. canceled contracts- HR contract)


https://www.ousd.org/fiscaltransparency

Central Office Adjustments: Contracts

Contracts
$0.4 Million

e S0.2M for existing professional service contracts

e S0.2M for funds allocated to pay for future
professional service contracts
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Talking Points: 

Maximizing Federal Funds: We need to ensure any shifting is compliant to ensure we do not receive any audit findings later
Uncertainty regarding the stability and availability of federal funds has resulted in conservative planning, which now creates an opportunity to shift some expenses from the UGF to federal sources, which buys time to make cuts (e.g., Professional Development and EL supports) 

Contracts, Books & Supplies
Non-Staff, Contracts




Confidence: be very deliberate which are one time reductions and many of these are ongoing reductions (be very clear what will be ongoing)

recommendations for getting cell phone and parking- uncover every stone
saving money on garbage and other savings?




»
Central Office Adjustments: Books & Supplies

Books & Supplies
$0.5 Million

S0.5M reducing funds available to purchase supplies
and equipment
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Talking Points: 

Maximizing Federal Funds: We need to ensure any shifting is compliant to ensure we do not receive any audit findings later
Uncertainty regarding the stability and availability of federal funds has resulted in conservative planning, which now creates an opportunity to shift some expenses from the UGF to federal sources, which buys time to make cuts (e.g., Professional Development and EL supports) 

Contracts, Books & Supplies
Non-Staff, Contracts




Confidence: be very deliberate which are one time reductions and many of these are ongoing reductions (be very clear what will be ongoing)

recommendations for getting cell phone and parking- uncover every stone
saving money on garbage and other savings?
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Central Office Adjustments: FTE Adjustments

FTE Reduction & Realigning Funding Sources
$2.1 Million

Position elimination 23.82 26 $0.75M
Reduction of FTE 15.80 16 S0.06M
Realigned funding

sources for FTE 21.08 28 $1.35M
Grand Total 60.7 70 $2.16M

® 61% of the proposed staffing eliminations/reductions are categorized as management
® 28% of the proposed staffing eliminations/reductions are categorized as clerical
e 11% of the proposed staffing eliminations/reductions are categorized as classified support.
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The original range for FTE was $2-5M.   We decided not to reduce a number of classified positions that were on the list for the higher end of the range (e.g. custodians, SSOs, gardeners, RJ coordinators, counselors.) because we are committed keeping cuts furthest away from services and programs that directly support students and schools, need to minimize bumping to school site and to minimize cuts that would be one time rather than ongoing.

Talking Points: Position eliminations and reductions would continue into the 2018-19 school year and result in approximately $$3,207,672 in 2018-19.

Maximizing Federal Funds: We need to ensure any shifting is compliant to ensure we do not receive any audit findings later
Uncertainty regarding the stability and availability of federal funds has resulted in conservative planning, which now creates an opportunity to shift some expenses from the UGF to federal sources, which buys time to make cuts (e.g., Professional Development and EL supports) 

Contracts, Books & Supplies
Non-Staff, Contracts




Confidence: be very deliberate which are one time reductions and many of these are ongoing reductions (be very clear what will be ongoing)

recommendations for getting cell phone and parking- uncover every stone
saving money on garbage and other savings?




»
Central Office Adjustments: Donations & Furloughs

Buildings & Grounds Furlough
and
Leadership Donations in Lieu of Furlough
$0.2 Million

Senior Leadership made donations of 5-10 unpaid work days which we
expect to have minimal operational impact.

Buildings Construction and Trade Union (“BTC”) agreed to furlough
days.*

* We continue active discussions with all union partners to minimize position eliminations
through strategies like furloughs.

www.ousdorg f ¥ J ©@ @OUSDnews



Presenter
Presentation Notes


Talking Points: 

Maximizing Federal Funds: We need to ensure any shifting is compliant to ensure we do not receive any audit findings later
Uncertainty regarding the stability and availability of federal funds has resulted in conservative planning, which now creates an opportunity to shift some expenses from the UGF to federal sources, which buys time to make cuts (e.g., Professional Development and EL supports) 

Contracts, Books & Supplies
Non-Staff, Contracts




Confidence: be very deliberate which are one time reductions and many of these are ongoing reductions (be very clear what will be ongoing)

recommendations for getting cell phone and parking- uncover every stone
saving money on garbage and other savings?




Central Office Adjustments:
Maximizing Restricted Resources

Maximizing Restricted Resources
$1.6 Million

® Review Title II, Il
® Review Educator Effectiveness
® Review other Federally Restricted Resources

www.ousd.org f ¥ J © @OUSDnews



Presenter
Presentation Notes


Talking Points: 

Maximizing Federal Funds: We need to ensure any shifting is compliant to ensure we do not receive any audit findings later
Uncertainty regarding the stability and availability of federal funds has resulted in conservative planning, which now creates an opportunity to shift some expenses from the UGF to federal sources, which buys time to make cuts (e.g., Professional Development and EL supports) 

Contracts, Books & Supplies
Non-Staff, Contracts




Confidence: be very deliberate which are one time reductions and many of these are ongoing reductions (be very clear what will be ongoing)

recommendations for getting cell phone and parking- uncover every stone
saving money on garbage and other savings?




CCentral Office Adjustments: Currently Unidentiftied
Reduction

Unidentified Reduction
S0.4 Million

A commitment to find an additional $0.4M from other
sources currently unidentified. Likely sources include
supplies, equipment, contracts.
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Talking Points: 

Maximizing Federal Funds: We need to ensure any shifting is compliant to ensure we do not receive any audit findings later
Uncertainty regarding the stability and availability of federal funds has resulted in conservative planning, which now creates an opportunity to shift some expenses from the UGF to federal sources, which buys time to make cuts (e.g., Professional Development and EL supports) 

Contracts, Books & Supplies
Non-Staff, Contracts




Confidence: be very deliberate which are one time reductions and many of these are ongoing reductions (be very clear what will be ongoing)

recommendations for getting cell phone and parking- uncover every stone
saving money on garbage and other savings?
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School Site Adjustments =
How we got to our proposed school site adjustments? 6
Step 1: All Principal meeting to review

and make recommendations from school
site perspective. School Leaders recommended site decision making in
how to make reductions.

Step 2: Staff considered a percentage reduction to all sites and a per
pupil reduction and found the per pupil reduction was more equitable.

Step 3: sent to principals indicating target amounts and
recommendations for reductions at school sites.
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https://docs.google.com/document/d/12oDjALjDArUOYONjtEevT9mMXvWCd2iMdoqr9VNrHcc/edit?usp=sharing
https://docs.google.com/a/ousd.k12.ca.us/document/d/1TbFLEmKAy3HHOXhYX1abKFsEiznutGgtpc2xbjfxXMo/edit?usp=sharing

»
School Site Adjustments:

School Site Decisions Based on a per Pupil Amount

School Site Total Reductions
$3.8 Million

Top categories of school site reductions:

Non-Staff & Positive Pay Staff
e Supplies ® STIP Subs (sub teachers working full year)
e Extended Contracts e Reductions to Classified Positions (e.g. reducing
e Overtime/Extra Time 1.0to 0.5 FTE)

e Eliminating Classified Positions
e Temporary Certificated Staff (200 FTE currently)
® Not Filling a Vacancy
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Books & Supplies: Reduction in supplies, Copiers, Books (above and beyond textbooks)
Positive Pay: Stipends: Reduction in collaboration time for Instructional Leadership Teams, grade-levels and Culture Teams; eliminates observers for evaluation
Stip Subs: substitutes who mainly provide release time for evaluations and professional development our contract with OEA requires a target of 44 STIPS. We currently have 98 STIPS.
Teachers on Temp Contracts is a separate category of temo teachers- we have 200 FTE.
Elimination or reduction of a variety of site-determined programs including mental Health Supports, Facilitative Yard Play 
Central Services to School Sites
Elimination or reduction services/positions at sites that are funded centrally: (e.g., Restorative Justice Coordinators, Community School Managers)






Getting to $9 Million Target of Additional Reductions

Amount Adjustment

$3.8M School Site Adjustments*

$2.1M FTE Adjustments (eliminations, reductions, realigned funding source)**

S1.6M Maximize Restricted Resources (e.g. Title 1, 2 & 3)

S0.5M Books & Supplies

S0.4M Contracts S9M represents:

$0.4M Undesignated reduction ® 55.2M = Central Office
Unrestricted Revenue

50.2M Donations & Furloughs =4 °® 53.8M =School Site Unrestricted

$9.0M TOTAL Revenue

* Not including $1M in school site vacancies and $0.4M for fall revision adjustments already accounted for in first interim

x* Not including SO.6M in central office vacancies already accounted for in first interim
www.ousd.org f ¥ J © @OUSDnews



Total Budget Reductions

Adjustments already
incorporated in 1st Interim
Budget Report ($2 Million)

Recommended Additional
$9 Million Mid Year
Adjustments

www.ousd.org f ¥

Schools

$0.4M in enrollment-
based budget adjustments
(Fall Revisions)

$1.0M vacancy savings for
temporary or permanently
unfilled positions

$3.8M with site-by-site
target based on per pupil
amount

$5.2M
(2.0% of Schools

Unrestricted Revenue)

o @OUSDnews

Ce

ntral Services

$0.6M vacancy savings
for temporary or
permanently unfilled
positions

$5.2M across multiple
adjustment areas

$5.8M
(7.8% of Central
Unrestricted Revenue)
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Books & Supplies: Reduction in supplies, Copiers, Books (above and beyond textbooks)
Positive Pay: Stipends: Reduction in collaboration time for Instructional Leadership Teams, grade-levels and Culture Teams; eliminates observers for evaluation
Stip Subs: substitutes who mainly provide release time for evaluations and professional development our contract with OEA requires a target of 44 STIPS. We currently have 98 STIPS.
Teachers on Temp Contracts is a separate category of temo teachers- we have 200 FTE.
Elimination or reduction of a variety of site-determined programs including mental Health Supports, Facilitative Yard Play 
Central Services to School Sites
Elimination or reduction services/positions at sites that are funded centrally: (e.g., Restorative Justice Coordinators, Community School Managers)






Improved Budget Management Practices Underway

1. Tighter purchasing procedures
A. Purchase Orders required for all transactions and prior to; reimbursements for required travel,
conferences, professional development, supplies, and mileage.

B. Blanket Purchase Orders only allowed for district-wide books, instructional materials and meal
program food and supplies.

C. Details of the purchases must be itemized with a detailed description for all goods and
services, including sales taxes and shipping costs, if applicable.

D. Requisitions or Purchase Orders must be coded correctly for the type of purchase.
2. Assign budget for planned but not budgeted expenses

A. Extended Contracts

B. Overtime/Extra Time

C. Itemized Reimbursements (identify what the reimbursement is for)

D. Mandatory Conferences

E. Substitutes costs

www.ousdorg f ¥ J ©@ @OUSDnews




Budget Management Practices (cont.)

3. Spending restraints
A. No spending on Food and Refreshments for meetings.
B. No spending on out-of-state travel.
C. Limit spending on supplies.
D. Hiring Freeze
4. Contracts
All administrators should work to limit or cancel spending on service contracts
which must be in line with our

* These budget management practices and others will be covered in the upcoming Fiscal Vitality Plan - 1st
read - December 13th Board Meeting.
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®
Committed to Fiscal Vitality

O

@
74
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The Path to Fiscal Vitality Means Making Difficult, Responsible Decisions now to ensure a solid future for our students.
It’s going to hurt- difficult times- committed to making things right and communicating
avoid receivership and create fiscal vitality- going to be long term work (fiscal solvency first on path toward fiscal vitality)
we are in this together no site vs central
methodically building a healthy organization- seizing the moment to take care of things that haven’t been taken care of for a long time
What are we looking at the choices we are looking at:
-reason for why we need to go deeper than $1.2M

Why are we here?
In the recent past, we increased salaries and programs with increased state funding instead of sufficiently growing savings.
We have overspent revenues in 3 of the past 4 years because our human and technology systems have been unable to 1) reliably forecast revenues and expenses; and 2) maintain sufficient savings to cover the uncertainty in our forecasts.
We have now depleted our savings to a point where missing our forecasts again could result in loss of local control and state receivership.
Making things worse, throughout CA, costs for school districts are now growing much faster than revenues
We must now make cuts to fully account for 1) slowing revenue and rising costs; and 2) the uncertainty in our forecasts..

But why are we cutting mid-year?
Upon closing the books for 2016-17 in September 2017, we learned 1) spending exceeded revised forecasts, 2) the increased spending required further depletion of savings; 3) the increased costs suggested the spending forecast for 2017-18 needed to revised upward.
As stated, depleted savings means failure to make the cuts necessary could lead to a loss of local control.


Here is What We Can Do

I

o Student campaign for increase attendance (If every student came to school
just two more days = $3.9M)

e Attendance Campaign

o Improve practices for taking daily attendance
e Student and Family Recruitment

e Volunteer Opportunities: Classroom teachers are looking for classroom support.
Go to www.oaklandschoolvolunteers to lend a helping hand.

e A-ZFund

o The Ed Fund will open a grant cycle for A-Z Fund in January of 2017. This will
make available grants of upto $1,500 to support arts, music, field trips, and
activities.
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Impact on revenue

http://www.oaklandschoolvolunteers

Stay Informed: Fiscal Transparency Website

School Finance Overview & Glossary
Budget Updates Blog

Past Presentations & Financial Records
Historical Spending Reports

Historical Staffing Reports

Interactive Monthly Spending Dashboard

Savings Suggestion Box

SN N NN

Ways to Get Involved
Interactive Tools

https://www.ousd.org/fiscaltransparency
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