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Districts today are being asked to do more
and are being stretched thin

How can your district find the
time, people, and money to
support these initiatives?
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Is your district facing a
Is your district looking to budget deficit?

carry out a strategic

planning process? Are you evaluating a
major new investment?

How can your district find the

time, people, and money to
support these initiatives?

Do you need support
engaging with your district’s

community? Do you feel as if your district

has no where else to look in

the budget for savings?£ 5
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- The Smarter School Spending
O pIVOb process brings together
md BLEARNING strategic academic planning
and budgeting

In many districts...

...Strategic planning and budget processes happen in
parallel tracks that don’t intersect:

Academic 1.
Strategic Strategic
Planning Plan

Budget 2. District

Process

Budget

When these processes happen in isolation, a district is
at risk for creating a strategic plan that cannot be
funded and a budget that has no strategic basis
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In Smarter School Spending...

...strategic planning and the budgeting process are
merged to create a process for strategic use of
resources in the district:

1. Strategic

Academic Strategic Plan
Planning 2. Strategic
‘ Finance Plan
Budget 3. Strategic

Process Annual
Budget

Merging these processes allows for greater alignment of
district strategy and finances, and allows the district to

balance financial decisions as tradeoffs for increasing
strategic investments in students



i At the core of the process (!
-‘4 pEIAVR Nombe is “Resource Tradeoffs” ch

What are the district’s instructional priorities? How can the district pay for those priorities?

Budget

Instructional Priorities Savings Options

Add funding to high priority areas that will have Reallocate spending from lower priority areas in
the greatest impact on student achievement order to fund instructional priorities

Within both investments and
savings options, there are
opportunities to make current
spending more efficient
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The Five Step Smarter School
Spending Process
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Smarter School Spending is a five-step process to develop and implement a strategic
finance plan over 9-18 months. Some districts choose to focus on just one specific step
and set of resources most relevant to them with the support of a technical assistance provider.

Set
{ﬁ}* Instructional

Priorities

o Q Cost projection tool

Ensure

\o Sustainability

Training of budget
a O decisionmakers

Plan and
Prepare

Project kickoff
meeting materials

Pay for
Priorities

lu Cost savings
‘3 prioritization tool

Implement
= Plan

3 Q Balance tradeoffs

“ @

: GE Budget projection tool

- O Resource packet: E 23 staffing analysis

E @ Sample strategic

finance plans

E @ Program
v effectiveness

= Communications Ir:\i;())lleitri:iming a (% Professional “ Strategic budget .
and engagement “ P development Q template analysis
planning survey
workbook
Meetlr.lg O Guide Sample @ Tools 6 Research
Materials Content
Template presentations Instructional guides, Sample reports, Interactive tools to assista  Articles, reports, issue
for team meetings introductory documents, presentations, and district in developing a briefs, books, and other
throughout the process. and additional supports for  findings from the four pilot  strategic finance plan, background information
Includes agendas, each step of the process sites and from additional analyzing district finances,
timelines, workplans, and Smarter School Spending and segmenting
discussion questions districts stakeholders

From http://k12education.gatesfoundation.org/smarter-school-spending/
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31 Cost
savings

opportunities
within
7 focus areas

Category

Reducing operational costs

Rethinking service delivery
models for students who
struggle

Maximizing revenue

Boosting the impact and cost-
effectiveness of professional
development for teachers

Examining staffing levels of
non-instructional staff

Using instructional time more
cost-effectively

Managing class size

The Smarter School Spending
Cost Savings Screening &
Sizing Tool

Opportunity
Can the district free up funds from general education transportation?

Can the district free up funds from energy expenditures?

Can the district free up funds from maintenance services?

Can the district free up funds from custodial services?

Can the district free up funds from food services?

Can the district free up funds from classroom and other instructional technology?

Can the district address mild special needs differently?

Can the district free up funds from paraprofessional positions?

VI[N || |™|JW]|N |~ B

Can the district free up funds by increasing the impact of intervention teaching positions?

Can the district free up funds from special education teaching positions?

Can the district free up funds from speech and language therapist positions?

Can the district increase the impact of Title | spending?

Can the district free up funds by reducing reliance on out-of-district special education placements?

Can the district free up funds by reducing its reliance on alternative schools for students with behavioral challenges?

Can the district increase state and federal funding by maximizing free and reduced-priced meals enroliment?

Can the district increase federal Medicaid reimbursement for health-related student services?

Can the district free up funds from professional development expenditures?

Can the district provide more professional development opportunities for core teachers at little or no additional cost?

Can the district increase the impact of the coaching model at little to no additional cost?

Can the district free up funds from instructional coaching positions?

Can the district free up funds from central office spending?

Can the district free up funds from school-based administrator positions and/or increase the impact of existing

Can the district free up funds from clerical support positions?

Can the district free up funds from library/media specialist positions and/or increase the impact of existing positions?

25

Can the district free up funds from guidance counselor positions?

26

Can the district free up funds associated with teacher absences?

27

Can the district free up funds from extended school day and/or year programs?

28

Can the district free up funds from blended learning and/or online classes and/or increase the impact at little or no
additional cost?

29

Can the district free up funds by managing class sizes differently at the elementary schools?

30

Can the district free up funds by managing class sizes differently at the middle schools?

31

Can the district free up funds by managing class sizes differently at the high schools?
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5 steps for analyzing reallocation opportunities

Understand * Work with subject matter experts to break down aspects of the
1 budget/program budget (e.g., budget tree) and understand basic operational
details information

* Use budget breakdown to identify both:
) Identify cost — Largest areas of cost

drivers — Drivers of cost going up or down (e.g., number of buses,
number of students requiring busing, cost per bus, etc.)

* |dentify constraints for potential change to areas
— Classify constraints into district preferences vs. more rigid
restrictions (e.g., state policy, contracts, etc.)
— For contracts, identify time when lifted for renegotiation

= Estimate $ impact (savings) of adjusting cost drivers and what
changes would be required to achieve savings

* Prioritize most attractive options to achieve cost savings based
on size of impact, ease of implementation and any other
considerations pertinent to a specific district

Support work Id.enFlfy approprlatt? re_allocatlon opportunlty owner within
district and share findings & analysis
plan : ) : .
= Assist as needed in planning for capture of savings
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Determine policy
and other
constraints

Size and
prioritize
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http://www.smarterschoolspending.org/

Smarter School Spending About Success Stories Framework Resources e Contact Us

A new way to align resources with
student achievement goals through:

@ A true partnership between academic and finance staff
@ Putting money where it will do the most good for kids
@ Better planning and decision-making

Self Assessment Success Stories
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Pivot’s Smarter School Spending is ...

= A transformative process using the Smarter School
Spending Toolkit and Pivot’s Change Design model to
narrow strategic priorities, build collaboration between
finance, student supports and instructional
departments and find the money to fund them

* A methodology requiring deep district engagement
and ownership from leaders AND “working” team
members, in addition to support from Pivot

= A set of tools designed to “jumpstart” the LCAP
prioritization and savings identification process, based
on other districts’ experiences

= A strategic partnership to co-create new best practices
in strategic planning & budgeting, integrating lessons
from other districts with the unique needs of your

districtin California
Copyright 2017 Pivot Learning
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Cohort 1:

Pomona Unified School District Tracy Unified School District
Enrollment: 25,000 Enrollment: 17,000

Hayward Unified School District Santa Ana Unified School District
Enrollment: 23,000 Enrollment: 55,000

Cohort 2:

San Francisco Unified School District
Enrollment: 53,000

Cohort 3 (Charter Management Organization)
Education for Change
Enrollment: 6 K-8 Schools
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The primary objective of this project is to identify the necessary resources to fund NS

instructional priorities and provide schools and educators with the support they need
to equitably implement the Common Core State Standards (CCSS). Through this
project, Pivot will work with the district/CMO to better allocate resources to support
student success by:

* More sharply defining strategic priorities to make them more
actionable/fundable.

* Identifying operational and other savings efficiencies that can unleash funds to
support students.

* Identifying ongoing initiatives that should be discontinued in favor of supporting
higher impact efforts.

* Improving ability to engage stakeholders and revising
engagement/budgeting/strategic planning process in a way that ensures scarce
resources are allocated to highest priority initiatives with community support.

* Enhancing capabilities to annually refresh strategy and identify further
reallocation opportunities.
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Pivot worked with districts to better allocate resources to support student success by:

* |dentifying approximately S8 Million in operational and other savings efficiencies
to invest in fundable initiatives/programs supporting students.

* Supporting communication of academic priorities as well as revised budgeting
and strategic planning process resulting in improved stakeholder engagement.

* Facilitating development of plan to institutionalize Smarter School Spending
through the Design Team process, including annual strategy and identification of
additional reallocation opportunities.

* Working with districts to integrate LCAP into this year-long process of aligning
resources with core strategies
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Districts are willing and excited to align resources to their strategies, as shown by:

= Superintendent sponsorship for this work. In all districts, superintendents have been involved
and vocally supportive of aligning academics with budget

= Commitment of meaningful, year-round time and attention. Academic, finance, and LCAP
leaders have joined “Design Teams” where they will collect stakeholder input, analyze data, and
ultimately guide the district towards tough decisions on academic priorities and budget

= Appetite for ensuring every dollar is driving student achievement by reviewing the full budget
for opportunities to drive impact
However, challenges remain in implementation, particularly around:

= Articulating clear, fundable priorities. In particular, districts often have priorities at different
levels of “fundability” (e.g., online AP courses vs. increasing graduation rates)

= Engaging the community meaningfully, both in educating community members and soliciting
specific, actionable input

Strategic planning and budgeting is a systems change process.

Transformational change takes time.




Santa Ana USD

Superintendent: Stefanie Phillips, Ed.D.
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' O i Outcomes for SAUSD Smarter
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= Alignment on top academic priorities and short list of
current/potential academic initiatives (Increase academic
achievement for English Learner students) focused on early
literacy interventions (K-5)

— Tradeoffs/Reallocation hiring additional job-embedded
coaches

* |dentification of cost savings (Maintenance) investigated
and assigned owners to drive deeper dive and
implementation

= Clear alignment on next steps and timing for upcoming
decisions




Alignment with SY 2017-2018
RWQNG budget planning

During the upcoming budget process SAUSD will begin to
intentionally align resources with strategic priorities:

Key considerations will include:

* What is the theory of action or intended outcome of the initiative?
How will the dollars allocated support this?

= What are the indicators of effectiveness for key initiatives? What
does success look like?

* How is implementation measured and tracked over time for initiatives
to help ensure intended outcomes are reached?

* How does this initiative align with system priorities and the best use
of resources to support students?

This will allow leaders to make a compelling case for resources
aligned to areas that are most beneficial to students

Scaling tools and processes from Smarter School Spending
across SAUSD will help to answer these key questions in a
consistent and actionable way
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San Francisco USD

Interim Superintendent: Myong Leigh
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i Smarter School Spending/ROI
: BIA‘R’ QNbG Team Structure

Project Sponsor: Myong Leigh

Project Driver: Thu Cung

ROLE SFUSD Structure Responsibilities
_ Executive Leadership
Steer"_‘g Team (ELT) & ROI +  Set overall district vision, goals, priorities
Committee Working Group + Present findings to addtl. stakeholders (i.e.,
(GG/MLAH/RK/RM) BoE)
Desi * Primary coordinators of initiatives
esign Team SMART . .
* Produce deliverables and monitor regular
output

: +  Work with Design Team to use tools and
(SFUSD Sp ec’ﬁc) (Cemral Office IRFS) progress monitor implementation and

impact
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* Refinement of top academic priorities and short list of
current/potential academic initiatives (Increase academic
achievement for African-American students) aligned with strategic
plan refresh and supporting initiatives
— Analyzed effectiveness of “first wave” of initiatives using the

impact assessment framework and incorporated findings into
LCAP and budget (2016-17)

* |dentification of cost savings/increased reimbursement
(FARM) investigated and assigned owners to drive deeper
dive and implementation

= Additional steps

— Developed Self Assessment budget tool aligned with Smarter
School Spending principles

— Developed new budget forms linking funding to district
priorities and LCAP
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Questions?
contact us at

info@pivotlearning.org

510.250.2543




