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Building a Budget
– Establish Boundaries

l Programmatic
l Fiscal

– Project Expenses
l Enrollment and Staffing
l Salaries, Benefits and Assumptions
l Other Expenses 

– Project Revenue
l State Aid
l Tax Receipts
l Other Income

– Project the Surplus/Gap and Consider Alternatives
l If surplus, what to add
l If deficit, what to reduce 2



Budgeting A Plan
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Sweet Home Central School District 
Anthony J. Day, Superintendent 

MEMORANDUM 

 
To:  Sweet Home Board of Education 
Re:  Proposed Board of Education Focus Goal Areas: 2020-21 
Date: January 16, 2021 
 

1. The Board of Education will collaborate with the school community to maximize our ability to safely keep 
our schools open to in-person instruction.   (unless closed due to state or regional conditions beyond 
school district control.). (BOE Culture Area: Foundations: Safety) 

2. Students will experience academic success as evidenced by critical local measures of learning. (BOE 
Culture Area: Accountability: Results Focus) 

3. The Board of Education will monitor and support efforts to maintain or improve the emotional well-being 
of all school community members- students, staff, parents, administrators. (BOE Culture Area: 
Foundations- Safety; Relationships- Connectedness/ Belonging) 

4. The Board of Education will establish a three-year budgetary plan that includes a clearly defined set of 
programmatic priorities allowing the District to maintain the most effective school program possible in the 
face of many variables related to both expenses and revenues. (BOE Culture Area: Foundations-
Support/ Autonomy; ) 

5. The Board of Education will engage in an extended public  discussion of issues related to diversity, 
educational equity, structural racism and their potential impact on our school community and the student 
experience. (BOE Culture Area: Relationships- Connectedness/ Belonging) 

 

 

“The Board of Education will monitor and support the growth of a sound, positive 
organizational culture.” 

Potential Data Sources: NYSED Climate Survey, Other Surveys (ie. The Leader in Me, Locally-produced), Illustrative 
anecdotes/ stories/ programs. 

Identity 
• Are we proud to be part of this school community? 

• Do we feel part of something special? 
• Are we committed to our work? 

Foundations Relationships Accountability 

Safety 
 

• Do we feel safe?  
Physically? Emotionally? 
 

Connectedness/ 
Belonging 
 

• How much do people 
care about each other? 

• How connected are we 
to each other?  

• Do people feel a strong 
sense of belonging and 
acceptance? 
 

Results 
Focus 

• Does each of us take 
ownership for the 
results we are 
expected to produce 
and how those results 
impact our students?  

Order 

• Is our school/ department 
orderly? Have we eliminated 
things that get in the way of 
doing our work? 

Collaboration 
• Do we regularly work 

together to improve our 
effectiveness? 

 
Continuous 
Improvement 

• Do we study and try 
new ways to improve 
the results of our work? 

Input 
 

• Do others have opportunities 
to provide input before 
decisions are made or 
programs are created? 

Celebration 

• Do we regularly take 
time to celebrate our 
successes and what we 
do well? 

 
Acknowledge 
Gaps and 
Shortcomings 
 

• Do we  take respon-
sibility for gaps in our 
results and mistakes 
we may have made? 

Support/ 
Autonomy 

• Do we have the resources 
we need to do our job? 

• Are we trusted to do the 
things that we think work 
best? 

    



Context for Our Work:   
Needs Assessment
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n Significant numbers of students are experiencing significant 
academic struggles across our K-12 system
n Reading below grade level
n Secondary students failing multiple classes
n Deficient at major audits of performance

n Struggles may be exacerbated by various demographic factors.

n A growing number of students experiencing pandemic based 
social and emotional trauma that impacts their academic 
performance.

n Students need more face time with teachers and with fellow 
students.



Context for Our Work:   
Short Term Strategies
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n Get all students back to school full- time as quickly as 
safety allows- to help them meet their academic and social/ 
emotional needs.

n Gauge potential student gaps and design a system to meet 
the varied needs of students- that have grown wider during 
the pandemic.

n Provide opportunities to connect students and staff and 
provide necessary Social Emotional Support

n Maintain Sweet Home Core Programming to maximum 
extent possible.



Context for Our Work:   
Needs Assessment
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n Differentiated Program
n As the needs of our student population shift and grow, we need to provide 

differentiated opportunities for kids – not just in general classroom instruction 
but in the settings/ contexts we offer for our kids.

n MTSS System:
n We need a strong collaborative system to identify and monitor student 

progress for at-risk students.
n Some students benefit from alternative settings

n High School: Ready Academy Grades 9-12 for 2020-21
n Middle School needs to develop academic support and  in-house alternative 

program.
n Remote Learning- To what extent is there a demand for remote learning? Is 

it feasible?



Context for Our Work:   
Long Range Strategies
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n Study and foster Improved Organizational Culture
n Stronger culture creates greater commitment to the school and its work.
n Identify, Foundations, Relationships and Accountability

n Increase Social Emotional Support
n An increasing number of our students come to school each day with significant emotional 

and mental health needs that impact their ability to function productively in classrooms.
n The resources dedicated to supporting students’ emotional needs have increased but still 

not enough to provide the support all students need.

n Provide Meaningful Voice and Leadership Opportunities for students and 
staff. 
n Re-build the collaborative work of the Professional Learning Community process amongst 

the professional staff.
n Increasingly include students in the planning and monitoring of their own learning.
n Expand leadership opportunities for students- provide students with a meaningful, 

authentic voice in their school experience. 



Context for Our Work:   Next Steps
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n Continue efforts to strengthen organizational culture and 
improve core instruction.
n Continue work to hone professional learning community culture 

and practices including team autonomy and a results orientation.
n Engage in curricular analysis and re-design to ensure alignment to 

the next generation standards.
n Revise K-2 Literacy Curriculum and Practices to reflect 

stronger phonics and connected reading-writing instruction.

n Seek innovative and/or alternate means to provide more and 
more effective intervention services. 

n Continue development of the secondary MTSS systems.
n Establish a strong Middle School MTSS System
n Add an in-house  MS ALT program for highest need students.



The Three-Year Picture: 
Assumptions

l Significant Revenue Gaps:
– Economic downturn caused by pandemic creates significant long term 

revenue shortfall for NYS Government that is likely to last for multiple 
years- resulting in significant decrease in state support for education over 
a period of years.

– Federal Assistance will last one year then expose a funding “chasm”-
significant budget gap.

l Expenditure Growth:
– Normal year-to-year Budgetary Increases are still in force and will 

exacerbate gaps.
l We will need to build and then thoughtfully allocate reserves/ 

fund balance while maintaining long term fiscal stability.



Building a Budget

– Establish Boundaries
l Programmatic
l Fiscal

– Project Expenses
l Enrollment and Staffing
l Salaries, Benefits and Assumptions
l Other Expenses 

– Project Revenue
l State Aid
l Tax Receipts
l Other Income

– Project the Gap and Consider Alternatives
l If surplus, what to add
l If deficit, what to reduce10



Programmatic Boundaries
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n Short Term Considerations:
n Maximize Resources to Maximize Flexibility

n We won’t know if we need to continue pandemic education until later 
this spring- or beyond. We need to maintain  staffing levels to the 
maximum extent possible to provide flexibility.

n There may be elements of Pandemic Education we seek to maintain 
when done.

n Remote Academy?
n Small elementary class sizes
n All HS students attend daily?

n Identify and Maintain the Sweet Home Core Program



Fiscal Boundaries

l Use prudently conservative budgeting:
– Build in a small surplus on both the expenditure and revenue sides of 

the budget.
l Tax Levy Will  Not Exceed the Tax Cap Calculation.

l Provide staffing and materials levels required to maintain the Core 
Program; shift resources to areas of need.

– Examine/ Forecast enrollment
– Minimize impact on student classroom experience.

l Avoid layoffs of personnel to the maximum extent possible
– With every retirement – consider alternative ways to provide the same service if 

possible without rehiring.
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Retirements

l Current Announced Retirements: 
– 8 SHEA

l 2 counselors; 2 K-6 teachers; School Psychologist; 2 Special Education; 
1 School Librarian

– 1 SHASA
– 2 SHSEA 

l Possible Additional Retirements
– Create expenditure reduction in 21-22.
– Create reductions in outgoing years 22-23, 23-24,…



First Draft Budget: Expenses



The Revenue Picture

• Revenue Sources in the Budget
• State Aid- from NYS Legislature (28%)
• PLUS Tax Levy- Local Taxpayers and Legislature (60%)

• Taxpayers- Property tax minus STAR reduction.
• NYS Legislature- STAR Reimbursement 

• PLUS Other Revenue Sources (7%)
• PILOTS
• Sales Tax
• Tuitions-Other Districts
• BOCES Rent
• Tax Levy

• PLUS Appropriated Fund Balance (2%)
• PLUS Use of Reserves (3%)



Other Revenues

Revenue Source Notes

Sales Tax • 520-21 Budget Down $340,000 
• Up $130,000 from 20-21 budget.

TRS Reserve • No TRS Use- $775,000 in 20-21

PILOT • $94,000  Based on Amherst IDA reporting.

Tuition • Leveling off from prior year growth.



The Executive Budget: Big Picture

• $2.1 Billion increase in total funding
• $ 607 Million decrease in state support
• $2.72 Billion increase in federal support- one year only. 

• Delivers $3.8 Billion in December COVID-19 stimulus funds 
to schools.
• Depends upon $6 billion in additional Federal Stimulus 

in 2021.
• < $6 billion- additional reductions in state support
• $15 Billion- Could provide additional resources.

• Foundation Aid Frozen Again
• Partial Transportation Assistance for 19-20 for previously 

unreimbursed expenses.



The Executive Budget: Big Picture



The Executive Budget: State Aid



The Executive Budget: Services Aid

BOCES Aid- Reimbursement from BOCES Capital Project- first of three 
years.
Transportation Aid: Reimbursement of COVID transportation costs in spring 
2020.



The Executive Budget:
Local District Funding Adjustment

l Takes the lesser of:
– State STAR Reimbursement. $2,984480
– OR
– Federal COVID-19 Stimulus : $3,211,600

l As the District Contribution towards NYS 
budget gap. 



The Executive Budget: State Aid



Tax Cap Calculation

Total Tax Levy: $51,105,559
Taxpayer: $48,121,079

Star Reimbursement: $2,984, 480 



First Draft: Revenue



First Draft Budget: Overview
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Revenue Summary 2020-21 2021-22 2020-21
Percent Increase

Budgeted Revenues $83,347,690 $81,508,064 -2.2%
Local Tax Levy $49,532,205 $48,121,079 -2.8%

Expenditure
Summary

2020-21 2021-22 2020-21
Percent Increase

Budgeted 
Expenditures $83,347,690 $85,727,174 2.8%

Gap to Revenues/Tax Levy Cap:  $4,219,110



Long-term Strategies 

Expense Strategies Revenue Strategies

• Lower expenses in 20-21 to establish 
lowest possible basis with smallest 
programmatic impact.

• Substitute Smart Schools Bond Act 
funds to substitute for budget-based 
tech purchase funds.

• Anticipate minimum of 3-4 year period to 
restore state education aid to 20-21 levels.

• Identify Total Value of “one-shot” revenue 
sources by limits on use in the next three 
years.

• Maintain at least 3% undesignated fund 
balance.

• Maintain at least 60% of current reserves.

• Utilize all Federal Stimulus funds 
delivered as aid.

• Build plan for three-year plan to use – “one-
shot” funds while  state aid recovers.



Using “One-Shot” Revenues

l Utilize Federal Stimulus funds first.
l Maintain and continue to build unappropriated fund 

balance and reserves for future use.
l Make assumptions about expense growth, state aid 

recovery to estimate potential budget gaps in out 
years.

l Determine necessary expenditure reductions in 21-
22 and out years to allow multi-year use of fund 
balance and reserves. 

l Monitor data and adjust assumptions and plan as 
warranted.



Long Range Planning



Long-term Strategies 

l Potential Reduction Possibilities
– Trim Pandemic Education Costs

l Staffing- Teachers/ Aides
l Substitute Teaching Lines
l Materials/ Supplies for COVID

– Health Insurance Premiums
– Additional Retirements



Smart Schools Investment Plan

l Current annual Budget for Technology/ 
User Device Purchases: $ 100,000
– Ipads, Laptops, Projectors
– Leased- four year.

l Move purchases to SSIP- Substitute as new 
revenue- eliminate these expenses in the 
budget.



Next Steps

Expenditure Revenue

• Potential Retirements

• NY 44 Rates for 21-22
• Continue to study Sweet Home 

Core Programmatic Elements.
• Identify potential non- “Core” 

reductions and evaluate impact 
on program and operations.

• Monitor Developments in 
Federal Stimulus Talks and 
State Budget News

• Continue to monitor sales tax 
revenue projections.

Next Budget Meeting: March 9, 2021



Questions


