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San Diego Unified eyes $117 million in cuts, possible layoffs!

Bailed-out Oakland schools are back in financial trouble, spending 
exceeding its revenue by $30 million next year. 
Curtis Creek School considers fiscal recovery plan

Headline News
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Planning, Goal Setting, and Financial Policies

Understanding California School Budgeting

Developing the Budget

Multiyear Projections (MYPs)

Monitoring the District’s Budget

The Governor’s 2017-18 Budget Proposal – January 10, 2017

Topics for the Workshop



Twin Rivers Unified School District: Inspiring each student to extraordinary achievement every day!

PLANNING,                                          
GOAL SETTING, 

AND FINANCIAL POLICIES
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Overview – Planning, Goal 
Setting, and Financial Policies

Planning and Goal 
Setting

Financial                 
Policies

Local Reserve                    
Policy
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Planning and Goal Setting
Starts with the district’s vision
 An unwavering focus on powerful and engaging learning experiences that 

prepare students for college, career and life successes
Long-term priorities based on vision
 TRUSD Core Beliefs

Strategic goals developed from priorities
 TRUSD Focus Areas       40/40/40 

● There is enough money to do anything you need to do
● But not everything you want to do
● Wants and needs must be prioritized
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Planning and Goal Setting
Short-term (one year) operational goals to implement strategic goals 
for next year
 Each management team member has an annual goal for each of the three Focus 

Areas
Instructional priorities and goals embodied in the annual Local Control 
and Accountability Plan (LCAP)
 Needs assessment based upon data
 Input from stakeholders
 Actions and services year by year for three years

Ensure actions, services, and goals for the year are included in the 
budget
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Financial Policies
Adopt sound financial policies
 Balancing the operating budget (BP 3100 & 3460)
 Issuing and managing debt (AR 3460 coming soon)
 Using one-time revenues for one-time purposes (BP 3100)
 General Fund reserves (BP 3100)

● Prudent level
 Contingency Planning (BP 3460)
 Maintenance and replacement of capital assets (BP 3517 & 7214)

Budget review and approval should be through the lens of these 
policies



Twin Rivers Unified School District: Inspiring each student to extraordinary achievement every day!

Local Reserves Policy
Understanding the definition of reserves: key to budget credibility
 Assigned/unassigned General Fund (01) and Special Reserve for Other Than 

Capital Outlay Fund (17)
The Reserve for Economic Uncertainties is the minimum established 
by the State Board of Education (SBE)
 Set aside from unassigned reserves
 Based upon district size ( enrollment ) – TRUSD is 3% of expenditures
 Remember this is a minimum

● All districts need to have higher reserves than this SBE minimum
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Local Reserves Policy
Reserves higher than the SBE minimum are needed to protect against:
 Economic downturns and state-level budget cuts
 Volatility in the Local Control Funding Formula (LCFF) gap closure funding
 Declining enrollment and loss of funding 
 Unplanned expenses (the “broken boiler” scenario)
 Carryover balances for schools and departments
 Cash shortages
 Layoffs and program reductions by providing lead time to make budget 

adjustments



Twin Rivers Unified School District: Inspiring each student to extraordinary achievement every day!

Local Reserves Policy
TRUSD 2016-17 First Interim General Fund reserves:

Ending Balance, June 30 $11,103,548
Nonspendable: Revolving Cash and Stores $255,000
Restricted $42,204
Committed $0
Assigned $0
Unassigned: Reserve for Economic Uncertainties $10,798,009
Unassigned: Reserve above SBE 3% $8,335
Unassigned $0
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Local Reserves Policy
It’s a delicate balance:
 Spend today’s dollars on today’s children

● But not at the expense of tomorrow’s children
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UNDERSTANDING 
CALIFORNIA                             

SCHOOL FINANCE
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Overview – Understanding 
California School Finance

State Standardized 
Account Code Structure 

(SACS) reports
Revenues

Expenditures
Other Funds
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State Standardized Account                       
Code Structure (SACS) reports
Financial reports in the SACS format must be adopted and submitted 
to the COE at least four times per year: 

Report Period Covered Due Date
Adopted Budget New fiscal year July 1*
First Interim July 1 – October 31 December 15
Second Interim July 1 – January 31 March 15
Estimated Actuals July 1 – June 30 July 1*
Unaudited Actuals July 1 – June 30 September 15

*Adopted budget for the next year includes Estimated Actuals for the current year
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Revenues
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LCFF Entitlement
The LCFF was designed to close the achievement gap

LCFF components
 Base grants per pupil by four grade spans – the per pupil amount is the same for 

all school districts and charter schools
 Supplemental and concentration grants based on the Unduplicated Pupil 

Percentage (UPP)
● UPP is based on three pupil characteristics                                                                      

(English Language (EL), low income and/or foster youth)
All funds received through the LCFF are unrestricted
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LCFF Entitlement
This is the fourth year of implementation
 In an estimated eight-year plan to get all districts and charter schools to their 

individual target level of funding
Each year the adopted State Budget is to provide an amount for 
increasing the funding through the LCFF
 The funding target is calculated for the year for each district and charter school
 The difference between the target funding level and the current funding level for 

all local agencies is referred to as the “gap”
 Then the amount provided in the State Budget is applied to the gap 

● And the gap funding – or gap closure – is calculated for that year
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LCFF Entitlement

2013-14 2014-15 2015-16 2016-17
12.0017% 30.16% 52.56% 54.18%*

The gap funding provided each year to move all local agencies toward 
their targets has been:

*Can still be adjusted

LCFF is now almost 96% fully funded
 As always, keep in mind that the annual LCFF increases of individual districts 

can vary significantly
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2016-17 First Interim                             
LCFF Revenue

Twin Rivers                     
Estimated
2016-17

Creative Connections 
Estimated
2016-17

Smythe Academy 
Estimated
2016-17

Westside Prep Charter 
Estimated
2016-17

Total
2016-17

LCFF Target $248,628,934 $5,820,311 $10,663,133 $3,134,210 $268,246,588 
Floor 227,734,738 5,195,691 9,509,753 2,812,323 $245,252,505 
Funding Gap $20,894,196 $624,620 $1,153,380 $321,887 $22,994,083 

CY Gap Funding (54.18%) $11,320,475 $338,419 $624,901 $174,398 $12,458,193 

16/17 Estimated LCFF Entitlement $239,055,213 $5,534,110 $10,134,654 $2,986,721 $257,710,698 
Base Funding $192,249,651 $4,831,744 $8,041,969 $2,480,892 $207,604,256 
Supplemental/Concentration $46,805,562 $702,366 $2,092,685 $505,829 $50,106,442 

Estimated Unduplicated pupil %
   (EL, low income and/or foster youth) 86.37% 65.87% 90.98% 74.84%
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LCFF Entitlement
LCFF entitlement is made up of three components:

Exact proportions are unique to each LEA; above is TRUSD 2016-17 
First Interim

74%
12%

14%

Education Protection 
Account (EPA)

Property Taxes
State Aid
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Enrollment History

 18,000

 19,000

 20,000

 21,000

 22,000

 23,000

 24,000

 25,000
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 27,000

2011-12 2012-13 2013-14 2014-15 2015-16 2016-17

Enrollment Total Free/Reduced
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Know Your Revenue Sources

One Time Ongoing
Restricted Use first Use next

Unrestricted
Use if restricted 
funds are not 

applicable
Use last

Is the source one time or ongoing?
Restricted or unrestricted?
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Know Your Revenue Sources

Just Remember Two Major Principles:

1 2

 Don’t use one-time 
funds to pay for 
“things that eat”
 Fund balance dollars 

are one time

 Budget restricted 
dollars first, if they 
apply
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One-time Funds from State
TRUSD 2016-17

Discretionary Funds (Mandated Cost) $5,319,826

College Readiness
Twin Rivers          $756,155

CCAA              $75,000

Classified Teacher Program TBD – Consortium with SCOE

TRUSD 2015-16
Discretionary Funds (Mandated Cost) $13,112,966

Educator Effectiveness $2,261,389
TRUSD 2014-15

Discretionary Funds (Mandated Cost) $1,675,800
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Revenue History

$241,968,108 
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Expenditures
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Budget Control
Revenues are largely controlled by the state and federal governments, 
and as such most of a local agency’s budget control is on the 
expenditure side.
 The board decides how to spend the funds it receives

● Organizational structure, employee compensation, instructional programs, 
support services, facilities, etc.

Over 75% of TRUSD’s budget is spent on people
 Salaries, health benefits, statutory fringe benefits, retiree benefits
 Mistakes in the staffing budget can cause a fiscal crisis
 The best way to prevent mishaps is through a fully functioning position control 

system
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Position Control

Payroll 
Office

Human 
Resources 

Office

Budget 
Office

Maintains 
board-authorized positions

Pays only personnel hired by 
human resources into 
authorized positions

Hires employees into 
authorized positions only
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Staffing Formulas
Why have staffing formulas?
 Staffing formulas help to document “core” so that supplemental/concentration and 

categorical funds can be used to supplement, not supplant

 Staffing formulas form the standard building blocks for site and department 
budgets

 Staffing formulas provide equitable staffing standards across the district

● And can be used to equitably ratchet back staffing in a fiscal crisis

 They also play an integral role in controlling personnel costs
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Expenditure History
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Other Funds
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Manage a Total Budget,                       
Not Just a General Fund

Funds Other Than the General Fund
 The General Fund is the primary operating fund of a district, but is not the only fund
 Effective management requires an analysis of all funds, all revenues, and all 

expenses

TRUSD Other District Funds
 Special Revenue Funds

 Adult Education
 Cafeteria
 Child Development
 Deferred Maintenance
 Special Reserve (for post 

employment benefits)

 Capital Projects Funds
 Building
 Capital Facilities
 County School Facility
 Special Reserve                      

(for capital outlay projects)

 Trust and Agency Funds
 Student Body
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DEVELOPING 
THE BUDGET
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What Is a Budget?
In optimum form:
 A policy document – to reflect the philosophy of the board, the administration, 

the education community

 A financial plan – to show where you’ve been and where you’re going

 An operations guide – to guide administrative decisions and actions throughout 
the year

 A communications device – to share with the community the strengths and 
challenges of the instructional program through integration with the LCAP



Twin Rivers Unified School District: Inspiring each student to extraordinary achievement every day!

Budget Development
Budget development can vary significantly from district to district, but 
would include critical milestones such as:

Update revenue 
projections based on 

the May Revision

Statutory deadline 
for certificated 

staffing reductions

Initial financial 
projections based on 
the Governor’s Budget 
and enrollment 
projections

Adopt the budget 
and the LCAP

Revise adjusted 
budget if 

necessary based 
on the enacted 

State Budget

April May June AugustMarch

Ensure LCAP 
actions and 
services are funded 
in the budget

Hold LCAP and 
budget public 
hearings

Jan
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Budget Development

TRUSD’s Budget Development Calendar
Refer to handout in 

Appendix
A
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Budget Development
For each budget development and revision
 Revenue assumptions

● Initially based on the Governor’s Budget
 Then updated with each revision of the State Budget

 Expenditure assumptions
● Staffing levels reviewed and updated for current conditions
● Inflationary increases for supplies and services
● Additional actions and services from LCAP
● Scheduled capital outlay or debt service obligations

 The condition indicated will set the tone for future financial decisions
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MULTIYEAR 
PROJECTIONS
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Multiyear Projections
Since 1992, when Assembly Bill (AB) 1200 was enacted, MYPs have 
been required by law
 To be approved, a district budget must demonstrate that it can meet its financial 

obligations both in the current fiscal year and the subsequent two years

 Interim reports must meet the same multiyear standards

Decisions made today affect today and tomorrow
 So MYPs show the impact of today’s decisions on the finances of future years

 School Services of California and Fiscal Crisis Management Team Strongly 
recommends taking the MYP seriously given changes in State Funding
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Multiyear Projections
The cause of most school district insolvencies can be traced to a bad 
financial decision made during prosperous times that came back to 
bite the district during lean financial times, so caution is key
 One-time funds are just that – one time
 A future recession is predicted – the timing is unknown
 Low COLA environment on programs that require contributions
 Increasing retirement obligations
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Multiyear Projections

Year 6

-1

+10

-12

-3

Year 1

Beginning Balance 0

Revenues +10

Expenditures -9 

Ending Balance 1

Year 5

1

+10

-12

-1

Year 2

1

+10

-9

2

Year 3

2

+10

-9

3

Year 4

3

+10

-12

1
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Multiyear Projections
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Multiyear Projections
The most important variable is an accurate estimate of enrollment as it 
drives:
 Expenditures

● Indirectly, because it limits funds available for expenditures
● Directly, as teacher staffing is adjusted to serve enrollment

 Revenues 
● Directly, due to ADA and unduplicated counts

TRUSD uses a 3 year cohort progression method
 Includes analyzing the reasons for variances
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Multiyear Projections
Develop expenditure projections to include:
 Serving changes in pupil enrollment and ADA
 Changes in the LCAP for program service levels or delivery methods that would 

affect staffing or purchases
 Major purchases or projects that would affect capital outlay expenditures
 Consumer Price Index (CPI) increases on particular expenditure categories
 Staffing costs: across-the-board pay increases, step and column movement, 

natural attrition, health benefit cost increases, pension contribution increases



Twin Rivers Unified School District: Inspiring each student to extraordinary achievement every day!

Multiyear Projections
Determining the components of the ending balance in each year is an 
important part of the projection process
 Remember to set aside amounts for:

● Stores, Revolving Cash, and Prepaid Expense
● Restricted program ending balances

 The unrestricted reserve balance at this point is important for solvency purposes
● Set aside a Reserve for Economic Uncertainties
● Set aside a reserve for revenue volatility
● Set aside other board-assigned reserves or commitments

 The balance left is the true “bottom line” for each year in the projection model
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Multiyear Projections
When the projection has been completed and refined, the district will 
have:
 A comprehensive picture of its likely financial future
 The ability to explore alternate scenarios by assigning alternate values to key 

variables
Financial projections can provide a basis for:
 Measuring the financial impact of major decisions made throughout the year
 Analyzing the future-year impact of current-year decisions
 Educating the community and district employees on critical issues
 The district’s long-range financial plan
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Multiyear Projections

How to read Multiyear Projections
Refer to handout in 

Appendix
B
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MONITORING 
THE DISTRICT’S 

BUDGET
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Budget Monitoring

AUGUST AND NOVEMBER
Close, define actuals,

determine the ending balance

JULY – DECEMBER
Audit and review

DECEMBER
Receive audit, evaluate

management letters

JANUARY – FEBRUARY
Follow-up on

management letters

For Last Year: 
Close and Audit

AUGUST – SEPTEMBER
Amend and revise

DECEMBER – JANUARY
Amend, measure, and report

1st Interim Report

FEBRUARY – APRIL
Amend, measure, and report

2nd Interim Report

For This Year: 
Monitor
JULY

Adopt and analyze

JULY – SEPTEMBER
Amend, measure, and analyze

OCTOBER
Project enrollment, ADA, and revenues

FEBRUARY – MARCH
Conclude staffing levels, incorporate 

LCAP initiatives, program, department, 
and school site budgets

APRIL – JUNE
Study, update, balance,

conclude, and adopt

For Next Year: 
Developing the Budget

NOVEMBER– DECEMBER
Identify goals for next year 

and staffing projections

Budget Calendar

DECEMBER - JANUARY
Staffing meetings and LCAP Review
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Budget Monitoring
The budget has been developed and adopted by the board
 This is just the beginning – work on the budget is year-round

The budget is a fluid document
 It can and should be revised on a regular basis
 Conditions are constantly changing

● Which can change facts and assumptions used for the budget and MYPs

Budget revisions are technically accomplished in fiscal services
 But managing the budget is a districtwide responsibility involving, in one way or 

another, all staff
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The Governor’s 2017-18 Budget Proposal –
January 10, 2017
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Governor’s Budget Proposal
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Highlights State Budget
Revenues forecasted to be down $5.8 billion 2015-16 through 2017-18

$1.6 billion deficit projected without corrective action

Corrective Actions
 Adjust Proposition 98 - $1.7 billion
 Recapture 2016 Allocation - $0.9 billion
 Constrain Spending Growth - $0.6 billion
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Highlights Education Statewide
Proposition 98 Increases from $71.4 billion to $73.5 billion
LCFF Increase – $744 million
Funding Gap – continued at 96%
Categorical Program Increase – $58.1 million
One-Time Funding – $287 million
New Program Enhancements - $0
Funding shift from 2015-16 & 2016-17 to 2017-18 - $1.1 billion
Facilities Funding (Proposition 51) – Big Problem!



Twin Rivers Unified School District: Inspiring each student to extraordinary achievement every day!

Highlights Twin Rivers
LCFF COLA Percentage – 1.48%
 Equates to 23.67% Gap Funding Percentage

LCFF Gap Closure Percentage – 0.0%
 Remains at 96%

Categorical COLA Percentage – 1.48%

One-Time Funding – $47.83 per ADA - $1,245,000

New Program Enhancements - $0
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Next Steps in Budget 
Development

Finish staffing meetings with the sites and departments
Incorporate Governor’s January Budget Proposal
Obtain sites’ and departments’ detailed budgets
Incorporation of the LCAP
Effects of 2016/17 negotiations,  once finalized
Planning for difficult times ahead

Impressions from the Governor’s                                                                     
2017-18 State Budget Proposal

Refer to handout in 

Appendix
C
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Board of Trustees

Questions?
Suggestions?

Concerns?
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