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Tentative FY2022 Budget Commission

Align on Budget Development timeline, potential challenges, recommend changes for

September 17, 2020

FY2022 budget process, draft resource and expenditure parameters o
Finalize FY2022 ters, updat t h fl dt ticipati tice, SSF

|n? ize : parame ers- update ?n current cas 0\{v and tax anticipation notice October 15, 2020
review/align recommendations, equity resource allocations
Revi d dit tions, SSF revi li dations, ali

eview revenue and expenditure assumptions review/align recommendations, align November 19, 2020
on recommended changes for FY2022 budget process for departments
No meeting December
Deep dive on revenue assumptions and budget process update January 21, 2021
Draft Budget primer, legislative update, and compensation strategy February 18, 2021

Local revenue (Fulton County Tax Assessor and Fulton County Tax Commissioner),
legislative update, revenue vs expenditure analysis

March 18, 2021

Non-general fund budget presentations, recommendation for tentative budget

April 15, 2021

Recommendation for final budget

May 20, 2021




Tentative FY2022 Full Calendar

FISCAL YEAR 2022 GENERAL FUND BUDGET DEVELOPMENT

Item Description Dates

Board Meeting September 8, 2020
Board Budget Commission Meeting September 17, 2020
Board Meeting October 5, 2020
Budget and Finance Advisory Committee (BFAC) October 8, 2020
Board Budget Commission Meeting October 15, 2020
Board Meeting November 2, 2020
Budget and Finance Advisory Committee (BFAC) November 12, 2020
Board Budget Commission Meeting November 19, 2020
Board Meeting December 7, 2020
Board Meeting January 4, 2021
Governor's State of the State Address and Education Budget Mid-January
Budget and Finance Advisory Committee (BFAC) January 14, 2021
Board Budget Commission Meeting January 21, 2021
Board Meeting February 1, 2021
Budget and Finance Advisory Committee (BFAC) February 11, 2021
Board Budget Commission Meeting; Budget Primer February 18, 2021
Board Meeting March 1, 2021
Budget and Finance Advisory Committee (BFAC) March 11, 2021
Board Budget Commission Meeting; FC Tax Commissioner

and FC Chiif Assessor Board Preseitation March 18, 2021
Board Meeting April 5, 2021
Budget and Finance Advisory Committee (BFAC) April 15, 2021
Board Budget Commission Meeting; Special Revenue, .

SPLOST, chhool Nutrition, Debt 5P AP 4L, 40P




Tentative FY2022 Full Calendar |

Board Meeting; (Tentative adoption) May 3, 2021
First public budget hearing for Fiscal Year 2022 Budget May 3, 2021
Conduct regional public meeting for Fiscal Year 2021 Budget TBD May
Budget and Finance Advisory Committee (BFAC) May 13, 2021
Conduct regional public meeting for Fiscal Year 2021 Budget TBD May
Board Budget Commission Meeting May 21,2021
Conduct regional public meeting for Fiscal Year 2021 Budget TBD May
Conduct regional public meeting for Fiscal Year 2021 Budget TBD May
Board Meeting; (Final Adoption) June 7, 2021
Second public budget hearing for Fiscal Year 2021 Budget June 7, 2021
Advertise and publish notice of tax rate and budget TBD July
Advertise the first and d public hearings for the t

.ver ise the first and second public hearings for the tax TBD July
Millage rates
Advertise the tax digest for the five year history Fiscal Years

TBD Jul
2015-20 July
Advertise the third public hearings for the tax Mill tes (If
vertise the third public hearings for the tax Millage rates ( TBD July

necessary)
Deadline f ill tes to be deli d to Fulton County T

ea |t1e.or millage rates to be delivered to Fulton County Tax TBD July
Commissioner
Final adoption of the tax Millage rates for Fiscal Year 2021
(may require a called Board meeting (public hearings) TBD July
depending on the county's schedule and millage rollback)
Hold the first and second public hearing on the tax Millage TBD July
rate
H - - - -

old the third public hearings for the tax Millage rates (If TBD July
necessary)
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FY2022 Known and Potential
GChanges

« Annual 3% increase on the APS/City pension liability will increase
from $58.4m to $60.Im. Impact $1.7m

« The TRS contribution required by districts will increase from
19.06% to 19.81%. Impact around $500k

« The amount needed for State Health care is not known yet. Impact
TBD.

e Enrollment

— Traditional school enrollment changes- Impact TBD

— Charter school scaling will increase district costs. Impact TBD from
scaling, TBD from enrollment and T&E growth

— Partner school scaling will increase district costs. Impact TBD

A
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FY2022 Known and Potential
chall!les

- New Strategic Plan for 2020-2025
.- Renewal of Charter System
- Recovery Efforts for COVID-19

- Equity Framework




*While we did not anticipate large decreases in general fund revenue for FY2021, we DO
anticipate potential large and impactful decreases in future years

*According to the U.S. National Bureau of Economic Research, the last recession began in
December 2007 and ended in June 2009, and thus extended over eighteen months

*However, state funding saw the sharpest declines in FY2009 and FY2010. Local revenue

was impacted most substantially in FY2010 and remained in a declining state through
FY2013

*Therefore, we will be planning for sharp declines in local funding for FY2022 and FY2023
by growing fund balance wherever possible

General Fund Revenue YOY % Change in General Fund Revenue
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* Schools are funded through the district’s weighted student
funding formula, SSF

* The most recent change to the formula was the addition of a
“concentration of poverty” weight

« Many conversations will take place this fall to plan for any
changes to the FY2022 SSF formula and other school
allocations (including Signature Programs, Turnaround, etc.),
ensuring alignment with the district’s new Strategic Plan

A

L X

www.atlantapublicschools.us




£

ATLANTA
PUBLIC
SCHOOLS



Budget Development Prior to FY2021

Traditional Approach — Incremental Budgeting

> The current year’s budget becomes the basis for the next year’s
spending plan, and the majority of the organization’s analytical
and political attention focuses on how to modify the spending
plan based on revenues anticipated in the next year and/or
changes in the delivery of programs/services

Pros and Cons

> + Incremental works well during times of stable expenditure and
revenue growth

> - Not effective when working to align resources with evolving
strategic priorities A

> - Doesn’t perform well with structural imbalances |1 "%\

www.atlantapublicschools.us
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FY21 Budget Development Components

* Owner: Finance * Owner: (New) Finance (Partner w/ Academics)

* Governance Structure: Budget, CFO, Senior Cabinet, » Governance Structure: Budget, CFO, Senior Cabinet,
Superintendent, Board Superintendent, Board*
» Methodology: Line Item Budgeting » Methodology: (New) Modified Zero Based Budgeting

(includes 2-3 SMARTER Goals)

» Tools: Excel and SharePoint
» Tools: (New) Allovue and SharePoint
* Priority Alignment: Optional
* Priority Alignment: (New) Highly Recommended

» Set budget parameters
* |dentified instructional priorities
* Discussed cost savings opportunities
* Pilot tool and communicate timeline
+ Facilitate training & support sessions
* Present completion report and division budgets to ) ,
senior cabinet * (New) Build multi-year resource plan
- Adjustments were made: internally by chiefs, based * Pilot tool and communicate timeline
on growth by CFO, and across the board due to * Facilitate training & support sessions
reductions in revenue * (New) BCMs will present proposals to senior cabinet,
CFO will continue to share completion report and
division budgets to senior cabinet
» (New) Senior cabinet utilizing decision matrix to
determine FY22 final request
* (New) Adjustment will be made: internally by chiefs
and in Sr. Cab by way of a decision matrix

* Process: (New) Kick off October/November 2020
* (New) Set budget parameters / launch Allovue

» (New) Align budgets with GFOA Best Practice in
School Based Budgeting*

* (New) Plan with partner and senior cabinet

*See Appendix A



What's New? Modified ZBB )
|

Philosophy

> Increasing efficiency in school district begins by identifying ambitious district goals and designing
a budget to support those goals. This type of commitment, allows district leaders to analyze the
budget to identify whether resource allocations promote or hinder reaching those goals, and
then takes action to reallocate accordingly.

APS developed an ambitious strategic plan that will guide our work for the next 5 years. Our
board also adopted a bold set of budget parameters to guide our work for FY21. This modified
zero based budgeting approach is designed to help the district track spending on its strategic
plan and other priority areas. This method will require budget center managers to justify non-
personnel line items and identify 2-3 SMART goals that align to the strategic plan, districtwide
operational needs, budget parameters or other existing priorities. BCMs will present their
budget proposal to senior cabinet. Senior cabinet will use a transparent criteria based decision
making matrix to determine allocations for final request.

Pros Cons
>+ Supports allocating to district priorities during times »- Time consuming; burdensome to identify goals
of structural imbalance and ways to track outcomes
> +Budget is well justified and aligns to the strategic plan  >»- Requires evaluation, accountability, and
>+ Improves operational efficiency by challenging dedicated governance structures to be in place to
assumptions be successful and sustainable
> +Is a hybrid of multiple budgeting best practice models  >»- May cause tension if departments/programs
identified by GFOA are unable to prove their ability to drive priorities
> +Priority and data driven process that will require a or meet operational efficiency or effectiveness

collaborate approach for decision making goals overtime




Budget Manage

Plan and implement your district’s budget
in an collaborative online environment

View, track, and monitor spending in real
with Budget. time with Manage.

Evaluate

Examine effectiveness, efficiency and
equity of spending practices with Evaluate.

With Allovue APS Will Be Able to....

Engage Community

Confidently access and share financial information with
your community to demonstrate progress.

Make Strategic Decisions

Access accounts information including budget,
expenditures, encumbrances, and available funds to
make strategic decisions.

Evaluate Effectiveness

Do you know which district programs are effective?
Analyze program cost and determine which
initiatives create opportunities for students.

Ensure Equity

Are resource inequities contributing to differences
in student learning? Ensure that your highest need
students are receiving an equitable share of
resources.



https://allovue.com/products/balance/manage

What's New? FY2022 Proposed Budget
Development Timeline

Sept -Oct December Feb -Apr
2020 2020 2021

* (New) *Set Budget <Release * School *(New) BCMs «Public * Final * Tax Millage
Launch Parameters Department  Proposal & Present Hearings Adoption Rates
Allovue Proposals &  Training Budget

«(New) Review Facilitate Proposals to . Tentative

*(New) Plan with Training - Department & ST €ab Adoption
Present Partner and School
Proposed Sr. Cab *Department & Support *(New) Sr. - Regional
Changes to School Sessions Cab Makes Meetings
Stakeholders , (New) Build Support Decisions

Multi-Year Sessions +Release Using Matrix

* Summer Resource Primer
School Plan *GoTeam and
Proposals «School Cabinet

« Communicate Allotment Review and
FY22 Budget Guidelines ~ Approval
Development
Timeline * (New) Sr.

Cab Makes
Adjustments
Based on
Revenue
Projections
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Without clear measures of success, we will not know if we are
successful in graduating students ready for college, career, and
life. These strategic goals provide us indicators we can use to
better understand where to focus attention. If we implement our
strategy with fidelity, we should see positive results in increasing
the percentage and closing the gaps in each of these strategic goals.

Tl

Increase the Percentage
& Close the Gaps

of students
proficient or
above in
English
Language Arts

Coretta Scott King YWLA

Increase the Percentage
& Close the Gaps

of 8th grade
students
proficient or
above in math

20

STRATEGIC

Carver Eaty College High School

Increase the Percentage
& Close the Gaps

of students’
scores
improving on
the SAT/ACT

GOALS

Increase the Percentage
& Close the Gaps

of students
graduating

Atlanta Public Schools | 2020-2025 Strategic Plan
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Mission Vision
Through a caring culture of equity, trust, and collaboration, A high-performing school district where students love to laam, educators
evary student will graduate ready for college, carser, and life. inspire, familiss sngage, and tha community trusts the systam.

Increase the Percentage and Close the Gaps
English Language Arts | Math | SAT/ACT | Graduation

« Expand the impact of schools that are closing racial and = Focus on PK-12 litaracy and mathematics
1 SOCI0-8CONOMIC achigwement gaps by sharing best practices Equip students for college and carser readiness across
— and implamanting program alemeants that have lad to their the PK-12 continuum (eg. signature programming, advanced
We are fostering academic e
excellence for all
2 = Provide sorvicos to addross the social, smotional, mental, and . Inwest in evidence-based 245t Century school loaming
behavioral well-baing of all students (8.9, wraparound anvironmants, whils monitoring implemeantation and
e supports, SEL) affectivansss
We are buildinga . Equitably increass opportunitiss and participation in = Promots environments that value inclusiveness and
culture of student enrichmeant (core and extended core) and holistic collaboration (8.9. students with disabilities, English learnars)
development based on individual studant intorost
support
= Affract, grow, support, and retain the highast quality leadars, = Provide services to improve the engagemant and owarall
3 teachers and staff wll-baing of all staff
— = Promote adult mindsets that positively impact the pursuit of « Create opportunitiss for outstanding staff to stay in APS and
We are equipping equity and fairness axpand thair reach through additional lsadership roles

and empowering = Partner with families and our community to include business
leaders and staff and non-profit organizations to support all schools

« Continually improve servica and support to schools = Enable school-level autonomy for all schools
4 = Adopt an equity-minded timeline for effective support and = S8t goals 1o equitably distribute and Maximize resourcas
— intarwantion strategiss in each school based on school neads to schools
We are creating a system




Leveraging School Improvement

to Advance Equity
We commit to integrating school improvement
offorts with effective stratagies and interventions
to help ensure that all students can reach their
full potential.

:i_“ Ensuring Equitable Funding

We commit to ensuring available funds are
distributed equitably and appropriately to provide
high-quality programming for all students and
close rasourcs gaps.

F™1 Increasing Access to Effective

B Leaders and Teachers

We commit 10 ensuring all students have access
to high-quality leaders and teachers, with a
priority on the students with the greatest need.

Partnering with Families and
*4 Communities
We commit to partnening respsctfully and
collaboratively with families and communities to
address the neads of all students.

:
_

m Supporting Special Populations

We commit to implementing targsted strategies
to prioritize support for special populations such
as English leamers, students with disabilities,
and socioeconomically disadvantaged students.

Increasing Access to Advanced
=a Coursework
We commit to increasing accass to advanced
coursework for historically disadvantaged
student groups.

Addressing Disproportionate
Discipline Practices
We commit to promote equity in disciplinary
practicas to avoid disproportionate enforcement
or punishment targeting any specific student
group.

r;‘_ Integrating Social, Emotional,

k™4 and Academic Practices

We commit to a comprshensive approach to
addressing studsents' social, emotional, and
academic development in order to meet the
various needs of all students.

Adapted from Aspen Institute and Hanover Research Equity Framework

EQUITY

2% | COMMITMENTS

‘./
Inman Middle School

E Improving Access to High-Quality

s===3 |nstructional Programming and
Materials

Ws commit to using seffective instructional

materials in all classrooms so that all students

have access to high-quality curricula and robust

signature programming.

B Expanding Access to Co-Curricular
and Extra-Curricular Activities

We commit to expanding access to co-curricular

and extra-curricular activities to historically

disadvantaged student groups according to

their interasts.

ﬁ Ensuring Equitable Learning
Environments

We commit to providing safe, wslcoming, and
engaging leaming environments for all students.

Promoting a culture of
equity: We commit to
creating a culture of

equity-minded individuals

Atianta Public Schools | 2020-2025 Strategic Plan
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APS Charter System Renewal Timeline and Activities

T

October 2020 sLetter of Intent Submitted to GaDOE

October-December <Develop Charter System Renewal Application

2020 *APS District Executive Committee Meetings to Assist in
Developing Renewal Application
*Community Information Gathering (Surveys, Polls,
Sessions)

January 2021 *APS BOE Meeting to Review Application — first read
*Revise Application if needed

February 2021 *APS BOE Meeting to Approve Application

February 2021 *Submit Documents to GADOE
Working Draft as of 8/20/20

ATLANTA
A PUBLIC
SCHOQOLS

www.atlantapublicschools.us
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Recovery Efforts for GOVID-19

ATLANTA
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FY2021 BOARD MULTI-YEAR STRATEGIC

PRIORITIES

September Strategic Planning Retreat

October Budget Commission Meeting*

1. The district will make investments to close the
Achievement Gap and address Equity

1. The district will make investments to eliminate the
racial achievement gap.

2. The district will make investments to focus on Early
Childhood and Literacy

3. The district will make investments in alignment with
the overall district strategic plan to support Reading /
Literacy initiatives

3. The district will make investments to empower
effective school leaders and staff

4. The district will make investments to identify, prioritize,
and meet the needs of students and schools

5. The district will make investments to continue to
strengthen the District and school culture

2. The district will make investments in teacher/staff
well-being initiatives to support staff recruitment and
retention*

4. The district will make investments in alignment with
the overall district strategic plan to support Math
initiatives

25

*These themes surfaced as Board priorities in the parameter ranking exercise; however, specific budget commitments will be prioritized

with the adoption of the strategic plan and supporting initiatives.
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Depth vs. Breadth - a focus should be on making deeper
investments in specific parameters instead of distributing funds over

too many disparate priorities.

Budget parameters should be in alignment with the, Mission, Vision,
Strategic Plan and with the Charter System Operating Model.

Al

www.atlantapublicschools.us




Guiding Principles under which the Board will consider using a millage rate increase in order to
advance the organization’s mission and vision:

* If the budget contemplates significant investments in strategic priorities above current operational
costs

* If the Board can identify that the District is making continuous improvement toward using all available
resources (including special revenue, partnerships, SPLOST, and general funds) in a more efficient and
effective manner

*  If the budget proposals support the District’s transformational strategy

* If mandatory expenses (pension, MOE, healthcare, etc.) increased to a point where they were
significantly impeding on the ability to accomplish the District’s mission and vision

If the Board believed that not raising the millage rate would impede the District’s ability to
deliver on promises to stakeholders (signature programs, turn-around, whole-child
development, to address equity)

*  If unfunded mandates emerge from the General Assembly

® If there is significant loss of long-standing revenue streams

® If the increase will not inhibit the economic stability of local neighborhoods A
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FY2021 RESOURCE PARAMETERS:

Resource:

|.  The District will alleviate pressure from the general fund and tax payers while
supporting the ongoing transformation of APS by:

— Maximizing all available funding streams included federal grants and other special revenue
— Continuing to identify grant-generating opportunities

— Protecting the tax base through maximized benefit to the district of all current TADs,
continuing the scrutiny of tax abatements, and supporting the coterminous boundaries of
the district with the city of Atlanta

— Seeking additional business, philanthropic and community partnerships
— And assessing the required millage rate

2. The District will maintain or grow the fund balance, preferably through the already
negotiated TAD IGA, to better prepare the district for a potential economic
downturn.

3.  The district will leverage the Facilities Master Planning process to identify potential
revenue streams or one-time resources to restore fund balance

A
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FY2021 EXPENDITURE PARAMETERS:

Expenditure:

* The District will continue investing in previous initiatives to include:

the Turnaround strategy,

the charter system operating model and core components of signature programming,
cluster and flexibility funds (through SSF) ,

the Atlanta College and Career Academy,
Continue and increase investment in early learning (including PAACT)

the talent strategy to include recruiting, developing, retaining, and promoting high-quality
staff through pipeline development work, professional development, and coaching and
career pathways including leadership development,

a multi-year compensation strategy that positions APS competitively in the market and
supports the retention of high quality employees

The General Employee pension

The District will allocate resources pursuant to the District’s definition of equity and in support

of the charter system model through the Student Success Formula (SSF) to increase transparency,
and to drive innovation and autonomy with accountability so that Principals and local Go Teams
can make decisions aligned with their specific needs

29




FY2021 EXPENDITURE PARAMETERS: ’

Expenditure:

*  The District will develop a multi-year resource plan to accompany the five year strategic plan to
ensure overall sustainability of the initiatives

*  The District will establish an evaluation strategy including the structures and mechanisms by
which programs or processes will be measured for effectiveness to inform resource investment
decisions

e The District will evaluate and address inefficiencies within central office through an ongoing
process improvement initiative (will be shown as a reduction of expenditures)

* The District will develop a detailed line item budget for the central office departments to support
the long-term goal of creating a more effective and efficient central office and in alignment with
GFOA'’s best practices in school-based budgeting

* The District will work through the budget development process to identify, where possible,
current spend tied to those priorities that surface through the strategic planning processes to
establish a base-line so that informed decisions can be made in the multi-year resource plan and
adjust funding as appropriate

* The District will invest in the first year initiatives as identified in the 2020-2025 Strategic Plan

* In support of the Facilities Master Planning process, the District will realize the impact of facility
upgrades, expansions, and improvements on the General Fund and will support the necessary
allocation of funds that adequately maintain the ongoing operational costs (i.e. custodial services
and preventative maintenance)




L

ix
i
[
»
LI
L
o5

SN - e
R S S s .

Next Commission Meeting:

October 15, 2020

Agenda:
*  Finalize FY2022 Parameters
* SSF review and recommendations

* Equity in Resource Allocations
conversation

e Update on current cash flow and
Tax Anticipation Notice (TAN)
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The Roadmap

Background r———r

> GFOA developed a series of Best
Practices in School Budgeting, which
clearly outline steps to developing a
budget that best aligns resources with
student achievement goals. It
encompasses a complete cycle for
long-term financial planning and
budgeting, including planning and
preparing to undertake the budget
process, developing a budget,
evaluating how the budget process > Establish governance and ownership
wo.rk.ed, a.nd adjusting a.cco.rdlngly. > Establish criteria and measures for
Within this cycle, the district’s success of the budget process
instructional priorities provide a guide
for decision-making.

> Goals for Student Achievement Should
Drive the Budget Process



https://smarterschoolspending.org/sites/default/files/resource/file/GFOASchoolBudgetBP-1A-EstablishPartnershipBetweenFinance%26InstructionLeaders_2017FINAL.pdf
https://smarterschoolspending.org/sites/default/files/resource/file/GFOASchoolBudgetBP-1A-EstablishPartnershipBetweenFinance%26InstructionLeaders_2017FINAL.pdf
https://smarterschoolspending.org/sites/default/files/resource/file/GFOASchoolBudgetBP-1B-DevelopPrinciples%26PoliciesGuideBudgetProcess_2017FINAL.pdf

