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Agenda Session Purpose: 
Highlight the details of the school budget 
development process. 

◆ Key Participants in the Budget Process
◆ Budget Development Timeline 
◆ Addressing District Needs 
◆ Development is an Iterative Process
◆ Budget Presentations
◆ Challenges and Best Practices
◆ Q&A



Budget Development -
“Typical” Key 
Participants

◆ Finance Administrator/School Business 
Official: Spearheads the budget development 
process and produces the budget document(s)

◆ Business Office: Provides salary projections 
based on actual staff counts and contractual 
salary increases as well as Central Office/Board 
of Education centric expenditures

◆ Administrators and Department Heads: 
Provide recommendations for non-payroll 
expenditure line items.  This includes not only 
instructional purchases but facilities, 
transportation and special education costs

◆ Superintendent:  Sets initial vision and 
ultimately recommends a budget to the Board 
of Education that is aligned with the strategic 
goals of the district

◆ Board of Education: Reviews Superintendent's 
budget and recommends changes as deemed 
necessary before adopting a budget that moves 
to the fiscal authority/referendum for funding 
appropriation 

*Charter/legal statute determine budget finalization, i.e. town vote 
or approval by Board of Finance etc.



 Regional School District #18 (Lyme/Old Lyme)

November
Budget Workshop:  Finance Committee, Board of Education, Administration, parent and staff leadership 
collaborate to identify assumptions and drivers that will impact the development and adoption of budget.

November – December 

Budget Development:  Administrators and Directors work with staff to prepare school and program budgets 
and review/revise them with the Superintendent.

January 
Budget Presentations:  Board meets in a series of workshops to review and discuss budgets as presented by 
schools, curriculum, special education, facilities and other district wide services.

February 
Budget Adoption:  Board adopts budget

March-May
Public Comment:  Budget book is created and community is invited to provide input on proposed budget.  

May 
Referendum:  Budget moves to referendum for approval

Budget Process Timeline



Data Needed for Budget

Our Schools

► 1 Universal Pre-K 

► Enrollment 102

► 2 Elementary Schools

► Lyme Consolidated Enrollment 205

► Mile Creek School Enrollment 321

► 1 Middle School

► Lyme-Old Lyme Middle School Enrollment 278

► 1 High School 

► Lyme-Old Lyme High School Enrollment 357

► 1 Alternative High Program

► Enrollment varies based upon need

► 1 Post Grad Special Education/Transition Program

► Enrollment 9

► 1,248 Students 

► 16%  Free/Reduced Price Meals

► 15 % Special education students

Key Financial Information

► 25-26 Total Budget – $39.7M (7.39% increase)

○ Operating Budget-$35.4M (2.69% increase)

○ Debt Service-$4.2M (74.75% increase)

► Educational Cost Sharing (ECS) – $1.4M (combined)

► DRG C – NCEP was $25,142 in 24-25

► 283.56 FTE’s (150.45 certified & 133.11 
non-certified)

► District is member of Eastern CT Health & Medical 
Cooperative for medical/dental/life



Assessing and Addressing 
Student and District Needs
➔ Enrollment Projections: 

Used to project staffing and 
resources needed for general 
education and special 
education programs

➔ Staffing Costs: 
Salaries, benefits, and staffing 
levels (+/-80% of budget)

➔ Operational Costs: 
Transportation, Facilities, Utilities, 
Technology, etc.

➔ Program Evaluations: 
Review of current programs and 
potential new initiatives including 
academic and extracurricular 
programs



2024-2025 Naugatuck Student Demographics

7

Enrolled in Naugatuck Public Schools
Pre-K                                                                                200
Elementary                                                                 1,433
Intermediate                                                                   603
Middle School                                                                   614
High School                                                                   1,224
Total Student Population                                            4,074

Enrolled in Magnet/Agricultural/Technical School             614
Out of District Alternative Placements                                36

Students Eligible for Free/Reduced Meals 
2024-2025: 58.2%

In 2019, NPS began district-wide participation in the Community 
Eligibility Program or CEP, CEP is a non-pricing meal service option 
for schools and districts in low-income areas.  Through CEP, all 
enrolled students are eligible for breakfast and lunch at no cost 
without collecting household applications. The % above represents 
the % of students who are directly certified for free meals based on 
needs-based programs such as supplemental Nutrition Assistance 
Program (SNAP, and children who are homeless, runaways, or in 
other special circumstances).  

4.9%

2%



School & 
Departmental Budget 
Requests

◆ Submission Process: 
School Principals & Dept Leaders submit 
their budget requests.

◆ Internal Presentation to Finance: 
Department heads present their budget 
requests to Finance and the Superintendent 
with rationale. 

◆ Review and Justification: 
Review process typically includes key 
Administrators and School Superintendent.

◆ Prioritization: 
Requests are evaluated and prioritized 
based on available funding and resources.



Example - South Windsor Public Schools



Example - Naugatuck Public Schools



Example - Naugatuck Public Schools



Example - Naugatuck Public Schools



Example - Mansfield Public Schools
ClearGov



Example - Mansfield Public Schools
ClearGov



Drafting the 
Budget
➔ Multiple Drafts: Compiling 

all inputs into a cohesive 
budget.

➔ Iterative Review: Multiple 
rounds of review and 
adjustments.

➔ Stakeholder Feedback: 
Incorporating feedback 
from various stakeholders.

◆ Multiple Drafts
● No service improvements
● All department requests
● Hybrid versions based on 

stakeholder feedback

◆ Iterative Review
● Review process can take weeks 

to months 
● Monitor staffing changes
● Monitor special education

◆ Stakeholder Feedback
● Superintendent
● Board of Education



Internal Reviews
➔ Finance Review: Detailed 

scrutiny by the finance 
department.

➔ Superintendent Review: 
Final review and 
adjustments by the 
superintendent.

➔ Readiness for Board 
Submission: Ensuring all 
aspects are covered and 
accurate.

◆ Finance Review
● Review salary inputs and staffing levels
● Review assumptions and estimates
● Ensure accuracy 

◆ Superintendent Review
● Ongoing throughout
● Final step in internal process

◆ Readiness for Board
● Triple check data
● Ensure charts and data have been 

properly updated based on changes



Preparing for Board 
Presentation
➔ Presentation Materials: 

Creating clear and concise 
presentation materials for the 
Board.

➔ Highlighting Key Points: 
Emphasizing important 
aspects of the budget.

➔ Anticipating Questions 

◆ Presentation Materials
● Budget Books

○ Emphasis on bookS
● Powerpoint Presentation

◆ Highlighting Key Points
● What are the main drivers for 

budget increases?
● Where were savings realized to 

help offset costs?
● Changes to personnel levels
● Changes to enrollment

◆ Anticipating Questions
● Prepare in advance for potential 

questions from Board members
● Request feedback prior to 

presentations 



Challenges and 
Best Practices
➔ Common Challenges: 

Addressing typical hurdles 
in the budgeting process.

➔ Best Practices: Tips for 
successful budget creation 
and approval.

The Challenge: 
Misconceptions & Lack of Understanding
◆ Which stakeholders historically object to 

budget increases? 
◆ What are their misconceptions? 
◆ How can we help them understand the 

narrative behind the dollars? 
◆ How can we keep this budget 

presentation in Layman’s terms?

Overcoming the Hurdle: 
Communicate, Communicate, Communicate
◆ Meet directly with those stakeholders
◆ Learn from them
◆ Educate them. Use varying formats and 

techniques to tell the story. 
◆ Be intentional about the narrative 

associated with budget throughout



The Challenge: 
Financial Unknowns
◆ What is happening at the legislative level? 
◆ What union negotiations are or will be 

happening? How do you produce a public 
budget without giving away your bargaining 
power? 

◆ Which staff will resign or retire? What might 
that cost or save? 

◆ How accurate is your benefits budget, 
particularly health insurance?

Overcoming the Hurdle: 
Listen & Hedge Your Bets
◆ Use your resources - CABE, CAPSS, CASBO, 

CASPA. 
◆ Don’t budget everything according to worst 

or best case scenarios. Consider likelihood 
and risk associated with financial unknown 
budget numbers. 

Challenges and 
Best Practices
➔ Common Challenges: 

Addressing typical hurdles 
in the budgeting process.

➔ Best Practices: Tips for 
successful budget creation 
and approval.



Challenges and 
Best Practices
➔ Common Challenges: 

Addressing typical hurdles 
in the budgeting process.

➔ Best Practices: Tips for 
successful budget creation 
and approval.

The Challenge: 
Rising Costs & Rising Needs
◆ Faculty, staff, and students need more 

supports.  
◆ Rising costs for salaries, vendors, and 

insurance make improvements seem 
impossible. 

◆ Decreasing grant allocations.
◆ Student enrollment isn’t proportionate 

to increase

Overcoming the Hurdle: 
Continual Assessment
◆ Identify accounts not historically spent 

in full. 
◆ Look for efficiencies throughout the 

organization. 
◆ Consider a more thorough purchasing 

policy
◆ Consider revenue offsets



Conclusion

➔ Summary: Recap of the 
budget creation process.

➔ Importance: Reinforce the 
importance of careful 
budget planning and 
approval.

➔ Q&A: Open the floor for 
questions and discussion.

Summary: 
◆ Find Your Starting Point
◆ Gather Input from Stakeholders
◆ Prioritize
◆ Communicate
◆ Refine
◆ Implement
◆ Monitor

Importance of Careful Budgeting: 
◆ Staffing Changes
◆ The Unexpected
◆ This Year’s Ending Point = Next Year’s 

Starting Point

QUESTIONS?



Thank You

➔ If you have questions, 
please contact CASBO 
Executive Director, Sharon 
Bruce, at 
ssbruce@comcast.net or 
860.519.0023.

mailto:ssbruce@comcast.net

