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Board Meeting
April 30, 2026 

Agenda Item No. 11.1

Presented by: 
Interim Superintendent & Cabinet

Fiscal Solvency Update and 
Restructuring Plan
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Four Structural Drivers 

1. Enrollment Decline and Impact on Revenue 

2. Compensation as a Structural Consideration

3. Special Education: The Fastest-Moving Cost Driver 

4. No Plan for Reversing Structural Deficit Spending
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Enrollment & ADA Trends 



4

Correcting the Revenue Trajectory 

● Targeted Approach for Improving Average Daily Attendance (ADA)

● Focus on Enrollment Retention

● Strategic Facilities Consolidation
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Realistic Recovery Timeline is 2031-2033 

● Correct the Special Education cost trajectory

● Labor agreements that reflect our true financial picture

● Achieve facilities savings by 2028-2029

● Build stability with senior financial leadership team
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Four Structural Decisions in the Next 12 Months

1. Commission a Special Education fiscal efficiency audit before the 2026-27 

budget is adopted 

2. Fill the permanent Chief Business Officer position with turnaround 

experience as the primary selection criterion 

3. Begin genuine community engagement on facilities maximization now 

4. Ensure monthly FSP report is structured for accountability, not 

compliance 
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 Extending the Fiscal Runway

● Launch an attendance recovery initiative 

● Prioritize FSP with a focus on high-impact and quickly realized actions

● Monetize surplus and underutilized real property on an accelerated scale

● Maximize legally permissible inter-fund borrowing to manage cash flow

● Engage SCOE on MOU terms before oversight escalates 

● Maximize one-time revenue enhancements before 2026-27 budget approval

● Shift all eligible 2026-27 general purpose expenses to categorical resources

● Explore OPEB and Medi-Cal billing optimization with labor partners 

● Reevaluate in-house counsel position to reduce legal costs
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Seeing the System

SCUSD Leadership’s approach to addressing the immediacy & urgency of 
District’s financial sustainability

● The factors associated with the District’s financial challenges are 
systemic and pervasive. 

● Consideration must be given to past practices and historical 
decision-making, as well as current structures and future 
opportunities.

● Creating space for collaborative problem-solving, deep listening, 
and healthy risk-taking is required.
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Seeing the System

SCUSD Leadership’s approach is characterized by parallel 
workstreams and overlapping phases of development 

Data Collection & Information Gathering

Study, Reflection, & Analysis

Engagement, Feedback, & Iteration

Long-Term, Near-Term, & Immediate Considerations
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Data Collection & Information Gathering

Seeing the System

Historical Data 

Enrollment

Financial

Staffing

Attendance

Research

Financial 
Distress

CBA’s

Governance

RestructuringFCMAT

Settlements

Information

Comparable 
Districts

Lists are examples, but not exhaustive
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Data Collection & Information Gathering

Seeing the System

Structural Fiscal Analysis
FCMAT Fiscal Health Risk Analysis, SCUSD, December 10, 2025. 

FCMAT Fiscal Health Risk Analysis, SCUSD, December 12, 2018.

CDE DataQuest; Ed-Data/org. Non-charter Enrollment

SCUSD Unaudited actuals 2023-24 

SCUSD Unaudited actuals 2024-25 

CDE DataQuest, CASEMIS Placement Data, 2024–25

Black Parallel School Board et al. v. Sacramento City Unified School District et al.,

People of California ex rel. Rob Bonta v. Sacramento City Unified School District, Proposed Stipulated Judgment.

Council of the Great City Schools, “Supporting Excellence: A Comprehensive Review of Special Education in Sacramento City 
Unified School District,” Spring 2017.

Sacramento County Office of Education, Independent Special Education Fiscal Review, January 2019.

SchoolWorks, “Sacramento City Unified School District Demographics and Enrollment Projections,” October 2025

2nd Interim Reports - Other Districts Analysis
● Fresno 2025-26 Second Interim Report

● Long Beach Unified 2025-26 Second Interim Report

● Natomas Unified 2025-26 Second Interim Report

● San Juan Unified 2025-26 Second Interim Report

● Twin Rivers Unified 2025-26 Second Interim Report

Academic Research
● Coming Public Education Crisis

● District Consolidation Effects

● Growing Suburban Sacramento School Districts 
Spared State’s Declining Enrollment

● Power and Promise

● Rightsizing a School District Experience

● State Takeover Affect

● Strategies to Solvency

● Which Districts Get Into Financial Trouble & Why

SCUSD Financial Data
● SCUSD 2023-24_Budget_for_all_Funds_06.22.23

● SCUSD 2023-24_First_Interim_Report

● SCUSD 2023-24_Second_Interim_Report

● SCUSD 2023-24_Third_Interim_Report

● SCUSD 2024-25_Budget_for_All_Funds_06.20.24

● SCUSD 2024-25_First_Interim_Report

● SCUSD 2024-25_Second_Interim_Financial_Report

● SCUSD 2025-26_Proposed_Budget_for_all_Funds_06.26.25

Collective Bargaining Agreements
● SEIU 2023 to 2025 DRAFT review with 

SEIU 7-28-25

● Public Hearing AB1200 Public Disclosure 
and Approval of MOU between SCUSD 
and SCTA

County Letter (+ Sample)
● SCUSD Second Interim Letter 2025-26

● Oakland USD 2025-26 QUALIFIED Second 
Interim Report FINAL 04.16.26

Fiscal Systems Audit (Samples)
● VCUSD Final Report 072423-110123

● Districts Fiscal Systems Audit 2023 Emergency 
Apportionment Pre-Final Payment Payoff

Lists are examples, but not exhaustive

https://drive.google.com/file/d/1OsL5Tf53Vr75fgBAQnI7DeA0IVfnhguo/view?usp=drive_link
https://drive.google.com/file/d/1pdtm6LHC6JnyziLgd_NCrDVKKdS4hXSP/view?usp=drive_link
https://drive.google.com/file/d/14Y8nvivAtV6H46HjeTcdT5KyaffKTtPL/view?usp=drive_link
https://drive.google.com/file/d/1VjEs_LoiJWUDBDo6uRNkrQkDrDyTtwGK/view?usp=drive_link
https://drive.google.com/file/d/1t314lQclyAvwslg2ttXGUNqHLP8pE1v_/view?usp=drive_link
https://drive.google.com/file/d/1FRzaU7Zp9ruEkOsKKAjtkL_S-sdMCHss/view?usp=drive_link
https://drive.google.com/file/d/1CRaHfL2EzeYwAiYKUAARcFd77g935-3I/view?usp=drive_link
https://drive.google.com/file/d/1gH2A0EPhxQLpfEMJ_If-bLFt_3Nq62Q8/view?usp=drive_link
https://drive.google.com/file/d/1UeUUnb5I3uO-SC2FjC3ihZgy5mVcaEXN/view?usp=drive_link
https://drive.google.com/file/d/1UeUUnb5I3uO-SC2FjC3ihZgy5mVcaEXN/view?usp=drive_link
https://drive.google.com/file/d/17icESCiy7wPyotoPaKEof1KJXe663Qg6/view?usp=drive_link
https://drive.google.com/file/d/18Z0WVGzG_OYAQL9ZllHyPD1mWmA9qWb0/view?usp=drive_link
https://drive.google.com/file/d/1zSdKQes-hdraOd8RvCYkoKEPW68D0liT/view?usp=drive_link
https://drive.google.com/file/d/1xnYfhdSuYjIUQp4zgjMg089Rhgda3LFd/view?usp=drive_link
https://drive.google.com/file/d/1ajQJWZIMmn2Thl3Bq1O1PTvtu5Aak1hu/view?usp=drive_link
https://drive.google.com/file/d/1DHm_hNdOUi5ce2SFliHT0wLLlBl31yh9/view?usp=drive_link
https://drive.google.com/file/d/18eF1ZSaoVVAN2GDqCCOMqpBcXqXP81To/view?usp=drive_link
https://drive.google.com/file/d/1xAMz_TeCdXa4nH5x0PEJqGnAZ1-7nw8t/view?usp=drive_link
https://drive.google.com/file/d/1tANiYGV7F4kfUussYHonb3yIYwOjTppy/view?usp=drive_link
https://drive.google.com/file/d/1BVTFYaXhl2UBD50LsLAVRMj3Gj5c4yOh/view?usp=drive_link
https://drive.google.com/file/d/1BVTFYaXhl2UBD50LsLAVRMj3Gj5c4yOh/view?usp=drive_link
https://drive.google.com/file/d/1eoRn3NpmMFRKRnFWiqd5sRRpTxuwbE_A/view?usp=drive_link
https://drive.google.com/file/d/1TS4EZyti7FC-2kE582uzn-5ybNqm0eS0/view?usp=drive_link
https://drive.google.com/file/d/1TpgrWeckFyHJ61I7XfpDGlwFXdXO01nk/view?usp=drive_link
https://drive.google.com/file/d/1mMFUESyy6KpaFuG5VlUKQIaEgfonkKQ3/view?usp=drive_link
https://drive.google.com/file/d/1hmxF4DkBk39BrtpfDDjcLOpYJ48ctk0M/view?usp=drive_link
https://drive.google.com/file/d/1Qw-4pIrT3lvOMI5zZUwG5FSSZyq1kjsf/view?usp=drive_link
https://drive.google.com/file/d/1fKiUvV7zs0kMLpK-16nMOeU_yX8hgG47/view?usp=drive_link
https://drive.google.com/file/d/1OTHBAQpSrmzkDUDAtE0tlbNgKGqz0t48/view?usp=drive_link
https://drive.google.com/file/d/1pnw_jcV-c6sSrsk3bQ1zQaECWL-h7_r6/view?usp=drive_link
https://drive.google.com/file/d/1caq4Dkws0GSWKOYLTC8cini22m6dM0M7/view?usp=drive_link
https://drive.google.com/file/d/1pvaRnuEw8E7iz1FY9NNumPTaNAbSEazs/view?usp=drive_link
https://drive.google.com/file/d/1wTNiv_kF-otzy-9IR7IgKOmcepytIjBU/view?usp=drive_link
https://drive.google.com/file/d/1ONNLHRJCbVRXZwoI3hahrpIf8gleLQGb/view?usp=drive_link'
https://drive.google.com/file/d/1LSu4lr7kiE-L_OTYElAxrvd9VL0xB7PR/view?usp=drive_link
https://drive.google.com/file/d/1LSu4lr7kiE-L_OTYElAxrvd9VL0xB7PR/view?usp=drive_link
https://drive.google.com/file/d/19ozaF1EitEYvrOPUjqb4o5OKTqNwpjGM/view?usp=drive_link
https://drive.google.com/file/d/19ozaF1EitEYvrOPUjqb4o5OKTqNwpjGM/view?usp=drive_link
https://drive.google.com/file/d/19ozaF1EitEYvrOPUjqb4o5OKTqNwpjGM/view?usp=drive_link
https://drive.google.com/file/d/17xL-Utzmo8DXCDqREHHXbrMYQRhzBvlS/view?usp=drive_link
https://drive.google.com/file/d/1CcCx4DcVVQta7ShAmgRte71ptKmITdiX/view?usp=drive_link
https://drive.google.com/file/d/1CcCx4DcVVQta7ShAmgRte71ptKmITdiX/view?usp=drive_link
https://drive.google.com/file/d/18aHR9POchOW12tC4TorCG9TXrP6BmICH/view?usp=drive_link
https://drive.google.com/file/d/1L6-bjKkd16k9S_hnYQx8uxWPjIs7EV2J/view?usp=drive_link
https://drive.google.com/file/d/1L6-bjKkd16k9S_hnYQx8uxWPjIs7EV2J/view?usp=drive_link
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Seeing the System

Study, Reflection, & Analysis

● What has been the role of decision-making?

● How do our structures help or hinder us?

● What are essential Lessons Learned?

● What is mandatory vs. discretionary?

● Where are there hidden efficiencies?

● What can be done in the immediate and what 
requires more time?
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Seeing the System

Study, Reflection, & Analysis

● In-Depth Analysis of Current Position Roles & Responsibilities
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Seeing the System

Study, Reflection, & Analysis

● Complete Inventory of Every Single Active Job Description (375+)
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Seeing the System

Study, Reflection, & Analysis

● Disaggregation of ALL Responsibilities of All Non-Site Job Description (5000+)
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Seeing the System

Study, Reflection, & Analysis

● Iterative Development of Multiple Departmental Org Structure Scenarios
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Seeing the System

Study, Reflection, & Analysis

● Multiple Scenarios for FTE Reductions based on Mandates/Ops/Safety/Core Program
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Seeing the System

Engagement, Feedback, & Iteration

Cabinet

Advisories

Extended Cabinet

StaffKey Stakeholders
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Seeing the System

Immediate, Near-Term, & Long-Term Considerations

2025-26 2026-27 2027-28 + Beyond

Immediate
Cost reduction

& Revenue
Enhancement

Central Office 
Restructuring

& Position 
Reductions

Structural Issues that are 
historical and ongoing, which 

contribute to the Structural 
Deficit

Leadership is prioritizing Central Office Restructuring decision-making in order to 
clarify staffing changes for 2026-27 and to determine the context within which the 

larger Structural Issues can be addressed.
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Scenario Scope: A - E

Scenario A – Current Positions

Scenario B – 270/20 Percent 2026-27 Budget Development

Scenario C – Required & Most Vital, Value Added, or Discretionary

Scenario D – Required and Mostly Fulfills Legal Mandates

Scenario E – District Leadership Recommendation
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Scenario A: 
Current Positions 

Department Scenario A FTE Scenario A Cost 

Human Resources 38 $6.74 M

Communications 6 $1.29 M

Technology Services 27 $4.61 M

Academic Office
Special Education 60 $11.16 M

Business Services & 
Nutrition Services 156 $22.21 M

Facilities, Operations & 
Transportation 283 $38.23

Academic Office 
Deputy Supt & CAO 273.66 $46.85 M

Superintendent & Admin 2 $.689 M

DISTRICT TOTAL
ALL DEPARTMENTS 845.66 $131.77 M

Central Office Restructuring
& Position Reductions
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Scenario B:
270/20%

Department Scenario B FTE Scenario B Cost 

Human Resources 25 $4.45 M

Communications 3.8 $.823 M

Technology Services 22.5 $3.81 M

Academic Office
Special Education 57 $10.57 M

Business Services & 
Nutrition Services 139.67 $19.39 M

Facilities, Operations & 
Transportation 268 $35.98 M

Academic Office 
Deputy Supt & CAO 204.03 $35.21 M

Superintendent & Admin 4 $1.03 M

DISTRICT TOTAL
ALL DEPARTMENTS 724 $111.3 M

Reduce to < 270 Administrators 

Reduce Department operating 
budgets by 20% 

Central Office Restructuring
& Position Reductions
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Scenario D: 
Required   

Department Scenario D FTE Scenario D Cost 

Human Resources 20 $3.57 M

Communications 7 $.856 M

Technology Services 17 $2.91 M

Academic Office
Special Education 57 $10.72 M

Business Services & 
Nutrition Services 124.62 $17.7 M*

Facilities, Operations & 
Transportation 186.66 $25.4 M

Academic Office 
Deputy Supt & CAO 188.35 $31.7 M

Superintendent & Admin 4 $1.03 M

DISTRICT TOTAL
ALL DEPARTMENTS 604.63 $93.16 M

High Risk of: 
- Legal and fiscal liability 

due to non-compliance 
- Increased health and 

safety concerns 
- Delayed response times 
- Loss of support for 

schools 
* Nutrition is outside of the General Fund; thus, 
reductions for the SERNA/Central reduction scope was 
not included in the same manner as Business Services 
for 2026-27. 

Central Office Restructuring
& Position Reductions
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Scenario E: 
Recommendation

Department Scenario E FTE Scenario E Cost 

Human Resources 23 $4.12 M

Communications 7 $1.323 M

Technology Services 21 $3.63 M

Academic Office
Special Education 57 $10.72 M

Business Services & 
Nutrition Services 124.87 $17.27 M

Facilities, Operations & 
Transportation 271 $36.34 M

Academic Office 
Deputy Supt & CAO 201.4 $33.59 M

Superintendent & Admin 4 $1.03 M

DISTRICT TOTAL
ALL DEPARTMENTS 709.27 $108.01 M

Prioritize: 
- Legally mandated, 

operationally 
necessary, and core 
educational 
programming 

- Preserve critical 
services to students, 
schools, families, and 
staff. 

Central Office Restructuring
& Position Reductions
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Scenario FTE/Cost Comparison Chart
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Final Discussion


