
BOARD SPECIAL
WORK SESSION

January 5, 2026



CALL TO ORDER
President Neumann



WELCOME
Dr. Lannin



OUTCOMES
● Understand budget process and CRCSD budget picture
● Review stakeholder survey data 
● Provide feedback on cost savings recommendations
● Understand the process of examining reconfiguration & 

consolidation ideas and provide feedback 

AGENDA
● Understanding Our Current Reality
● Cost Savings Recommendations
● Conceptual Model of Intermediate Consolidation
● Preview of Facilities Determinations and Feedback



UNDERSTANDING OUR 
CURRENT REALITY
Karla Hogan



Two Big Goals

1. Create a understanding of the key structural 
drivers that led to the current deficit.

2. Surface some of the critical questions that will 
need to be addressed over the next month to 
balance budget and create sustainable budget 
picture moving forward.



How Did We Get Here? Key Drivers of CRCSD  Budget Deficit 

1. Structural deficits for almost a decade that were 
supplemented using one time sources (ex. ESSER) 
a. Staffing was not right sized with enrollment 

declines.
b. Facility inefficiencies that were not appropriately 

adjusted to match enrollment

2. Annual salary increases that outpaced new money net 
of open enrollment changes

3. Enrollment declines
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FY18 to FY25 Actual/FY26 Budget General Fund Summary

  



Historical Context: The 8-Year Decline

Y-axis scaled to highlight year-over-year changes in enrollment



Cost of Enrollment Financial Trend

  



Staffing Impact using Current Model



Staffing Impact using Current Model



Building Capacity

School
24 -25 

Enrollment

24-25 % of 
Building 
Capacity

25 - 26 
Enrollment

25-26 % of 
Building Capacity

Building 
Capacity

CRA 355 103.80% 276 80.70% 342
Van Buren 429 100.94% 424 99.76% 425

Harr @ Madison 430 100.70% 417 97.66% 427
Hoover 420 95.02% 412 93.21% 442

West Willow 555 92.50% 561 93.50% 600
Grant Wood 356 92.23% 366 94.82% 386

Truman 279 91.18% 221 72.22% 306
Maple Grove 539 89.83% 559 93.17% 600

Kennedy 1648 89.32% 1636 88.67% 1845
Viola Gibson 565 89.26% 527 83.25% 633

Taft 593 86.70% 518 75.73% 684
Jefferson 1501 86.56% 1481 85.41% 1734
Hiawatha 334 85.42% 338 86.45% 391

Grant 312 80.83% 297 76.94% 386
Wright 282 77.47% 252 69.23% 364
Wilson 422 77.29% 389 71.25% 546
Erskine 308 77.00% 320 80.00% 400

KLA 386 76.28% 395 78.06% 506
Pierce 334 75.74% 287 65.08% 441

Washington 1182 72.69% 1091 67.10% 1626
JSA 324 72.16% 288 64.14% 449

Trailside 429 71.50% 494 82.33% 600
Harding 710 68.40% 675 65.03% 1038
Nixon 289 66.59% 253 58.29% 434

Cleveland 254 60.91% 243 58.27% 417
Metro 288 60.63% 313 65.89% 475

Franklin 469 58.19% 399 49.50% 806
RCCBA 484 57.21% 404 47.75% 846

McKinley 426 51.70% 425 51.58% 824
City View 100 N/A 56 N/A N/A

Enrollment Increase

100% and Higher

90% - 99.9%

80% - 89.9%

70% - 79.9%

60% - 69.9%

50% - 59.9%

40% - 49.9%



How Did We Get Here? Key Drivers of CRCSD  Budget Deficit 

1. Structural deficits for almost a decade that were supplemented 
using one time sources (ex. ESSER) 
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NEW MONEY vs SETTLEMENTS



SALARIES AND 
NEGOTIATIONS
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Enrollment has the Greatest Impact on Revenue



FALL 2025 CERTIFIED 
ENROLLMENT



Enrollment Projections for Next 3 Years

  



ADDRESSING THE DEFICIT



Deficit Drivers
Key Drivers Questions to Consider Cost of Options

Balance Budget - FY26 Deficit (required) $4,000,000

Right Size Staffing
What staffing adjustments are needed to 

account for lost enrollment?

Do not right size 
teachers Partial right sizing Right size teachers

$2,800,000 $1,400,000 $0

Salary Increases How much will raises be?
3% Raise 2% Raise 1% Raise

$4,855,992 $3,237,328 $1,618,000

Enrollment
How many students will enroll out of the 

district?
Lose 700 students Lose 600 students Lose 500 students

$5,600,000 $4,800,000 $4,000,000

Revenue - State Supplemental Aid
How much should we plan to recieve in state 

supplemental aid (SSA)?
2% 1% 0%

$1,287,721 $1,287,721 $1,287,721

Additional Support
Support for large elementary schools

Add All Partial None
$435,000 $217,500 $0

Full time, school-based elementary specials $650,000 $325,000 $0

Total Additional Deficit $17,053,271 $12,692,107 $8,330,279



How do we sustain?

1. Address our structural deficits 
a. Staff based on enrollment each year.  
b. Create plan to rightsize facilities to match enrollment
c. Stop relying on one-time funding sources for long-term 

expenditures

2. Ensure salary increases match our revenue streams

3. Increase enrollment by becoming a district of choice 



COST SAVINGS 
RECOMMENDATIONS
Karla Hogan 



STAFF AND COMMUNITY 
COALITION VOICE



26-27 COST SAVINGS 
RECOMMENDATIONS

Tonight’s Recommendations  Overall Savings

Instructional Empowerment $ 1,300,000.00

Grant Wood AEA Contracts $ 627,000.00

Mentoring and Induction $ 420,000.00

Consulting $ 400,000.00

Personify Health $ 120,000.00

Travel $ 250,000.00

Food Related Purchases $ 75,000.00

Insurance Stipend Phase-Out $ 500,000.00

Building Budgets 
(based on enrollment)

$ 104,000.00

ELSC Reductions $ 500,000.00

School Consolidations $ 6,000,000.00
*when fully implemented

ESTIMATED REDUCTIONS $ 10,296,000.00

For 1/12/25

CRVA, HomeSchooling, City View

Community Partners

Special Education

Software

Freeze curriculum purchases

Backpack/Supplement based on enrollment

Current Staffing Model

Salary Increases

ESTIMATED REDUCTIONS                                                                                                
$9,258,000.000

TOTAL COST SAVINGS RECOMMENDATIONS:
$ 19,554,000.00

We are not recommending outsourcing for the 26-27 school year.
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CONCEPTUAL MODEL 
OF INTERMEDIATE 
CONSOLIDATION
 Mark Timmerman & Ryals Parker



What is an Intermediate Model?
● PK-4 

○ Early learning focus
● 5-6 

○ Fewer daily transitions, more homeroom 
based learning

● 7-8 
○ 6-8 period day, preparing students for high 

school structure
● 9-12 

○ 9th grade academy and upper academies 



STAFF, FAMILY, & COMMUNITY 
COALITION VOICE



STAFF, FAMILY, & COMMUNITY 
COALITION VOICE

Proposed Start Date Staff Percentage 
of Count

Coalition 
Percentage of 
Count

Family 
Percentage of 
Count (still open)

26-27 school year 53.9% 45.3% 52%

27-28 school year 46.1% 54.7% 48%

When do you believe consolidation should begin to take place?



Process of Reaching 
Recommendation

● Executive Leadership Team (Building and District Administrators) 
explored four options:
○ Elementary School Consolidation
○ Middle School Consolidation
○ Elementary and Middle School Consolidation
○ Intermediate Model (Based on teacher, community, and principal 

feedback)

● Through exploring the models, Executive Leadership Team determined 
that the Intermediate Model is the most viable to provide more effective 
and efficient learning environments and experiences to our students 



Timeline



Proposed Model
Current Reality

● K-5 (Pre-K at some 
sites and Truman) - 
19 Buildings

● 6-8 - 6 Buildings
● 9-12 - 5 Buildings

● 30 Total Buildings

Intermediate Model
● PK-4 (with Pre-K 

offered at all sites as 
well as paid full day) - 
12 Buildings

● 5-6 - 3 Buildings
● 7-8 - 3 Buildings
● 9-12 - 5 Buildings

● 23 Total Buildings



Iowa DoE Consolidation 
Guidelines

Process & Guiding Principles (Iowa DOE “Barker Guidelines”)

● Clear Timeline for Process of Decision Making
● All Segments of Community Informed of Possible Consolidation
● Public Input into Study and Planning
● Research-Driven Planning
● Open & Public Discussion
● Proper Recordkeeping Throughout Process
● Public Decision-Making at Open Meeting



Benefits and Considerations
Benefits

● Developmental Appropriateness (Cook et al, 
2008)
○ Less exposure to behavior 
○ Keeps SEBH instruction more age 

focused
● More Targeted Instructional Focus (CALDER 

Center, 2025; Alspaugh, 1998)
○ Reduced daily transitions for sixth 

grade students
○ 7/8 building becomes more focused on 

preparing students for high school
● Resources

○ More targeted teacher licensure and 
expertise 

○ Allocation of equipment (ex. Science 
lab equipment)

● Other local Districts use this model

Considerations
● Transition Dip (Rockoff & Lockwood, 

2010; West & Schwerdt, 2012)
○ Each transition can have an 

impact on student achievement
● Phased implementation due to 

ongoing construction 
● Building Alterations/Updates needed
● School boundaries will need to be 

adjusted with the goal being a true 
feeder pattern



Benefits of Pre-K - 4th Grade

Benefits

● Reduced a transition between PK 
and Kindergarten

● PK will be offered in every 
elementary school

● Paid full day will be able to be 
offered as well in each building

● More equitable access across the 
District for families 

Considerations

● Truman students and staff 
redistributed among all areas of school 
district



True Feeder Pattern - 4-1-1
Area Elementary Intermediate Middle High

Area 1 Elementary # 1
Elementary # 2
Elementary # 3
Elementary # 4

5/6 Building 7/8 Building Washington HS

Area 2 Elementary # 1
Elementary # 2
Elementary # 3
Elementary # 4

5/6 Building 7/8 Building Jefferson HS

Area 3 Elementary # 1
Elementary # 2
Elementary # 3
Elementary # 4

5/6 Building 7/8 Building Kennedy HS

Additional 
Offerings

CRVA
Polk

CRVA
Polk

CRVA
Polk

Metro 
City View
Polk
CRVA



Cost Savings
● Conservative estimate is a total of $6 million in savings through consolidation 

○ $1 million per elementary school building
○ $1.5 million for middle school buildings

● Appropriately staffing and supporting buildings will shift this number
○ Feedback from stakeholders indicate that we need to consider support 

for our larger elementary schools



PREVIEW OF FACILITIES 
DETERMINATIONS & 
FEEDBACK
 Chad Schumacher



Consolidation Criteria (select up to 3) Responses Percentage

Location: Geographic location of the schools within the community. 371 58%

Student Count: Number of students in each building (enrollment balance). 353 55.2%

Physical Condition: The current state/infrastructure of the school buildings. 339 53%

Cost Savings: Operational cost savings and fiscal efficiency. 241 37.7%

HS Boundaries: High School boundaries remain the same. 224 35%

Other (Individual write-in responses) 52 8.1%

When considering which schools to consolidate, which of the 
following criteria are most important to you for the board to 
consider? (Select up to 3)



Facilities Considerations
● Feeder Pattern is Key Driving Force
● High School Boundaries Needs to be Considered
● Equalizing Enrollment Also Needs to be Considered

● What are the criteria for selecting buildings?
● Geographical Implications
● Condition of Buildings
● Building Capacities
● Operational Savings



Board Feedback

○ Additional criteria to consider?


