December 2, 2022

To: MERSD School Committee (SC)

From: Avi Urbas, Director of Finance & Operations
Copy: Pam Beaudoin, Superintendent of Schools

Re: Financial Package for 12/6/22 School Committee Meeting

Hello, MERSD School Committee.

Attached please find financials for the 12/6/22 School Committee Meeting, including:
e FY24 Tentative Operating Budget
e Accounts Payable (AP) vouchers, V1022 and V1023
e Treasurer’s Cash Report for September 2022

FY24 Tentative Operating Budget
o Highlights:
0 Spending:
= $30.144 million budget represents spending growth of $1.218 million or growth
of 4.21% vs. FY23. This is in-line with typical Level Services growth (i.e., the cost
to maintain current program and honor contractual commitments), particularly
at this stage of the budget process.
=  Personnel costs, which represent 63.3% of the FY23 School Committee adjusted
budget, are tentatively budgeted to grow $516.7K or 2.82%. This is below
typical Level Services growth rates, due primarily to FTE reductions associated
with declining enrollment (detail below). All other Operating Expenses are
budgeted to grow 6.6% or $701K, driven primarily by forecasted rate growth for
health insurance rate and utilities.
O Revenue:
=  MERSD has 3 main sources of revenue:

e Town Assessments (86% of revenue in FY23), which represent the
annual charge to Essex & Manchester after deducting State Revenue
and other miscellaneous income from spending.

e State Aid, including the Chapter 70 and Regional Transportation Aid
program, which accounted for 11% revenue in FY23

e Local miscellaneous receipts, such as interest income, and Medicaid
reimbursements, which provided less than 1% of revenue in FY23

e The remaining portion of FY23 revenue (3%) came from use of one-time
rainy-day reserve funds in the Excess & Deficiency (E&D) account.

= Consistent with prior discussions about seeking a revenue correction, there is no
use of one-time reserve funds as a revenue source in the FY24 Tentative Budget.

e Asa result, non-town revenue is budgeted to decline 10.48% ($413K) in
FY24. This relates primarily to the removal of $520K of revenue used in
the FY23 budget from MERSD’s Excess & Deficiency (E&D) reserves.
Excluding this line item, other non-town revenue is budgeted to grow
$107K or 3.13% in FY-24, which reflects our estimate for minimum




Chapter 70 (State Aid) growth (S60/resident student). Due to bus route
consolidation, we expect Regional Transportation revenues (also State
Aid) to decline from FY22 actual, and have not budgeted an increase for
FY24.
Assessments to member towns are budgeted to grow 6.53% to $26.62 million.
This is approximately $756K above our typical target of a 3.5% assessment rate.
In other words, MERSD would need a mix of $756K in additional non-town
revenues or spending cuts to hit the 3.5% target. To illustrate the point, had we
budgeted a fresh, new $520K from one-time E&D reserves as a revenue source
for FY24, the 6.53% assessment would fall to just 4.45%.
As a result, $756K is a starting point for discussions about the potential size of a
revenue correction. The final amount, however, will need to grow to ensure
that a correction is large enough to cover normal Level Services growth for
several years, before another correction becomes necessary. Similarly, $756K
would be the starting point for cost reductions that MERSD would need to
implement in FY24 if a revenue correction is not successful.

e Prior to budgeting staff reductions related to declining enrollment
(detail below), our current $756K revenue correction was trending
closer to $1.05 million, as previewed in our budget collaboration
conversations, earlier this week.

e Due to the natural growth of costs over time and the potential for an
unsuccessful correction, MERSD has begun scenario planning for up to
$1.3 million in cost reductions.

As requested by member towns, we have drafted a preliminary apportionment
between Manchester-by-the-Sea (MBTS) and the Town of Essex (TOE).
Apportionment means the split of assessment between our member towns
based on the formula defined in the Regional Agreement.

e Although apportionment figures will change prior to budget finalization,
we currently estimate that the 6.53% growth in total Town Assessments
will translate into 5.35% for MBTS and 8.60% for TOE. This differential is
based on the formula contained in the Regional Agreement and changes
in enrollment mix between the communities, with MBTS students now
representing 57.5% of enrollment, down from 61.2% just two years ago.

Main Spending Drivers

o Staff

MERSD is currently negotiating a new contract with the Manchester Essex
Teachers’ Association (META) for FY24-FY26. Absent agreed-upon terms for
salary rates, we budgeted for all step and column moves to occur, which is
presumed based on case law, to be a continuing obligation. To be safe, we have
also assumed a 2.5% cost-of-living adjustment (COLA) to the salary grid,
consistent with each of the past four contract years. Since our FY24 Tentative
Budget already requires a revenue correction, which is not guaranteed to
materialize, we believe any additional growth required by the final META
contract would likely need to be funded by reductions from other areas of the
budget. The combination of step/column and 2.5% COLA assumption translates
into 4.0% growth for the META pool, consistent with prior years, prior to
expected savings from planned reduction in staff in FY24, due to declining
enrollment (see below).

Rates for non-META staff are budgeted as follows:



e For Teaching Assistants (TAs), we have assumed a 2.5% COLA, consistent
with the past 3-years. TAs also have the opportunity to earn step
increases, so a 2.5% COLA translates into 4.2% growth for the pool of 40
full-time equivalent (FTE) staff. Because 78% of TAs are already at the
maximum 4th step, however, we have also budgeted a small reserve for
potential growth in longevity payments, which will not have a material
budget impact.

e All other non-META staff are not eligible for step/column increases. We
have budgeted a 4.0% COLA for this group (administrative assistants,
facilities/IT, Central Office, and administrators) recognizing that the past
3 years of 2.5% of rate growth has lagged by 65% (12.38% average
teacher compensation growth over 3 years, or 4.13% per year, vs. 7.50%
or 2.5% per year for non-META, non-TA staff).

With declining enrollment, we have budgeted for reduction of 4.0 FTE across
the district, which can be implemented through attrition. In prior years, savings
from FTE reductions associated with declining enrollment have been directed in
part to adding special education staff to our in-district programs for a net cost
savings to taxpayers through avoided out-of-district (OOD) tuitions costs, but we
do not anticipate needing any new special education staff in FY24. Savings from
this 4.0 FTE reduction explains the difference between our 2.82% FY24 total
growth in personnel budget and a more typical Level Services growth rate of
roughly 4.0%.

0 Health Insurance:

o O0OD:

Based on the advice of USI Benefits, our insurance broker, we are currently
budgeting a 12% increase in health insurance rates, at the high end of the 8-12%
growth they have observed for typical renewals in the current inflationary
marketplace.

MERSD’s utilization is currently tracking well, despite some continued pressure
from ‘large losses’ (individual, high cost cases) so a market rate of growth
appears achievable. We will monitor utilization over the next few months prior
to finalizing the budget, with some potential for savings. With an FY23
forecasted base value of $4.3 million, each 1% of savings from our current 12%
rate assumption would generate approximately $43K in savings.

Baseline costs of OOD tuition for resident students are forecasted to grow to
$2.3 million in FY24 from $2.0 million in FY23 (13%). The main driver of this
change is 14% growth in private school OOD tuition rates, which is the
inflationary rate adjustment guaranteed by the Commonwealth to private
school programs for next year. Forecasting OOD one year in advance also
carries inherent risks as student needs tend to change with time, and MERSD is
always exposed to the potential of new residents moving into town who may
require an OOD placement. For this reason, we monitor projections throughout
the year and update School Committee for any material financial changes in
expectations as they become known.
Spending increases in FY24, however, will be more than offset by anticipated
growth in Circuit Breaker (CB) reimbursements from the Commonwealth. As a
result, the FY24 budget for OOD tuition is declining 7.3% or $83.6K.
e As background, in the prior two budget cycles, we have observed that
our in-district programming saves MERSD roughly $1.8 million annually
in avoided OOD tuitions, even after factoring in additional staffing costs.



For students with more significant needs, however, OOD tuition rates
are often much higher. We noted previously that in FY23, nine students
had annual OOD tuitions of >5100K. That figure is up to 14 students in
FY24 projections.

e The one silver lining of these higher cost tuitions is that CB reimburses
up to 75% of OOD costs in excess of DESE’s formula-driven foundation
tuition amount ($47K in the most recent year). As more of MERSD
tuition’s are high-cost in nature, the CB program reimbursements have
grown, with DESE’s preliminary FY23 CB award to MERSD of $766K up
from S$510K in FY22 and $309K in FY21. These extra CB funds offset the
amount of FY24 OOD that is charged to the taxpayer-funded budget.

O Maintenance:

AP Vouchers

= The FY24 Tentative budget includes 6.1% growth in maintenance costs, with
non-personnel cost up an estimated 6.7% or $112K.

*  For utilities, we are estimating a S60K budget increase on top of the $188K FY23
budget transfer voted by School Committee in November, reflecting a full year
in FY24 at the new contract rates, which have been dramatically impacted by
global energy crisis and war in Ukraine. Our energy consultant, PowerQOptions,
will help us to refine these estimates in the coming weeks as more data about
current year usage becomes available, which will impact estimates for FY24.

= Other growth in this category is designed to bring the FY24 budget in line with
recent year actual cost of maintenance at Essex Elementary School (EES), now
sixty-five years old, and to a lesser extent the MSHS. We have also assumed a
5% growth in hourly rates for our outsourced custodial contract, due to the
impact of rising minimum wage mandates and continued supply pressure in the
labor market for hourly workers.

V1022: $10,186 transfer request to replenish the MERHS Student Activity Checking Account for checks
written in October. A list of checks written is included in the excel documentation that accompanies this

report.

V1023: main AP voucher totaling $781,534.98. Costs are currently within budget. Of note:
e Facilities/Administration

(0]

(0]

(0]

$3.25K for drain pipe cleaning throughout the facility at EES. This work has not been
routinely performed previously, leading to a more significant cost this year.

$2.4K to Field Turf for routine fall maintenance on turf fields prior to opening for the
fall season, as part of our annual maintenance contract.

$19K partial payment to Habeeb & Associates for work on facility condition
assessment. We are currently working with H&A to finalize the report following the
11/15 School Committee presentation. Funded by Stabilization reserves as planned.

e Curriculum & Instruction

(0]

(0]

(0]

$8.9K to NoRedInk for districtwide license to writing/editing instructional software for
staff

$2.4K to Lexia Learning for annual license used at the K-5 level by the special education
staff.

$78K to Univest in annual lease payments for items purchased and fully-owned by
MERSD but financed over time due to the multi-year use and replacement cycle. Lease
funding has been used by MERSD for many years, and allows MERSD to have more



consistent annual spending on multi-year assets and avoid funding cliffs when items
need to be replaced. Annual payments, which are within budget, include:

$39K for 3™ of 5 year financing of Wonders literacy curriculum license from
McGraw Hill

$3.4K, split between MS and HS, for 5™ and final year payment on upgrade of
125 teacher VM devices to Windows 10 operating system

$3.2K, split between MS and HS for 3™ of 5 year financing of thin client
terminals used in combination with the VM system.

$12.6K for year 3 of 102 K-3 iPads purchased for EES to ensure continuity with
MMIES technology device rollout. Unlike other equalization spending on
technology that was funded through stabilization reserves (e.g. interactive
teaching boards in each classroom), we have purchased/financed student
technology devices through the operating budget because of the shorter life
span and the need for continual reinvestment

$5.8K split between all buildings for 5%"/final year cost of upgrading MERSD’s
digital phone system. We do not expect to need a new system for several
years, so this cost will roll off of MERSD’s multi-year lease funding plan in FY24,
making room for other potential investment needs (e.g. server/storage
upgrade).

$6.4K for 4™ of 5 year payments on MERSD facilities pick up truck.

e Student Services:
0 S3Kto Nicole Brown for contracted Occupational Therapy services. This is typically
performed by in-house staff, but contracted services are needed during an employee

leave.

Treasurer’s Cash Report

MERSD’s finance subcommittee recently requested a monthly report from the district’s treasurer,
Charlie Lane, which is attached for September. The report shows total cash balances at month-end in
total (510.5 million) with sub-totals for each bank account under his purview. A second treasurer report
details all incoming receipts for the month, which totaled $4.898 million. Increases from treasurer
receipts are offset each month by the AP and payroll vouchers, which are already presented to School

Committee.

From a timing perspective, we aim to close each month by mid-month of the following month. At this
time, we would typically have the October reports completed already. | understand that Charlie and
Jocelyn Sanborn (Accounts Receivable) are working through a few minor reconciling items that should
be concluded within days, potentially in time to have the October reports accompany our 12/14 School
Committee financials for the business portion of the Tentative Budget public hearing.

We expect to refine our treasury reporting format in the coming months with the on-boarding of a new
treasurer, following Charlie’s anticipated retirement from MERSD. This reformatting will include a
review of best practice for report templates in use by other regional school districts.

Best regards,

Avi Urbas



