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Introductory Statement 
 
As part of the District’s concerted efforts to address the budget shortfall for 2004-05, this report 
brings forward a recommendation for restructuring school site budgets and a proposed site-based 
budget reduction process for unrestricted funds1. 
 
 
Background 
 
Budget Crisis 
 
Like many districts across the state and nation, the District is faced with increasing costs 
(maintenance of salary schedules, health and welfare benefits) coupled with reduced resources 
(declining student enrollment and reduced state revenues).  In addition to the budget cuts and 
efficiencies implemented over the past year, in order to balance the budget for 2004-05, 
continuing reductions will need to be made.   
 
The reality of the budget deficit and the need to realign expenditures with revenue streams will 
require reductions to school site allocations.  Unrestricted funds make up more than 65 percent of 
the District’s budget, and approximately 65 percent of that amount is allocated to school sites.  
Consequently, in order to address the budget shortfall, an impact to school site allocations is 
unavoidable.  
 
Site Leadership 
 
A cornerstone of the District’s recent reform efforts has been school site leadership.  Over the 
past five years, we have selected, provided ongoing training to, and supported principals as 
instructional leaders of their schools.  While it is assumed that the emphasis is always on 
instruction, a fuller definition of instructional leadership naturally encompasses all aspects of the 
schools that support good instruction.  With the continuing emphasis on accountability at the 
national, state and local levels, principals are feeling the full impact of their roles as school site 
leaders.  Their response is that if they are to be held accountable for student achievement, then 
they should be able to control the variables that impact student achievement at their sites, i.e., 
resources, staffing, and services.  

                                                           
1 “Unrestricted” funding resources, generally referred to as “AA dollars,” consist primarily of funds 
earned based on student average daily attendance (ADA), and used for general operations.  (In contrast, 
“restricted” funding resources are categorical program funds that supplement general operations.  For 
example, revenue sources for the Blueprint would be considered “restricted” and would not be included in 
the site-based reduction process.  Note:  The Blueprint budget for 2004-05 will be reduced to address the 
budget deficit in categorical funds and provided to the Board under separate cover. 
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Site-Based Budget Reduction Process 
 
If the District is forced to require school sites to bear a share of the burden, then principals, in 
consultation with site governance teams, should have the authority to decide how those reduced 
funding allocations will be spent at their sites.  Recognition of this fact has lead to a proposed 
new budgetary approach that begins to decentralize budgetary decision-making by moving 
authority for reduced resource allocation closest to where teaching and learning takes place – 
school sites.  It is proposed that principals develop their school budgets (unrestricted funding 
sources) for 2004-05 based on site instructional priorities and using their funding allocations.   
This is the initial step toward a site-based budgeting system.  
 
The proposed process is as follows: 
 
1) Principals are provided with tentative enrollments and unrestricted allocations for 2004-05, 

guidelines for required reductions, estimated average costs for all personnel and services 
(e.g., monthly positions, hourly pay), budget, legal and contractual obligations and 
parameters, supports and services funded centrally (e.g., professional development, 
landscaping, food services, utilities, maintenance), and tentative special education school 
site class placements for 2004-05.  Principals will also receive tentative Blueprint 
allocations (restricted funds) for 2004-05.  

 
2) After determining site instructional priorities for 2004-05, principals, in consultation with 

site governance teams, conduct an analysis and align/adjust available resources, determine 
reductions in staff configurations as appropriate, adhere to contract requirements (Article 25 
of the Collective Negotiations Contract, SDEA) as appropriate, and prepare and implement 
a communication plan for staff and community. 

 
3) Principals meet with Instructional Leaders to review/receive approval of the feasibility of 

the budget and communication plans.  (Principals work with Budget and Human Resources 
staff as needed.) 

 
4) Principals submit personnel reductions to Human Resource Services as appropriate. 
 
5) The principals communicate final budget/staffing decisions to staff and parents. 
 
6) The Instructional Leaders will communicate final site-based budgets for their learning 

communities to the Superintendent and Chief Academic Officer. 
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Implementation Time Line  
 
January 5 Notification to employee bargaining groups on potential impacts of site- based 

reductions pending Board approval. 
January 5-9 Consultation with SDEA and CSEA on overall process and potential impact. 
January 9 Informational meeting for principals regarding the site-based reduction process 

pending Board approval.  Budget information distributed and discussed. 
January 9 Board action on site-based budget reduction process as outlined in this report. 
January 12-16 Submission of contract waiver request of classroom teacher allocation ratios. 
Pending Board approval: 
January 10-29 Principals construct draft budgets, work with Finance as needed, meet with 

Instructional Leaders for review/approval, and meet with stakeholders as 
appropriate (SDEA Contract, Article 25). 

February 1 Deadline for decisions on certificated staffing reductions to Human Resource 
Services (SDEA Contract, Article 25).    

February 1 Deadline for approved site-based budgets to be submitted to Finance (SDEA 
Contract, Article 25).  

February 1 Deadline for submission of all proposed reduction or elimination of classified 
positions to be effective June 30, 2004. 

February 3 – 24 Human Resources researches seniority standing and bumping rights of affected 
classified employees and prepares board resolution. 

February 24 Certificated Management Reassignment Notification (March 15) to Board 
Prior to March 15 Notices mailed to affected certificated management assignments. 
March 22 Updated tentative 2004-05 budget allocations to school sites. 
April 1 Notification of classified layoff (seven workday notice required) to CSEA. 
April 13 Board action on the resolution to reduce or eliminate classified positions. 
April 15 Notices mailed to affected classified employees. 
June 22 Board action on certificated management reassignments. 
June 30 Effective date of reduction or elimination of classified positions. 
July 1 Site-based budgets in effect. 

 
 
Instructional Implications 
 
There will be a negative impact to instruction based on the necessary budgetary cuts to schools.  
An advantage of site-based budgeting is that it allows the site principal, in consultation with the 
site governance team, to make budgetary decisions based on student needs and school 
instructional priorities.  
 
Facilities Implications 
 
There are no known facilities implications associated with this report. 
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Budget Implications 
 
The process described in this report is one of several important budget reduction strategies being 
proposed to offset the budget deficit.  In 2003-04, we worked hard to keep budget reductions 
away from classrooms, and we were successful in doing so.  However, given the gravity of the 
budget forecast for 2004-05, it is impossible to maintain total protection of schools from budget 
reductions.  Unrestricted funds make up more than 65 percent of the District’s budget, and 
approximately 65 percent of that amount is allocated to school sites.  To resolve the District’s 
current budget crisis and the imbalance between revenues and costs, the need to reduce school 
site allocations is unavoidable.  
 
Given the size and complexity differences between resources allocated by level (i.e., elementary, 
middle and high school), a differentiated reduction requirement has been established as follows: 
 
Elementary, with 500 students or less* = 2% of total allocation of unrestricted funding 
Elementary, with greater than 500 students** = 3% of total allocation of unrestricted funding 
All Secondary = 7% of total allocation of unrestricted funding 
 
*A 2% reduction requirement will apply for elementary schools with enrollments between 500-600 
students and no formula vice principal position. 
**A 3% reduction requirement will apply to all elementary schools with a formula vice principal 
position. 
  
These percentages represent a required reduction against the total value of unrestricted resources 
allocated to the sites, including classroom teacher costs.  In order for the sites to have the needed 
flexibility to make these reductions, class size at all levels but K-3 (funded by the state for CSR), 
must be eligible for change.  This requires relief from the current labor agreement with the  
San Diego Education Association (SDEA) that specifies allocation formulae for teacher 
allocations (Article 13). 
 
 
Public Support and Engagement Implications 
 
Prior to the January 9 Board Meeting 
 
During the last week of December, District staff sent a letter to employee bargaining units to 
inform them of the District’s budget status and the site-based reduction proposal.  A meeting was 
called on the morning of January 9, 2004, where District staff informed school site principals. 
 
Pending Board Approval 
 
Site Level.  School principals will hold meetings with their communities in January to outline the 
site-based budgeting process and gather feedback about priorities.  The Communications 
Department will work closely with the Office of Instructional Support to develop and 
disseminate materials for school sites to use at the site-based meetings.   
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District Level. Information will also be shared at district-level meetings to be held in January 
with representatives from parent organizations, and parent and community leaders.   
 
Community Level.  The budget section on the District’s website will include information 
concerning the status of the District’s budget and the site-based budget reduction process. 
 
 
Policy Implications 
 
The proposal outlined in this report affects school site staffing formulas as referenced in District 
policies D-2000 and I-5000, and in District Procedures No. 2040 (Book and Supply Allocation 
Formulas for Schools), No. 7215 (Certificated Personnel Allocation Formula and Class Size, K-
6 – Regular Education), No. 7216 (Certificated Personnel Assignment Formula and Class Size, 
Secondary Schools – Regular Education and JROTC), and No. 7412 (Secretarial/Clerical 
Allocation Formula for Regular Program School Sites). 
 
 
Recommendations 

For the 2004-05 school year, the Superintendent recommends approval of: 

1) A reduction to school sites’ unrestricted District formula allocations in the following 
percentages:  two-three percent at the elementary level and seven percent at the secondary 
level based on criteria specified in this report. 

2) Implementation of a site-based budget reduction process as outlined in this report. 

Further, in order to provide sites with the greatest flexibility in accomplishing the task of making 
reductions to their budgets, the Superintendent recommends approval of: 

3) Suspension of District Procedures No. 2040 – Book and Supply Allocation Formulas for 
Schools, No. 7215 – Certificated Personnel Allocation Formula and Class Size, K-6 – 
Regular Education, No. 7216 – Certificated Personnel Assignment Formula and Class Size, 
Secondary Schools – Regular Education and JROTC, and No. 7412 – Secretarial/Clerical 
Allocation Formula for Regular Program School Sites. 

4) Submission of a waiver request of classroom teacher allocation ratios to the San Diego 
Education Association (SDEA) of Article 13 of the Collective Negotiations Contract between 
the District and SDEA. 

 
Prepared by:  Mary Hopper, Chief Academic Officer, Office of Instructional Support; and Scott 
Patterson, Chief Financial Officer, Office of School Site Support 
 
MH/SP:ba 
 
 
 
 


