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STRENGTHENING FINANCIAL 

CLARITY THROUGH SMART 

BUDGETS AND POLICIES
DATE: September 5th, 2025



Thank You to Our 

Dedicated Premium Sponsors



1. Building a Quality Budget

What, How and Why
Practical application and tools

2. Financial Policies

What, How and Why
Where to begin and what to include

AGENDA 



Building a Quality Budget

•Required Budget Elements

•How does your budget teach school finance

•Budget Look and Feel 

•Strategically Resource your Organization



Understandable to the 

layperson

Contains key financial data

Must be timely!

Budget is a plan, it changes

Budgets 
Should…



Governmental Accounting Overview

• Full Accrual vs Modified Accrual

• Balance Sheet

• Assets

• Liabilities

• Fund Balance

• Statement of Revenue & Expenditures

• Revenues

• Expenditures

• Net Income

Chart of Accounts – Revenues

• Revenues

• Local (1000’s)

• State (3000’s)

• Federal (4000’s)

• Expenditures

• Fund

• Location

• Program

• Object

• Job Code

• Project Grant

Other Important Things:

• Fiscal Year-end    6/30

• Appropriations

• Encumbrances

• TABOR

• Long-Term Debt

• Investments



Required Budget 
Elements



Required Budget 
Elements
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Elements



Budget
Table of 
Contents



Budget
Assumptions



Budget

Appropriation 

Resolution



Use of Fund 

Balance

Resolution



Graphs & Charts



Graphs & Charts



General Fund Summary



Revenue Summary



Program Detail & FTE



Other Funds



Supplemental Information



Staffing 

Information



Bond Ratios



Uniform Budget 

Summary



Format

• Similar to Budget 

Format

• Same look & feel

• Interactive 

Formulas

• Net Income/Loss

Key Variables

• Recurring Budgets

• ENROLLMENT

• Staffing

• Inflation

• Bond Debt Service

Replacement Plans

• Building Maint

• Technology

• Curriculum

• Vehicles

• Equipment

Staffing

• Recurring FTE

• Class Size Adjusts

• New Positions

• Compensation 

Changes

• Benefit Changes.

5-Year Financial Forecast



5-Yr Financial Forecast



5-Yr Financial 
Forecast



5-Yr 
Financial 
Forecast



5-Yr 
Financial 
Forecast



Financial Policies 



Financial Policies: Guardrails for Mission, 
Accountability, and Trust

•Ensure Fiscal Responsibility

•Establishes clear guidelines for budgeting, spending and resource allocation

•Promotes accountability and create guardrails to ensure funds are aligned with the 

school’s mission, prevent misuse, and preserve resources for students.

•Compliance with Laws and Regulations

•Aligns with State and Federal law – ensures proper use of public funds

•Mitigate risk of further audits, penalties or loss of charter

•Builds Trust and Transparency

•Provides clarity with financial reporting which builds confidence in communities 

stakeholders

•Provides ethical stewardship to maintain public support

•Protects against fraud and waste

•Establishes internal controls to prevent misuse of funds and prioritizes spending

•Safeguards school assets with a defined process for spending and payroll.

•Prevents financial mismanagement 



Financial Policies: 
Board and Leadership Responsibility

• Ensure that your Board understands their responsibility to financial oversight. 

• Ensure that your Board and Leadership understand that they must adhere to the policies 
and procedures.

• Board and Leadership are able to: 

• Read and interpret monthly financial statements and identify financial trends

• Evaluate and approve the annual budget, and

• Understand and monitor key reporting requirements.

• Come up with a collaborative process with your board and ensure that your board 
understands the process of development and revision. 

• Define what the role of the Finance Committee should me and who should attend and how often



Financial Policies: Steps to Develop or Revise 

• Look at how your authorizer titles their financial polices, do yours align?

• Look at your charter contract which policies are on your waiver list which ones are 
automatically waived. 

• Meet with your authorizer to build relational capacity and clarify the process for waiver 
requests, especially if there's a waiver you haven't been waived out of and would prefer to 
have.

• Look at your charter contract what does the contract say about your financial 
responsibilities and how finances are handled? 

• Look at your charter contract and review which purchased services you are paying for and 
how much. 



Board Policy “D” Financial Series



• Budget Development & Monitoring

• Who is responsible for drafting and approving budgets?

• How often should the budget be reviewed against actuals?

• Cash Handling & Banking

• Procedures for deposits, reconciliations, and authorized 
signers.

• Policies around petty cash and online payments.

• Purchasing & Procurement

• Approval levels for expenditures.

• Competitive bidding requirements.

• Payroll & Human Resources

• Timekeeping and overtime approvals.

• Benefits administration and contract guidelines.

• Expense Reimbursement

• Documentation required (receipts, mileage logs).

• Timeframe for submission and payment.

• Asset & Inventory Management

• Tracking technology, furniture, and instructional materials.

• Policies for disposal or transfer of assets.

• Audit & Reporting Requirements

• Annual independent audits.

• Internal monthly/quarterly reporting to the board.

• DA - Fund Balance

• DB - Budget

• DC - Taxing & Borrowing

• DD - Grants

• DFA - Investments

• DID - Fixed Assets

• DKA - Payroll Procedures/Compensation

• DJ - Procurement & Contracting

• DO - Employee Misconduct

Key Policies of Focus Critical D Financial Policies
(CASB Nomenclature)



DA - Fund Balance

Does your District Really need this 
policy?

It can help create consistency with fund 
balance over a period of time.

It creates a healthy conversation with the 

Board of Education about an appropriate 
level of reserves.

What is the appropriate level?

Larger Districts need a smaller percentage
Smaller Districts need a larger percentage

Do you have enough fund balance for cash 
flow?

Remember:  A $1M roof is the same in any 
size district

Which Funds need a Fund Balance 
target?

General Fund is most important

Other funds probably less important



DA - Fund Balance Cont. 
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DA - Fund Balance Cont.
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DA - Fund Balance Cont.
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DA - Fund Balance Cont.
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• Most Budget Requirements are 
already set in statute
• Budget timelines
• Community Involvement
• Appropriation rules

DB Budget



DB - Budget Cont. 
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DB – Budget Cont. 

All resources of the district shall 
be directed toward ensuring that 
all students reach their learning 

potential.

Identify changes for optimal 
educational outcomes.

Superintendent to develop 
ongoing system to:

•Track resource allocation by school, grade, 
and program.

•Link inputs to student results and evaluate 
effectiveness.

•Propose better resource use for educational 
goals and teaching improvement.

Budget Preparation Process: BAAC 
Role: Each school’s Building 

Accountability Advisory 
Committee recommends 

expenditure priorities to the 
principal.

Principal Role: Considers BAAC 
input for budget requests to the 

superintendent.

Superintendent Role: Incorporates 
BAAC and DAAC (District 
Accountability Advisory 

Committee) recommendations 
into budget for Board.

DAAC Role: Provides expenditure 
priority recommendations to the 

Board and superintendent.

Board Role: Considers BAAC and 
DAAC priorities when adopting the 

annual budget.

Documentation: BAAC 
recommendations sent to DAAC 

and Board.



DB - Budget Cont. 

Key Requirements:

Include contingency plans if budget 
assumptions fail.

Present in a clear, layperson-friendly 
summary.

Itemize expenditures by fund and 
include school-level spending details.

Clearly describe proposed expenditures.

Show budgets for current and next fiscal 
year.

Adhere to state constitutional spending 
limits.

Incorporate school-level committee 
expenditure priority recommendations.

Enable accurate revenue and expense 
projections with disclosed assumptions.

Financial Safeguards:

Limit reliance on non-recurring 
revenues.

Ensure expenditures, transfers, and 
reserves do not exceed available 
revenues and fund balances.

Use beginning fund balance only with 
Board-approved resolution per state 
law.

Maintain minimum cash reserves (Board 
approval required for reductions).

Support Board development, audits, 
meetings, memberships, and legal fees 
adequately.

Long-Term Planning:

Ensure fiscal soundness and build 
organizational capacity for future goals.

Reflect employee compensation 
changes (inflation, steps, performance, 
benefits).

Comply with state and federal laws.

Allocate resources for facility needs.

Note: Budget 
must balance 
priorities with 
legal and fiscal 
responsibility.



DBJ - Budget - Budget Transfers

•Who is authorized to transfer between accounts

•Transfer between “Funds” must be BOE approved

•What signatures /approvals are required for transfers

•What thresholds need approval

Probably the most important element of a budget policy

•Principals/Dept Heads can transfer within their approved budget

•CFO/Business Manager can transfer for smaller unforeseen issues

•Superintendent has a higher threshold for unforeseen/emergencies

•Board of Education for high level requests

Best practices

•Break out part of your fund balance as a “Contingency” that can only be used for transfers above appropriated 
levels

•Track those transfers on a separate spreadsheet

•Don’t forget to appropriate Fund Balance/Contingency

Good Idea



DBJ - Budget - Budget 
Transfers  (Con’t)

BUDGET TRANSFERS In compliance with C.R.S. 22-44-112, budget 
transfers do not cross funds unless following the statute’s prescribed 
manner.  Instructional supplies and materials, instructional capital 
outlay or other instructional purpose accounts in the general fund will 
require prior approval of the school’s Executive Director of K12 
Education before transfer of moneys into a non-instructional account. 

Unencumbered moneys may be transferred among the instructional 
supplies and materials, instructional capital outlay and other 
instructional purpose accounts and by Colorado Springs School District 
11 Board of Education (the Board) resolution between the capital 
reserve fund, and the risk related activities fund or the risk 
management (insurance reserve) fund as defined in state law. 

The Superintendent may authorize transfers from the General Fund 
contingency reserve account up to a maximum of $100,000 per 
occurrence. The Chief Financial Officer may authorize transfers from 
the General Fund contingency reserve account up to a maximum of 
$50,000 per occurrence. 



DBJ - Budget - Budget 
Transfers  Cont. 

Limit contingency use: max 25%/year

Emergency reserves need Board 
approval

Superintendent may act in true 
emergencies

Board notified immediately of use

Quarterly reports include line-item 
transfers



DC - Taxing & Borrowing

Board of Education and Superintendent 
should always be required to approve 

any long-term borrowing

School District borrowing is limited 
under TABOR

Borrowing cannot exceed 1 year unless:

• Voter Approval

• Non-Appropriation Clause

• Lease with the ability to non-appropriate



DC - Taxing & Borrowing 
Cont. 

Short-term 
borrowing 

Must comply 
with TABOR 
restrictions

Board may 
authorize officers 

to sign notes

Borrowing only 
as needed for 

operations

Loans repaid 
within 2 months 
of fiscal year-end



DD - Grants

Grants Policies can be helpful for:

• Who’s allowed to submit a grant?
• What grant approvals are required 

before submission?
• Who manages the grant?
• Is there a grant threshold for inclusion as 

a grant vs a school-based student 
activity fund?

• Who is responsible for grant 
compliance?

• Is there a grants indirect charge to be 
applied?

• Are staff allowed to include “extra” pay 
for them/others in the grant?



DD - Grants Cont.

55

GRANTS – PRE-AWARD PLANNING AND BUDGETING 
• All grant-seeking activities by the District schools, District central offices, 

and external organizations seeking to partner with the District (with a 
value over $10,000) must be coordinated with the District Grants Office.  

• This ensures alignment with the District’s mission and priorities as well as 
makes certain the District has capacity to implement, monitor and 
evaluate grant-funded activities.  

• All grant-seeking activities over $10,000 shall be reviewed by the Director 
of Grants or his/her designee. The review process is managed through use 
of Intent to Apply forms submitted by all internal staff/office and external 
organizations wanting to apply for grant funding.  (see Exhibits DD-E-1 
and DD-E-2). 



DFA/DFAA - Investments

• All district funds not immediately needed for daily cash 

flow shall be invested in such a manner so as to 

accomplish the primary objectives of:

• Ensure the safety of funds

• Ensure that adequate funds are available to meet the 

financial obligations of the district when due, and

• Ensure for a market rate of return

Key Sections in Policy

• Eligible Investments

• Delegation of Authority/Authorization

• Fiscal Prudence

• Banking

• Reporting



Uniform Grant Guidance:

• Definition of Equipment has been raised from 
$5,000 to $10,000

• The rule is the most restrictive of limits applies
• If your policy is less than the Uniform Grant 

Guidance, then the policy takes precedent

Definition:

• Tangible personal property with a useful life > 1 
year

• Per-unit acquisition cost that meets or exceeds 
the local policy threshold of $10,000, whichever 
is less

• Per-unit cost includes shipping, installation and 
other costs related to “activating” the 
equipment

Recommendation: Update your grant policy to 
the higher $10,000 threshold

Link: 2CFR 200.1 Equipment

DID - Fixed Assets &

Federal Grant 
Capitalization Thresholds 



DID - Fixed Assets



DID - Fixed Assets Cont. 
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DKA - Payroll Procedures/Compensation

• This could be your most important policy
• Allows you to control things that often slip through the cracks
• Fantastic for budgetary controls

60

This regulation is intended to provide a framework to establish desired internal 
controls, specifically segregation of duties over the administration of compensation 
payments. Administration of compensation payments includes the following items:  

• Authorization of permanent FTE 
positions  

• Authorization for temporary FTE 
positions  

• Authorization of substitutes/guest staff 
workers  

• Authorization of salary schedules  
• Authorization of hourly pay rates  
• Authorization of employment contracts  

• Non Recurring Compensation 
• Stipend payment approvals
• Mileage allowance approvals
• Extra duty pay authorization
• Overtime pay authorization
• Incentive Payments
• Over/Under Payments
• Change in Pay Calendar
• Change in Employee Contract term (days)
• Salary Advances
• All other payments not covered above  



DJ - Procurement & Contracting

Contracting policies can save a school thousands of dollars

Avoids/prevents contract disputes

Assures fair practices

Sets contracting preferences
Authority to sign contracts

Thresholds for approval

Purchase Order Process & Integration w/Policy



DJ - Procurement & Contracting Example

62

General Guidelines (Subject to Policies DJ/DJA, DJE):
• Purchases governed by total cost tiers.

Purchase Tiers:
• Up to $3,500: No special procedures required.
• $3,500 - $14,999: At least 3 documented verbal price quotes.
• $15,000 - $34,999: At least 3 documented quotes with written confirmation (e.g., website 

screenshot, email, letterhead).
• $35,000 - $49,999: Competitive proposal process, CFO approval required.
• $50,000+: Competitive bidding process, Board approval required.

District Best Interests:
• Superintendent/CFO (up to $50,000) or Board ($50,000+) may waive procedures if 

competitive processes increase costs or harm district.
Emergencies:

• Defined as: (a) imminent health/safety risk, (b) imminent property damage, or (c) 
excessive financial/liability risk from delay.

• Immediate purchases allowed; no quotes or bidding required. Employee must submit 
emergency requisition to CFO with explanation post-purchase.

Note: All purchases must align with district’s best interest.



DO - Employee Misconduct (Whistleblower)

63

• Definitions:
• Fraud is defined as an intentional deception, misappropriation of resources or the 

manipulation of data to the advantage or disadvantage of a person or entity. 
• Some examples of fraud include:  

• Theft of cash or fixed assets   
• Falsification of expenses, invoices and requests for funding  
• Failure to account for monies collected  
• Alteration or falsification of records 

• Corruption is defined as the offering, giving, soliciting or accepting of an incentive or 
reward that may improperly influence the action of a person or entity. 

• Some examples of corruption include: Bribery, Conspiracy, Extortion 

• Also known as a whistleblower policy

• Auditors like this for internal controls
• Provides a policy for employees to report
• Needs an accompanying online form (preferably anonymous)



DO - Employee Misconduct

Also known as a whistleblower 
policy

Auditors like this for internal controls

Provides a policy for employees 
to report

Needs an accompanying online 
form (preferably anonymous)



Board Policy  The “G” Personnel Series



Board Policy - The “G” Series

“G” Series policy control 
employment and leave accruals

These all have financial 
implications 
GASB 101 (Comp Absences) now recognizes 
more liability for accrued leave



Board Policy - The “G” Series Cont.

GBEB - Staff Conduct

GBJ - Personnel Records & Files

GBGF - FMLA
Follow Federal Law

Know the new law on Intermittent FMLA

Coordination between Employee Handbook and Board Policy

Is your handbook adopted by the Board?



GBEB - Staff Conduct

68

All staff members, regardless of their position, have a responsibility to make themselves 

familiar with and to abide by federal and state laws as these affect their work, and the policies 

and regulations of the district.

•Responsibilities:
• All staff must model behaviors promoting local, national, and global stewardship for students.
• Exemplify professional behavior in scholastic, athletic, and all communications (written/oral).
• Prohibited behaviors: profanity, inappropriate jokes/gestures, sexist/racist comments, electronic 

harassment/cyberbullying.
• Maintain professional boundaries per policy regulations.
• Encourage and support colleagues in meeting these standards.

•Enforcement:
• Supervisors/administrators ensure policy compliance.
• Supervisors must consult personnel services upon noticing inappropriate behavior.
• Violations may lead to discipline, including termination.

Note: Adherence is mandatory for all staff to foster a positive environment.



GBEB - Staff Conduct Cont. 

Each staff member 
must observe rules 
of conduct 
established in law 
which specify that 
a school employee 
must not:

Disclose or use 
confidential 
information 
acquired in the 
course of 
employment to 
substantially 
further personal 
financial interests.

Staff must not 
accept gifts or 
economic benefits 
of substantial 
value that could 
improperly 
influence their 
impartial duties or 
appear as a reward 
for actions taken.

Engage in a 
substantial 
financial 
transaction for 
private business 
purposes with a 
person whom the 
staff member 
supervises.

Perform an action 
which directly and 
substantially 
confers an 
economic benefit 
tantamount to a 
gift of substantial 
financial interest 
or is engaged as 
counsel, 
consultant, 
representative, or 
agent.



GBEB - Staff Conduct Cont. 

70

It is not considered a breach of conduct for a staff member to:

● Use school facilities and equipment to communicate or correspond with constituents, 

family members or business associates on an occasional basis.

● Accept or receive a benefit as an indirect consequence of transacting school district 

business.

Essential to the success of ongoing school operations and the instructional 

program are the following specific responsibilities which must be required of all 

personnel:

● Faithfulness and promptness in attendance at work.

● Support and enforcement of policies of the Board and regulations of the school 

administration in regard to students.

● Diligence in submitting required reports promptly at the times specified.

● Care and protection of school property.

● Concern and attention toward the safety and welfare of students.  



GBGF - FMLA

71

• Applicability: Covers all FMLA leaves; terms (e.g., "serious health condition," "qualifying exigency") 
defined by FMLA regulations.

• Eligibility:
• Employed for at least 12 months and 1,250 hours in the prior 12 months.
• Full-time teachers meet hourly requirement but must meet 12-month rule.

• Permitted Reasons for 12 Weeks Leave/Year:
• Birth and care of newborn.
• Adoption or foster care placement.
• Care for spouse, child, or parent with serious health condition.
• Employee’s own serious health condition preventing job performance.
• Qualifying exigency due to family member’s covered active duty.

• Special Provisions:
• Dual-employed spouses limited to 12 weeks total for reasons 1, 2, parent care (3), or 5.
• Child care leave ends when child turns one or 12 months post-adoption/foster care (includes step-

parents, loco parentis).
• Up to 26 weeks leave in a 12-month period to care for a covered servicemember with serious 

injury/illness (for eligible spouse, son, daughter, parent, or next of kin).
• Note: Leave entitlements align with FMLA guidelines.



GBGF – FMLA Cont. 

72

• Leave Duration:
• Max 12 weeks in a rolling 12-month period (backward from leave date) unless caring for a covered 

servicemember.
• Max 26 weeks in a 12-month period (starting from first servicemember care leave) for 

servicemember care, with other reasons limited to 12 of those 26 weeks.
• Dual-employed spouses: Max 26 weeks total for servicemember care or combined with reasons 1, 2, 

3, or 5.
• Intermittent/Reduced Leave:

• Allowed for medical necessity (employee, family, servicemember) or military exigency; not for 
birth/adoption/foster care.

• District may transfer employee to equivalent pay/benefit role to accommodate absences.
• Employees must schedule planned treatments to minimize disruption; foreseeable intermittent leave 

may require job transfer.
• Teachers requesting >20% intermittent leave may be required to take continuous leave.

• Benefits and Protections:
• District maintains group health insurance during approved leave at pre-leave levels.
• District may seek reimbursement if employee doesn’t return, per law.
• No loss of accrued employment benefits during FMLA leave.

• Note: Leave policies align with FMLA regulations and district operational needs.



GBGF - FMLA Cont. 

• Reinstatement after FMLA leave

• Upon return from FMLA leave, most 
employees are restored to their original or 
equivalent positions with equivalent pay, 
benefits and other employment terms. 
Certain highly compensated employees 
(“key” employees) may have limited 
reinstatement rights.

• Notwithstanding any other provision of this 
policy, an employee has no greater right to 
reinstatement or to other benefits and 
conditions of employment than if the 
employee had been continuously employed 
during the period of FMLA leave.

• Use of accrued paid leave

• To the extent permitted by law, the district 
requires that employees use any accrued 
paid leave (such as annual or accrued sick 
leave) concurrently with their FMLA leave.

• Development of procedures

• The superintendent or designee shall develop 
procedures to require appropriate medical 
certifications, notification and reporting which 
are consistent with law. The procedures shall 
describe how the district will post notices 
concerning the FMLA and other steps the 
district shall take to inform employees of the 
FMLA’s requirements.

• Compliance with governing law

• The district shall fully comply with the FMLA 
and shall be entitled to take all actions and 
exercise all options authorized under the 
FMLA and consistent with this policy and its 
accompanying regulation. In the event that 
this policy or its accompanying regulation 
conflict or are otherwise inconsistent with 
mandatory 



Resource and Continued Support

• Colorado League of Charter School Board 
Governance Playbook and Training

• Customized training by the Colorado League of  
LeadJoy Education Solutions



Questions?

Kim McClelland and Glenn Gustafson 
leadjoyed@gmail.com

mailto:leadjoyed@gmail.com


Thank you!
Kim McClelland and Glenn Gustafson 

leadjoyed@gmail.com
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CONTACT US ANYTIME

Online at: coloradoleague.org > about > who we are > league staff

.

President 

Dan Schaller   |   dschaller@coloradoleague.org

Civic Affairs and CLCS Action

Kyle DeBeer   |   advocacy@clcsaction.org

Regional Advocacy 

Kyle DeBeer   |   advocacy@clcsaction.org

Legislation and Policy 

Prateek Dutta   |   advocacy@coloradoleague.org

Events 

Caymin Harper   |   events@coloradoleague.org

Communications and PR 

Pete Mason   |   communications@coloradoleague.org

Board Training and School HR 

Bill Knous |   boardtraining@coloradoleague.org

New Schools and Enrollment Growth

Bill Knous |   growth@coloradoleague.org

Academic Services

Karolina Villagrana |   academic@coloradoleague.org

Exceptional Education

Karolina Villagrana |   exceptional@coloradoleague.org

Business and Operations Support

Patti Glock   |   business@coloradoleague.org

League Operations and Billing

Mark Heffner   |   renewals@coloradoleague.org



HOW DID WE DO?
www.surveymonkey.com/r/CLCS-trainingPlease take a moment to help us improve.



charter411@coloradoleague.org



Construction Bonds and 
Intercepts

DATE: September 5th 2025



Thank You to Our 

Dedicated Premium Sponsors



• Finance Options

• Tax-Exempt Bank vs. 
Bond Loans

• What to Prepare

• Debt, Bonds and 
Intercept Program

AGENDA 



Key Considerations Bank vs. Bond Financing

19

Bank Financing Bond Financing

Timing Rates can potentially be locked upon 
executing a term sheet rather than
having to wait until closing

Rates cannot be set until pricing

Balloon Payment Shorter term (5, 7, or 10-year
terms). Will expose the School to a
balloon payment in the future and
thus future interest rate and market
risk

Structured with a fixed interest rate
for the life of the financing, there will
not be a balloon payment

Financial Covenants & Additional Debt More restrictive financial covenants and 
additional debt is typically subject to
investor consent

Covenants set at market levels and
allows for an objective additional debt
test

Prepayment Flexibility May allow for more flexible prepayment
(3-5 years)

Not callable for 10 years (could be 7-9
years at a cost)

Depository Relationship Banks often require a depository
relationship with the school

No depository relationship requirement



Financing Process



Steps to Prepare
This is list of a few examples of what to have ready for a finance package for 
investors: 

• Five-year financial forecast along with detailed enrollment projections by grade

• Analysis of student assessment and testing or dashboard information

• Academic or school accolades 

• Narrative on relationship with the district and charter renewal expectation 

• Annual district performance report 

• Board bylaws and charter contract

• Board term start and expiration date for members

• Board member information and Bios

• Historical student retention rates and staff retention rates based on number of years 
requested

• Faculty education composition rates (e.g. number of with bachelor’s degrees, master’s, 
doctorates, etc.)



TABOR
Article X, Section 20



Debt, Bonds & TABOR 
Restrictions

• Must be repaid within 60/90 days

Short-Term Debt

• Allowable Circumstances

• Cash Reserves = Total Debt Service of all 
years

• Voter Approval (difficult for charters)

• Non-Appropriation Clause

• COPs have a non-appropriation clause

• All multi-year leases must have a non-
appropriation clause

Long-Term Debt



Bonds & COPs Overview

General Obligation (GO) Bonds

• Backed by the full faith and the credit of all taxpayers

• District is REQUIRED to levy enough mills for debt 
service

• Requires voter approval 

• Limited to 20% of Assessed Valuation (with 
exceptions)

• Bond mill levy covers annual principal and interest

• Bonds typically come in $5,000 increments and pay 
interest semi-annually

Certificates of Participation (COPs)

• Are a lease-purchase transaction

• Do NOT require voter approval

• Do NOT have a mill levy, debt service funded by GF 
or CRF

• Are not limited by Assessed Valuation

• Trade just like bonds in terms of $5,000 increments

• The Board of Ed CAN non-appropriate and default on 
COPs



Finance Team

Principal Players

• Staff

• Bond Counsel - (Butler Snow and Kutak Rock)

• Financial Advisor - (contact bond counsel)

• Underwriter - (RBC and Stiefel)

• Disclosure Counsel/Underwriter’s Counsel

• Rating Agencies

• Consulting Engineer/Rate Consultant



Bond Ratings

What is a Bond Rating?
Measure of risk to 
bondholders

Agencies:  S & P, 
Moody’s and Fitch

Reflects issuer’s ability 
and willingness to repay 
debt on time and in full 
(who, how, what)

Denotes credit quality 
by rating level

Independent opinion 
(subjective process)

Forward looking 
projection

Each credit is unique



Bond Ratings Cont.

Value of Bond Ratings

• Maybe lower interest rates on bonds if 
insurance purchase but state intercept 
may overcome

• Access to market for lesser-known 
credits

• More efficient secondary market 
trading

• Increased investor demand

• Some institutional investors can only 
purchase certain rated securities



Bond Documents

Bond Resolution or 
Indenture

Official Statement
Bond Purchase 

Agreement
Competitive Sale 

Documents

Continuing 
Disclosure 
Certificate

Other Documents
A lot of work 

(mostly by the 
CFO/Business Mgr)



Bond Documents Cont.

Official Statement (O/S)

• Prepared by Disclosure Counsel or 
Underwriter’s Counsel

• Not a sales document

• Disclosure standard

• No untrue statement

• No material omission

• Issuer is responsible for disclosure

• Certificates and Opinions

• Disclosure subject to rules promulgated 
by the SEC



Pricing and Sale

Call Features

• Optional redemption

• Issuer’s right to prepay after a stated date at specific price

• Call Date – typically 8 to 10 years from date of issuance

• Call Premium – typically 100 at par (100 percent)



Pricing and Sale Cont.

Method of Sale

• Competitive Sale

• Underwriters bid against each other

• Specific bid date and time

• Sealed or electronic bid

• Awarded by lowest true interest cost

• Negotiated Sale

• Underwriter chosen prior to sale

• Assists with structuring and pre-marketing

• Greater market timing flexibility

• Private Placement



Post-Closing

Topics

• Managing rating and rating agency relationships

• Maintenance of funds and accounts

• Other resolution requirements

• Arbitrage

• Investment of proceeds



Continuing Disclosure
EMMA and Municipal Market Transparency

http://www.emma.msrb.org/

http://www.emma.msrb.org/


State 
Intercept 
Program



State Intercept Program



Questions?

Kim McClelland and Glenn Gustafson 
leadjoyed@gmail.com

mailto:leadjoyed@gmail.com


Thank you!

Kim McClelland and Glenn Gustafson 
leadjoyed@gmail.com

mailto:leadjoyed@gmail.com


CONTACT US ANYTIME

Online at: coloradoleague.org > about > who we are > league staff

.

President 

Dan Schaller   |   dschaller@coloradoleague.org

Civic Affairs and CLCS Action

Kyle DeBeer   |   advocacy@clcsaction.org

Regional Advocacy 

Kyle DeBeer   |   advocacy@clcsaction.org

Legislation and Policy 

Prateek Dutta   |   advocacy@coloradoleague.org

Events 

Caymin Harper   |   events@coloradoleague.org

Communications and PR 

Pete Mason   |   communications@coloradoleague.org

Board Training and School HR 

Bill Knous |   boardtraining@coloradoleague.org

New Schools and Enrollment Growth

Bill Knous |   growth@coloradoleague.org

Academic Services

Karolina Villagrana |   academic@coloradoleague.org

Exceptional Education

Karolina Villagrana |   exceptional@coloradoleague.org

Business and Operations Support

Patti Glock   |   business@coloradoleague.org

League Operations and Billing

Mark Heffner   |   renewals@coloradoleague.org



HOW DID WE DO?
www.surveymonkey.com/r/CLCS-trainingPlease take a moment to help us improve.



charter411@coloradoleague.org
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Afton Partners is an impact-driven consultancy that 

reimagines and implements systems, policies, and practices 

that improve lives. 

Afton’s work with charter schools builds strategic finance 

capacity. We support charter schools in understanding the 

future of your finances, illuminating the short & long-term 

financial implications of organizational decisions, like capital 

projects, expansion, instructional models, & compensation 

strategy. 

We have partnered with close to 100 charter school networks 

of all sizes around the country including many here in 

Colorado.



Carrie Stewart
CO-FOUNDER & CEO | AFTON PARTNERS

EXPERIENCE

• Advisor to ~60+ charter school 

networks

• CFO Coach & CoP facilitator

• Charter school board member

• Seminal charter school 

CFO/COO experience in New 

Orleans

Advisor & Operator

Education Finance
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EXPERTISE

• Financial strategy, planning, & 

sustainability

• School funding policy

• Financial governance



Today’s Agenda:

Today’s Operating Climate & The 

Financial Implications

Four Leadership Priorities – And 

Actions to Take

Reflections



In a tough policy and operating climate, 

what personal leadership strength or habit 

are you leaning on the most?
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THE UNCERTAINTY YOU ARE NAVIGATING

Getting Grounded in the Facts of 

your Operating Climate

111



Forces that are constraining your school’s resources

ESSER

Economy

Enrollment

Employees

Exceptional Needs

Expectations

Environment

one-time federal funding ended, paired with persistent achievement gaps

rising costs outpacing revenue growth

declining K12 public school enrollment in many areas across the nation

talent difficult to find and competitively compensate

increasing student needs individually and in aggregate

increasing pressures and expectations for services

federal policy & funding uncertainty necessitating scenario planning

112



National birth rates are at an all-

time low. Each year a larger 

student cohort graduates and is 

replaced by a smaller student 

cohort.

Birth Rates 

Affecting 

Enrollment

113

10th graders in 2023, graduated 

last spring

Kindergartners in 2023

Kindergartners

U
S

 L
iv

e
 B

ir
th

s

16%
Decline in births since 2007.

Historic Lows
US Births on a rate basis are the 

lowest in history, mirroring trends 

in nearly all developed countries

1,000,000
fewer people under 18 living in 

the US in 2020 versus 2010, 

while the adult population 

increased 24,000,000, 

highlighting that immigration is 

not able to off-set fewer births.

3,500,000
Decline in public school 

enrollment by 2030 from the 

2019 peak, as projected by 

NCES; the first decline since the 

Baby Boomers. This decline is 

more than the entire enrollment 

of Florida.
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July 1 Federal Funding Freeze, then Unfreeze

OBBBA (timing impact on schools possibly SY 26-27 and beyond)

Proposed FY26 federal education budget (impacting schools FY27)

Your own state & local funding news

There are significant federal, state, and 

local funding matters to stay abreast of



115

The July 1 federal ed funding freeze held up these grants 

over a few weeks in July, until they were reinstated

**State by state estimate: https://www.edweek.org/policy-politics/see-how-much-school-funding-trump-is-holding-back-from-your-state/2025/07

District by District estimate: https://www.edweek.org/policy-politics/see-how-much-federal-money-trump-is-holding-back-from-your-district/2025/07

https://www.edweek.org/policy-politics/see-how-much-school-funding-trump-is-holding-back-from-your-state/2025/07
https://www.edweek.org/policy-politics/see-how-much-federal-money-trump-is-holding-back-from-your-district/2025/07
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According to the Washington Post*:

“The administration official said Friday that “guardrails” will be in place “to ensure these funds will 

not be used in violation of executive orders or administration policy.” It was not immediately 

clear what those guardrails will be or when school districts will see the funds.”

*https://www.washingtonpost.com/education/2025/07/25/school-funds-released-trump-omb/

The previously frozen funds are being released to states, 

under policy guardrails that are yet to be fully defined

https://www.washingtonpost.com/education/2025/07/25/school-funds-released-trump-omb/
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On July 4, 2025, OBBBA was signed by the President, 

with substantive cuts to Medicaid and SNAP

While the timing and extent of school impact is not totally clear, we anticipate:

➢ Implementation of the cuts will take time (earliest implementation is likely end of 2026)

➢ More children suffering from food, housing, and healthcare insecurities years from now

➢ Lower counts of students qualifying via direct certification for certain poverty-based funding, 

as early as 2nd semester 2026-27

➢ Pressure on state budgets to make up for the lack of food and health care support for 

millions of Americans, adversely impacting education funding

➢ More difficult processes for collecting Medicaid for school-based services

https://www.aarp.org/advocacy/snap-medicaid-changes-timeline.html

https://www.the74million.org/article/medicaid-cuts-in-trump-tax-bill-spark-fears-for-child-health-school-services/

https://bellwether.org/blog/what-the-one-big-beautiful-bill-act-means-for-the-social-safety-net-in-k-12-schools/

https://www.edweek.org/policy-politics/how-medicaid-snap-changes-in-trumps-big-budget-bill-could-affect-schools/2025/07

https://www.aarp.org/advocacy/snap-medicaid-changes-timeline.html
https://www.the74million.org/article/medicaid-cuts-in-trump-tax-bill-spark-fears-for-child-health-school-services/
https://bellwether.org/blog/what-the-one-big-beautiful-bill-act-means-for-the-social-safety-net-in-k-12-schools/
https://www.edweek.org/policy-politics/how-medicaid-snap-changes-in-trumps-big-budget-bill-could-affect-schools/2025/07
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The proposed FY26 federal education budget could 

materially impact public education resources for FY27 

and beyond
Trump proposed federal education budget revealed in Spring 2025 includes proposals for:

➢ Steady funding for Title I-A, IDEA, Head Start.

➢ $60M increase for charter school program grants. 

➢ Consolidation of 18 competitive grants into 1 with cuts of close to $4B of the current $6B.

➢ Elimination of $890M Title III-A (EL). 

➢ “Re-envision and re-compete” $1B school mental health grants (SBMH).

➢ Elimination of Preschool Development Grants (PDG). 
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However, on July 31, 2025, Senators advanced a bill that 

rejected most of the President’s proposed cuts to 

education

➔ Title I-A

➔ IDEA

➔ Head Start

➔ Existing federal grant programs in separate funding 

streams

➔ Staffing in key US ED offices including OCR, IES

➔ “Send funds to states and schools on time; 

➔ Maintain staffing necessary to execute tasks 

required by law; and 

➔ Prohibit the department from offloading core 

functions to other agencies.”

MAINTAINS FUNDING FOR: INCLUDES REQUIREMENTS FOR US ED TO:

Source: https://www.edweek.org/policy-politics/senators-including-republicans-reject-all-of-trumps-proposed-education-cuts/2025/07

Congress has a goal of finalizing the FY26 federal budget before October 1. This will impact schools for FY 2026-27. 

The negotiations are far from over!

https://www.edweek.org/policy-politics/senators-including-republicans-reject-all-of-trumps-proposed-education-cuts/2025/07


⮚ Enrollment & attendance might be at risk due to 

deportation fears and potential increase in 

housing, food, medical insecurity.

⮚ Magnitude of funding for largest of federal sources 

in education (Title I-A, IDEA) are already 

appropriated and expected to remain steady for 

2025-2026.

⮚ Specific federal grants may be impacted in timing, 

if not magnitude.

⮚ Pressure on state budgets to make up for federal 

Medicaid & SNAP cuts, potentially adversely 

impacting education funding

⮚ OBBBA substantively cuts Medicaid & SNAP, 

likely adversely impacting students and school 

access to poverty-based ed funding.

⮚ Material change to federal education dollars may 

occur in magnitude and rules.

⮚ Costs may increase from tariffs, particularly public 

facility construction and technology

⮚ Increase in public servant mobility and stress, 

risking program quality and sustainability
120

Consider some potential financial impacts from federal 

policy shifts and actions for FY26 and beyond

IMMEDIATE / NEAR TERM (0-12 MONTHS) MID-TERM (1-3 YEARS)
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Colorado has a state-funded universal meals program, so the anticipated Medicaid & SNAP 

enrollment drops do not directly impact your meal funding

➔ The risk is more about if state budgets are cut as a result of the federal funding pressure 

and the fact that the state program is already running a deficit

Colorado has instituted a new state formula - its impact will be felt to the extent more money 

can be put into the state education budget. The state budget may be squeezed in the coming 

years.

And, what about our Colorado context?
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Monitoring your federal and state funding changes gives 

you important context for decision making.

WHAT WE CANNOT CONTROL:

Federal and state actions

Funding rates

Family mobility

Birth rates 

WHAT WE CAN CONTROL:

Our planning process, including scenario planning -

where risks are identified and mitigation strategies 

are developed

Our communications, including the tone we set for 

our teams and constituents

Our operations & execution, including changes to 

resource allocation to meet evolving needs



Financial Health: What are you aiming to achieve? 
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Source:

SUSTAINABLE

Aligning financial resources with 

their mission and strategic plan

Spending within their means and 

saving money to increase reserves

Building credit-worthiness to 

support future borrowing for 

facilities and other needs

RESILIENT

Making budget assumptions that 

are reasonable and conservative

Monitoring and projecting cash 

position with margin for error

Building waitlists to support full 

enrollment

Thinking ahead, considering 

different scenarios, and making 

contingency plans

COMPLIANT

Over-communicating the existential 

importance of following financial 

rules and regulations

Operating with clear financial 

policies, procedures, and controls

Establishing systems to meet debt 

covenants, support clean audits, 

and hold all team members 

accountable
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How might the current operating 

climate impact priorities in your 

role? Why?

Pair & Share
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WITH PRACTICAL ACTIONS FOR LEADERS

Four Priorities for Leaders During 

Financial Uncertainty



Revenue Strategy

Focus on enrollment 

and diversify revenue 

sources

Communication

Engage your team 

toward clarity and 

sound decision-making

Cash Planning

Plan for delays in 

reimbursements and 

conserve cash

Four Leader Priorities During Financial 

Uncertainty
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Risk Management

Quantify your risks and 

scenario plan some 

options

0

1

0

2

0

3

0

4



01Communication
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1. Bring some of the slides on operating climate to your board 

and team to lay the context. Facilitate dialogue.

2. Identify decisions you are making that are materially impacted 

by the operating climate, like facilities, growth, staffing, 

compensation, talent strategy.

3. Quantify the potential impact of operating climate matters as 

part of your decision making (e.g., downside enrollment).

4. Establish your finance committee for the year and ensure 

their engagement to support your decision making.

5. Acknowledge the operating climate context in full staff 

communications for transparency and clarity.
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Here are some guiding questions you can use with your 

board members and team to engage on the operating 

climate

STRATEGIC ALIGNMENT & IMPACT

• Which of these pressures feel most relevant to our 

school’s mission, strategy, and financial stability?

• What assumptions in our current strategy might be 

challenged by these developments?

• What upcoming organizational decisions are 

substantially impacted by this operating climate?

• Where are there potential opportunities in this 

climate that we should be exploring?

GOVERNANCE & COMMUNICATIONS

• What role should the board play in monitoring and 

responding to these changes?

• How can the board ensure accountability for 

navigating these external risks?

• How should we communicate these risks and 

opportunities to our staff, families, and funders?

• What messages will build trust and confidence in our 

ability to adapt?



COMPOSITION
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Define roles for CEO, 

CFO, Finance 

Committee

CHARGE

Identify & provide 

materials for sound 

decision making

CONTENT

Build & sustain 

required skill sets 

and engagement

CADENCE
COLLABORATIO

N
Build the strategic 

conversations across 

CEO, CFO, Board

Meet monthly or bi-

monthly, considering 

“arc of the year” 

Intentional financial governance increases impact and improves sustainability especially 
during a time of challenging economic and policy forces. 

If you don’t have a fully effective finance committee, it’s not too late to make it happen!

A well-functioning finance committee is an enabling 

condition for financially sustainable decision-making



Align ED, Board Chair, Finance Lead on prioritizing this committee, including a 
commitment for the board to be populated with engaged, financially-literate members 
who are willing to meet at least bi-monthly if not monthly

Name a committee chair and ensure a relationship is cultivated between 
management & the committee chair

Ensure the committee chair creates a role description for the committee in 
alignment with management

Calendar the entire fiscal year of finance committee meetings, upfront

Determine a format for your financial reporting for the committee alongside your 
accounting provider – start with something simple and do-able, then later name 
what you might build toward

130

How might you successfully launch or reinvigorate a 

board finance committee?



Compassionate

Communication 

example
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3 Transparent

1 Consistent

KIPP NC Colleagues Across Schools and RST—I hope this email finds you all well.

Since I emailed you on March 13 acknowledging the highly uncertain times we’re living through, I have been uplifted by seeing and hearing our KIPP team and family 

remain committed to our mission, show up for our students and families, and produce absolute magic for our KIPPsters and one another. Thank you for all of that. Thank 

you for your life’s work.

There continues to be a tremendous amount of economic, social, and political uncertainty in our state and country. In many high-profile instances over the past several 

weeks, we have already started to see the impacts of federal cuts and hiring freezes take hold in districts and educational organizations all around us.

We have started to receive our 2025-26 budget planning guidance from the state, and these are the two decisions we have made because of it:

1. Holding 2025-26 Salaries at Current 2024-25 Levels: We will keep all base salaries (those at both schools and RST) at their current amounts for the next school 

year. This means that we will be headed into a new fiscal year on July 1 without our traditional pay increases (either through a step increase or a cost of living 

adjustment).

2. Reducing 2025-26 Staffing: Even with us freezing salaries next year, all schools and RST are projected to have significant budget deficits next fiscal year with our 

current staffing models. As such, starting as early as Monday, April 7, we will begin having individual conversations with staff to communicate which positions will 

be renewed and which will need to be eliminated in the next fiscal year. In either case, school-based staff will be notified by Friday, April 11, of your job status for 

the 2025-26 school year; RST-based staff will be notified by Friday, April 25. This will allow all of us to begin planning for our next steps beyond June 30. If you 

are being offered a position for the next school year, you will receive an offer letter by May

Please take this time over the weekend to process this information and prepare questions you may have for your principals or managers next week.

As I shared in March, we must be fortified by our mission during this time of unprecedented upheaval. KIPP was founded because the students and communities we serve 

face diverse challenges, many of which span generations and are exacerbated by difficult economic times. KIPP was founded by a group of resilient, creative, and results-

oriented leaders across the country who decided to stand as a bulwark against those forces.

We are responsible for carrying on that legacy today. I urge us all to find strength in and recommit to our mission through these times.

Sending you much love and appreciation tonight and always,

Tim

2 Informative

4
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What is one major decision you 
making in the next year with your 

team where communication on 
operating climate is relevant?



02Risk Management
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1. Quantify your exposure to specific federal grants (which 

specific federal funds are you claiming, for how much 

annually?)

2. Create a few scenarios on your biggest operating risks within 

today’s climate (e.g., federal funds, enrollment, construction 

costs) – what would the budget impact be?

3. Identify & prioritize what works for student outcomes as you 

plan for trade-off decisions

4. Partner with your back-office provider for support in your 

scenario and cash planning
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This charter school network identified $900,000 (9%) 

from federal funds out of $10M total revenue, with 

varied risk
Federal Revenue Total Funds Grant Risk

Title I-A $400K Low

Title II-A $25K Medium

Title III-A $50K Medium

Title IV-B $100K Medium

CACFP Food Reimbursement $325K Low
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For those concerned about enrollment and federal 

funds risks, a scenario planning tool like this can 

quantify funding impact
Enrollment Change 0 +15 -15 -25 -35 -50

0% $0 $225,000 ($225,000) ($375,000) ($525,000) ($750,000)

10% ($90,000) $135,000 ($315,000) ($465,000) ($615,000) ($840,000)

20% ($180,000) $45,000 ($405,000) ($555,000) ($705,000) ($930,000)

30% ($270,000) ($45,000) ($495,000) ($645,000) ($795,000) ($1,020,000)

40% ($360,000) ($135,000) ($585,000) ($735,000) ($885,000) ($1,110,000)

50% ($450,000) ($225,000) ($675,000) ($825,000) ($975,000) ($1,200,000)%
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This tool can be used to determine the extent of operational changes needed if a 

combination of enrollment and federal grants are lost.



03
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1. If possible, build cash reserves for FY26+, and/or 

increase your cash target closer to 90 days of cash

2. Establish or renew your line of credit

3. Ensure you are submitting grant reimbursements 

timely

4. Project your monthly cash flow, revising it each 

month

5. Identify what you will delay if funding 

reimbursements slow down

Cash Planning



Project your sources and uses of funds to anticipate your cash 
balance and days of cash on hand
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Scenario A Jul-25 Aug-25 Sep-25 Oct-25 Nov-25 Dec-25

Per Pupil $         750,000 $         750,000 $         750,000 $         750,000 $         750,000 $         750,000 

Fed Funds $         175,000 $         175,000 $                      - $         225,000 

Other $           15,000 $           15,000 $           15,000 $           15,000 $           15,000 $           15,000 

Total Sources of Cash $         940,000 $         765,000 $         940,000 $         765,000 $         765,000 $         990,000 

Personnel $         625,000 $         625,000 $         625,000 $         625,000 $         625,000 $         625,000 

Services & Supplies $         250,000 $         350,000 $         250,000 $           10,000 $           10,000 

Rent $           75,000 $           75,000 

Other $         125,000 $         125,000 $           35,000 $           10,000 $           10,000 $           10,000 

Total Uses of Cash $     1,000,000 $     1,100,000 $         985,000 $         645,000 $         645,000 $         710,000 

Projected Net Cash Flow $         (60,000) $       (335,000) $         (45,000) $         120,000 $         120,000 $         280,000 

Beginning Cash $     1,250,000 $     1,190,000 $         855,000 $         810,000 $         930,000 $     1,050,000 

Jul-25 Aug-25 Sep-25 Oct-25 Nov-25 Dec-25

Ending Cash $     1,190,000 $         855,000 $         810,000 $         930,000 $     1,050,000 $     1,330,000 

Days of Cash on Hand 42 30 29 33 37 47 



This school is starting the year with ~45 days of cash and a balanced 
budget, with some ebbs and flows that matter if there is a surprise
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Less than 30 

days of cash – at 

risk if delay in 

per pupil funding

Heading into the 

next school year 

with ~45 days of 

cash



This same school had $900,000 of federal funds for the year. If those 
funds end up delayed by 4 months, it puts October payroll at risk

139

Heading into the next 

school year with about 

a month of cash

The first payroll of October will come 

close to depleting these funds
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Table Exercise

Review Cash Flow 

Scenarios A, B, C, D
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As a table, answer for each scenario…

1. What is your takeaway about future cash, in totality and 

at different points of the year?

2. What steps might you take if was your projected cash 

flow? Why? 



142

Tactics for mitigating this kind of temporary cash flow 

challenge

STAGE COMMITMENTS
HOLD MAJOR 

EXPENSES
BOLSTER LIQUIDITY

Increase, renew, and/or 

establish your line of credit.

Ask funders to pull forward 

commitments.

Monitor monthly cash flows.

Identify major costs that might 

need to be delayed, including 

facilities, equipment, tech 

purchases, and filling 

vacancies.

Renegotiate contracts.

Delay decisions on contracts, 

programming, or new 

positions that would need to 

be cut if student enrollment is 

lower than expected or if you 

need to conserve cash.

Adapted from Charter School Growth Fund content, 2024.



Revenue Strategy
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1. Fully resource data-driven student recruitment

strategies

2. Strategically over-enroll certain grade levels where 

possible

3. Identify opportunities for diversifying revenue 

streams 

04



Five power moves to drive healthy student 

enrollment and financially sustainable schools
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Know your market

Set data-driven targets

Invest in marketing spend, staffing, and systems

Monitor progress and make adjustments

Share ownership & accountability

Source:
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Examples of diversified revenue streams

Grants & philanthropy

Invest excess funds in interest-bearing accounts

Local business partnerships

Fee-based services (after school, summer programming, facility rental)
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What opportunities do you think 

you might have to strengthen your 

revenues in the coming year?



The operating climate and policy matters will evolve. 

Your job is to lead with clarity in the face of 

uncertainty.

147
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Write out three steps you can take 

from our session today.



HOW DID WE DO?
Please take a moment to help us 
improve.

https://www.surveymonkey.com/r/League-training2026

https://www.surveymonkey.com/r/League-training2026


charter411@coloradoleague.org



Appendix
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The President’s proposed FY26 federal education 

budget proposes consolidation and cut of these funding 

sources

In addition, the proposed budget (1) eliminates 6 SPED programs putting their funds into IDEA for states and (2) merges and 

cuts 6 different ed research & data programs.

Source: https://www.edweek.org/policy-politics/trump-wants-to-cut-more-than-40-federal-k-12-programs-see-which-ones/2025/06



Identify the key drivers of risk, such as:

● enrollment level

● funding rates

● fundraising levels

Identify what you would change with staffing, 

services, etc. if those risk drivers change

Calculate the budget implications

Make plans for how you would adjust to 

keep your school quality AND financial 

health.

What do we mean when we say “scenario 

planning”?

153Source: Bridgespan

https://www.bridgespan.org/insights/nonprofit-organizational-effectiveness/making-sense-of-

uncertainty-nonprofit-scenario-planning



Using Financial Governance Toward 
Effective Decision Making

SEPTEMBER 5, 2025
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Afton Partners is an impact-driven consultancy that reimagines and 

implements systems, policies, and practices that improve lives. 

Afton’s work with charter schools builds strategic finance capacity. 

We support charter schools in understanding the future of your 

finances, illuminating the short & long-term financial implications of 

organizational decisions, like capital projects, expansion, 

instructional models, & compensation strategy. 

We have partnered with close to 100 charter school networks of all 

sizes around the country including many here in Colorado.



Partnering for Impactful Financial 
Governance
Here are Our Learning Outcomes Toward Effective Decision Making
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Elevate the tangible impact that effective financial governance can bring to a school 
network’s sustainability and success

Internalize the 5 C’s of effective financial governance – charge, composition, content, 
collaboration, and cadence

Identify the conditions necessary to enact and sustain effective financial governance in 
their networks

Craft immediate, practical actions to take to implement impactful financial 
governance that will make you and your organization better



Forces that are constraining public school resources
AFTON’S “7 E’s”

ESSER

Economy

Enrollment

Employees

Exceptional Needs

Expectations

Environment

one-time federal funding ended, paired with persistent achievement gaps

rising costs outpacing revenue growth

declining K12 public school enrollment in many areas across the nation

talent difficult to find and competitively compensate

increasing student needs individually and in aggregate

increasing pressures and expectations for services

federal policy & funding uncertainty necessitating scenario planning
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The “Why” for Improving Financial Governance

• Effective financial 
governance

• Ensures the 
sustainability and 
resiliency of the charter 
school’s mission as part 
of key organizational 
decision processes, 
while also ensuring 
compliance is kept as it 
is existential to a 
school’s charter

• A time of constrained resources

• From federal policy changes to enrollment 

pressures to rising student needs, we are 

operating in a time of significant headwinds, 

reducing our ability to withstand mistakes in 

decision making

• Average boards meet basic needs

• We are not in average times. This reality 

demands sophisticated financial oversight 

and strategic resource allocation to ensure 

long-term sustainability.

• Inflection points expose gaps

• Significant pressures exist that are 

constraining school resources and putting 

pressure on decision-making processes. And 

other inflexion points such as charter 

schools looking to grow, evolve their 

strategies, or change leadership all expose 

weaknesses in governance.

• Gaps accelerate into crises

• As boards break down, trust between board 

& leadership becomes broken, poor 

decisions are made, and the cascading effect 

is an existential one for some charter 

schools. 
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Choice of school locations

Size and pace of growth plan

Market expansion / contraction

Facility construction

Facility financing

Compensation & benefits strategy

Prioritized instructional & operational strategies
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• Effective financial governance 
considers sustainability, resilience, and 
compliance in decisions

Example decisions 
where financial 
governance can 
have a meaningful 
impact



Pair & Share: 

• Cite 1 example each when effective board financial governance led to better financial decisions 
and execution at your charter school.

• Cite 1 example each when the absence of effective board financial governance led to missed 
opportunities for better financial decisions and execution at your charter school.
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COMPOSITION
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Define roles for CEO, 

CFO, Finance Committee

CHARGE

Identify & provide 

materials for sound 

decision making

CONTENT

Build & sustain 

required skill sets and 

engagement

CADENCECOLLABORATION

Build the strategic 

conversations across 

CEO, CFO, Board

Meet regularly, with an 

eye toward seasonal “arc 

of the year” 

And, well-functioning finance committee is an enabling condition for your board’s financial 
governance effectiveness

There are the five ingredients for implementing financial 

governance that will promote charter school 

sustainability



Clearly Define Roles of CEO, CFO, & 
Finance Committee

• Each of CFO, Finance Committee Chair / Treasurer, CEO has a distinct role

• Roles evolve as your school network grows, matures, becomes more complex

• Clarity of roles is a first step
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Together, the Board and Management are responsible for ensuring good 
stewardship of public funds in addition to providing a high-quality education 
for its students
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The board is responsible for 
oversight:

• Ensure financial health and sustainability

• Prevent fraud and misfeasance

Senior Management is 
responsible for operations:

• Set the course

• Carry out day-to-day leadership and 
execution



➢ Leads the board through all 
financial matters

➢ Ensures financial goals are 
aligned with academic goals

➢ Sets the calendar, cadence, 
agenda, content expectations

➢ Asks the key questions on 
enrollment, funding, resource 
allocation, financing options and 
facility affordability

• F I N A N C E  C O M M  C H A I R
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➢ Sets the strategy of the 

organization and approves key 

financial investments and 

budget allocations

➢ Accountable for the delegation 

and approval to allocate key 

financial resources of the 

organization

➢ Creates conditions for an active 

and engaged board in financial 

oversight

• C H I E F  E X E C U T I V E  O F F I C E R

➢ Runs the internal financial 

management of the 

organization, inclusive of day-

to-day requirements, strategic 

investments, and long-term 

commitments

➢ In-house expert and owner of 

the finance function, 

accountable for all relevant 

activities of financial operations

• C H I E F  F I N A N C I A L  O F F I C E R

Consider how these roles might evolve as your organization grows, matures, and becomes more complex.



Finance Committee carries out the principal aspects of the 
board’s financial duties, provide valued thought-partnership 
when making significant financial decisions.

• It makes 

recommendations to the 

full board on the 

establishment of fiscal 

policies and expectations
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It monitors to those policies 

and expectations to guide the 

full board in upholding its 

fiduciary responsibilities



Finance Committee

• Examples of relevant topics:

• Preliminary budget “deep dive”

• Real estate planning and vetting

• Audit approval

• Monthly and/or Quarterly financials

• Financial compliance requirements

• Benefits of discussing topics in smaller forums:

• More focused on deeper technical issues

• More efficient in addressing financial 
compliance  matters

• This smaller group of experts can help 
prepare the full board for larger strategic 
questions

Full Board

• Examples of relevant topics:

• Priorities & trade-offs

• Final budget approval

• Capital commitment approvals: loans, bonds, 
large grants

• Organizational strategy and growth input

• Overall purpose of full board with respect to finances:

• Ensure financial health and sustainability

• Maximize ability to deliver on mission and 
vision

• Prevent fraud and misfeasance, with support of 
committee-level oversight and senior 
management accountability
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Testimonials: In general, what is the value to 
your CMO of having an effective Finance 
Committee?

➢ “Ensures the promises we are making to kindergartens today are sustainable in the long run.”

➢ “Pressure tests short-term financial decisions in the context of their longer-term impacts.”

➢ “Introduces new creative ideas, which management may not have otherwise considered.”

➢ “Provides thought partnership to the CFO.”
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Testimonials: What is one tangible impact your 
Finance Committee had on your CMO?

➢ “Asked questions about enrollment and birth rate patterns that guided size and type of facility 
acquisition.”

➢ “Set a financial discipline in the annual planning and budget process to restore liquidity to the 
CMO.”

➢ “Guided the development of a prudent Investment & Liquidity Management policy after financial 
institution failings.”

➢ “Did not greenlight a new school opening due to an unanticipated recurring revenue shortfall.” 
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Strategy / Business
Leverages financial 
information toward 
strategic decisions

Banking
Provides insights and 
contacts for financing 
options

Financial Planning & 
Analysis

Discerns important 
aspects of financial health 
and long-term 
sustainability 

Real Estate
Provides extra guidance 
during facility planning 
and construction
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• Impact is high when you build & 
sustain the board’s financial 
skillsets and engagement – need at 
least 2-3 for the finance committee

Getting the 
composition 
right



Meet regularly with an eye toward the “arc” of the year

• P R E S C H E D U L E D  D AT E S
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• M A P  O U T  A P P R O VA L S• S E Q U E N C E  D E E P  D I V E S



Review interim 
year end results

Hard look at 
actual new year 

enrollment

Receive prior 
year audit 
update & 
approve

Begin next year 
planning for org-
wide and school-

level priorities 

Begin 
discussions on 

next year 
financial goals

Review prior 
year IRS Form 

990

Set next year’s 
financial targets

Discuss 
enrollment, 

revenue, and 
compensation 

forecasts

Review iterative 
new year budget 

drafts

Review updates 
to financial 

policies

Set committee 
meetings, 

priorities, and 
goals for new 

year

Review coming 
year’s 

enrollment 
projection

Approve new 
year’s budget

Approve 
updates to 

financial policies
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Arc of the Year - Seasonal Guide for Board Discussions

July -
Oct

Nov -
Dec

Jan -
Mar

April -
May

June

R E L E VA N T  TO  T H E  F U L L  B OA R D  A N D  T H E  F I N A N C E  C O M M I T T E E



Long term sustainability
Budget alignment to 
established plan & priorities

Credit metrics KPIs / Financial Indicators

Financial materials that elevate what is needed for 
organizational decision making
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➢ Monitoring of liquidity

➢ Monitoring of actual financial results in 

connection with goals

➢ Guidance of any major organizational 

decisions (e.g., borrowing and capital 

decisions)

➢ Cash position and projections

➢ Year to date financial statements & 
budget variance

➢ Enrollment status

➢ Any major transactions being 
contemplated
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• Y O U R  S TA N D A R D  R E P O R T I N G  E N A B L E S : • T H U S ,  E A C H  M E E T I N G ,  Y O U  C A N  D I S C U S S :

Financial dashboards and a one-pager summary can be great supplements to the 
standard monthly financial statements



What can this look like in practice? What 
are example KPIs?
Standard Metrics: to use at every Finance Committee meeting
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Longer term affordability and sustainability informs 
today’s decisions
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• Liquidity and total cash should be monitored and reported every month

• Days Cash on Hand (“DCOH”) can help convert the nominal amount into a scaled metric that matters 

• Outputs like this can become manual when put into slides; however some form of quick metric (even if just DCOH) can help finance board 
members and laypersons to quickly see if the numbers are good, bad or in the middle

0 days

50 days

100 days

150 days

200 days

250 days

 $-

 $200,000

 $400,000

 $600,000

 $800,000

 $1,000,000

 $1,200,000

 $1,400,000

 $1,600,000

Jul-Actuals Aug-Actuals Sept-Actuals Oct-Actuals Nov-Actuals Dec-Actuals Jan-Forecast Feb-Forecast Mar-Forecast April-Forecast May-Forecast June-Forecast

End of Month Cash (Actuals) End of Month Cash (Forecast) Days Cash on Hand (DCOH) DCOH bar for 90 days
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FY23-24 FY24-25 FY25-26

FY24-B FY24-A +/- Budget FY25-B FY25-A +/- Budget FY26-B FY26-A +/- Budget

Enrollment by Grade Level

Grade 9 550 554 4 554 552 -2 542 n/a n/a

Grade 10 625 623 -2 623 600 -15 547 n/a n/a

Grade 11 595 603 8 603 618 10 545 n/a n/a

Grade 12 573 576 3 576 589 5 598 n/a n/a

Enrollment Total 2,343 2,356 13 2,356 2,359 (2) 2,232 - -

Attrition / Additions for Rising Grade Levels

FY21 into FY22 FY22 into FY23

Grade 9 n/a n/a n/a n/a n/a n/a n/a n/a

Grade 10 10 15 5 73 46 (27) (5) n/a n/a

Grade 11 (5) (20) (15) (22) (5) 17 545 n/a n/a

Grade 12 (5) (20) (15) (19) (14) 5 598 n/a n/a

Total Attrition 0 (25) (25) 32 27 (5) 1,138 0 0 
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Make time Establish trust

Use engagement mindset



Align ED, Board Chair, Finance Lead on prioritizing this committee, including a commitment 
for the board to be populated with engaged, financially-literate members who are willing to 
meet at least bi-monthly if not monthly

Name a committee chair and ensure a relationship is cultivated between management & 
the committee chair

Ensure the committee chair creates a role description for the committee in alignment with 
management

Calendar the entire fiscal year of finance committee meetings, upfront

Determine a format for your financial reporting for the committee alongside your 
accounting provider – start with something simple and do-able, then later name what you 
might build toward
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How might you successfully launch or reinvigorate a 

board finance committee?



18
0

Develop your action plan

https://docs.google.com/document/d/1gMbrbDkWf1OtDxyODOtfBZmkgmm7WMOM/edit?usp=sharing&ouid=105104705841068877857&rtpof=true&sd=true


What did you learn that was a new reflection?

What is one action you will take from today’s discussion?
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Additional resources on these topics

• What Great Charter School Board Treasurers Do: CSGF, Rich Billings (link)

• Finance Committee Roles &  Responsibilities, Arc of Year, Meeting Cadence: KIPP Foundation, 
Afton Partners (link)

• Financial Dashboard Example: CSGF, Afton Partners (link)

• More Sample Financial Dashboards (link)

• Fraud Prevention Top 10 Checklist (link)

• Questions Great Board Treasurers Ask About the Annual Budget (link)
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https://stories.chartergrowthfund.org/great-charter-school-board-treasurers-do-these-things-6c4200e058fc
https://drive.google.com/file/d/1T86g29KaEP26iCgS7fFgWZK8wrZoqPtz/view
https://docs.google.com/spreadsheets/d/1Nk6R3KnO2Gk8U6UlsSCOZjGfixK96MkB/edit?usp=sharing&ouid=105698889521298035353&rtpof=true&sd=true
https://chartergrowthfund.app.box.com/s/z74h3zphd9ygdskrw4msivprlskorr0j
https://docs.google.com/document/d/1pdkqelBbKjBNvCx0EruKExaP-zdSmlhtS1H2OavuDg8/edit
https://medium.com/@CharterGrowth/questions-great-board-treasurers-ask-about-the-annual-budget-e709cef2ec1d


HOW DID WE DO?
Please take a moment to help us 
improve.

https://www.surveymonkey.com/r/League-training2026

https://www.surveymonkey.com/r/League-training2026

