Moderator’s Committee
Update on the Recommendations of The Brookline Fiscal Advisory Committee (BFAC)
First of Three Semi-annual Reports to Town Meeting
August 4, 2021
APPENDIX: Written materials submitted to the Moderator’s Committee
From Town Administrator and Select Board
• Town Administrator Memo dated July 26, 2021
• Draft Policy on Unassigned Fund Balance
• Response in MC Template Form
From Advisory Committee
• Advisory Committee Chair Mike Sandman memo/template
From Audit Committee
• Audit Committee Chair Bernard Greene Memo
From CTO&S
• CTO&S Liaison Sean Lynn-Jones memo
From EDAB
• EDAB Co-chair Paul Saner Memo
• EDAB memo to the Select Board dated April 7, 2020
• EDAB memo from Member Ken Lewis regarding Fiscal Impact & Buildout Model dated
July 29, 2021
From Planning Board
• Planning Board Chair Steve Heikin Memo dated July 14, 2021
From School Committee
• School Committee Vice Chair David Pearlman Email
• School Committee MC template response
• School Committee Policy Subcommittee Draft Policy Revision
• School Committee and Finance Subcommittee Meeting Minutes of BFAC discussions

OFFICE OF THE TOWN ADMINISTRATOR

TO:

David Pollak, Chair BFAC Moderator’s Committee

FROM:

Mel Kleckner, Town Administrator

SUBJECT:

Expanded Response to Committee Inquiry

DATE:

July 26, 2021

Please accept this memorandum as further context and expanded responses to questions you have
posed in the attached spreadsheet. Many of the recommendations and outcomes of the BFAC
process cannot be implemented overnight or at all without more substantial resources and support.
However, it would inaccurate to simply answer “no” to the Committee’s questions about the
Town’s consideration or implementation of these recommendations.
I considered the BFAC process very valuable to the Town. It highlighted the importance of strong
financial reserves and other policies or practices that would enhance the Town’s credit rating and
flexibility to respond to budgetary challenges. It advocated for more rigorous use of data when
proposing new programs or initiating proposals for funding (both operating and capital). It
encouraged the Town and Schools to work more collaboratively when projecting expenditures and
sought a more effective and transparent Town School Partnership process. It prioritized economic
development as a means to derive additional revenue to avoid reductions to municipal and school
programs or frequent tax overrides from our residents.
I challenge the narrative that the Select Board and/or the Town Administrator have not taken
BFAC’s findings and recommendations seriously. I have consistently acknowledged and
supported BFAC’s focus and taken concrete steps to advance many of its recommendations. I
believe the Select Board is equally committed to strong financial management and use of more
coordinated and rigorous processes to make budgetary decisions. I admit that our initial public
process to discuss and consider the BFAC’s report and recommendations was somewhat disjointed
and unproductive. Part of the issue was the sheer volume of the report and the ability of the Select
Board to devote sufficient time to the subject during their weekly meetings. Another reason was
the general nature of certain BFAC recommendations. Some recommendations lacked a specific
approach or proposal that the Board needed in order to reach consensus. For example, the

Committee’s recommendation to revisit the structure and underlying revenue allocation formula of
the Town School Partnership is difficult for the Board to address without a specific proposal or
specific goals. Other recommendations are politically difficult and/or not fully within the scope of
authority of the Select Board to implement. An example relates to the Committee’s
recommendations to adapt requirements of the town meeting warrant article submission process or
the structure, composition and scope of the Advisory Committee. Finally, I consider it unrealistic
to expect a part-time, elected body with limited time, energy and expertise to provide consistent
and effective decisions on complex issues, especially given the competing and intense efforts of
various constituent groups seeking to influence the Select Board on a weekly basis. The Board has
tried to streamline its agenda items to free up more time for substantial policy discussion, but
despite these improvements the length and volume of their meetings has increased. As a result, the
Board must rely on its advisory boards and staff to develop more specific proposals in order to
provide effective leadership and decision making. Below I have grouped together categories of
BFAC recommendations with a discussion of actions taken or being considered. I look forward to
meeting with the Committee on Wednesday evening to discuss this matter further.
Town School Partnership and Town School Collaboration: Without an effective alternative in
place, I have used the existing Town School Partnership to meet the BFAC recommendations
around periodic “budget summits” (Recommendation 2) and to develop Select Board and School
Committee support for more common financial policies, planning and enhanced budgetary
decisions (Recommendations 1, 9 and 16). Clearly, the lack of permanent leadership in the
School Department has limited progress in these area. Especially during the uncertain nature of
the pandemic, frequent Town School Partnership meetings were essential to communicate budget
trends and issues to the Select Board, School Committee and Advisory Committee. In
collaboration with the School Administration, we also altered the Town School Partnership
revenue allocation formula (Recommendation 8) for Fiscal Year 2022 to be more straightforward
and reflective of the historic allocation of Town revenues rather than the inaccurately described
50/50 formula. In coordination with the Committee on Town Organization and Structure (CTOS), I
have committed to evaluating formal policies, by-laws or other practices in local governments
similar in form and size to Brookline relating to town school relations or required processes.
Organizational and Structural Changes: As previously discussed, it can be politically and
practically difficult to make changes in the structure and organization of the Town’s institutional
and financial processes. Many of the existing structures and practices are imbedded in general
state laws, special legislative acts for Brookline or local by-laws. In addition, most changes
require support and action that are outside of the Select Board’s independent authority. This
includes the structure, composition and authority of the Advisory Committee (Recommendation
4) and the creation of formal delegated authority among members of the Select Board and/or the
enhancement of the Town Administrator’s authority (Recommendation 7). This is not to suggest
that changes are not merited or worth the effort. In fact, I believe that many of the
recommendations proposed by BFAC make sense. My point is that expectations for prompt and
easy change is not necessarily reasonable. The Select Board could use its political leadership to
compel voluntary change, such as their effort to adopt “recommended” guidelines in the review of
petitioned warrant articles (Recommendation 3).

Improvements in Financial Processes: This is a difficult discussion given the strong benefits
associated with the financial and budgetary processes recommended by BFAC
(Recommendations 1, 6, 9 10 and 11). Processes including Performance Management, Program
Evaluation, Zero Based Budgeting, the use of Data and Metrics in prioritizing operating and
capital budget proposals and the development of Financial Improvement Plans (FIPS’s) are all well
accepted best practices for organizations, public and private. Throughout my career I have
struggled with the ability to introduce sophisticated and time consuming processes into small and
medium sized organizations who rely upon decentralized budgeting and management
responsibilities. Despite our unique location and status, the Town of Brookline is a medium sized
local government organization. It is not realistic to compare our administrative resources with
much larger neighboring jurisdictions, including Boston, Cambridge and Newton, or with wellendowed private non-profit institutions in our area. In our organization, the Finance Director also
serves as the Town Treasurer, responsible for the daily functioning of revenue collection, accounts
payable, cash flow and investment. The management team that produces the $350 million
Financial Plan is the same one that manages the town meeting process including the coordination
of dozens of hearings and multiple editions of the Combined Reports document. It is the same
team that produces the Annual Report, manages townwide communications, supports collective
bargaining negotiations and facilitates weekly Select Board meetings, including management of
the committee appointment process and licensing of alcohol and marijuana establishments.
Despite these limitations, we have made honest and moderately successful innovations in our
budget process, including the use of metrics and objective processes to evaluate programs and
establish priorities in budgetary decisions. Although we don’t refer to them as FIP’s, departments
routinely propose new programs in their budget submissions and provide detailed cost benefit
analyses. This is done frequently when considering whether to contract for services or provide
them in-house. In prior discussions with BFAC, I have asserted that a minimum of two additional
management/budget analysts would be required to develop sustainable enhancements in our
budgetary processes and practices. The constrained budget environment has not provided an
opportunity to fund these positions yet, but it is likely that we will be able to employ at least one
analyst soon to support the federal stimulus program and provide support to other budgetary and
financial processes.
Financial Reserves- This is an area with specific recommendations that staff has been able to make
good progress upon. In February of 2021, (see memorandum attached) I proposed actions to meet
various BFAC recommendations on Reserves (Recommendations 13.1 through 13.4). This
included a new policy on Unreserved Fund Balance and a recommendation to allocate an
additional $2 million to the Stabilization Fund in both FY 2021 and FY 2022 (the FY 2021 amount
was reduced to $1 million in response to pandemic financial pressures). I believe this effort has
already created benefits as the Town was able to secure Aaa bond ratings this past February. The
story of BFAC and our renewed focus on strengthening reserves was a matter of favorable
discussion with the rating analysts from Moody’s and Standard and Poors.
Transparency and Public Engagement- Recommendations of BFAC to increase understanding and
transparency of the Town’s budget process have been initiated. One such recommendation sought
to require budget education for Town Meeting Members (Recommendation 18). On January 16th,
I convened the first Town Administrator Budget 101 session, designed to educate the public on
fundamental aspects of the Town’s budget and how the budget process works from preparation to

adoption. I considered this initiative a successful first step in an ongoing community engagement
process for which BFAC should take credit for. We also presented the FY2022 Financial Plan to
the League of Women Voters as part of their Friday Conversation series. The Town’s effort to
transition its annual budget and financial plan to a web based tool (OpenGov) is well underway.
OpenGov is also being used as the main portal for the Town’s American Rescue Plan (ARP) grant,
including a mechanism to accept funding proposals from community based organizations. Finally,
the Town has adopted BFAC’s recommendation that we annually compare the Town’s financial
condition with the Moody’s Aaa scorecard (Recommendation 17).
Strategic Tax Override Planning- Several BFAC recommendations relate to the Select Board’s
need to lead strategic discussions on inevitable and periodic tax overrides (Recommendations
15.1-15.3). In particular, the Committee has recommended the broadest possible uses of tax
increases (including reserves) and better information to voters when overrides or exclusions are
placed on the ballot, including the cumulative tax impact from current and future projects.
Historically, the Select Board has appointed separate “override committees” to recommend
approaches and policies around specific ballot initiatives. It is expected that any future override
committees will be asked to consider BFAC’s recommendations in this area. It is important to
note that state campaign finance laws prohibit the Town government from expending resources on
public information once a matter appears on an official Town ballot. This includes informational
materials that could be considered advocacy. As a result, the Town must rely upon advocates to
privately fund and organize political campaigns, for which individual Town officials may
participate in.
Other- BFAC’s recommendation to require change in the Town’s financial audit firm every fifth
and ten years respectively (Recommendation 5) was not adopted by the Select Board upon
recommendation of the Audit Committee. Select Board member and Audit Committee chair
Bernard Greene has prepared supplemental materials to the Committee explaining this decision
and to provide updates on other BFAC recommendations on the annual audit. It is possible that
the newly constituted Audit Committee will be considering this recommendation at some point.
The BFAC recommendation about economic development and the need to increase density
through zoning (Recommendation 12) is one of the most fundamental decisions communities
make about their future. Due to the important nature of adopting zoning or using municipally
owned property for development, state law requires a two-thirds vote of approval by the town
meeting. The Select Board appoints an Economic Development Advisory Committee (EDAB)
that advises them about policies and economic development projects to prioritize. The ability to
use public investments and/or zoning policies is essential to incentivize good development that
maximizes public benefits. EDAB’s efforts have resulted in many favorable developments in the
Town, including but not limited to Children’s Hospital’s Brookline Place, the hotel developments
along Boylston Street, the new senior care facility on Fisher Hill, revitalization of the Waldo
Durgin properties in Coolidge Corner and many others. EDAB’s current effort is to evaluate and
prioritize other development opportunities in the Route 9 corridor. There is an ongoing and robust
debate in Brookline about decisions to promote development on a piecemeal basis or in certain
areas without understanding their long terms impacts townwide. The Select Board is in a position
of providing leadership to facilitate and influence the process, bit it is part of a larger community
debate.

The BFAC recommendation to establish a maximum debt policy in coordination with Moody’s
guidelines (Recommendation 14) requires further study and understanding. The Proposition 2½
law in Massachusetts creates two forms of debt; one inside the tax limit and one outside the limit
as approved by voters in Debt Exclusion referenda. While we agree with the merits of establishing
policies to conform to Moody’s guidelines, it is our understanding that the rating agencies view the
Town’s overall debt in these two categories differently and do not penalize Massachusetts
communities whose debt falls outside these limits as the result of voter approved referenda.

cc:

Member of the Select Board
Suzanne Federspiel, Chair, School Committee
Michael Sandman, Chair, Advisory Committee
Dr. Linus Guillory, Superintendent of Schools
Sam Rippin, Deputy Superintendent of Schools
Melissa Goff, Deputy Town Administrator
Jeana Franconi, Finance Director

Select Board

#

BFAC Recommendation
Key Words
Considered (Y/N)

1
2
5
6
6.1
6.2
6.3
7
7.1
7.2

Accepted (Y/N)

Performance management
Financial review & budget
Change auditors
Key program evaluation
Investment analysis
Metrics for prioritization
Zero based budgeting
SB Responsibilities
Lead by example
Clarify financial authority

Y
Y
Y
Y
Y
Y
Y
Y
Y
Y

N

7.3 Increase transparency
8

Revisit Town-School Partnership

9

Capital planning

10

Financial Improvement Plans

11

FIP assessment and reporting

12

New economic development

13

Minimum reserves

13.1 Unassigned fund balance
13.2 Annual Stabilizatoon Fund budget
13.3
13.4
14
14.1
14.2

Stabilization Fund level
Total Reserves
Maximum Debt policy
Minimum at Moodys A level
Moody's AA level by FY36

Y
Y

Y

Y
Y
Y
Y
Y

Y

Y

Y

Y
Y
Y

Y

Strategic override plan
Broadest range of uses
More information to voters
End piecemeal approach
Include reserve maintenance

16

Single Town-School financial model

17

Annual Moody's scorecard review

Y
Y

Implement by (Qtr)

Comments
Initiative requires more resources to implement. The Town has previously engaged with the GFOA and the Collins
Center on performation initiatives, but more resources are needed to sustain in the long term. See TA memo
Increased frequency of TSP meetings until permanent school administration in place.
Please see SB member Greene's addendum
See TA memo
See TA memo
See TA memo
See TA memo
Select Board assignments cover areas expressed by BFAC. They are project specific.

Opengov platform provides increased transparency, Town engaging in additional enhancements. Budget 101
forum provided by Town Administrator, League of Women Voter's panel discussion
Formula simplified. Needed permanent Supt. In order to fully engage.
Implemented scoring for projects. Using Opengov to enhance process (phase 2 of OG implementation). Additional
progress requires more resources to implement.
Some departmental requests follow FIP model, would need training and resources for department heads.
Initiative requires more resources to implement
The EDAB and the Town are aggressively pursuing the Route 9 corridor for re-zoning or other mechanisms to
promote economic development.
Increased appropriations to Stab fund to build back to target.
Both the FY 21 and 22 budgets have appropriated funding ($3.8M total) to the Stabilization Fund to increase our
overall reserve levels.
FY21 Original achieved this goal, COVID adjusted budget redirected to reserve fund. FY22 budget achieved this
target.
Town agrees with recommendation to use the Stab fund as the mechanism to achieve UFB target.
Current fund balance is 12.23% of revenue for FY20. FY21 is projected at 12.44%
See TA memo
See TA memo
See TA memo
Debt plan is included in the CIP, School project budgets need better timing to be included in analysis. Need School
Building Committees to provide a budget number in time for the CIP submissions (Sept.) Historically the budgets
are set too close to when the ballot number is set, constraining staff's ability to respond.
See TA memo
See TA memo
See TA memo
See TA memo
See TA memo

14.3 Full disclosure of borrowings
15
15.1
15.2
15.3
15.4

Consider by (Qtr)

Y

School projections are included in the financial forecast, will engage with new leadership on further cooperation.
Finance Director completes this review.

BFAC Recommendation - Advisory
Committee Response
#
Key Words

2

13.1
13.2
13.3
13.4
16
17

18

Accepted
(Y/N)

Consider by Implement by
(Qtr)
(Qtr)

Financial review & budget

6.1 Investment analysis
9 Capital planning
13

Considered
(Y/N)

Y
N
Y

Y

?

Y

?

Y

Y

Q1 FY 23

Y
Y
Y

Y
Y
Y

Q1 FY 23
Q1 FY 23
Q1 FY 23

Minimum reserves
Unassigned fund balance
Annual Stabilization Fund
Stabilization fund level
Total reserves
Single Town-School
financial model
Annual Moody's scorecard
review

N
N

Require TMM financial
training
Y

Y

Comments
The AC has pushed towards this, using the Town-School
Partnership as the most obvious platform for a "financial
summit". The response from the SC has been positive. The
Town Administrator and the SB have stated their
acceptance but have not moved forward on the
recommendation.
We view this as part of the "Financial review"
Reaching the minimum reserve total recommended by the
rating agencies was on the AC's agenda for the FY22 budget
and will have greater emphasis for FY23. Actual
implementation is in the hands of the SB.
We view this as part of the overall "total reserves"
We view this as part of the overall "total reserves"
We view this as part of the overall "total reserves"
A unified model would be one of the objectives of the
"financial summit" approach
There is no opposition to this recommendation, but it has
not been brought forward
Passedd as a bylaw in November 2020 (Article 28), although
it was amended in TM to drop required attendence. The
Town Administrator offered a budget primer before the
June 2021 TM. We anticipate offering a similar
presentation in the fall of 2021.

RE: BROOKLINE

FISCAL ADVISORY COMMITTEE, RECOMMENDATION NO. 5

Bernard Greene
The BFAC recommendations concerning the Town’s audit firm (the “Auditor”) are found in its
Recommendation No. 5 (“R5”). The elements of R5 are found in different sections of the BFAC
Final Report, dated January 30, 2020 (the “Report”): (1) the Executive Summary’s explanation
under “Improve Our Financial Decision Making” at page 6 (“Explanation”), (2) the Executive
Summary’s summary of R5 at page 10 (“Summary”), and (3) the Findings and Detailed
Recommendations at page 28 (“Recommendations”). The following are what I have discerned
from the above are the discrete recommendations under R5:
A. Institute a policy of posting a request for responses (“RFR”) for audit services every ten years
to obtain “fresh thinking concerning the presentation and communication of the audited
financial report as well as monitoring internal adherence to financial controls and policies.”
B. Using the ten-year RFR to change auditors.
C. Issue an RFR in time to have a new auditor ready to conduct the next audit (FYE June 2021).
D. Change the partner managing the audit every five years.
E. Engage the new auditor for “monitoring internal adherence to financial controls and policies”
(Summary).
F. Engage the new auditor to “conduct a sufficiently inquisitive review of the Town and School’s
internal controls” (Summary).
G. Engage the new auditor to “apply appropriate procedures in testing compliance with key policy
[policies?] and credit agency ratios” (Recommendation).
My response, as Chair of the Audit Committee, to the above is presented in the below template:

5

Accepted
(Y/N)

Consider by
(Qtr)

Implement
by (Qtr)

Y
Y
Niii
Y
Y
Y
Y

Y (in part)i
Nii
N
Yiv
Nv
Nvi
Nvii

n/a
n/a
n/a
Tbd
n/a
n/a
n/a

n/a
n/a
n/a
Tbd
n/a
n/a
n/a

Change Auditors
(Audit Committee)
A
B
C
D
E
F
G

i

Considered
(Y/N)

RFR for Auditor Every Ten Years
[A] The Select Board deliberated on the BFAC Recommendations over three meetings on February 25, March 3,
and March 10, 2020. The March 10 meeting was where the Select Board deliberated on R5 and generally accepted
it as appropriate to (1) test the availability of competing audit firms and their capability to handle a municipal audit
such as Brookline’s and (2) to obtain “fresh thinking concerning the presentation and communication of the audited
financial report.” Note the concerns below with respect to “monitoring internal adherence to financial controls and
policies.”

ii

Auditor Rotation Every Ten Years
[B] The Select Board accepted the comments of the Town Administrator on mandatory change of the auditor at its
deliberations on March 10, 2020, which the minutes reported as follows:
MR. Kleckner noted that the town receives robust and objective audits. He expressed a concern on
the arbitrary term of changing the firm every ten years, there are some reasons this could be
counterproductive, like competition within that arena, causing higher prices. He proposed every ten
years executing a formal FPR [RFP] to proceed, but not mandated to change the audit firm. This Board
could direct the Audit Advisory committee to review this.
The Audit Committee in its comments at its December 9, 2020, meeting generally concurred with Mr. Kleckner’s
view.
iii

New Auditor in FYE 2021
[C] The Audit Committee at its December 9, 2020, meeting agreed with the Town Administrator that we currently
receive robust and objective audits from the Auditor and saw no reason to disrupt the audit process with a new
Auditor that would have to become acquainted with the Town’s processes and staff, get up to speed in the midst of a
continuing COVID pandemic, and incur costs related to the foregoing that would likely make the audit significantly
more costly to the Town. The Committee voted to approve an extension of the Auditor’s contract for three-years
with a two-year option to renew.
iv

Rotate Auditor Partner
[D] The Audit Committee may meet before its regular meeting and discuss this recommendation and determine
whether and when it would be appropriate to implement it.
v

Financial Controls and Policies
[E] “monitoring internal adherence to financial controls and policies” (Summary).
The Auditor evaluates certain financial controls and policies of the Town, such as the appropriateness of
accounting policies used and the presentation of the financial statements. But the overall responsibility to
ensure adherence to financial controls and related policies is undertaken by the Comptroller. Evaluation
whether the Comptroller is performing these responsibilities adequately would not be the Auditor’s job but
an undertaking of a separately engaged consultant.
vi

Town and School Internal Controls
[F] “conduct a sufficiently inquisitive review of the Town and School’s internal controls” (Summary)
It is unclear whether a “sufficiently inquisitive review” of internal controls differs from the examination of
internal controls currently a part of the Auditor’s engagement. The Auditor performs a review of internal
controls related to the financial statements and a Single Audit pursuant to the federal OMB Administrative
Guidance regulation.
vii

Compliance with Policies and Credit Agency Ratios
[G] “consider requesting the audit firm apply appropriate procedures in testing compliance with key policy
[policies?] and credit agency ratios” (Recommendation).
These are non-audit tasks that the Audit Committee does not believe are appropriately included in the scope
of services of the Auditor. Powers & Sullivan suggested that these are tasks that can be performed by an
independent consultant or the Town’s financial advisor. Such an entity would have to look at the
quantitative data collected by the rating agency and use its judgment to determine, looking at the data as a
whole and its relative weight, as is the method used by the rating agencies, whether the Town deserves its
current triple-A rating or whether there are threats to the rating that the data may suggest are on the
horizon. Attached is Moody’s current scorecard for Brookline.

From:
To:
Cc:
Subject:
Date:

Lynn-Jones, Sean M.
David Pollak
Jean Berg; Harry Bohrs; Betsy DeWitt; Richard Benka
CTOS Response to the Moderator"s Committee on BFAC Recommendations
Friday, July 9, 2021 10:21:25 AM

David,
Here is the CTOS response to the template provided by the Moderator’s Committee. CTOS discussed this
question at its July 8 meeting and voted unanimously for this response.
As you will see, the responses did not fit easily into the Y/N format. Although BFAC recommendation 4 has not
been considered by CTOS, that recommendation influenced Article 29 of the November 2020 Town Meeting. The
petitioners’ explanation cited the BFAC report as a basis for Article 29. In particular, Article 29 as initially
proposed would have eliminated the requirement that at least some Advisory Committee members be Town
Meeting members. Consistent with BFAC recommendation 4, that Article also proposed giving the Advisory
Committee more flexibility in what it considers and whether it makes recommendations to Town Meeting on all
Warrant Articles. (Article 29, as placed on the Warrant, also included other bylaw changes that were not inspired
by BFAC recommendation 4.) After much discussion, including extensive review by CTOS, the November 2020
Town Meeting voted for an Article 29 motion that continues to require that at least some Advisory Committee
members be Town Meeting members. Article 29, as voted by Town Meeting, also assigns the Advisory
Committee the duty of considering “any or all” (instead of “any and all”) municipal questions and the option to
make “reports or recommendations” (emphasis added) instead of “reports and recommendations” on the questions
it considers. That change to the town bylaws is consistent with BFAC recommendation 4.
Instead of considering BFAC recommendation 4, CTOS will wait for the Advisory Committee to complete its
discussion of possible changes to its structure and role. CTOS members are aware that the Advisory Committee
began that discussion at its July 6 organizational meeting. CTOS will review the Advisory Committee’s proposed
changes after the Advisory Committee has concluded its internal discussion.
The July 8 CTOS meeting focused on BFAC recommendation 4. It is possible that at a future meeting CTOS will
discuss whether to review CTOS recommendation 3.
I would be happy to discuss this response with you further, especially if you want to move some of the CTOS
responses to the “comments” section of the Moderator’s Committee’s template. I will be away until next Tuesday,
but we could have a telephone conversation, if necessary, when I return.
Best,
Sean
Key Words
Considered
(Y/N)
Partially
considered in the
CTOS discussion
of Article 29 of
the November
2020 Town
Meeting. That
Article was
partially based on
elements of BFAC
recommendation
4, such as
eliminating the

Accepted (Y/N)

Consider by (Qtr)

No. CTOS and the
November 2020
Town Meeting did
not support
eliminating the
requirement that
at least some
Advisory
Committee
members be
Town Meeting
members. Other
aspects of BFAC

CTOS discussion
on July 8 mirrored
the preliminary
discussion
that the Advisory
Committee
conducted
at its July 6
organizational
meeting, during
which Advisory
Committee
members
expressed

Implement by (Qtr)

AC structure and skills

requirement that
at least some
Advisory
Committee
members be
Town Meeting
members and also
eliminating the
requirement that
the Advisory
Committee
consider and
make
recommendations
on all Warrant
Articles.

recommendation
4 have neither
been considered
nor accepted.
Article 29, as
voted, did,
however, remove
the bylaw
requirement that
the Advisory
Committee
consider and
make
recommendations
on all Warrant
Articles.

significant
differences of
opinion.
CTOS will wait
until the Advisory
Committee
completes its
review of its
structure, role,
and related issues.
CTOS will then
review any
proposals that
emerge from the
Advisory
Committee.

N/A

BFAC Reporting for EDAB
EDAB – related recommendation:
Recommendation 12. Aggressively pursue new economic development to increase the vibrancy
of the town’s economy, generate new property tax revenues, minimize the burden on residential
taxpayers, and expand payment in lieu of taxes (PILOT) revenues. To this end, enact zoning
changes to incentivize new development and encourage increased density in designated areas. A
significant commitment to strategic planning and public education will be necessary to achieve
this goal.
Reporting Questions: Was the Recommendation Considered? Accepted? When was it/ will be
considered and accepted by quarter?
***
Draft Report Response (P. Saner):
Considered - Yes
Accepted - Yes
when in the future there are plans to take up the recommendation- On-going
when in the future there are plans to implement the recommendation. – On-going (see Planning
Department Work Plan)
Comments –
EDAB discussed BFAC and its New Economic Development recommendations at several board
meetings after many members attended a July 2019 BFAC meeting devoted to this topic. The
Board reviewed the final BFAC report in February 2020, and after a unanimous vote at the April
2020 EDAB meeting the attached letter was sent to the Select Board copying the Advisory
Committee “…Recommending that the Select Board adopt this recommendation as soon as
practical.” Specific actions taken by EDAB and/or its members since the Feb. 2020 BFAC report
are:
•
•
•
•
•

•

Sponsored the March 2020 Development forum with Planning, Housing, Economic
Development, and Climate Sustainability board chairs addressing zoning reform.
Developed a Fiscal Impact and Build-Out Model as referenced by the full BFAC
recommendation as a long-term financial planning tool.
Engaged with the Planning Director in January 2021 about the Department’s multi-year
Work Plan, and in particular discretionary proactive long-term planning activities.
Presented at the Advisory Committee’s January 2021 educational forum “Economic
Development, Housing, and Zoning: Links and Fiscal Implications”.
Participated in the Boylston Street Study Committee, reviewed a development proposal
for a portion of Chestnut Hill West, and completing a 10-month feasibility review of life
science / research & Development.
Supported staff’s stabilization of the commercial sector and planning for recovery.

*Note EDAB has not taken up the Town’s PILOT policy as that is the responsibility of the
Finance Department, not Economic Development. EDAB has recommended that long term
recorded PILOTs be used to achieve tax certainty for certain new commercial developments.

Robert Sperber, Founder Emeritus
Anne R. Meyers, Co-Chair
Paul Saner, Co-Chair
Cliff Brown
Derrick Choi
Alan Christ
Susan Houston
Kenneth Lewis
Carol Levin
Thomas Nally
Marilyn Newman
Alden Raine
Donald A. Warner

April 7, 2020

Dear Select Board Members and Town Administrator Kleckner,
On behalf of the Economic Development Advisory Board (EDAB), we wish to applaud the Town
and Economic Development staff's quick actions over the last several weeks to try to mitigate the
extraordinary impact the COVID-19 crisis has had on our business community. While no one
knows the longer-term effects, we remain optimistic, given Brookline's location, that opportunities
will emerge to advance Town objectives as long as the Town vigilantly pursues long term
economic development planning. Given the near-term impact COVID-19 will have on the Town's
budget, a longer-term economic development strategy is, in our view, more important than ever.
EDAB is aware that prior to COVID-19 the Select Board and Town Administrator were in the midst
of reviewing the recommendations set forth in the Brookline Fiscal Advisory Committee’s (BFAC)
report, which, understandably, has been put aside. EDAB is requesting that you appoint a Select
Board Member to be the development liaison (BFAC recommendation 2e) and adopt BFAC’s
Economic Development recommendation #12. Details about the rationale for these are below.
At our April 6th meeting EDAB took the opportunity to reflect on key themes emerging from the
March 2nd Development Forum as well as BFAC's Economic Development recommendations. The
Board voted unanimously to present the following observations and advice for your consideration:
1. Development Forum Key Observations:


Four of the board chairs who presented at the March 2nd forum (Planning,
Housing, Economic Development, and Climate Sustainability), clearly stated
that zoning reform is needed to advance the objectives of their boards as well
as other Town initiatives. Two Preservation Commissioners also generally
supported zoning reform.
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Greater commercial density in particular was cited, an acknowledgement that
existing zoning has failed to induce much-needed activity in our mixed-use
corridors.



Another theme from the Forum is that the Planning Department is resource
challenged.

2. Select Board Responsibility for Economic Development and Long-Term Planning:
(Recommendation 2e)
 We strongly advise that one Select Board member be designated as having
ongoing primary responsibility for coordinating the Town's overall economic
development strategy and activities, inclusive of zoning reform and robust
opportunistic long-range planning.


Such a designation would not absolve the rest of the Select Board from
participating in economic development activities. The responsible Select Board
member will report annually to the Select Board, Advisory Committee, and
Town Meeting, and will provide leadership on broader public education. Other
Select Board members will need to provide leadership to zoning and other
study committees.



The designated Select Board member should use all existing and to-bedeveloped tools including the 2016 Housing Production Plan, the 2018 Major
Parcel Study, and the 2018 Economic Development/ Long Term Planning
Division 5-Year Strategy and Work Plan, which identify study corridors and
target initiatives.



Leadership is needed to ensure working group coordination amongst Board
Chairs involved in Development matters, directly supporting the Director of
Economic Development and Long-Term Planning, and ensuring availability of
sufficient resources, including consulting, to accomplish this over time.



We advise that you commit now to make this a standing board member
assignment after the Town election when the new board is organized.

3. BFAC Economic Development Recommendation (#12):
EDAB recommends that the Select Board adopt this recommendation as soon as
practical. This BFAC recommendation includes a commitment to "Aggressively pursue
new economic development to increase the vibrancy of the town's economy, generate new
property tax revenues, (and) minimize the burden on residential taxpayers ... To this end,
enact zoning changes to incentivize new development and encourage increased density in
designated areas. A significant commitment to strategic planning and public education will
be necessary to achieve this goal." Also, "Brookline has a need for more housing and
values walkability, sustainable development, and open space. Development, in addition to
increasing Brookline's fiscal resiliency, can also address these other goals."
Thank you for your dedicated service to the Town in these trying times.
Anne Meyers / Paul Saner, Co-Chairs
cc: Alison Steinfeld, Steve Heikin, Werner Lohe, David King, Elton Elperin, Roger Blood, Advisory Committee (via Lisa
Portscher), & School Committee (via Robin Coyne)
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Memorandum
To:

David Pollak, Chair
Moderator’s Committee – BFAC Implementation

Fr:

Ken Lewis, EDAB

RE:

Fiscal Impact & Buildout Model
Expanded Economic Development – BFAC Recommendation #12

Date: July 29, 2021
The Brookline Fiscal Advisory Committee (BFAC) included in its final report a
recommendation that the Town “Aggressively pursue new economic development to

increase the vibrancy of the town’s economy, generate new property tax revenues,
minimize the burden on residential taxpayers, and expand Payment in Lieu of
Taxes (PILOT) revenues. To this end, enact zoning changes to incentivize new
development and encourage increased density in designated areas. A significant
commitment to strategic planning and public education will be necessary to
achieve this goal.” (Recommendation 12: Expanded Economic Development)
One component of the Economic Development Advisory Board’s (EDAB) approach to
evaluate zoning changes in the Town was the development the Fiscal Impact & Buildout
Model (FIBM). The FIBM is a long-range land use planning tool designed to project the
potential buildout and fiscal impact of alternative redevelopment (AKA "up-zoning")
scenarios for designated study areas within Brookline.
Background
The FIBM builds upon the Brookline Potential Tax Revenue Model developed by the
Harvard College Consulting Group (HCCG) in 2020 under the direction of former BFAC
member Arthur Segel. While the Harvard model provided an excellent conceptual
framework for the projection of fiscal impacts, EDAB determined that it should be
expanded to include a broader range of property types and a more comprehensive
assessment of municipal costs. To that end EDAB members, Economic Development
Director Kara Brewton, and selected members of Housing Advisory Board (HAB) and
Advisory Committee (AC) assisted in the formulation of the model. The participants in
this project have a broad range of experience and expertise in real estate development,
finance, and design.
Methodology
The FIBM uses the Town's Combined Assessor's and Geographic Information System
(GIS) data base to input tax parcel addresses, parcel sizes, existing building gross
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square feet (GSF), and existing tax revenues. The user can assign a new maximum
floor area (FAR) ratio for the designated area, determine the feasibility of
redevelopment of specific tax parcels based on a minimum square foot threshold for
new construction, and designate a percentage allocation between commercial and
residential property type for new development. The user would also input assumptions
for the assessed valuation, tax rates, and municipal service costs for newly developed
commercial and residential property utilizing the Town's annual budget. The FIBM
calculates the potential square feet of new development by property type and projects
the fiscal contributions net of existing buildings. Property type allocations for new
development include five categories of commercial (general office, medical office, retail,
hotel, and life science) and six categories of multi-family residential (apartment and
condominium by building height: low-mid-high rise).
Inputs for the FIBM include both Town wide and study area specific assumptions. Town
wide inputs include the Combined Assessor's and GIS database, the annual Town
budget, and tax rates for residential and commercial property. Other assumptions
would be customized for a designated study area to reflect locational differences in
assessed valuations, parking ratios, school age children (SAC) ratios, etc. Tax parcels
can be screened for redevelopment potential based on the net additional GSF from the
increased FAR over existing building(s), or selectively chosen by the user as a potential
"assembly parcel" based on it being adjacent to a parcel meeting the net increase
threshold.
Projections of potential buildout and fiscal impact based on changes in FAR are highly
speculative; users are encouraged to consider evaluating a range of values for key
assumptions.
Work in Progress
The FIBM includes worksheets for the projection of school costs associated with new
multi-family residential development. Fully allocated cost for the Public Schools of
Brookline (PSB) comprise approximately 60% of the Town’s annual budget. The FIBM
includes assumptions for school age children (SAC) ratios adjusted for location and unit
size, average annual operating cost per pupil, and an estimate of the annualized capital
cost per pupil. FIBM was developed pre COVID and thus does not incorporate the
recent and significant decline in PSB enrollment associated with the pandemic. This
factor will require further evaluation as the impacts of COVID are better understood.
Limitations & Qualifications
The FIBM projects the potential fiscal impacts of redevelopment tied to up zoning a
specified study area. Some key limitations of the FIBM that should be noted: (1) the
model does not project the overall economic impacts of new development such as new
customers for existing Town businesses; (2) the model is designed to be used for a
designated study area (corridor or district) and should not substitute for site specific
analysis for a development proposal; (3) the FIBM is not intended to be used for
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enrollment projection for the Public Schools of Brookline as the projections for new
multi-family development are highly speculative and do not capture other critical
elements of enrollment such as demographic trends; and (4) customized adjustments
may be required for commercial condominiums and municipal expenses for existing
mixed-use properties.
Finally, EDAB recognizes that fiscal impact is only one of several criteria that should be
used in the evaluation of redevelopment options and zoning policy within the Town.
Other factors include neighborhood compatibility (scale and use), public safety, vehicle /
bicycle / pedestrian traffic circulation, open space, architectural quality, housing
affordability, shadow impacts, climate sustainability, landscape, urban design, and
commercial area vitality.

DRAFT

July 14, 2021

BFAC Recommendation No. 12: New Economic Development (NED)
Planning Board Response: Actions Involving/Incentivizing NED
Note: The actions listed below generally involve zoning changes – either implemented or proposed.
While many of the items below were not initiated by the Planning Board, the Board has provided
extensive guidance and positive recommendations enabling these initiatives to proceed and be
implemented. Other actions which would encourage new economic development or increase town
revenues, such as expanding PILOT revenues, are not under the Planning Board’s jurisdiction. Another
opportunity to increase revenues that has been previously discussed, and would again be worth serious
consideration, would be to establish a Real Estate Transfer Tax.
Previous and Recent Actions
Accepted/Implemented
• Housing Production Plan 2016 (most recommendations not implemented)
• Major Parcel Study 2018
• Review and Approval of numerous 40Bs - ongoing
• Emerald Island Overlay Zoning
• Waldo-Durgin Overlay Zoning
• Newbury/Welltower Overlay Zoning
• Reduction of Parking Requirements in TOD
• Elimination of Commercial Parking Requirements
• Reauthorization of Micro-Units and Senior Housing throughout Town
• Legalization of ADUs
• Legalization of STRs
• Adoption of CPA
Considered/Not Implemented
• Zoning Bonuses (FAR/Height) to encourage FFF Development
• “Plus One” Strategy linked to FFF development/Conversion
• Commercial Linkage Program
• Modification of existing PBI incentives for height and FAR to make them more consistent
and more usable
• Beacon Street Design Guidelines Subcommittee (on hold)
Current Actions and Anticipated Implementation Timeframe
• Multifamily Study (increase in FAR?) – Spring 2022 Town Meeting
• Boylston Street Corridor Study -- East (Zoning)
• Consideration of Reduced Parking Requirements by Special Permit – Fall ’21 TM
• Consideration of Increased FAR by Special Permit – Spring ’22 TM?
• Elimination of Residential Parking Requirements (Citizen Petition – Fall ‘21 TM?)
Upcoming Actions
• Boylston Street Corridor Study- West (Zoning)
• Parking Study – Winter 2022
• Housing Production Plan Update – Spring 22 Town Meeting

From:
To:
Subject:
Date:
Attachments:

David Pearlman
David Pollak
School Committee Submissions
Friday, July 16, 2021 3:42:59 PM
Fiscal Management SECTION D_v1.docx
BFAC MC Progress Template - School Committee_v1.xlsx

Hi David,
Attached, please find the partially completed table and a first draft of the Fiscal D section of
the PSB Policy handbook. The last two columns are being left empty for now because we have
a new superintendent as of July 1 and Deputy Superintendent of Administration and Finance
as of July 13 whose input must be sought before making commitments to the timetables for
implementation of BFAC recommendations. As for the draft policy, it should be noted that no
formal action has been taken by the School Department, the School Committee, or any
subcommittee of the School Committee, on this draft. This was a first pass that I undertook as
Policy chair and BFAC liaison from a BFAC lens.
Regards,
David

#

1
2
6
6.1
6.2
6.3
7.3
8
9
10
11
16
17

BFAC Recommendation
Key Words

Performance management
Financial review & budget
Key program evaluation
Investment analysis
Metrics for prioritization
Zero based budgeting
Increase transparency
Revisit Town-School Partnership
Capital planning
Financial Improvement Plans
FIP assessment and reporting
Single Town-School financial model
Annual Moody's scorecard review

Considered
(Y/N)
Y
Y
Y
Y
Y
Y
Y
Y
Y
Y
Y
Y
N

Accepted
(Y/N)
N*
N*
Y
N*
N*
N*
Y
Y
Y
N*
Y
N*
N*

Consider by
(Qtr)

Implement
by (Qtr)

Comments

N* Not accepted due to there not
being a formal vote by SC at this
time.
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2.

File: DA - FISCAL MANAGEMENT GOALS

The quantity and quality of learning programs are directly dependent on the effective, efficient
management of allocated funds. It follows that achievement of the school system's purposes can best be
achieved through excellent fiscal management.
As trustee of local, state, and federal funds allocated for use in public education, the School Committee
will fulfill its responsibility to see that these funds are used wisely for achievement of the purposes to
which they are allocated.
Because of resource limitations, there is sometimes a temptation to operate so that fiscal concerns
overshadow the educational program. This also holds true with resource excess and how funds are
allocated. Recognizing this, it is essential that the school system take specific action to make sure
education remains central and that fiscal matters are ancillary and contribute to the educational program.
This concept will be incorporated into School Committee operations and into all aspects of school system
management and operation.
In the school system's fiscal management, it is the School Committee´s intent:
1. To engage in thorough advance planning, with staff and community involvement, in order to
develop budgets and to guide expenditures so as to achieve the greatest educational returns and
the greatest contributions to the educational program in relation to dollars expended.
2. To establish levels of funding that will provide high quality education for the students.
3. To use the best available techniques for budget development and management.
4. To provide timely and appropriate information to all staff with fiscal management
responsibilities.
5. To provide in advance of override or debt exclusion requests transparent information to
members of the public around the cost implications of budget decisions and capital project
proposals on individual tax bills and cumulative town debt load.
6. To establish maximum efficiency procedures for accounting, reporting, business, purchasing
and delivery, payroll, payment of vendors and contractors, and all other areas of fiscal
management.
7. To the extent possible, create and implement performance management metrics to allow for
comparative evaluation of budgetary decisions. There should be an explanation of the goals of an
investment, the metrics by which it will be judged, and the time frame over which the metrics will
be analyzed.
8. To evaluate key programs and services on a periodic basis to assess their effectiveness and
completion of objectives, in order to identify potential cost savings and opportunities for
redeployment of resources.
9. To maintain an enhanced capital planning process based on established budget parameters
that includes a comprehensive assessment of capital and infrastructure requirements, including
deferred maintenance. The enhanced capital planning process should include an annually
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updated Long-Term Capital Investment Plan (LTCIP) with a 10-year horizon. Capital proposals
should identify both financial and non-financial benefits. They should explain why something is
needed, as opposed to nice to have; examples of non-financial benefits include educational
quality, strengthened neighborhoods, climate action goals, health, public safety, promotion of
economic opportunity, expanded services, etc.
10. The School Committee encourages employees to abide by the following guideline: contract
with responsible vendors who have the integrity, capability and reliability to deliver the goods
and/or services of sufficient quality at market rate or lower.
3.

DB - ANNUAL BUDGET

The annual budget is the financial expression of the educational program of the school department, and
it mirrors the problems and difficulties that confront the school system.
The budget then is more than just a financial instrument and requires on the part of the School
Committee, the staff, and the community orderly and cooperative effort to ensure sound fiscal practices
for achieving the educational goals and objectives of the school system. Public school budgeting is
regulated and controlled by state and federal legislation, state and federal regulations, the by-laws of the
Town of Brookline, Brookline School Committee policies and Superintendent´s directives. The operating
budget for the school system will be prepared and presented in line with state policy and regulations and
will be developed and refined in accordance with these same requirements.
The Superintendent will serve as budget officer but he/she may delegate portions of this responsibility to
members of his/her staff, as he/she deems appropriate. The three general areas of responsibility for the
Superintendent as budget officer will be budget preparation, budget presentation, and budget
administration.
LEGAL REFS.: M.G.L. 70:1-15; 71:34; 71:37 and 71:38N
603 CMR 10.00
4.

DBB – FISCAL YEAR

The fiscal year is defined as beginning on the first day of July and ending on the 30th day of June following.
The district is not permitted to honor any warrant that is in excess of the income and revenue of the
district for the school year beginning on the first day of July and ending on the 30th day of June following.
LEGAL REFS.: M.G.L 44:31; 44:31A; 44:32

5.

DBC - BUDGET DEADLINES AND SCHEDULES

Preparation of the annual budget will be scheduled in stages throughout the school year with attention
to certain deadlines established by law and charter.
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Annually, and upon recommendation of the Superintendent of Schools and the Finance
Subcommittee, the School Committee shall adopt a calendar for developing, reviewing and
adopting the budget. Such a calendar shall be subject to modification. Insofar as possible, the
budget calendar shall be adopted by November 1, and shall pass through the following stages:
Phase I: Planning:
1. Enrollment projections;
2. Staffing, current and required; recommended policy changes;
3. Expenditure projections of the costs of the current year’s operation at next
year’s estimated prices, adjusted for enrollment changes and other cost
information
4. Revenue Projections, including “best estimates” of federal, state, and grant
funds;
5. Facilities information, including projected surpluses and deficits in classroom
space and future needs for repairs;
6. Cost Effectiveness and other special studies of designated programs,
activities and policies;
7. Draft of the basic school allocation rates and factors along with any proposed
changes;
8. School Committee’s Finance subcommittee review and approval of budget
process.
Phase II: Budget Formulation
1. Issue budget manual for next fiscal year, procedures, forms including school
allocation.
2. Principals discuss budget needs with School Site Councils and provide
feedback to the Superintendent or designee.
3. Conduct administrative review of budget requests, including discussion with
central office administrators, principals, educators, and School Site Councils.
4. Develop proposed budget for the Public Schools of Brookline.
5. Submit proposed budget to the School Committee for its review.
Phase III: Committee Review and Approval
1.
2.
3.
4.
5.

Budget presentation by the Superintendent or designee.
Public hearings.
School Committee Finance subcommittee and School Committee meetings.
Revisions and staff work.
Final decisions and approval by the School Committee.

In order to comply with Town By-Laws (Article 1, S. 3) , the Superintendent of Schools shall prepare
an appropriation request no later than February 15, by which date it shall be distributed to School
Committee members and to the Advisory Committee.
The School Committee shall review the Superintendent's budget, and shall hold a public hearing
for the benefit of the general public. This hearing shall be publicized in the usual manner, no less
than 7 days in advance of the meeting, in accordance with MGL Ch. 71, S. 38N.
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At a public meeting and after all reviews and hearings have been conducted, the School
Committee shall adopt a budget for the ensuing fiscal year and submit a conforming appropriation
request to the Advisory Committee and Board of Selectmen for approval by Town Meeting.
The calendar year for budget preparation will be determined by calculating backwards from the final
adoption date: the annual Town Meeting in the spring. Dependent on the date thus set, the following will
be scheduled:
Two weeks or more before the annual town meeting Publication of the budget for the meeting, by the Select Board
Not less than 30 days before the annual town meeting Appropriation Committee holds a public meeting on its proposed recommendations for the
articles in the budget to be published as above.
Whatever dates assigned the above, the final date for the submission of the budget to the Select Board
will be arranged cooperatively with the School Committee, the Advisory Committee and the Town
Manager. The Select Board have authority to impose a date as early as December 31.
In reaching its decision on the budget amount that it will submit to the Select Board, the School Committee
will also observe the statutory requirement of holding a public hearing on the proposed budget not less
than seven days after the notice for this hearing has been published..
Established by law and charter
LEGAL REFS.: M.G.L. 30A:18-25; 71:38N
940 CMR 29.00
6.

DBD - BUDGET PLANNING

The major portion of income for the operation of the public schools is derived from local property and
excise taxes, and the School Committee will attempt to protect the valid interest of the
taxpayers. However, the first priority in the development of an annual budget will be the educational
welfare of the children in our schools.
Budget decisions reflect the attitude and philosophy of those charged with the responsibility for
educational decision-making. Therefore, a sound budget development process must be established to
ensure that the annual operating budget accurately reflects this school system's goals and objectives, set
annually by the School Committee.
In the budget planning process for the school system, the School Committee will strive to provide for the
educational needs of Brookline students, the Superintendent will develop a fiscal budget that will:
a. Ensure all legal mandates will be met.
b. Plan budget implementation.
c. Include sufficient operating and capital funds to be responsive to projected enrollment growth
and corresponding staffing and facility needs.
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d. Set goals and financial targets.
e. Analyze benefits, financial costs, and opportunity costs of alternatives.
f. Weigh alternatives and set priorities among them.
g. Identify and plan alternatives that will provide services in more cost-effective ways.
h. Identify ways to reduce costs, if there are not sufficient monies available to fund a level-service
budget.
i. Identify and analyze challenges.
j. Monitor and evaluate progress.
The Superintendent will have overall responsibility for budget preparation, including the construction of,
and adherence to, a budget calendar and preparation manual for staff.
The annual budget resources are identified collaboratively through a series of Summit Meetings between
the School Committee, Deputy Superintendent of Finance and Operations, the Select Board, Town
Manager, Assistant Town Manager for Finance, with input from the Advisory Committee and other Town
stakeholders.
In an annual collaborative planning process between the School Committee and the Superintendent, the
School Committee will identify annual budget priorities that the Superintendent will include when crafting
a recommended budget.
When resources permit, the School Committee will strive for continuous improvement and the
Superintendent´s proposed budget will include sufficient operating and capital funds to:
i. continue the current level of services,
ii. move the district forward in meeting the increasing demands for technology in our different
education settings.
iii. Ensure professional staffing guidelines will be met.
iv. Maintain capital assets in order to support the instructional program, protect the physical
assets of the Town of Brookline, and ensure the health and safety of our students and staff.
While the School Committee sets the educational and fiscal framework within which the budget is
formulated, building leaders in consultation with school staff must assess each school's needs for the next
fiscal year. This is done within the context of the School Improvement Plan developed by each School Site
Council, as amended annually.
COMMUMICATION OF BUDGET INFORMATION

The proposed budget shall consist of a Public Budget Document with supporting detail
documents, which shall be distributed to all schools prior to the public hearings on the budget. It
shall also be made available in the Central Office of the School Department, the School
Committee Office, and will be published on the Public Schools of Brookline website. Additional
copies of the budget will be provided to School Site Councils.
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7.

DBG - BUDGET ADOPTION PROCEDURES

Authority for adoption of the final school budget lies with the elected citizens of Town Meeting. The
school budget is presented as part of the total town budget for action at the annual town meeting.
Established by law and charter
LEGAL REFS.: M.G.L. 71:34
8.

DBJ - BUDGET TRANSFER AUTHORITY

In keeping with the need for periodic reconciliation of the school department's budget, the School
Committee will consider requests for transfers of funds as they are recommended by the Superintendent.
a. Whenever, in the best interest of the school system, it is necessary to transfer funds from
program to program in excess of $75,000 the Superintendent of Schools shall seek approval from
the School Committee and indicate the reasons why such transfer is required.
b. The School Committee will act on the request at its next scheduled meeting. If a delay in
responding to the request will have a significant negative impact on the system, or cause
noncompliance with other financial rules and regulations, the Chairman of the School Committee
can tentatively approve such transfers at the request of the Superintendent, subject to the
confirmation by the School Committee at its next scheduled meeting.
The School Committee wishes to be kept abreast of the need for these adjustments so that it may act
promptly and expedite financial record keeping for the school system.
a. The Superintendent may request Committee to approve reallocation of budget line items
throughout the fiscal year.
b. School Committee authorizes budget managers to transfer among operating budget line items
assigned to each budget manager as needed, within program appropriation. All special revenue
program fund transfers must follow respective awarding authorities´ requirements.
All funds in the general account not expended by the close of the fiscal year will be returned to the town.
9.

DD - FUNDING PROPOSALS AND APPLICATIONS

The School Committee will encourage the administration to seek and secure all possible sources of state,
federal, and other special funds that will enhance the educational opportunities for the children in our
schools.
The Superintendent or designee will keep informed of all possible funds available to the school system
under the various state and federal programs, and in what manner these funds can best be used in the
school system.
The Superintendent or designee will be responsible for seeking out and coordinating the development of
proposals for all specially funded projects and for submitting the proposals to the School Committee for
approval.
The Superintendent is authorized to sign all reports for these projects and will be responsible for the
proper expenditure of funds received for such projects.
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The School Committee shall vote ongifts, grants, and donations.
LEGAL REFS.: M.G.L. 44:53A
P.L. 874 Impact Aid
Board of Education 603 CMR 32:00; 34:00
10.

DG – DEPOSITORY OF FUNDS

All revolving accounts receipts are deposited with the Town Treasurer under the supervision of the
Superintendent or designee. These funds are accounted for separately on the books of the Town and are
reviewed annually as part of the budget process.
LEGAL REFS.: M.G.L 41:35; 44:53; 71:17A; 71:47; 71:71C; 71:71E;71:71F; check town by-laws
11.

DGA - AUTHORIZED SIGNATURES

The School Committee shall designate by vote one member who will sign the payroll presented by the
School Business Administrator. Said vote shall be provided to the Town Comptroller and Town Treasurer.
The serving in the School Business Administrator role or designee shall sign payroll presented for approval.
The Town Treasurer, who also serves as the school department treasurer, signs all checks drawn against
school department funds. No other signature is valid unless allowed by statute.
The School Committee shall designate purchase order and/or contract signature authority as follows:
1. The School Chief Procurement Officer shall sign attesting to procurement laws being followed.
2. The School Business Official shall sign attesting to available funds to pay for the purchase.
3. Town Counsel shall sign as to form for contracts over $100,000.
The School Business Administrator shall sign all accounts payable batches presented for approval.
The Superintendent will sign payroll warrant and accounts payable batches in the absence of the School
Business Administrator.
LEGAL REF.: M.G.L. 41:41; 41:52
12.

DH - BONDED EMPLOYEES AND OFFICERS

Each employee of the school system who is assigned the responsibility of receiving and dispensing school
funds will be bonded individually or covered by a blanket bond. The school department will pay the cost
of the bond.
LEGAL REFS.: M.G.L. 40:5
13.

DI - FISCAL ACCOUNTING AND REPORTING
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The Superintendent will be ultimately responsible for receiving and properly accounting for all funds of
the school system.
The accounting system used will conform with state requirements and with good accounting practices,
providing for the appropriate separation of accounts, funds, and special monies.
The School Committee will receive at least quarterly financial statements from the Superintendent
showing the financial condition of the school department. Such other financial statements as may be
determined necessary by either the School Committee or the administration will be presented as
requested.
LEGAL REF.: Board of Education 603 CMR 10:00
14.

REVOLVING FUNDS

Revolving Funds are established to dedicate a specific source of revenue from fees and charges to pay
expenses related to the service for which those payments are made. In general, expenses cannot be paid
from these accounts until sufficient amounts have been received. Each Revolving Fund has its own
limitations and restrictions regarding whether monies must be accepted by the municipality, whether
interest on the fund balance remains with the fund, limits on amounts that may be expended or retained,
and continuity of the principle.
The Revolving Funds operated by the Public Schools of Brookline include, but are not limited to, Food
Services, Athletics, and Summer School. These accounts enable the Administration of the Public Schools of
Brookline (PSB) to budget and monitor revenues and expenses of these activities. The Brookline School
Committee (BSC) expects the Superintendent to manage deficits and/or balances in accordance with the
enabling statute and the policies of the BSC. Appropriate measures to correct fund underperformance may
include one or more of the following:
•

Change fund or program management;

•

Initiate, terminate, or otherwise modify programmatic subsidy of

•

any Revolving Fund from the General Fund, or

•

Reallocate Revolving Fund surpluses to other accounts in the General Fund, such as operating
accounts or contingency reserves.

From time to time, the Superintendent will, at the direction of the BSC, set up Revolving Fund accounts to
receive and disburse funds related to activities for which the Brookline School Committee is responsible
and where enabling statutes allow.
•
•
•

•

Revolving Fund accounts will be managed with proper stewardship of these public funds.
Revolving Fund activity expenses will be budgeted to include all direct and indirect expenses
related to the activity, where allowed by statute.
Direct and indirect expenses, related to the activity, shall be applied in a manner consistent with
policy established by the Town Comptroller and the Massachusetts Department of Revenue. In
this respect, there shall be close collaboration between the Deputy Superintendent for
Administration and Finance, the Deputy Town Administrator, and the Finance Director.
Each Revolving Fund account will be managed for breakeven annual performance.
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•
•
•

15.

The Superintendent will bring discrepancies between actual fund performance and breakeven
fund performance promptly to the attention of the BSC Finance Subcommittee during quarterly
budget presentations.
If any fund performance significantly varies from the directive expressed in #5 above, the BSC will
direct the Superintendent to provide and implement a plan to address, correct or change fund
practices according to the then current needs of the PSB.
The BSC may provide guidance to the Superintendent regarding Revolving Fund accounts under
the BSC’s supervision in the annual BSC Budget Directives.
DIE - AUDITS

The accounts of the Public Schools of Brookline will undergo annual audits, to be conducted consistently
with Generally Accepted Accounting Principles, Massachusetts Department of Elementary and Secondary
Education (DESE) and Department of Revenue (DOR) requirements by the firm selected for general
auditing of the accounts of the Town of Brookline. In addition, the School Committee may request a
private audit of the system's accounts at its discretion.
The School Committee will consider recommendations made by the auditor for maintaining an efficient
system for recording and safeguarding the department's assets.
An independent review of the accounting procedures of the Public Schools of Brookline will be conducted
following the termination of service, resignation, or retirement of the business administrator.
An independent audit of the Student Activity Accounts shall be conducted for Brookline High School and
BEEP annually. Elementary schools and special programs shall have independent audits every three years.
The SchoolCommittee will receive copies of all audit reports issued by audit firms engaged to audit or
review committee operating, special revenue funds, or student activity accounts.
16.

DJ - PURCHASING

The School Committee declares its intention to purchase competitively without prejudice and to seek
maximum educational value for every dollar expended.
The SchoolCommittee shall appoint an individual with responsibility for all goods and services, Chief
Procurement Officer, who will meet all state requirements for such a position and have been delegated
as such by the Town Manager who serves as the Town Chief Procurement Officer and as such must also
make delegation of authority. The Chief Procurement Officer will develop and administer the Purchasing
Program for the schools in keeping with all federal, state, and local legal requirements and within the
adopted budget.
All purchases, including electronic and procurement card payments or orders will be made with prior
approval of the Chief Procurement Officer before goods or services are received.
Acquisition of all goods and services will be made using standardized contracts, official purchase orders
and/or town-issued procurement cards. All requisitions will be approved for submission by the
appropriate budget manager (Principal, Dept Head, Program Leader) designated by the Superintendent,
with such exceptions as may be made by the latter for emergency purchases.
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Purchasing compliance within budget and grant guidelines is the responsibility of the department head or
published budget manager/administrator.
Committee requires all budget managers to:
a. Ensure that sound business practices are used by faculty and staff when making goods and
services purchase requests;
b. Use state procurement contracts, national collaborative purchasing contracts, or evaluate best
value prices;
c. Consider using SOMWBA certified Minority and Women-Owned Business Enterprises
(M/WBEs);
d. Procure goods and services that conserve natural resources, reduce waste, protect public
health and the environment, and promote the use of clean technologies, recycled materials, and
less toxic products; and
e. All purchases shall be in compliance with
i. district curriculum adoption procedures set forth by Offices of K-12 Curriculum Instruction
and K-12 Educational Technology or by the Special Education Department
ii. Family Educational Rights and Privacy Act ("FERPA"), 20 U.S.C. Section 1232g (collectively,
the "FERPA Records"),
iii. 16 CFR 312 Children's Online Privacy Protection Rule,
iv. 201 CMR 17.00: Standards For The Protection of Personal Information of Residents of the
Commonwealth, and
v. 603 CMR 23.00 Student Records
Unauthorized purchase of goods and services requires budget managers to provide explanation as to why
Committee Purchasing Policy or Administrative Directives were not followed. School Committee reserves
their legal right to direct the budget manager to return the goods or not approve payment. Vendor will
be informed of School Committee Purchasing Policy and MGL Chapter 41, Section 56, which protects the
department for paying for unauthorized expenses.
LEGAL REFS.: M.G.L. 7:22A; 7:22B; 30:39M; 30B; 41:56; 71:49A; 149:44A-J
Use of Surplus Funds:
a. Budget: Prior to the close of the fiscal year, the School Committee shall be informed of any
unexpended funds in the budget and provided with recommendations for a reallocation of such
funds.
b. Construction Projects: Unexpended funds from prior school projects, if any, shall be brought to
the attention of the School Committee for review annually.
17.

DJA - PURCHASING AUTHORITY
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Authority for the purchase of materials, equipment, supplies, and services is extended to the
Superintendent through the narrative or detailed listing of such items compiled as part of the budgetmaking process.
The purchase of items and services on such lists requires no further Committee approval except when by
law or Committee policy directs. All procurement of goods or services must follow best business practice
and/or procurement laws.
The School Committee shall appoint a Chief Procurement Officer who will meet the qualifications
required under M.G.L. Chapter 30B, section 19, and receive delegation procurement powers and duties
from the Town´s Chief Procurement Officer (Town Manager).
The School Business Administrator shall serve to attest that funds are available prior to all purchases
being made by the district.
LEGAL REF.: M.G.L. 30B; 30B:19; 71:41
CROSS REF.: DJE, Bidding Requirements
18.

DJE – PROCUREMENT REQUIREMENTS

All purchases of goods and services, including contracts for construction or maintenance, shall be in
accordance with state statutes.
When bidding procedures are used, bids will be advertised appropriately. Suppliers will be invited to have
their names placed on mailing lists to receive invitations to bid. When specifications are prepared, they
will be mailed to all merchants and firms who have indicated an interest in bidding.
All quotes will be submitted with requisitions, addressed to the Chief Procurement Officer for the s and
plainly marked.
The Chief Procurement Officer may reject any or all quotes. The Chief Procurement Officer for the s shall
accept the bid that appears to be in the best interest of the system in accordance with applicable statutes.
SOURCE: MASC
LEGAL REFS.: M.G.L. 7:22A; 7:22B; 30B; 149:44A-J
CROSS REF.: DJA, Purchasing Authority
19.

DJG - VENDOR RELATIONS

Representatives of firms doing or hoping to do business with the system will be acknowledged and
interviews granted or not, depending on the circumstances. Personnel charged with the purchasing
function will not be required to put their time at the indiscriminate use of sales personnel, who will limit
their visits to staff members designated by schoolofficials.
20.

DK - PAYMENT PROCEDURES

All claims for payment from department funds shall be processed in accordance with regulations
developed by the Town Accountant and the Brookline School Committee Policy: Purchasing.
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All claims for employee pay shall be processed in accordance with salary ranges and salary schedules
approved by the School Committee.
Human Resources shall maintain and provide to School Committee all salary ranges and salary schedules
for all positions.
The Superintendent shall determine employees´ placement within approved salary ranges or on approved
salary schedules.
The Superintendent will be responsible for assuring that budget allocations are observed and that total
expenditures do not exceed the amount allocated in the budget for all items.
The school building administrators will be responsible for observing budget allocations in their respective
schools.
LEGAL REFS.: M.G.L. 41:41; 41:52 41:56
21.

DKC - EXPENSE REIMBURSEMENTS

Personnel and district officials who incur expenses in carrying out their authorized duties will be
reimbursed by the district upon submission of a properly completed and approved voucher and any
supporting receipts required by the Superintendent or designee.
When official travel by a personally owned vehicle is authorized, mileage payment will generally be made
at the rate currently approved by the School Committee.
To the extent budgeted for such purposes in the school budget, approval of travel requests by School
Committee members must have prior approval of the School Committee. Staff travel requests within
budgetary limits may be approved by the Superintendent or designee. Staff travel requests that exceed
budgetary limits will require the approval of the School Committee and the identification of funding
sources by administration. Each request will be judged on the basis of its benefit to the district.
LEGAL REFS.:
22.

M.G.L. 40:5; 44:58

DO - SCHOLARSHIP AND AWARD FUNDS

The School Committee gratefully acknowledges the generosity of those persons who establish or
contribute to scholarships and awards for the benefit of Brookline High School students. Following the
acceptance of such gifts by the School Committee, funds become the property of the school district, and
will be held and invested by the Town Treasurer, as provided by law. To ensure that scholarship and
award funds are distributed in a way that is both meaningful to the recipient and respectful of the
donor(s), the School Committee has established the following rules for the acceptance, administration,
investment and distribution of said funds.
I. Types of Scholarships and Awards:
a. Perpetual Scholarship or Award
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Definition - A Perpetual Scholarship or Award (or nonexpendable scholarship) results from a
gift of funds that may not be expended, i.e., the principal is to be invested in perpetuity. The
income and growth can be distributed. The donor may specify certain aspects of the award,
including, but not limited to, the name of the award, the award amount, the purpose of the
award, the qualifications of the award recipient.
Gift Minimum - $10,000
The minimum dollar amount that may be accepted as a Perpetual Scholarship or Award is
$10,000. Additions of not less than $1,000 may be accepted.
b. Expendable Scholarship or Award
Definition - An Expendable Scholarship or Award (or expendable scholarship) results from a
gift of funds that may be expended, i.e., the funds may be distributed as well as any income
and growth the funds produce. The donor may specify certain aspects of the scholarship or
award, including, but not limited to, the name, the amount, the purpose and the
qualifications of the recipient.
Gift Minimum - $500
The minimum dollar amount that may be accepted as an Expendable Scholarship or Award
is $500, provided that all of the funds, including principal, may be expended.
c. One-Time Scholarship or Award
Definition - A One-Time Scholarship or Award results from a gift of funds that is to be
distributed within one year.
Gift Minimum - $100
d. General Scholarship Fund
Definition - A gift to the General Scholarship Fund may be expended, i.e., the funds may be
distributed as well as any income and growth the funds produce. Such funds are aggregated
with other general scholarships to be awarded at the discretion of the School Department.
Gift Minimum - none
II. Acceptance of Scholarship and Award Funds:
a. Gifts of Funds Equal to or Exceeding $5,000
A gift of funds equal to or greater than $5,000 must be accepted by a vote of the School
Committee. (See attachment A)
b. Gift of Funds of Less Than $5,000
A gift of funds of less than $5,000 may be accepted by a vote of the School Committee. In
the absence of such vote, acknowledgement in writing to the donor by a member of the
school department authorized to do so shall constitute acceptance. (See Attachment
B). Annually, at the close of the fiscal year, the School Committee shall receive a report of
all scholarships accepted in this manner.
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c. Time Frame for Scholarship and Award Acceptance
The high school office must receive all funds intended for distribution in an academic year
by April 1st of that year. Funds received after April 1 will be expended for the following
academic year.
III. Selection of Recipients and Distribution:
a. A committee, annually appointed by the High School Principal to include representation from
guidance, athletics and academic departments, shall conduct selection of recipients. All decisions
of the committee shall be final.
b. Any cash distribution to a student must be a minimum of $100.
IV. Administration
a. The Brookline High School Principal, or his or her designee, shall be responsible for the
administration of the Scholarships and Awards. Administration shall include the following:
i. Maintain records of all scholarships and awards including correspondence, required forms
and other pertinent documents.
ii. Serve as the point of contact with donors and recipients.
iii. Provide acknowledgement of the receipt of the gift.
iv. Provide the Town Treasurer a copy of:
a. Gift Document (Attachment C)
b. Scholarship Summary (Attachment D)
v. Process receipts and disbursements through the Town´s warrant process.
vi. Annually publish a list of the donors of Scholarship and Award funds in the NHS Awards
Night program.
vii. Annually, at the close of the fiscal year, provide the School Committee with a complete
report of all scholarships and awards accepted during the fiscal year.
b. The School Business Administrator shall annually process the warrant necessary for
disbursement of scholarship funds.
c. The Town treasurer shall:
i. Hold and invest the funds.
ii. Provide the school department investment performance results for each Perpetual
Scholarship or Award, Expendable Scholarship or Award and the pool of general scholarship
and award funds as of December 31st of each year for use in determining awards.
23.

PURCHASE OF ENERGY EFFICIENT EQUIPMENT AND APPLIANCES (VOTED 9/23/10 #10-65)
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The Public Schools of Brookline will require that only energy efficient equipment and appliances
be allowed for all new purchases of this nature and that going forward the department will not
purchase low efficiency products, including halogen torchieres and portable electrical heaters.
24.

ENVIRONMENTALLY FRIENDLY CLEANING PRODUCTS (VOTED 4/30/09 #09-42)
Town and Public School Departments (“Brookline”) should purchase and use Green Seal certified
cleaning products, including but not limited to: glass cleaners, neutral cleaners, and general
purpose cleaners, in their all-purpose, wash room, multi-surface, and floor cleaning operations,
provided that such products meet the necessary specifications of the proposed function and are
cost effective.
Brookline will purchase and use Green Seal certified cleaning products, whenever they are
sufficiently effective and cost competitive. These environmentally friendly cleaning products,
when available, are as effective as existing, traditional cleaning products;
When no appropriate certified product exists, Brookline will choose cleaning products which best
minimize negative impact to human health and the environment. Any questions regarding the
appropriateness of a product will be resolved by the Purchasing Division; If there is an increased
cost of using Green Seal certified cleaning products, the Purchasing Division, in consultation with
the Department requiring the product, will determine the best value, taking into account
environmental and financial impact;
Brookline will exhaust the current supply of cleaning products first and no cleaning product will
be given away or be disposed of. The current stock of cleaning supplies will be replaced with Green
Seal certified or environmentally preferable cleaning products where available and appropriate.
Departments will notify the Purchasing Division when their current supplies have been exhausted;
Brookline will ensure that staff responsible for building cleaning is properly trained to safely use
and dispose of all cleaning products;

25.
NEED TO REVIEW IF ADDITIONAL TOWN MEETING ARTICLES HAVE BEEN PASSED WITH
RELEVANT IMPLICATIONS (EG. PARKING, GREEN CONSTRUCTION?)
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ATTACHMENTS:

School Committee Finance Subcommittee
Wednesday, January 22, 2020
8:30 AM-10:45 AM
Room 103, Town Hall
Finance Subcommittee members present: Susan Wolf Ditkoff (Chair), Sharon
Abramowitz, Suzanne Federspiel, and David Pearlman (by phone).
Other School Committee members present: Helen Charlupski.
Staff present: Ben Lummis, Mary Ellen Normen, Nicole Gittens, Mary Brown, Donna
Chisholm, Robin Coyne, Visual Arts Curriculum Coordinator K-12 Alicia Mitchell,
Performing Arts Curriculum Coordinator K-12 Kenny Kozol, K-8 World Language
Coordinator Tanya Alvarado, and 9-12 World Language Coordinator Agnes Alberola.
Others present: Advisory Committee School Subcommittee Chair Cliff Brown and John
VanScoyoc.
Ms. Ditkoff called the meeting to order at 8:30 AM. She announced that Mr. Pearlman
will be participating remotely, by phone.
1) FY 2019 Final Financial Report-Update
Ms. Normen reported that she expects the FY 2019 Financial Report will be completed
by January 30, 2020, but will know more tomorrow. She will keep the Subcommittee
informed.
2) FY 2020 Budget Update
Ms. Normen reported that the 2nd Quarter Financial Report will be presented after the
February vacation. The administration is assessing whether there will be any savings
from staff turnover that could help address the deficit projected at the end of the 1st
Quarter. Budget closure procedures will start after the 3rd Quarter Financial Report.
Procedures will be clearly communicated. Ms. Normen stated that if there is a projected
deficit of more than $.5 million for two quarters in a row, she will likely recommend a
spending freeze. The administration will do what it can to avoid implementing a freeze.
If a freeze is needed, she will inform the School Committee and make a recommendation
to the Interim Superintendent in late February. The Finance Subcommittee discussed
scheduling an additional meeting at the end of February.
3) FY 2021 Budget Development Update
Mr. Lummis reported that he will be presenting the Interim Superintendent’s FY 2021
Recommended Budget to the School Committee on January 30, 2020.
4) Budget Presentation: Visual Arts; Performing Arts
Dr. Gittens provided a presentation on Visual Arts (Attachment A). All K-8 students
have art classes once per week. Brookline High School offers elective courses from
foundational to advanced courses, with AP Portfolio as a capstone opportunity. Dr.
Gittens described the program structure, reviewed the number of FTEs, and noted
benefits and challenges. Visual Arts Curriculum Coordinator K-12 Alicia Mitchell
discussed the challenges, which include the following: 1) teaching time in K-8 Art classes
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is only 45 minutes each week for the full year and 2) K-12 consumable materials
available to students are greatly impacted by the budget. Ms. Mitchell noted the impact
of transition time between grades, particularly for the younger students. She discussed
scheduling (five minutes had been added for 45 minutes total; even if had more staff
would be complicated to add classes because of the lack of space; some schools only
have one art room). Subcommittee members suggested consideration of alternative
approaches to scheduling, e.g., doubling up on art or music for a quarter- or half-year
with all students getting the same amount of instruction, but at different times of year
(staff noted the importance of consistency for the younger grades, benefit of adding more
time for visual and performing arts, and the need to provide an equitable experience for
all students).
The Subcommittee discussed staff travel between schools and whether this impacts
teaching and learning (delivery happens in the same way; usually one day per week;
teachers still work together as a team).
Members requested additional information (from Enrichment and Challenge Support
Coordinator Matt Rosenthal and others) on current and planned use of makerspaces and
project-based learning.
Dr. Gittens provided a presentation on Performing Arts (Attachment B). The Public
Schools of Brookline Performing Arts Program includes general music K-5; 4th through
8th grade Conservatory; Brookline High School programs at all levels in Music, Drama,
and Dance; and extracurricular after-school programs in Music, Drama, and Dance. Dr.
Gittens described the program structure, reviewed the number of FTEs, and noted
benefits and challenges. Performing Arts Curriculum Coordinator K-12 Kenny Kozol
discussed the challenges, which include the following: 1) limited time for music at the K8 level with only 80 minutes of music weekly for K-3 and 90 minutes of music weekly
for 4-8; 2) shared staffing creates challenges with K-8 scheduling across all schools;
3) Performing Arts subjects take a back seat to “academic” subjects, and 4) elective
enrollment at Brookline High School does not reflect the number of students who request
Performing Arts classes due to scheduling issues.
Subcommittee discussion focused on the following: need for further conversation
regarding the strong community interest in K-8 Drama; barriers to participation, issues of
equity/representation, and the need to correct any misperceptions regarding what is
required/recommended in terms of after-school instruction; and the impact of
Conservatory on school scheduling.
[The World Language presentation will be rescheduled.]
5) Review/Approval of Finance Subcommittee Minutes
On a motion of Ms. Federspiel and seconded by Dr. Abramowitz, the Finance
Subcommittee voted unanimously to approve the minutes of the January 15, 2020
Finance Subcommittee meeting.
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On a motion of Ms. Federspiel and seconded by Dr. Abramowitz, the Finance
Subcommittee voted unanimously to approve the minutes of the December 18, 2019
Finance Subcommittee meeting.
6) Acceptance of Gifts from Brookline High School PTO and Anonymous
On a motion of Dr. Abramowitz and seconded by Ms. Ditkoff, the Finance Subcommittee
voted unanimously to recommend that the School Committee vote to accept the gifts, as
shown in Attachment C.
7) Acceptance of Grant from the Massachusetts Cultural Council
On a motion of Dr. Abramowitz and seconded by Ms. Ditkoff, the Finance Subcommittee
voted unanimously to recommend that the School Committee vote to accept the grants, as
shown in Attachment D.
8) Brookline Fiscal Advisory Committee (BFAC) Update
Mr. Pearlman reported that BFAC will be meeting tonight to vote on the draft BFAC
Report/Recommendations. Subcommittee members noted that the School Department
and School Committee were represented at the BFAC Public Hearing, but that the School
Committee and Finance Subcommittee have not had a full discussion of the
recommendations and their potential impact on the Public Schools of Brookline. BFAC
member Cliff Brown described the process thus far and going forward up until Town
Meeting (will include an extensive public education process).
Members suggested that it would be helpful to understand the three to five places in the
BFAC Report/Recommendations that have the largest implications for the Schools and to
get more information on potential changes in the number of FTEs, the timeline for
implementation, potential funding sources, and the analysis/comparable data used to
develop the recommendations. The School Committee needs to consider how to think
about the BFAC priorities relative to other aspects of the budget process, e.g., financial
pressures, potential reductions, and community feedback to reduce central administration.
The Subcommittee discussed the possibility of moving forward with this year’s budget
process and then taking the necessary time to thoroughly review and implement, as
appropriate, BFAC recommendations. The Subcommittee discussed bringing a
recommendation on next steps (e.g., Subcommittee referrals) to the full School
Committee. Mr. Brown noted that BFAC’s expectation is that adjustments will be made
in this year’s budget to implement recommendations.
The Subcommittee agreed to continue to discuss next steps with regard to the BFAC
recommendations at the next Subcommittee meeting (February 6, 2020, 4:00 PM-6:00
PM, in the 4th Floor Conference Room, Town Hall). The Subcommittee agreed to add a
Finance Subcommittee meeting on Wednesday, February 26, 2020, 8:15 AM, in the 5th
Floor Conference Room, Town Hall).
The meeting adjourned at 10:45 AM.
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Visual Arts
Presentation to the Finance Subcommittee
January 22, 2020
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Budget Presentation
Purpose
✓
✓

✓

Educate School Committee and public on key areas of PSB
including programs, services, and departments
Presentations typically will include a combination of background
information about area, and also costs, cost drivers, stafﬁng, and
challenges
Presentations on areas requested by School Committee,
ongoing public interest, and those identiﬁed by Superintendent

Intention is to provide a level of transparency and detail not
typically provided about programming and costs
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Budget Presentation
Purpose
✓

Educate School Committee and public on Visual Arts Program

General Description
The Visual Arts K-8 Learning Expectations and BHS courses are well
aligned vertically. The department has common understandings on
concepts, craftsmanship, and the development of artistic thinking skills
necessary to express ideas and feelings, explore and discover, and
imagine what is yet to be.
All K-8 students have art classes once a week.
BHS offers elective courses from foundational to advanced courses,
with AP Portfolio as a capstone opportunity.
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Program Structure
Grade Level

Instructional Time

Delivery Model K-12

K-3

40/45 once per week

4-5

40/45 once per week

6-8

45/50 once per week

9 - 12

One Semester courses
Full year courses

Inspiration/ Setting the task
Background information,
connections to prior
experiences, sharing ideas,
modeling techniques/
approaches to problem
solving

@435 minutes of instruction
within 2 weeks

Studio Time:
Working time for students
(greatest amount of time)
Wrap up: Clean up and
Reﬂection

FTE
Number of FTE (including coordinator): Systemwide Total FTE=18.3
Coordinator: 1.0
K-8: 13 teachers = 11.3 FTE
Shared FTEs (K-8 schools only): 4 teachers work in more than one
school
BHS: 6 teachers = 6.0 FTE
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Other Information
●

●

●

Creating art is a dynamic cognitive process in which all students are
encouraged to develop an intrinsic connection to:
○ exercise strong habits of mind and express personal voice
○ apply multidisciplinary content skills into new situations
○ think critically to answer an essential question, create original
answers.
Curriculum units are designed to practice and strengthen Studio Habits
of Mind:
○ develop craft, engage and persist,
○ visualize, express, understand the world,
○ observe, reﬂect, explore and discover.
Students make multiple decisions during the making of art, leading to
results that are personal and original.

Beneﬁts & Challenges
Beneﬁts of Visual Arts classes. Students learn to:
● Cultivate curiosity and imagination.
● Tolerate uncertainty; take pleasure in ambiguity.
● Accept failures as a necessary part of success.
● Be resilient , overcome obstacles and adapt when setbacks occur.
● Celebrate diverse thinking.
● Seek new perspectives through regular critique and reﬂection.
● Invest in the creative process for the intrinsic value of ﬁnding a solution to a
problem.
● Connect with others by expressing personal voice.
● Understand and value the art that is everywhere in their world.
Challenges:
● Teaching time in K-8 Art classes is only 45 minutes each week for the full year.
● K-12 consumable materials available to students is greatly impacted by the
budget.

Performing Arts
Presentation to the Finance Subcommittee
January 22, 2020
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Budget Presentation
Purpose
✓
✓

✓

Intention is to provide a level of transparency and detail not
typically provided about programming and costs

Budget Presentation

Purpose
✓

✓
✓
4th Grade
5th Grade
-

✓
✓

6th, 7th and 8th Grades
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Program Structure
Grade Level

Instructional Time

Delivery Model

K-3

80 minutes per week
(some schools schedule
for 90 minutes per week)

General Music (2x 40
minutes)

4-5

90 minutes per week

Conservatory (1x 45
minutes) and General
Music (1x 45 minutes)

6-8

90 minutes per week

Conservatory (2x 45)

9 - 12

Graduation requirement of
3 elective credits in three
elective departments
(potentially 1 - 3 credits in
Performing Arts)

~435 minutes over 10
days per class

FTE
✓
✓
✓
✓

✓
✓

Other Information

✓
✓
✓
✓
✓
✓
✓

✓
✓
✓
✓
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Beneﬁts & Challenges
Beneﬁts for K-8 schools and students:
✓
✓
✓
✓
✓
✓
Challenges
✓
✓
✓
✓

School Committee Finance Subcommittee
Thursday, February 6, 2020
4:00 PM-6:00 PM
th
4 Floor Conference Room, Town Hall
Finance Subcommittee members present: Susan Wolf Ditkoff (Chair), Sharon
Abramowitz, Suzanne Federspiel, and David Pearlman.
Other School Committee members present: Helen Charlupski and Jennifer Monopoli.
Staff present: Mary Ellen Normen and Donna Chisholm.
Others present: Brookline Fiscal Advisory Committee (BFAC) members Cliff Brown and
Mike Toffel, Advisory Committee Chair Michael Sandman, John VanScoyoc, and
Regina Frawley.
Ms. Ditkoff called the meeting to order at 4:00 PM.
1) FY 2019 Final Financial Report-Update
Ms. Normen reported that the FY 2019 Final Financial Report is completed. There will
be an edit to the allocation of teachers by building. Ms. Normen explained the OpenGov
system. The State has been collecting this information since Ed Reform in 1993.
Information is broken down by Schedule and shows net school spending, year to year
comparisons, Maintenance of Effort, and FTE breakdowns. Brookline Chart of
Accounting reporting should be in compliance with Department of Elementary and
Secondary Education (DESE) and Universal Massachusetts Accounting System
standards. Members requested additional information on 1) FTE classification, e.g., how
DESE classifies teachers and 2) the breakdown of contracted services. Members were
asked to send Ms. Normen any additional questions and requests for information before
the next Subcommittee meeting.
Ms. Normen reported that the Auditors will be coming to Brookline on February 27,
2020. She will bring copies of the Audit Report to the next Subcommittee meeting.
2) Discussion of Brookline Fiscal Advisory Committee (BFAC) Recommendations
and Next Steps
Mr. Pearlman presented an overview of BFAC findings and recommendations that impact
the School Department (Attachment A). He noted that the BFAC recommendations were
submitted with unanimous BFAC support on January 30, 2020. Mr. Pearlman’s
presentation covered the following: BFAC charge restraints; the Town’s significant
financial challenges; the rationale for committing to the AAA Rating and better financial
analysis, forecasting, and planning; BFAC recommendations; areas of improvements;
additional resources needed to make the improvements; the role of leadership and
stakeholders in this process; the 24-month BFAC Implementation Plan; a summary of 16
BFAC recommendations impacting the Schools; and next steps. Implementation of the
Plan will place the Town and Public Schools of Brookline on a path to begin operating
under sustainable annual budgets, remain positioned to finance continued investment in
infrastructure and facilities, and retain the Town’s AAA credit rating. BFAC members

1

commented that the level of expense growth is unsustainable and noted the impact of
proximity to Boston and our school system on Brookline’s AAA Bond Rating.
Summary of Discussion, including Questions and BFAC Member Responses
Is this the same type of financial cliff we faced before the 2014 and 2018 overrides, or is
it something new? (The Override Study Committees have looked at deficits, while this is
about looking at the gaps if we continue business as usual and continue to rely on
overrides. BFAC’s starting point was the current budget. This is worse than in the past
for two reasons: debt incurred is higher, which puts pressure on debt capacity, and our
override history/fatigue. There is a perception that people are less willing to pass
overrides in the way that they have in the past, in part because of perceptions of debt and
management.)
What would a AA Bond Rating mean for Brookline? (It would cost us approximately $12
million; the reputational aspect is important; at the quarterly summits, should be a clear
common understanding with the Select Board about keeping the AAA Bond Rating).
Explain more about override fatigue? (There seems to be a sense that Brookline will
continue to support overrides, but the ratings agency will say no – eventually you will hit
a decline in approvals. There’s a need for a strategic override plan; if we cannot live on
2.5 percent increments for valid reasons, we may need to tell people that every five years
we will be requesting a certain percentage override. We also need to put more focus on
real estate development.)
Requested additional information on increases in expenses and the structural deficit.
(Includes steps and lanes and existing contracts; we are revenue constrained; need to
maintain reserves; need to have processes in place that take into account the cost of
decisions).
Asked about the role of the Advisory Committee in financial monitoring and analysis,
including costing out the potential impact of Warrant Articles (need to make sure comply
with state governance).
Discussed the need to develop metrics to evaluate programs and services on a more
consistent basis and to communicate that this is happening.
Discussed what is needed to do zero-based or outcome-based budgeting (OpenGov would
make it easier.)
Discussed the Town-School Partnership (fosters a more cohesive process; summits will
have an impact; some perceive the Town-School Partnership as a rubber stamp).
Discussed the capital planning process and path forward on Pierce (current process
functions as a budgeting exercise rather than a true long-term planning tool; important
to understand the needs of all buildings; binder describing the needs should be
accessible; discussed potential development and Payment in Lieu of Tax (PILOT)
agreements; determine building budget before making design decisions on capital
projects.)
Discussed the need to deploy resources to seek additional revenues.
3) Discussion of Interim Superintendent’s FY 2021 Budget Recommendation
Ms. Normen provided an update on the Interim Superintendent’s FY 2021 Budget
Recommendation. The projected deficit for grants has increased due to level funding of
grants and a $242,000 possible reduction in the Title I Grant due to changing poverty
2

levels. The administration will need guidance from the School Committee on how to
plan for this. The district will benefit from State Circuit Breaker reimbursement for
Special Education Out-of-District Transportation costs. Director of Public Buildings
Charlie Simmons has requested an increase in the hourly rate for HVAC staff.
4) Acceptance of Early Childhood Special Education Targeted Federal Program
Improvement Grant
The February 3, 2020 School Committee Consent Agenda will include Acceptance of the
Early Childhood Special Education Targeted Federal Program Improvement Grant
(Attachment B).
The meeting adjourned at 6:00 PM.

-
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Brookline Fiscal Advisory
Committee (BFAC)
Findings and Recommendations
impacting the School Department
On January 30, 2020, BFAC submitted its Final Report with the
unanimous support of its 11-member committee.

BFAC Charge Restraints
The Select Board charged BFAC to make observations and
recommendations on sustainable ways the Town could address its
structural financial challenges, not to examine specific cost reduction
opportunities that could also help alleviate the problem.
As was the case in both the 2004 and 2011 Fiscal Policy Review
Committees, BFAC was asked to “focus on the general fiscal health of
the community, and not conduct evaluations of individual programs or
budget line items.”

Status Quo is Unacceptable
• The Town of Brookline faces significant financial challenges:
• Expense growth unsustainably exceeds revenues.
• Planned and recently commenced capital projects raise our projected
outstanding debt by $550-$700 million, requiring additional debt exclusions.
• “Rainy day” reserve fund is more than $4 million below the amount required
by the Town’s own policies.
• Economic pressures imperil our AAA bond rating, which reflects our overall
financial strength and allows us to borrow at lower interest rates.

Why Commit to the AAA Rating and Better Financial Analysis, Forecasting, and Planning?
A growing budget gap: Brookline’s forecasted expenses
increasingly exceed its forecasted revenues

Rating concerns: Brookline’s AAA Moody’s rating is under
pressure as most of its elements are rated Aa or A
ECONOMY/TAX BASE (30%)

FINANCES (30%)

DEBT/PENSIONS (20%)

MANAGEMENT (20%)

More debt burden: Debt service is a growing proportion of
Brookline’s budget

Declining reserves: Brookline has been drawing down
its rainy day reserves below its 10% policy minimum

BFAC Recommendations
• BFAC identified 18 specific general recommendations, many with additional
sub-recommendations.
BFAC recommendations were grouped into four general sections:
• 1. Maintenance of our AAA Bond Rating.
• 2. Improving Financial Decision Making.
• 3. Recognizing how we are overstretching the capabilities of the Town’s
current governance model.

• 4. Identifying resources to implement BFAC’s recommendations.

Areas of Improvement
Many BFAC recommendations require that Brookline improve its:
1. Data Collection
2. Financial Analysis
3. Financial Forecasting
4. Financial Planning

More Resources
These improvements necessitate additional resources, including:

1. Increased budget and analytical staff (whether through new
hires or redeployment of existing resources).
2. Consulting expertise.
3. Modern technology solutions.
Additional human resources are an immediate, urgent necessity.
.

Leadership
Elected officials must be able to:

1. Focus themselves.
2. Provide concrete solutions in the form of a structured “Financial
Improvement Plan” to address the growing structural budget deficit
and replenishment of our depleted “rainy day” reserves.

3. Embrace forward thinking financial policies and processes, ranging
from the way Town Meeting resolutions are viewed, to the
establishment of a more collaborative budgeting process.

Stakeholders
Stakeholders need to defeat the perception that meaningful cost
reduction is politically impossible, and that debt exclusions, operating
overrides, fee increases, and continued positive economic conditions
will be sufficient to resolve budgetary challenges.

BFAC Implementation Plan
To address BFAC’s overall observation of resource deficiencies and
fragmentation in the Town’s and School’s financial decision-making
processes, BFAC recommends the adoption and implementation of the
24 Month BFAC Implementation Plan (the Plan).
The Plan will place the Town and Public Schools of Brookline (PSB) on a
path to begin operating under sustainable annual budgets, remain
positioned to finance continued investment in infrastructure and
facilities, and retain the Town’s AAA credit rating.
Implementation of the Plan will be a shared responsibility among all of
the principle government bodies, including senior staff, the Select
Board, the School Committee, Advisory Committee, and Town Meeting.

BFAC Recommendations
involving the Schools
Out of the 18 total BFAC recommendations, 10 of them involve the
School Committee and/or School Department in the implementation of
a recommendation: 1, 2, 6, 8, 9, 10, 11, 14, 15, and 16.
There is no recommendation that holds the School Committee solely
responsible for implementation.

BFAC Recommendation #1
The Select Board and the School Committee should have their
administrators adopt common financial policies, to the extent possible,
and create and institute performance management metrics to allow for
better evaluation of budgetary decisions and lessen the influence of
anecdotal statements and special interests in financial decisions.

Why we need Financial Integration
The Town and Schools have separate, parallel budget processes, each
with very different challenges and subject to different state and federal
requirements, but ultimately both need to comply with certain
regulatory, accounting, and reporting standards. Adopting integrated
financial policies will allow for the evaluation of stated priorities and
goals so that resources can be redeployed as necessary in the context of
a forward-thinking financial culture.
Performance management metrics will strengthen data-driven decision
making while weakening the argument for decisions disassociated from
financial constraints. This is necessary given the Town’s finite resources.
Performance metrics are increasingly used as part of best practices in
municipal operations, with many examples in Greater Boston.

BFAC Recommendation #2
Adopt a financial review and budget process requiring periodic summits
between the Select Board, the School Committee, and the Advisory
Committee.

Importance of Summits
Modeled after Lexington’s budget process, the summit approach brings
together the critical participants and stakeholders in the budget and
forecasting processes. The summits would establish a common
foundational framework for Town and School budget preparation, foster
respect among the parties, and facilitate an understanding of the unique
challenges faced by each. Content and sequencing of these meetings
would be determined by the Town Administrator and Superintendent.

These meetings should include monitoring key financial trends beyond
one-year horizons, key strategic decisions across boards and
committees, and deep dives on strategic topics.

BFAC Recommendation #6
Evaluate key programs and services on a periodic basis to assess their
effectiveness and completion of objectives, in order to identify potential
cost savings and opportunities for the redevelopment of resources.
Pilot-test zero-based budgeting best practices into the annual budget
process.

Periodic evaluation of programs
Objective measures by which to judge progress toward goals represent a
key component to expenditure review. Too often these evaluations can
become arguments based on opinion, rather than evidence. If a
program has been reviewed and not lived up to expectations, there
need to be objective criteria for evaluating the consequences of ending
or tailoring back the investment in the program.
This recommendation is intended to foster more evidence-based
decision making, where more facts and evidence are provided to
support decisions by staff, boards, committees, and Town Meeting. It
should also help decision makers explain their decisions more
transparently.

BFAC Recommendation #6.1
Require an investment analysis.
In addition to demonstrating the possible benefit, there
should be an explanation of the goals of the investment, the
metrics by which it will be judged, and the time frame over
which the metrics will be analyzed.
Periodic look-backs to ascertain effectiveness should be
required, as there should never be an assumption that a
program will continue indefinitely.

BFAC Recommendation #6.2
Create rubrics and metrics for establishing spending and investment
priorities.
Regular procedures should be instituted to periodically evaluate
programs for their effectiveness and to identify service levels in excess
of statutory requirements. This will create opportunities to rethink the
deployment of limited financial resources.

BFAC Recommendation #6.3
Pilot test zero-based budgeting (ZBB) and outcome-based budgeting
(OBB) as alternatives to the current incremental annual budget process.
Both of these budget approaches offer the potential for a more strategic
allocation of resources:
In ZBB, the budget for a program is re-set to zero and the resources to
provide a service or complete a goal are identified and costed out.
In OBB, the focus is the alignment of resources with results.

BFAC Recommendation #8
Town School Partnership
Revisit the structure, including the revenue allocation formula, that
forms the Town-School Partnership (TSP) to ensure both that it is better
understood and that it best meets the needs of the Town and Schools in
a dynamic manner.

Revenue Allocation Mechanisms for
Town School Partnership
Most municipalities maintain some kind of mechanism for revenue
allocation between the school side of the ledger and the general
government side of the ledger. After meeting with staff, BFAC
encourages them to focus on a redesign that considers and/or reflects
the following:
1. Create a Town-School manual that allows current and future
employees to understand how the TSP works.
2. Eliminate the misperception that the Partnership reflects a
50/50 split of revenue.
3. Utilize fully allocated costs and show them so that everyone
can see and understand them.

Revenue Allocation Mechanisms for
Town School Partnership (Continued)
4. Consider eliminating the focus on marginal revenue and
instead use total revenue.
5. Make sure that costs allocated to the Schools conform with
Department of Elementary and Secondary Education (DESE)
requirements.
6. Agree on how to incorporate changes in student enrollment
(increases or decreases).
7. Agree on how to deal with special education costs (taking into
account whether any such costs are embedded in the formula for
changes in student enrollment).
8. Consider whether the establishment of a reserve for
unanticipated special education costs is needed and/or appropriate.

Revenue Allocation Mechanisms for
Town School Partnership (…Continued)
9. Determine the appropriate revenue split but recognize that
certain functions are performed by the Town on behalf of the Schools
and that the funds for those services must be available to the Town. This
would be accomplished by making sure those costs are considered
shared costs that are deducted prior to any split.
Meetings among senior staff on the Town and School sides are already
underway to address the Town-School Partnership.

BFAC Recommendation #9
Create an enhanced capital planning process covering the Town and
Schools.
“A government with a comprehensive assessment of capital and
infrastructure requirements, including deferred maintenance, will be
better positioned to manage these requirements over time in the most
cost-effective way.”
Quote Source: S&P Global’s Top 10 Management Characteristics of
Highly Rated State and Local Borrowers.

Enhanced Capital Planning Process
Capital investments exert a major impact on the Town’s financial
outlook, yet the current capital investment process is failing the Town
and in need of reform. A long-term Capital Investment Plan is a key
input into a formal debt management policy.

Capital Planning Backlog
Current capital spending on the renewal and replacement of the Town’s
K-8 schools is backlogged, driven in part by a sizeable increase in the
number of school age children.
In addition to the Schools, the 2018 Strategic Asset Plan has identified
many unmet non-school capital needs. Brookline’s investments in
streets and roadways, information technology, and analytical
infrastructure are below what is required to deliver the quality and scale
of public services that the Town has historically provided.

Limited Transparency, Analysis,
and Long-term Planning
The current Capital Improvements Program (CIP) process functions
primarily as a budgeting exercise, rather than a true long-term planning
tool. Capital projects are planned independently of each other and
without a Town-wide analytical, criteria-based framework to evaluate
their relative merits.
Town departments and School projects are not on equal footing and
there is no process to evaluate their relative prioritized importance. As a
result, there is limited transparency as to the rationale used to develop
the current CIP.

Absence of Affordability Metrics
There exists little to no focused discussion on affordability for capital
plans. The absence of a clear analytical framework makes it difficult to
differentiate needs from wants.

Recent major capital projects have been undertaken without a
rationalized allocation of capital and debt capacity. In the case of the
Coolidge Corner, Brookline High, and Driscoll projects, program and
design decisions determine the estimated project cost, which is then
value-engineered, something very different from designing and building
to meet an available budget.

Revised Capital Planning Process
The capital investment process is too complicated, too complex, with
too big an impact on the future condition of Brookline to let the current
process remain in place.

The Town and PSB should commit to developing, and updating annually,
a comprehensive Long-Term Capital Investment Plan (LTCIP) with a 10year horizon. An important component of the LTCIP will be addressing
deferred maintenance. Deferred maintenance can both shorten the
useful life of assets and reduce the operating efficiency and quality of
service provided.

Long-Term Capital Improvement Plan
The LTCIP should include opportunities to:
1. Improve the quality and efficiency of Town and School
activities (e.g., IT, energy conservation, fields/parks, transportation,
schools as community centers).
2. Fund capital investment projects that support future economic
growth and development, and thereby lead to increased tax revenues.
3. Reduce operating expenses and expand the tax base by
reviewing Town assets for potential disposition.
4. Leverage private development projects’ support of the Town’s
capital investment needs as a focused and transparent part of project
approval.

Require Analytic Rigor
All existing Town and PSB capital assets should be inventoried and
assessed regarding existing conditions and deferred maintenance under
a common scorecard, the results of which should be published and
easily accessed by residents.
All capital investment proposals, for both the Town and PSB, need to be
evaluated and prioritized with a consistent analytical and strategic rigor
within the framework of the comprehensive 10-year Long-Term Capital
Investment Plan.

Evaluation Template
Using a common evaluation template for all projects:
1. Include a full financial analysis showing assumptions on
investment horizon (life of asset), cost of capital, return on investment
(ROI), payback time, etc., as a result of reduced operating expenses
and/or increased revenues. The impact of a project on future long-term
operating expenses should be fully considered.
2. For capital investments with only partial or no direct financial
benefits, proposals must identify their non-financial benefits and
explain why they are needed as opposed to nice to have. Examples of
non-financial benefits include: educational programs, strengthened
neighborhoods, climate action goals, public safety, promotion of
economic opportunity, service quality, etc.

Evaluation Template Continued
Using a common evaluation template for all projects:
3. Whenever possible, a range of investment levels should be
considered, with the differences in the costs and benefits between
“bare bones” and “Cadillac” options presented, and mid-points defined.

4. The impact of a project and its funding on Brookline’s AAA
rating and its long-term impact on taxpayers should be presented.
5. The level of analytical support should be determined by the
size of the project. Any proposal in excess of $500,000 needs to go
through the full analysis, with smaller projects requiring less formal
attention.

BFAC Recommendation #10
Develop annual Financial Improvement Plans (FIPs) to pursue highimpact opportunities to increase revenues (e.g., PILOT program, AirBnB
fees, building utilization) and better manage costs (e.g., special
education medical expenses, building maintenance, new school
construction standards, playground and fields).
In the near term, BFAC recommends revenue enhancement FIPs for the
Payment in Lieu of Taxes (PILOT) program, school rental revenues,
cemetery revenues, and AirBnB taxes.
In the area of cost management, BFAC recommends FIPs for Norfolk
County fees, and parking enforcement costs and revenues. Future areas
for FIPs include special education medical expenses, building
maintenance, new school construction standards, fire and ambulance

BFAC Recommendation #11
Annually assess and publicly report the extent to which any projected
cost reductions or revenue increases in the Financial Improvement
Plans, actually materialize and why any shortfalls arise. Seek outside
independent expertise to (a) assist, as needed, in the evaluation and
refinement of Financial Improvement Plans, and (b) to provide
independent monitoring of the Town’s and School’s compliance with
Financial Improvement Plans and the BFAC Implementation Plan.

Annual FIPs should include…
1. Opportunity Summary: Executive summary of what the potential
enhancement is, whether cost savings, revenue increases (or both).
2. Key Implementation Steps: A lettered list with high-level milestones
that could serve as a model for a project manager to use to build out
a project plan.
3. Annualized opportunity: Summary of the potential impact. This
should be a lettered list with a description.
4. Implementation issues: Summary of key issues that will need to be
considered, including a description of each issue and its impact.
5. Realization confidence and review: Summary of confidence this
enhancement can be passed, and review criteria to look back upon.
This section should contain a lettered list of confidence % with
adjusted impact and lookback timeframe.

BFAC Recommendation #14
Establish a maximum debt policy based on the ratio of Direct Debt to
Operating Revenue. Brookline’s debt service to total revenue is
projected to triple from levels in FY18 to FY25.
In the current environment, with multiple large-scale projects being
financed over a small number of years, there may be unanticipated
shocks to residents when tax bills fully reflect the costs of multiple debt
exclusion votes. If taxpayers are not prepared ahead of time, there
exists the possibility that adverse reactions could stymie any additional
requests for revenues outside of Proposition 2 ½.
The Select Board and School Committee should communicate with
transparency around the ultimate costs and benefits that taxpayers are
agreeing to undertake with debt exclusions and overrides.

Potential Debt Policies
BFAC Recommendation #14.1: Maintain Net Direct Debt (total debt
level) divided by Revenue to at least the A level (0.67x <n < 3x). This
recognizes the fact that the Town is already at the A level and
establishes a policy to not fall below that level.
BFAC Recommendation #14.2: Set a goal to achieve Net Direct Debt
divided by Revenue to at least the AA level (0.33 x < n < 0.67x) by FY36.
This goal will help ensure the health of the Town’s balance sheet.
BFAC Recommendation #14.3: Commit to full disclosure and
transparency of existing, proposed, and planned borrowings when
asking taxpayers to approve new debt exclusions.

BFAC Recommendation #15
Develop a strategy to plan for periodic operating overrides to
supplement the resources provided by recommendations #6, 10, and 12
in order to meet the community’s expectations of more and better
services from the Town and Schools while addressing concerns that
would accompany growing the tax base exclusively via accelerated
economic development.
BFAC appreciates that certain statistics suggest Brookline is under-taxed
while other statistics suggest Brookline residents are highly burdened by
taxes and fees. There is, however, a near universal consensus that
Brookline is already a very expensive community in which to live or to
conduct business. Additional taxes of any kind will exacerbate this
problem, particularly for the most vulnerable of our residents.

BFAC Recommendation #15.1
Any tax should be designed to allow for the broadest range of uses
possible.
These uses would include a range of projects for which there currently is
insufficient capacity in the CIP, such as open space, parks, and affordable
housing. The Town should avoid taxes that are designed as singlepurpose levies.

BFAC Recommendation #15.2
Voters must be provided more information when presented with future
override and debt exclusion ballot questions.
An approach should be established that fully explains the impact of a
single proposed tax in the context of other anticipated override or debt
exclusion requests. Voters should be given the information to
understand the impact of a ballot question on both their individual tax
bills and the Town’s finances bearing in mind all authorized borrowings.

BFAC Recommendation #15.3
As the Town develops plans, it must provide its taxpayers with the
information that allows them to evaluate those plans and their costs on
a basis entirely different from the piecemeal approach that is the
current norm.
Discussion of costs, benefits, trade-offs, and alternatives is a necessary
component that should be provided to taxpayers when asking them to
make decisions.

BFAC Recommendation #16
Consolidate Town and School financial planning into a single integrated
financial model that reflects fully allocated costs between the Town and
PSB and is to be used in all Town and School budgeting, investment, and
forecasting decisions.
Brookline currently utilizes a 5-year window for financial forecasting and
CIP planning, with forecasts prepared separately by teams at PSB and
the Town Administrator’s office.

Next Steps: The BFAC Implementation Plan
BFAC recommends the adoption and implementation of the proposed
24-month BFAC Implementation Plan, as detailed in Appendix K of the
full report. The Plan will place the Town and PSB on a path to begin
operating under sustainable annual budgets, remain positioned to
finance continued investment in infrastructure and facilities, and retain
the Town’s AAA credit rating.
The Plan provides great detail on BFAC’s 18 recommendations, suggests
a sequence and timeline for action on each recommendation along with
their subsidiary recommendations, and clearly identifies the involved
parties.

Parting Thoughts
Maintaining a more predictable tax increase is an ultimate goal of good
financial stewardship. A number of BFAC recommendations entail
adopting financial policies that foster confidence in local government.
Implementation of BFAC recommendations will require education. BFAC
stands ready to present its findings and recommendations to Brookline’s
Town Meeting Members, Select Board, School Committee, Town
committees, and residents.

School Committee Finance Subcommittee
Tuesday, March 17, 2020
6:00 PM-8:00 PM
Remote
Finance Subcommittee members present: Susan Wolf Ditkoff (Chair), Sharon
Abramowitz, Suzanne Federspiel, and David Pearlman.
Other School Committee members present: Helen Charlupski.
Staff present: Mary Ellen Normen, Nicole Gittens, Donna Chisholm, and Robin Coyne.
Others present: Advisory Committee School Subcommittee Chair Cliff Brown and
members David Lescohier and Paul Warren.
Ms. Ditkoff called the meeting to order at 6:00 PM.
1) FY 2020 2nd Quarter Financial Report
Ms. Normen presented the March 2, 2020 FY 2020 2nd Quarter Financial Report
(Attachment A). The report identifies sources of the projected deficit of approximately
$693,000, and steps being taken to end the year in balance. The Subcommittee discussed
how the district’s response to COVID-19 might impact the budget. Ms. Normen is
tracking all expenses in the event the district can submit a request for assistance from the
Town’s Reserve Fund and/or Federal or State Emergency Funds. There may be some
offsets, e.g., substitute costs. Ms. Normen intends to be ready to present preliminary cost
projections during the March 26, 2020 School Committee meeting. It is possible that
emergency planning efforts could include use of school facilities and personnel.
Members should email Ms. Normen if they have additional questions.
2) Discussion of FY 2021 Budget
Ms. Normen referred to a chart showing the FY 2019-FY 2021 Override Budget
Reconciliation (Attachment B). The Subcommittee discussed the plan going forward to
reconcile the FY 2021 Budget, including getting input from School Committee members
on items they might want to restore, reduce, or increase, e.g. additional resources for
social-emotional learning. The Subcommittee discussed uncertainty around the potential
budgetary impact of COVID-19, both in terms of additional expenses and loss of
revenues. Ms. Normen agreed to prepare a more accessible version of the Budget
Reconciliation document.
Ms. Normen referred to a chart showing the FY 2021 Preliminary Budget Reconciliation
(Attachment C). The chart shows what is transferred under the Town-School Partnership.
There should be further discussion regarding what happens when grants are reduced, i.e.,
whether the operating budget absorbs the costs or there is a reduction in services. Ms.
Normen will check on the requirement that districts have a Student Opportunity Act Plan
in place by April 1, 2020. She noted that the Capital Improvements Subcommittee’s
March 19, 2020 agenda includes discussion of the request of the Director of Public
Buildings Charlie Simmons to increase funding for HVAC personnel and repairs and
maintenance. Members requested information on the budgetary implications of reduced
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building operation, e.g., reduction in utilities. Members discussed potential funding from
the Student Opportunity Act (current estimate for Brookline is $229,440).
3) Brookline Fiscal Advisory Committee (BFAC) Recommendations
The Subcommittee discussed next steps with regard to the BFAC Recommendations that
impact the School Department (Attachment D). Members suggested the following:
further consideration of how Administration & Finance might accomplish some of these
objectives, including possible changes to workload and/or resources; that the Finance
Subcommittee consider each recommendation and the general timeline and present the
full School Committee with a set of recommendations; and discussion with the School
Committee Chairs on whether these discussions should take place at the Subcommittee or
full School Committee level.
4) Acceptance of Gift: Exercise Equipment
On a motion of Ms. Ditkoff and seconded by Dr. Abramowitz, the Finance Subcommittee
voted unanimously, by roll call, to recommend that the School Committee vote to accept
a gift, as shown in Attachment E.
4) Acceptance of Grants from the Massachusetts Department of Education and the
Massachusetts Department of Housing and Community Development
On a motion of Ms. Ditkoff and seconded by Dr. Abramowitz, the Finance Subcommittee
voted unanimously, by roll call, to recommend that the School Committee vote to accept
grants, as shown in Attachment F.
5) Brookline Early Education Program (BEEP) Tuition
The next Finance Subcommittee meeting agenda will include discussion of Brookline
Early Education Program (BEEP) tuitions. Ms. Normen will provide information on how
the proposed rates compare to comparable districts and private schools.
6) Review/Approval of Finance Subcommittee Minutes
On a motion of Ms. Ditkoff and seconded by Ms. Federspiel, the Finance Subcommittee
voted unanimously by roll call, to approve the minutes of the January 22, 2020 Finance
Subcommittee meeting.
On a motion of Ms. Ditkoff and seconded by Ms. Federspiel, the Finance Subcommittee
voted unanimously, by roll call, to approve the minutes of the February 6, 2020 Finance
Subcommittee meeting.
The meeting adjourned at 8:00 PM.
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FY20 Budget Update: 2nd Quarter Report

The Public Schools of Brookline budget is anticipating continued work on balancing a preliminary
structural deficit for FY20 of approximately $693,294. Some of the items being identified are a result of
FY20 personnel and expense budget changes, as well as changes in the known costs vs. budgeted costs
as the fiscal year commences.
FY 20 Projected 2nd Quarter Budget Summary
FY 2020
CHANGE
ACCOUNT DESCRIPTION ANNUAL Town FROM FY
Meeting
2020 ATM
$ 17,740
$ 226,793
$ 134,327
$ (316,665)
$
$ (31,300)
$ 30,895

2ND QTR
FY 2020
REVISED
BUDGET
$ 103,314,506
$ 9,959,563
$ 1,933,933
$
963,706
$
10,350
$ 1,203,048
$ 117,385,106

YTD
EXPENDED

ENCUMBRANCES

Projection

$ 63,697,666
$ 5,820,587
$ 1,026,476
$ 209,823
$
4,643
$ 945,981
$ 71,705,176

$
$
$
$
$
$
$

$ 40,427,704
$ 736,210
$ 647,306
$ 705,909

51 SALARIES
52 OUTSIDE SERVICES
53 SUPPLIES
55 OTHER CHARGES
56 UTILITIES
5A BUDGETTED CAPITAL
Expense Total

$ 103,296,766
$ 9,732,770
$ 1,799,606
$ 1,280,371
$
10,350
$ 1,234,348
$ 117,354,211

Tuitions (SE 52)
Circuit Breaker (SEB3)
Offset Total

$
$
$

Grand Total

$ 119,841,548 $ 55,105 $ 119,896,653 $ 72,615,530 $

717,523 $ (177,523) $
1,769,814 $ 201,733 $
2,487,337 $ 24,210 $

540,000
1,971,547 $
2,511,547 $

910,354 $
910,354 $

13,017
3,422,766
260,151
47,974
5,707
25,952
3,775,567

$
$
$
$
$
$ 231,115 $
$ 42,748,244 $

$
733,083
733,083 $

(OVER)/
UNDER
BUDGET
(823,880)
(20,000)
0
(0)
(0)
(843,881)

717,523 $
$
717,523 $

(177,523)
328,110
150,587

4,508,650 $ 43,465,767 $

(693,294)

FY 20 Revenue Budget Update/Status ($30,895 Chapter 70 revenue and $201,733 Circuit Breaker)
November 2019 Special Town Meeting appropriated an additional $30,895 in Chapter 70 funds to the
School Committee FY20 budget. In addition, the estimated Circuit Breaker funds received in July for
FY19 special education claims increased $201,733 post DESE audit and will be available to support
Special Education Tuitions and Consulting services.
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FY20 Known Deficit Issues (net $693,294 Projected)
District Reserve balance +$570,141 The district is currently holding back $570,1414 in the two Special
Education Reserves. The balance of the $475,000 budgeted in the Special Education Reserve is
$361,049. The Reserve is not being released due to the fact that Special Education needs are subject to
change as students at this time of year begin to need 45 Day placements or go out of the district. The
current Special Education Undesignated Position Reserve balance is holding at $209,092. 1.0 of the 4.0
FTE that has been allocated ($288,460) has been filled with the following:

If all or only a portion of the Reserves are needed, it will be used to offset the overall district deficit.
Personnel: ($823,880)
Personnel costs are continuing to outstrip the budget along with position control due to previously
funded grants positions transferring to the operating budget unfunded. Below is a listing of how less
than a dozen decisions, or lack of execution, can create a very grave budget situation. Prior to the
grant position situation being known, the decision to move these specific positions to the operating
budget and adjust pay classifications, there were savings identified. Additional and ongoing analysis
and monitoring of positions will be reported in the 3rd Quarter Report.
Unbudgeted Positions
OTL Staff – Grant support
New Teacher Mentor
Math Specialist
Language Para
1.5 for 1 OSS trade

FTE
2.000
0.500
1.000
0.931
0.500

$
$197,526 Grant Indirect Costs do not cover
expense
$ 53,260 Budget reduction not executed
$106,520 Budget reduction not executed
$ 33,342 Budget reduction not executed
$ - No Cost Trade

2020 Individual Contracts Exceeded Budget
Across four positions ($19,346 - Principal (2), Supt. Admin. Asst., Deputy Supt. Oss) there were
unbudgeted salary increases that we were unaware of until we began our projections. In order to hire
the most qualified candidates, two positions were purposely increased with identified salary savings
from the transition of positions ($35,545 - Director of Professional Development and Budget
Analyst/Payroll Manager).
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Implementation of Collective Bargaining Impacts outside of 2% salary reserve. This report does not
show the impact of CBA agreements and what should be a reduction of bargaining funds available for
other units ($378,341).
Operating Budget: Leadership continues to monitor for unknown/unanticipated deficit issues
 Pre- programmed budget amount for Salary Savings $(800,000).
 Substitutes and Leaves of Absences.
o Substitute costs are significant concern for the balance of the FY: The Finance Team
has not incorporated the full projection below into this analysis as typically, the
substitute coverage should be covered by the unexpended balance in UNIT A lines as
the primary use of this account is substitute teachers. However, we are monitoring the
two cost impacts that are affecting the ability to forecast substitutes.
 The first is the PARA classroom coverage of $31 per day above their regular
hourly pay. Often times it is helpful and appropriate to have PARAs perform
the duties of a substitute IF a daily sub is not hired to backfill the PARA duties.
One financial burden to this coverage is that a PARA will be paid $15.50 (1/2
day) to cover anywhere from 20 minutes to half a school day when a teacher is
at a meeting or otherwise out of the classroom for a short period of time.
 What has been surprising is the Long Term Substitutes and Daily Substitutes
over the last five years has outpaced the cost savings of teachers on leaves.
More analysis is needed to determine the utilization of per diem substitutes
and savings offsets from teachers on unpaid leave beyond the eight weeks
Family Medical Leave Allowance.
FISCAL YEAR
Original Budget
Revised Budget
Actual (Memo)
Encumbrances
Requisitions
Available
Percent Used




$
$
$
$
$
$

2020
917,895
917,895
666,818
642,252
(391,175)

2019
$ 899,897
$ 899,897
$ 1,408,858
$
$
$ (508,961)
156.56

2018
$ 1,007,576
$ 1,007,576
$ 1,966,935
$
$
$ (959,359)
195.21

2017
$ 832,850
$ 910,123
$ 1,701,319
$
$
$ (791,196)
186.93

2016
$ 816,520
$ 816,520
$ 1,246,513
$
$
$ (429,993)
152.66

All salary/personnel accounts are fully funded for support and services historically provided.
The 3rd Quarter Report Personnel Update will address:
1. Grant Personnel – Full reconciliation and identification of unfunded positions: Underway
this month, the Budget Analyst/AP Manager is working with OTL and OSS grants
administrative staff to complete FY19 final grant reports, update, and reconcile FY20 grants
for personnel and expenses. A reporting of the unfunded positions will come to School
Committee with transfer requests to support these positions through June 30. The
unfunded positions will be placed on the FY21 FTE budget request list for School
Committee action.
2. Salary Savings: The Budget Analyst/Payroll Manager is working on reporting net salary
savings of all positions that experienced turnover from the beginning of the fiscal year that
were identically replaced. Positions that were modified, increased, or otherwise not a “1
for 1” will be separated into a different table similar to what was presented above.
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Expenses
Operating Budget: Leadership continues to monitor for unknown deficit issues.
 Status of Special Education Tuition and Contracted Services (see attached) we are holding
the balance of $68,650 as unavailable to address unanticipated needs.
 Status of Special Education Transportation: A transfer of $113,000 was required from the
$475k Contingency to fund additional and unanticipated expenses. A regular reconciliation
of the Special Education Transportation budget continues to need funding for the balance
of the school year. Unanticipated changes for FY 20 include:
o 6 more total OOD placements
o 3 more van monitors
o churn in OOD placements were not closer to Brookline, so per diem costs went up
more than just inflation
o Summer transport did not prove to be cheaper than the year before, even with
fewer ESY days in summer of FY20. We have not been able to reduce
summer transportation costs in any of the last 4 years
 A new Foster Care Line item was established and requires a $50,000 transfer. $30,000
identified from Regular Education and $20,000 is yet to be identified. The state will
reimburse a portion of the foster care transportation expenses. Like the homeless
reimbursement process, it is better to have this expense in its own line item to avoid
confusion and minimize the chance of calculation errors and auditor findings. In the past
these expenses were uncommon. FY20 has seen an increase in the number of Foster Care
students requiring transportation.
 English Language Translation Budget: The table below shows how much the district has
spent this fiscal year in translations and the purpose/source of the work. As of the second
quarter the district has spent $58,944.18 from a budget based on spending reports from
the last couple of years, the Department Head anticipates needing an additional $40,000 to
support the demand through June 30, 2020. Special education needs alone range between
$60-$75,000 a year. The 3rd Quarter Report will be incorporating a more up to date
estimate as part of preparing for the fiscal year close.

Ongoing Budget Monitoring:
In order to prevent, curtail, or be forewarned about the scope and magnitude of the deficit the
following are in place for fiscal year close:
1. Each unfilled position will be reviewed to determine if there is necessity to fill the position. The
district will need to consider notifying employees who occupy unfunded FY20 positions that
their position will end June 2020. A personnel freeze may be called for the balance of the
school year for all positions that become vacant.
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2. A supplies and materials budget will be frozen when or if the projected budget increases to
over $800k in the third quarter. This will impact the practice of advance supply purchases for
the next school year.
3. All Operating Budget and State Grants will close for ALL spending, excluding regular
compensation on May 1.
4. Federal Grants and Revolving Funds will close for ALL spending, excluding regular
compensation on June 1.
5. All professional development workshops that will be conducted after May 1 will be
encumbered against the workshop payroll account until such time as the sign in sheets are
received by June 30 and paid through payroll. To date, $13,000, has already been reserved.
6. Ongoing work to identify all additional compensation will continue. Each will be reviewed to
confirm funding, ideally, prior to work being completed. If funding is not available, and it is a
reoccurring expenditure, funding will be identified and added to the FY 20 budget.
7. Additional process, procedures, systems will be reviewed during the summer and training
developed and delivered to administrative assistants and budget managers throughout the
school year.
Change in Practice for FY20
It was initially planned that all Grants and Revolving Funds will be budgeted as part of the FY20 budget
document to advance knowledge for unsupported expenditures by revenue. Going forward Grants will
be monitored for impact on the level funded grant awards. Revolving Funds will be monitored, and fee
increases requested for FY21 when and where warranted, or costs will need to be reduced. The second
quarter report reflects the final indirect costs, personnel projections, and other grant and revolving
fund revenue updates and share projected balances and any anticipated adjustments that will be
needed to end the year in balance.
Revolving Funds: ($38,430.67)
The School Committee voted in July to fund the final portion of the Food Service Revolving Funds
deficit. Approximately $257K of the $300K was funded out of FY19 balances.
In addition, the district began the BACE assessment for use of School Buildings to be paid to the School
Rental of Facility Account. The June 30 balance of the Rental of Facilities Account, approximately
$180,000, funds the Public Building Division’s MINI CIP project in the FY21-26 Capital Improvement
Plan.
Athletics will also be monitored to assure that the fund stays in balance and does not develop a deficit
now that we have moved all but $35,000 in coaching and leadership staff to the Operating Budget. The
Revolving Fund can now better absorb the officials, transportation, and other expenses related to the
number of students participating.
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THE PUBLIC SCHOOLS OF BROOKLINE
BROOKLINE, MASSACHUSETTS 02445
PHONE 617-730-2332
FAX 617-730-2108

CASEY NGO-MILLER

MICHAEL D’ONOFRIO

DEPUTY SUPERINTENDENT FOR
OFFICE OF STUDENT SERVICES

FINANCE MANAGER FOR THE OFFICE THE
OF STUDENT SERVICES

TO:

Benjamin Lummis, Interim Superintendent of Schools, Mary Ellen Normen,
Deputy Superintendent for Administration and Finance, Casey Ngo-Miller,
Deputy Superintendent for the Office of Student Services

FROM:

Michael D’Onofrio, Finance Manager, Office of Student Services

RE:

2nd Quarter Out of District Tuition Projection

DATE:

January 10, 2020

The memo serves as the second quarter FY2020 Projection for Out of District Tuitions. The 1st
Quarter report, showed projected expenditures of $5,781,477 against a budget of $5,850,127,
leaving a surplus of $68,650. Since that time, we have added one student (net), and seen a
change in placement for others, leading to a slight deficit.
FY2019
Programs with Other School
Budgeted
9000 Series
Districts
Head Count
9100 Tuition to Mass. Schools
1
9200 Tuition to Out-of-State Schools
3
9300 Tuition to Non-Public Schools
3
9400 Tuition to Collaboratives
46
Total
53

$
$
$
$
$

FY2019
Budget
116,742
165,316
4,187,258
62,407
4,531,723

FY2019 Actual
$
44,536
$ 250,626
$ 5,039,486
$
73,628
$ 5,408,276

FY2020
Budgeted
Head Count
1
4
62
3
70

Q2FY2020
FY2020
Projected
Budget Head Count
$ 44,376
1
$ 254,326
2
$ 5,417,857
61
$ 133,568
4
$ 5,850,127
68

$
$
$
$
$

Q2FY2020
Projected
46,762
298,863
5,319,014
199,841
5,864,480

Variance
(Head
Count)
(2)
(1)
1
(2)

Variance $
$
(2,386)
$ (44,537)
$
98,843
$ (66,273)
$ (14,353)

The second quarter projection includes all students currently at out of district placements.
While we continue to monitor potential additional outplacements (i.e.: ‘The Watchlist”), the
number of students currently placed out has stabilized.
To date, we have been able to manage this within our current budget. We have a slight surplus
in other contracted services as of 12/31/2019, but this expense is highly variable based on the
predictability of services provided, particularly in regards to 45-day placements and the need for
evaluations in other languages.
As of the end of the 2nd Quarter, we have been able to absorb the slight deficit in out of district
tuition costs for FY2020 using these funds. Additionally, we have not used any of the $475,000
in the Special Education Reserve Fund budgeted in the Operating Budget.

We will continue to monitor the impact that new, unanticipated placements will have on the
FY2021 Budget.
Other Factors/Concerns:


As stated in the 1st Quarter Report, there are students who are placed unilaterally by their
parents out of district without the Districts approval. That number has increased from
22 to 23 during the 2nd Quarter.



The financial impact of new placements have a diminishing effect on the current years’
budget as we move towards the end of the school year, but do result in a negative way
on FY2021’s budget if they have not been included before the budget is finalized.



We continue to have no students in 45-day placements. Often, these lead to additional
placements out of district, which has financial implications not only in the current year,
but against next years’ budget and, cumulatively, ones going forward.



FY2021’s budget projection includes anticipated Program Reconstruction costs for 8
students identified in those schools/programs. While these applications have not been
approved yet by DESE, many of them are being heard in the month of January. The 3rd
Quarter Report (and FY2021 Projection) will provide more information on this once it
becomes available.

G:\Team Drives\PSB Senior Leadership\FY 21 - Senior Leadership Budget Work\FY21 Budget\Override Reconciliation/Override
3/17/2020/4:50 PM
Reconciliation/Override Modification Chart

2018 Override

FY 21
Override
Budget

Revenue
Base Level Revenue Available (base level; Tax Levy, Local
Receipts, other Town revenue before additional funds from $3,634,634
override and other fees/s)
New Revenue (additional funds projected by SB based on
$2,570,290
override and other fees/sources)
Revenue Offsets (Circuit Breaker Reimbursement and Materials
$22,152
Fee)
Net New Revenue
$6,227,076

FY 19-FY 21 Override Budget
FY 21
FY 20
FY 21
Modification
Net Change
Change to
from 4/2018
from 4/2018
Budget
Projection
Plan

-$86,387

$5,976,032

-$315,279

-$428,251

$226,518

-$223,885

-$514,638

$6,202,550

-$539,164

Preliminary Base Budget Request (maintenance of effort)
Personnel
Collective Bargaining Agreements/Projections (2% COLA)

$2,013,238

$5,054,280

$127,293

Collective Bargaining Agreements/Projections (3% Steps)
Turnover Savings (Retirement/Resignation/Termination)
Expenses

$2,913,749
-$675,000

-$675,000

$0

$209,902

$209,902

$0

$826,087

$469,581

$995,668

$11,389
$837,476

$0
$5,058,763

$11,389
$1,134,350

$0

-$1,061,208

$212,242

$0

$0

-$96,000

$59,307

$590,343

$646,075

$11,389
$70,696

$42,399
$0
$844,984

-$12,780
$11,389
-$512,524

-$80,000

$75,000

-$5,000

$416,346

$0

$416,346

-$80,000

$0

-$80,000

$112,251

$112,251

Benefits Reserve is initially set to $0 and reflects in both budgets
the net savings/reserve for FTE reductions and additions

Tuition Budget Reduction (Students Aging Out and/or returning
$300,000
to the district)
FY 20 Change to Legal Services
Total Base without Mandates or Maintenance of Effort
$4,761,889
Enrollment Growth
Personnel
Classroom Staff (FY19 = 10, FY20 = 10, FY21= 15, FY22 = 17, FY 23
$1,061,208
= 5) = Avg 21 students
Nurse, Guidance, ELL/Other (3 Unit A per each year - avg $68k +
$212,242
COLA) - Sustains Ratios
Maintain Educational Leader Ratio of 250:1 (Non-override:
Lawrence VP, BHS Assoc Dean. Override Budget adds: FY 20 1.0
$96,000
Assoc Head Master and FY 21 0.8 BHS Assoc Dean due to
enrollment increases)
Expenses
Transportation (Mandated In-District Special Education and
$3,575
Contract Increases)
$55,179
Transportation (Regular Ed Contract Increase)
FY 20 Change to Legal Services
Total Enrollment Growth
$1,428,204
Strategic New Investments
Personnel
Professional Development: Override Budget Sr
Dir Equity and embedded PD for Unit A
Athletics Staffing Moved from Revolving Fund
Expenses
Professional Development: Override Budget Sr
Dir Equity and embedded PD for Unit A
Building Services (2 Clark Rd)
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2018 Override

Supplies and Materials - Original $621k would remove supply
lists sent home and expand with enrollment ($50-$135 range per
pupil, by grade level); the $89k remaining minimally addresses
enrollment and price increases of supplies already provided by
PSB
Subtotal Strategic New Investments
Total New Investments to Operating Budget Over/(Under) Budget
Total New Revenue
Available/(Unavailable)

FY 21
Override
Budget

FY 19-FY 21 Override Budget
FY 21
FY 20
FY 21
Modification
Net Change
Change to
from 4/2018
from 4/2018
Budget
Projection
Plan

$36,983

-$531,870

$0

-$568,853

$36,983

-$275,524

$187,251

-$125,256

$6,227,076
$0

-$275,524
-$239,114

$6,090,998
$111,552

$496,570
-$1,035,734

Total Budget Request
$126,824,346
$126,072,360
Net Reduction in Plan- page 25 of the FY 2020 Budget Document (4/4/2019). -$514,638 $6,202,550

Town Meeting Appropriation
Tuition and Materials Fee Offset
Circuit Breaker Offsett
Other Revenue Offsets
Total Operating Budget

$123,886,606
$739,675
$1,688,705
$509,360
$126,824,346

$123,361,138
$739,675
$1,971,547
$0
$126,072,360

-$751,986
-$539,164

-$525,468
$0
$282,842
-$509,360
-$751,986

Override Reconciliation/FY 21 Budget Vote

3/17/2020/4:49 PM

Town Meeting Appropriation/Request

Town/School
Town/School
Partnership
Partnership
Variance from
Variance to
FY 20 Special
Interim Supt
Town Meeting
Rec
($ )

FY 20 STM

Town/School
Partnership
2/13/20

$ 117,385,106

$ 123,361,138

$

Program

Town/School
Partnership
Variance from
FY 20 Special
Town Meeting
(% )

Town Meeting Appropriation
General Fund Appropriation

(101,000) $ 5,976,032

5.1%

Special Revenue Funds (Offset to General Fund Operating Budget)
Tuition and Fees

$

717,523

$

739,675

$

-

$

22,152

3.1%

$
$
$

1,769,814
-

$

1,971,547

$

60,733

$

201,733

11.4%

$ 119,872,443

$ 126,072,360

$

(40,267) $ 6,199,917

5.2%

$ 104,045,184

$ 109,099,464

0

$ 5,054,280

4.9%

Services

$

$

12,755,650

-112251

$ 1,253,066

10.9%

Supplies
Other
Utilities
Capital
Total Operating Budget

$
1,799,606
$
1,280,371
$
10,350
$
1,234,348
$ 119,872,443

$
2,046,884
$
1,147,837
$
10,350
$
1,203,048
$ 126,263,233

112251
0
0
0
$
-

$
247,278
$ (132,534)
$
$
(31,300)
$ 6,390,790

13.7%
-10.4%
0.0%
-2.5%
5.3%

Facility Rental
Circuit Breaker Funding
Revolving Fund Reimbursement
Other Revenue
Transfer to Municipal Departments
Transfer to Voc Tech Tuition and Transportation
Total Revenue:
Operating Budget
Personnel

11,502,584

Transfer to Municipal Departments
Operating Expenses for Leased Property (2 Clark Rd, Temple Emeth)
DPW - Parks ( Playgrounds, Groundskeeping)
Building Department (Utilties) (removed as part of T/S Split)
Building Department (Maintenance)
*
Schools (Custodial and Moving)
Insurance
Information Technology (infrastructure/wiring)
Total Transfer to Municpal Departments
$
Total Expenses
$ 119,872,443
Over/(under) Revenue
$
Estimated Impact of Level Funded Grants (shortfall)
Impact of Declining Poverty Level on Title 1 Grant - 2/5/20 Notice
Student Opportunity Act - Will Know requirement Feb 10
Circuit Breaker Transportation Reimbursement 2/5/20 DESE Update
Public Building Division - HVAC Personnel
Public Building Division - Maintenance and Repair of School Buildings
Recreation - Intramurals (Removed for FY 22 Planning)

$
$
$

41,000
151,922
35,000

$
$

15,000
10,000

$
$ 126,263,233 $
$
(190,873) $
$
$
$
$
$
$
$
$

138,410
242,000
229,440
(100,000)
225,000
100,000

$
$
$
$
$
$
$
834,850 $
(1,025,723) $

Transferred
under
Town/School
Partnership
Allocation
$ 6,390,790
(40,267) $ (190,873)
242,000
229,440
(100,000)
371,440
(411,707)

$
$
$
$
$
$

138,410
242,000
229,440
(100,000)
225,000
100,000

$
834,850
$ (1,025,723)

$

252,922

5.3%

Brookline Fiscal Advisory
Committee (BFAC)
Findings and Recommendations
impacting the School Department
On January 30, 2020, BFAC submitted its Final Report with the
unanimous support of its 11-member committee.

BFAC Charge Restraints
The Select Board charged BFAC to make observations and
recommendations on sustainable ways the Town could address its
structural financial challenges, not to examine specific cost reduction
opportunities that could also help alleviate the problem.
As was the case in both the 2004 and 2011 Fiscal Policy Review
Committees, BFAC was asked to “focus on the general fiscal health of
the community, and not conduct evaluations of individual programs or
budget line items.”

Status Quo is Unacceptable
• The Town of Brookline faces significant financial challenges:
• Expense growth unsustainably exceeds revenues.
• Planned and recently commenced capital projects raise our projected
outstanding debt by $550-$700 million, requiring additional debt exclusions.
• “Rainy day” reserve fund is more than $4 million below the amount required
by the Town’s own policies.
• Economic pressures imperil our AAA bond rating, which reflects our overall
financial strength and allows us to borrow at lower interest rates.

Why Commit to the AAA Rating and Better Financial Analysis, Forecasting, and Planning?
A growing budget gap: Brookline’s forecasted expenses
increasingly exceed its forecasted revenues

Rating concerns: Brookline’s AAA Moody’s rating is under
pressure as most of its elements are rated Aa or A
ECONOMY/TAX BASE (30%)

FINANCES (30%)

DEBT/PENSIONS (20%)

MANAGEMENT (20%)

More debt burden: Debt service is a growing proportion of
Brookline’s budget

Declining reserves: Brookline has been drawing down
its rainy day reserves below its 10% policy minimum

BFAC Recommendations
• BFAC identified 18 specific general recommendations, many with additional
sub-recommendations.
BFAC recommendations were grouped into four general sections:
• 1. Maintenance of our AAA Bond Rating.
• 2. Improving Financial Decision Making.
• 3. Recognizing how we are overstretching the capabilities of the Town’s
current governance model.

• 4. Identifying resources to implement BFAC’s recommendations.

Areas of Improvement
Many BFAC recommendations require that Brookline improve its:
1. Data Collection
2. Financial Analysis
3. Financial Forecasting
4. Financial Planning

More Resources
These improvements necessitate additional resources, including:

1. Increased budget and analytical staff (whether through new
hires or redeployment of existing resources).
2. Consulting expertise.
3. Modern technology solutions.
Additional human resources are an immediate, urgent necessity.
.

Leadership
Elected officials must be able to:

1. Focus themselves.
2. Provide concrete solutions in the form of a structured “Financial
Improvement Plan” to address the growing structural budget deficit
and replenishment of our depleted “rainy day” reserves.

3. Embrace forward thinking financial policies and processes, ranging
from the way Town Meeting resolutions are viewed, to the
establishment of a more collaborative budgeting process.

Stakeholders
Stakeholders need to defeat the perception that meaningful cost
reduction is politically impossible, and that debt exclusions, operating
overrides, fee increases, and continued positive economic conditions
will be sufficient to resolve budgetary challenges.

BFAC Implementation Plan
To address BFAC’s overall observation of resource deficiencies and
fragmentation in the Town’s and School’s financial decision-making
processes, BFAC recommends the adoption and implementation of the
24 Month BFAC Implementation Plan (the Plan).
The Plan will place the Town and Public Schools of Brookline (PSB) on a
path to begin operating under sustainable annual budgets, remain
positioned to finance continued investment in infrastructure and
facilities, and retain the Town’s AAA credit rating.
Implementation of the Plan will be a shared responsibility among all of
the principle government bodies, including senior staff, the Select
Board, the School Committee, Advisory Committee, and Town Meeting.

BFAC Recommendations
involving the Schools
Out of the 18 total BFAC recommendations, 10 of them involve the
School Committee and/or School Department in the implementation of
a recommendation: 1, 2, 6, 8, 9, 10, 11, 14, 15, and 16.
There is no recommendation that holds the School Committee solely
responsible for implementation.

BFAC Recommendation #1
The Select Board and the School Committee should have their
administrators adopt common financial policies, to the extent possible,
and create and institute performance management metrics to allow for
better evaluation of budgetary decisions and lessen the influence of
anecdotal statements and special interests in financial decisions.

Why we need Financial Integration
The Town and Schools have separate, parallel budget processes, each
with very different challenges and subject to different state and federal
requirements, but ultimately both need to comply with certain
regulatory, accounting, and reporting standards. Adopting integrated
financial policies will allow for the evaluation of stated priorities and
goals so that resources can be redeployed as necessary in the context of
a forward-thinking financial culture.
Performance management metrics will strengthen data-driven decision
making while weakening the argument for decisions disassociated from
financial constraints. This is necessary given the Town’s finite resources.
Performance metrics are increasingly used as part of best practices in
municipal operations, with many examples in Greater Boston.

BFAC Recommendation #2
Adopt a financial review and budget process requiring periodic summits
between the Select Board, the School Committee, and the Advisory
Committee.

Importance of Summits
Modeled after Lexington’s budget process, the summit approach brings
together the critical participants and stakeholders in the budget and
forecasting processes. The summits would establish a common
foundational framework for Town and School budget preparation, foster
respect among the parties, and facilitate an understanding of the unique
challenges faced by each. Content and sequencing of these meetings
would be determined by the Town Administrator and Superintendent.

These meetings should include monitoring key financial trends beyond
one-year horizons, key strategic decisions across boards and
committees, and deep dives on strategic topics.

BFAC Recommendation #6
Evaluate key programs and services on a periodic basis to assess their
effectiveness and completion of objectives, in order to identify potential
cost savings and opportunities for the redevelopment of resources.
Pilot-test zero-based budgeting best practices into the annual budget
process.

Periodic evaluation of programs
Objective measures by which to judge progress toward goals represent a
key component to expenditure review. Too often these evaluations can
become arguments based on opinion, rather than evidence. If a
program has been reviewed and not lived up to expectations, there
need to be objective criteria for evaluating the consequences of ending
or tailoring back the investment in the program.
This recommendation is intended to foster more evidence-based
decision making, where more facts and evidence are provided to
support decisions by staff, boards, committees, and Town Meeting. It
should also help decision makers explain their decisions more
transparently.

BFAC Recommendation #6.1
Require an investment analysis.
In addition to demonstrating the possible benefit, there
should be an explanation of the goals of the investment, the
metrics by which it will be judged, and the time frame over
which the metrics will be analyzed.
Periodic look-backs to ascertain effectiveness should be
required, as there should never be an assumption that a
program will continue indefinitely.

BFAC Recommendation #6.2
Create rubrics and metrics for establishing spending and investment
priorities.
Regular procedures should be instituted to periodically evaluate
programs for their effectiveness and to identify service levels in excess
of statutory requirements. This will create opportunities to rethink the
deployment of limited financial resources.

BFAC Recommendation #6.3
Pilot test zero-based budgeting (ZBB) and outcome-based budgeting
(OBB) as alternatives to the current incremental annual budget process.
Both of these budget approaches offer the potential for a more strategic
allocation of resources:
In ZBB, the budget for a program is re-set to zero and the resources to
provide a service or complete a goal are identified and costed out.
In OBB, the focus is the alignment of resources with results.

BFAC Recommendation #8
Town School Partnership
Revisit the structure, including the revenue allocation formula, that
forms the Town-School Partnership (TSP) to ensure both that it is better
understood and that it best meets the needs of the Town and Schools in
a dynamic manner.

Revenue Allocation Mechanisms for
Town School Partnership
Most municipalities maintain some kind of mechanism for revenue
allocation between the school side of the ledger and the general
government side of the ledger. After meeting with staff, BFAC
encourages them to focus on a redesign that considers and/or reflects
the following:
1. Create a Town-School manual that allows current and future
employees to understand how the TSP works.
2. Eliminate the misperception that the Partnership reflects a
50/50 split of revenue.
3. Utilize fully allocated costs and show them so that everyone
can see and understand them.

Revenue Allocation Mechanisms for
Town School Partnership (Continued)
4. Consider eliminating the focus on marginal revenue and
instead use total revenue.
5. Make sure that costs allocated to the Schools conform with
Department of Elementary and Secondary Education (DESE)
requirements.
6. Agree on how to incorporate changes in student enrollment
(increases or decreases).
7. Agree on how to deal with special education costs (taking into
account whether any such costs are embedded in the formula for
changes in student enrollment).
8. Consider whether the establishment of a reserve for
unanticipated special education costs is needed and/or appropriate.

Revenue Allocation Mechanisms for
Town School Partnership (…Continued)
9. Determine the appropriate revenue split but recognize that
certain functions are performed by the Town on behalf of the Schools
and that the funds for those services must be available to the Town. This
would be accomplished by making sure those costs are considered
shared costs that are deducted prior to any split.
Meetings among senior staff on the Town and School sides are already
underway to address the Town-School Partnership.

BFAC Recommendation #9
Create an enhanced capital planning process covering the Town and
Schools.
“A government with a comprehensive assessment of capital and
infrastructure requirements, including deferred maintenance, will be
better positioned to manage these requirements over time in the most
cost-effective way.”
Quote Source: S&P Global’s Top 10 Management Characteristics of
Highly Rated State and Local Borrowers.

Enhanced Capital Planning Process
Capital investments exert a major impact on the Town’s financial
outlook, yet the current capital investment process is failing the Town
and in need of reform. A long-term Capital Investment Plan is a key
input into a formal debt management policy.

Capital Planning Backlog
Current capital spending on the renewal and replacement of the Town’s
K-8 schools is backlogged, driven in part by a sizeable increase in the
number of school age children.
In addition to the Schools, the 2018 Strategic Asset Plan has identified
many unmet non-school capital needs. Brookline’s investments in
streets and roadways, information technology, and analytical
infrastructure are below what is required to deliver the quality and scale
of public services that the Town has historically provided.

Limited Transparency, Analysis,
and Long-term Planning
The current Capital Improvements Program (CIP) process functions
primarily as a budgeting exercise, rather than a true long-term planning
tool. Capital projects are planned independently of each other and
without a Town-wide analytical, criteria-based framework to evaluate
their relative merits.
Town departments and School projects are not on equal footing and
there is no process to evaluate their relative prioritized importance. As a
result, there is limited transparency as to the rationale used to develop
the current CIP.

Absence of Affordability Metrics
There exists little to no focused discussion on affordability for capital
plans. The absence of a clear analytical framework makes it difficult to
differentiate needs from wants.

Recent major capital projects have been undertaken without a
rationalized allocation of capital and debt capacity. In the case of the
Coolidge Corner, Brookline High, and Driscoll projects, program and
design decisions determine the estimated project cost, which is then
value-engineered, something very different from designing and building
to meet an available budget.

Revised Capital Planning Process
The capital investment process is too complicated, too complex, with
too big an impact on the future condition of Brookline to let the current
process remain in place.

The Town and PSB should commit to developing, and updating annually,
a comprehensive Long-Term Capital Investment Plan (LTCIP) with a 10year horizon. An important component of the LTCIP will be addressing
deferred maintenance. Deferred maintenance can both shorten the
useful life of assets and reduce the operating efficiency and quality of
service provided.

Long-Term Capital Improvement Plan
The LTCIP should include opportunities to:
1. Improve the quality and efficiency of Town and School
activities (e.g., IT, energy conservation, fields/parks, transportation,
schools as community centers).
2. Fund capital investment projects that support future economic
growth and development, and thereby lead to increased tax revenues.
3. Reduce operating expenses and expand the tax base by
reviewing Town assets for potential disposition.
4. Leverage private development projects’ support of the Town’s
capital investment needs as a focused and transparent part of project
approval.

Require Analytic Rigor
All existing Town and PSB capital assets should be inventoried and
assessed regarding existing conditions and deferred maintenance under
a common scorecard, the results of which should be published and
easily accessed by residents.
All capital investment proposals, for both the Town and PSB, need to be
evaluated and prioritized with a consistent analytical and strategic rigor
within the framework of the comprehensive 10-year Long-Term Capital
Investment Plan.

Evaluation Template
Using a common evaluation template for all projects:
1. Include a full financial analysis showing assumptions on
investment horizon (life of asset), cost of capital, return on investment
(ROI), payback time, etc., as a result of reduced operating expenses
and/or increased revenues. The impact of a project on future long-term
operating expenses should be fully considered.
2. For capital investments with only partial or no direct financial
benefits, proposals must identify their non-financial benefits and
explain why they are needed as opposed to nice to have. Examples of
non-financial benefits include: educational programs, strengthened
neighborhoods, climate action goals, public safety, promotion of
economic opportunity, service quality, etc.

Evaluation Template Continued
Using a common evaluation template for all projects:
3. Whenever possible, a range of investment levels should be
considered, with the differences in the costs and benefits between
“bare bones” and “Cadillac” options presented, and mid-points defined.

4. The impact of a project and its funding on Brookline’s AAA
rating and its long-term impact on taxpayers should be presented.
5. The level of analytical support should be determined by the
size of the project. Any proposal in excess of $500,000 needs to go
through the full analysis, with smaller projects requiring less formal
attention.

BFAC Recommendation #10
Develop annual Financial Improvement Plans (FIPs) to pursue highimpact opportunities to increase revenues (e.g., PILOT program, AirBnB
fees, building utilization) and better manage costs (e.g., special
education medical expenses, building maintenance, new school
construction standards, playground and fields).
In the near term, BFAC recommends revenue enhancement FIPs for the
Payment in Lieu of Taxes (PILOT) program, school rental revenues,
cemetery revenues, and AirBnB taxes.
In the area of cost management, BFAC recommends FIPs for Norfolk
County fees, and parking enforcement costs and revenues. Future areas
for FIPs include special education medical expenses, building
maintenance, new school construction standards, fire and ambulance

BFAC Recommendation #11
Annually assess and publicly report the extent to which any projected
cost reductions or revenue increases in the Financial Improvement
Plans, actually materialize and why any shortfalls arise. Seek outside
independent expertise to (a) assist, as needed, in the evaluation and
refinement of Financial Improvement Plans, and (b) to provide
independent monitoring of the Town’s and School’s compliance with
Financial Improvement Plans and the BFAC Implementation Plan.

Annual FIPs should include…
1. Opportunity Summary: Executive summary of what the potential
enhancement is, whether cost savings, revenue increases (or both).
2. Key Implementation Steps: A lettered list with high-level milestones
that could serve as a model for a project manager to use to build out
a project plan.
3. Annualized opportunity: Summary of the potential impact. This
should be a lettered list with a description.
4. Implementation issues: Summary of key issues that will need to be
considered, including a description of each issue and its impact.
5. Realization confidence and review: Summary of confidence this
enhancement can be passed, and review criteria to look back upon.
This section should contain a lettered list of confidence % with
adjusted impact and lookback timeframe.

BFAC Recommendation #14
Establish a maximum debt policy based on the ratio of Direct Debt to
Operating Revenue. Brookline’s debt service to total revenue is
projected to triple from levels in FY18 to FY25.
In the current environment, with multiple large-scale projects being
financed over a small number of years, there may be unanticipated
shocks to residents when tax bills fully reflect the costs of multiple debt
exclusion votes. If taxpayers are not prepared ahead of time, there
exists the possibility that adverse reactions could stymie any additional
requests for revenues outside of Proposition 2 ½.
The Select Board and School Committee should communicate with
transparency around the ultimate costs and benefits that taxpayers are
agreeing to undertake with debt exclusions and overrides.

Potential Debt Policies
BFAC Recommendation #14.1: Maintain Net Direct Debt (total debt
level) divided by Revenue to at least the A level (0.67x <n < 3x). This
recognizes the fact that the Town is already at the A level and
establishes a policy to not fall below that level.
BFAC Recommendation #14.2: Set a goal to achieve Net Direct Debt
divided by Revenue to at least the AA level (0.33 x < n < 0.67x) by FY36.
This goal will help ensure the health of the Town’s balance sheet.
BFAC Recommendation #14.3: Commit to full disclosure and
transparency of existing, proposed, and planned borrowings when
asking taxpayers to approve new debt exclusions.

BFAC Recommendation #15
Develop a strategy to plan for periodic operating overrides to
supplement the resources provided by recommendations #6, 10, and 12
in order to meet the community’s expectations of more and better
services from the Town and Schools while addressing concerns that
would accompany growing the tax base exclusively via accelerated
economic development.
BFAC appreciates that certain statistics suggest Brookline is under-taxed
while other statistics suggest Brookline residents are highly burdened by
taxes and fees. There is, however, a near universal consensus that
Brookline is already a very expensive community in which to live or to
conduct business. Additional taxes of any kind will exacerbate this
problem, particularly for the most vulnerable of our residents.

BFAC Recommendation #15.1
Any tax should be designed to allow for the broadest range of uses
possible.
These uses would include a range of projects for which there currently is
insufficient capacity in the CIP, such as open space, parks, and affordable
housing. The Town should avoid taxes that are designed as singlepurpose levies.

BFAC Recommendation #15.2
Voters must be provided more information when presented with future
override and debt exclusion ballot questions.
An approach should be established that fully explains the impact of a
single proposed tax in the context of other anticipated override or debt
exclusion requests. Voters should be given the information to
understand the impact of a ballot question on both their individual tax
bills and the Town’s finances bearing in mind all authorized borrowings.

BFAC Recommendation #15.3
As the Town develops plans, it must provide its taxpayers with the
information that allows them to evaluate those plans and their costs on
a basis entirely different from the piecemeal approach that is the
current norm.
Discussion of costs, benefits, trade-offs, and alternatives is a necessary
component that should be provided to taxpayers when asking them to
make decisions.

BFAC Recommendation #16
Consolidate Town and School financial planning into a single integrated
financial model that reflects fully allocated costs between the Town and
PSB and is to be used in all Town and School budgeting, investment, and
forecasting decisions.
Brookline currently utilizes a 5-year window for financial forecasting and
CIP planning, with forecasts prepared separately by teams at PSB and
the Town Administrator’s office.

Next Steps: The BFAC Implementation Plan
BFAC recommends the adoption and implementation of the proposed
24-month BFAC Implementation Plan, as detailed in Appendix K of the
full report. The Plan will place the Town and PSB on a path to begin
operating under sustainable annual budgets, remain positioned to
finance continued investment in infrastructure and facilities, and retain
the Town’s AAA credit rating.
The Plan provides great detail on BFAC’s 18 recommendations, suggests
a sequence and timeline for action on each recommendation along with
their subsidiary recommendations, and clearly identifies the involved
parties.

Parting Thoughts
Maintaining a more predictable tax increase is an ultimate goal of good
financial stewardship. A number of BFAC recommendations entail
adopting financial policies that foster confidence in local government.
Implementation of BFAC recommendations will require education. BFAC
stands ready to present its findings and recommendations to Brookline’s
Town Meeting Members, Select Board, School Committee, Town
committees, and residents.

School Committee Finance Subcommittee
Wednesday, April 1, 2020
8:00 AM-11:00 AM
Remote
Finance Subcommittee members present: Susan Wolf Ditkoff (Chair), Sharon
Abramowitz, Suzanne Federspiel, and David Pearlman.
Other School Committee members present: Julie Schreiner-Oldham, Helen Charlupski,
and Barbara Scotto
Staff present: Ben Lummis, Mary Ellen Normen, Donna Chisholm, Regina Watts,
Margaret Eberhardt, and Robin Coyne.
Others present: Cliff Brown, David Lescohier, Paul Saner, Michael Toffel, David
Kirshner, and Peter von Bleyleben.
Ms. Ditkoff called the meeting to order at 8:00 AM.
1) Brookline Early Education Program (BEEP) Tuition
Brookline Early Education Program (BEEP) Director Regina Watts referred to her March
31, 2020 memo requesting a 2 percent BEEP tuition increase for FY 2021 (Attachment
A). She noted that rates increased 4 percent for FY 2020. There is a sliding scale for
tuition based on family income levels, with families paying 0, 25, 50, 75, or 100 percent
of the cost. The Subcommittee discussed Dr. Watt’s recommendation. Members were
mindful of the impact of increases on families and future participation, but noted the
provision of financial assistance and that BEEP rates fall below comparable programs.
Staff members were amenable to increasing the FY 2021 rate increase to 3 percent.
On a motion of Ms. Ditkoff and seconded by Dr. Abramowitz, the Finance Subcommittee
voted unanimously, by roll call, to recommend that the School Committee approve a 3
percent increase in BEEP tuition for FY 2021.
2) Executive Session
By unanimous roll call vote at 9:00 AM, the School Finance Subcommittee entered into
Executive Session pursuant to Massachusetts General laws chapter 30A section 21(a) for
Purpose 2, to conduct strategy sessions in preparation for negotiations with nonunion
personnel (non-aligned personnel) and for Purpose 3, to discuss strategy with respect to
collective bargaining with the Brookline Educators Union, Units A, B, and
Paraprofessionals, because the Chair declared that an open meeting may have a
detrimental effect on the bargaining or litigating position of the public body. Ms. Ditkoff
announced that the meeting will reconvene in open session at the end of the Executive
Session. By unanimous roll call vote at 10:10 AM, the School Committee reconvened in
public session.
3) Review/Approval of the March 17, 2020 Finance Subcommittee Minutes
On a motion of Ms. Ditkoff and seconded by Ms. Federspiel, the Finance Subcommittee
voted unanimously, by roll call, to approve the minutes of the March 17, 2020 Finance
Subcommittee meeting.
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4) Acceptance of Donations - Brookline Early Education Program (BEEP), Coolidge
Corner School, Heath School, and Brookline High School
On a motion of Ms. Ditkoff and seconded by Ms. Federspiel, the Finance Subcommittee
voted unanimously, by roll call, to recommend that the School Committee vote to accept
donations, as shown in Attachment B.
5) Brookline Fiscal Advisory Committee (BFAC) Recommendations - Next Steps
BFAC members (Cliff Brown, Paul Saner, Michael Toffel, David Kirshner, and Peter von
Bleyleben) were present and discussed what they would like to see prioritized as next
steps in implementing BFAC recommendations impacting the schools (Attachment C).
BFAC, Subcommittee members, and staff discussed the potential benefits of developing a
shared understanding through budget summits. Subcommittee members discussed next
steps: compile/summarize/review all School Committee/Subcommittee minutes that
include discussion of BFAC recommendations; members submit any questions or
requests for clarification, e.g., potential impact of debt statement on the Pierce MSBA
project; ask each School Committee member review and opine on each recommendation;
schedule a School Committee discussion and possible vote on the following: whether to
endorse each of the recommendations; recommended timetables; and priorities for
implementation. Mr. Pearlman stated that he hopes the School Committee will endorse
all of the recommendations. He will check where the Select Board stands with regard to
the recommendations (including the budget summit).
6) CODVID-19 Budget Impact
The Finance Subcommittee agreed to schedule a meeting on April 3, 2020 at 2:45 PM,
the agenda to include 1) Budget Impact of COVID-19 Response and 2) Possible
Executive Session. Members requested that the budget item include discussion of what
resources might be needed at different stages (this school year, the summer, and the next
school year), including resources for special education and to provide additional supports
once students return to school. Members were asked to send any questions regarding the
budget impact to Ms. Ditkoff, Mr. Lummis, and Ms. Normen.
The meeting adjourned at 11:00 AM.
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School Committee Policy Review Subcommittee
Monday, December 14, 2020
5:00 PM – 6:40 PM
Remote via Zoom
Policy Review Subcommittee members present: David Pearlman (Chair), Dimitry
Anselme, Andreas Liu, and Jennifer Monopoli.
School Staff present: Mary Ellen Normen, Casey Ngo-Miller, Maria Letasz, Lori Lynn,
and Robin Coyne.
Mr. Pearlman called the meeting to order at 5:00 PM.
1) Approval of Minutes
On a motion of Dr. Liu and seconded by Ms. Monopoli, the Policy Review
Subcommittee voted unanimously (by roll call) to approve the minutes of the November
9, 2020 Policy Review Subcommittee meeting.
2) Discussion of Policy Against Discrimination, Harassment, Sexual Harassment,
and Retaliation
Mr. Pearlman and Director of Guidance and Clinical Services Maria Letasz reviewed the
proposed changes to the draft Policy Against Discrimination, Harassment, Sexual
Harassment and Retaliation (Attachment A). The General Statement of Policy was
revised to convey the importance of this policy, the district’s stance against
discrimination and harassment of all types, and the district’s commitment to diversity.
Dr. Letasz explained the role of the Title IX Coordinator, which encompasses more than
Title IX complaints/investigations (Title IX Regulations require use of the title).
Subcommittee members stressed the importance of developing clear procedures for
discrimination and harassment complaints/investigations, including a document that
shows the starting points and paths for different types of complaints. Members requested
clarification of the intersection of this Policy and the Public Schools of Brookline (PSB)
Bullying Policy. In response to a question, Ms. Ngo-Miller described the procedural
safeguards and mechanisms for students who may be nonverbal. A School Committee
2nd Reading/Possible Vote on this Policy is scheduled for December 17, 2020.
3) Discussion of Yearbook Policy (Possible Vote)
Brookline High School Visual Arts Teacher and Yearbook Advisor Lori Lynn provided
input on the draft Yearbook Policy (Attachment B). Her comments included the
following: support the goal of making sure all students feel included and are
memorialized as part of the school community; want to take all necessary measures to
make sure information is accurate; in order to comply with the draft policy, would need
to work with someone who has access to the Student Database (staff noted this may be
school clerical staff); clarify how the Yearbook staff would know who has opted out of
being in the Yearbook; request guidance on what is considered lewd or inappropriate;
final copy should be cross-checked by more than two adults to ensure accuracy; asked for
clarification on who will retain the class lists; will be difficult to get consent for all
photos; asked about section on homeschooled students (staff noted that homeschooled
students are not part of the Public Schools of Brookline); Yearbook staff don’t issue
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requests for yearbook submissions; would be helpful to have answers to some of these
questions as soon as possible (deadline for this year’s student quotes is January 31,
2021); and would like to start a Yearbook Course.
Subcommittee Member Comments/Questions:
 Spell out Local Educational Agency (LEA).
 Does the Policy mandate a yearbook at each school? (No.)
 How are editors appointed at the K-8 level?
 Should the Policy include the language regarding lewd material? (Ms. Lynn
thought it would be helpful.)
 Add “The Deputy Superintendent for Student Services shall promulgate
procedures to ensure that yearbook editors receive training, and access to
information necessary for compliance with this policy.”
 Delete “Identifiable individuals portrayed in any photographs must provide
advance written consent in order for the photographs to be included.”
 Change IV.3. to the following “Registered PSB students out of school who are
being provided with services or tutoring by PSB should be offered the opportunity
to be represented in the yearbook of their neighborhood school.”
On a motion of Mr. Pearlman and seconded by Ms. Monopoli, the Policy Review
Subcommittee voted to refer the draft Yearbook Policy (as amended above) to the School
Committee for a 1st Reading on December 17, 2020.
4) Brookline School Committee Roles and Norms
The Subcommittee discussed the draft Brookline School Committee Roles and Norms
(Attachment C). Members suggested that the document clarify that it is acceptable for
School Committee Subcommittee Chairs/Liaisons to reach out directly to School
Administrators with questions/requests that arise from their roles as Subcommittee
Chairs/Liaisons.
The Subcommittee discussed whether it is necessary to include language regarding
response to emails. Comments included the following: all School Committee members
have the right to reply to emails; requiring the Chair to respond to all emails on behalf of
the School Committee would require a great deal of Chair time and effort; and other
members don’t currently know when someone has responded to an email. A School
Committee 2nd Reading/Possible Vote on this Policy is scheduled for December 17, 2020.
The Subcommittee will likely continue discussion on January 11, 2021.
5) Discussion of Policy Manual Section D: Fiscal Management Policies
Mr. Pearlman reported that he has started to draft a revision of Policy Manual Section D:
Fiscal Management Policies. He reviewed Lexington, Cambridge, and Newton Policies,
and Brookline Fiscal Advisory Committee (BFAC) recommendations. Ms. Normen will
be reviewing the draft revision. The Subcommittee will likely discuss the proposed
changes at the next meeting on January 11, 2021.
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6) New Business
It was noted that some members of the public have expressed concern that students who
are in quarantine because they left Massachusetts are marked absent. Members suggested
getting additional information from staff on this issue (e.g., how often this occurs,
possible impact of changing the Attendance Policy, and alternatives to changing the
Attendance Policy). It was noted that hybrid students miss instruction while in
quarantine. The Subcommittee may schedule a discussion of the Attendance Policy at the
next meeting on January 11, 2021.
The meeting adjourned at 6:40 PM.
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Section J Students
6. Policy Against Discrimination, Harassment, Sexual Harassment and Retaliation
General Statement of Policy
The PSB is committed to providing a workplace and educational environment, as well as other
benefits, programs, and activities, that are free from discrimination and harassment based on a
protected category, and retaliation for engaging in a protected activity.
To ensure compliance with federal, state, and local civil rights laws and regulations, and to
affirm its commitment to promoting the goals of fairness and equity in all aspects of the
educational program or activity, The PSB has developed internal policies and procedures that
provide a prompt, fair, and impartial process for those involved in an allegation of discrimination
or harassment on the basis of protected class status, and for allegations of retaliation.
The PSB values and upholds the equal dignity of all members of its community and strives to
balance the rights of the parties in the grievance process during what is often a difficult time for
all those involved.
This policy applies to all persons employed by, attending, or otherwise affiliated with the Public
Schools of Brookline, including volunteers, interns, and partnering organizations.
I.

Prohibited Discrimination and Harassment

The core purpose of this policy is the prohibition of all forms of discrimination. Sometimes,
discrimination involves exclusion from or different treatment in activities, such as athletics, or
employment. At other times, discrimination takes the form of harassment or, in the case of sexbased discrimination, it can encompass sexual harassment. When an alleged violation of this
nondiscrimination policy is reported, the allegations are subject to resolution using district
procedures.
PSB prohibits all forms of discrimination and harassment in all of its programs, activities, and
services based on a person’s protected class under the law. Harassment prohibited by the PSB
includes, but is not limited to, harassment on the basis of race, ethnicity, color, religion, national
origin, sex, gender, sexual orientation, gender identity or expression, disability, age, genetic
information, marital status, maternity leave, paternity leave, parental status, military and veteran
status. Prohibited discrimination under this Policy includes discriminatory harassment and
bullying. Prohibited discriminatory harassment and bullying is motivated by or expresses a
negative attitude toward a person’s membership in a protected class or protected characteristic
and creates an intimidating, hostile, or offensive environment. Conduct prohibited may include,
but is not limited to, written, verbal or electronic express or physical act or gesture such as:



Use of epithets, slurs or nicknames that refer to a person’s protected characteristic such
as, but not limited to, race or sexual orientation;
Jokes that have the purpose or effect of demeaning or making fun of a person based on a
protected characteristic;
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Graffiti or other visual messages or displays that degrade a person based on a protected
characteristic, and;
Any other verbal or non-verbal conduct that has the purpose or effect creating a hostile
work environment based on a person’s protected characteristic.

Nothing in this policy shall limit the ability of PSB to enforce violations of its code of conduct in
areas that may not legally qualify as discrimination, harassment, sexual harassment, or retaliation
under state and federal law.
II.

Disability Discrimination and Accommodation

The PSB is committed to full compliance with the Americans With Disabilities Act of 1990
(ADA), as amended, and Section 504 of the Rehabilitation Act of 1973, which prohibit
discrimination against qualified persons with disabilities, as well as other federal, state, and local
laws and regulations pertaining to individuals with disabilities.
Nondiscrimination
The PSB adheres to all federal, state, and local civil rights laws and regulations prohibiting
discrimination in [public institutions of education. Discrimination on the basis of race, color, and
national origin is prohibited by Title VI of the Civil Rights Act of 1964. Discrimination against
persons with disabilities is prohibited by Section 504 of the Rehabilitation Act of 1973 and Title
II of the Americans with Disabilities Act of 1990 (Title II prohibits discrimination on the basis of
disability by public entities, whether or not they receive federal financial assistance).
Discrimination on the basis of sex is prohibited by Title IX of the Education Amendments of
1972.
III.

Prohibited Sexual Harassment

While PSB prohibits all forms of discrimination and harassment, federal and state law require
additional protections for sexual harassment. In Massachusetts, Sexual Harassment is defined as
any unwelcome sexual conduct, including sexual advances, requests for sexual favors, and/or
other verbal or physical conduct of a sexual nature when:




Submission to, acceptance of, or rejection of such advances, requests, or conduct is made
either explicitly or implicitly a term or condition of employment or education or a basis
for employment decisions affecting an employee or for educational, disciplinary, or other
decisions affecting a student; or
Such advances, requests, or conduct have the purpose or effect of unreasonably
interfering with an individual's work performance, education or participation in
extracurricular activities by creating an intimidating, hostile, humiliating, or offensive
work or school environment.

While it is not possible to list all circumstances that may constitute Sexual Harassment, the
following are examples of prohibited conduct:



Unwelcome sexual advances -- whether they involve physical touching or not;
Sexual epithets, jokes, written or oral references to sexual conduct, gossip regarding one's
sex life; comments about an individual's body, sexual activity, deficiencies, or prowess;
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Displaying sexually suggestive objects, pictures, cartoons;
Unwelcome leering, whistling, touching, brushing against the body, sexual gestures,
suggestive or insulting comments;
Inquiries into one's sexual experiences, and
Discussion of one's sexual activities
Taking or posting of photographs, videos or images of a sexual nature without consent

Pursuant to regulations promulgated by Title IX of the Education Amendments of 1972, PSB
shall adopt and publish a grievance process for responding to formal complaints of Sexual
Harassment. Title IX requires that schools use a separate, but similar definition of Sexual
Harassment when responding to formal complaints of Sexual Harassment. According to Title
IX, Sexual Harassment is conduct on the basis of sex that satisfies one or more of the following:





A PSB employee conditioning the provision of an aid, benefit, or service of the recipient
on an individual's participation in unwelcome sexual conduct;
Unwelcome conduct determined by a reasonable person to be so severe, pervasive, and
objectively offensive that it effectively denies a person equal access to the PSB's
education programs or activities; or
Sexual assault, dating violence, domestic violence, or stalking (all as defined by federal
laws).

Title IX also requires that the incident occurred in the United States, at PSB or during its
programming, and the complainant must have been actively participating in or attempting to
participate in PSBs educational programming or activities during the incident.
The Title IX Coordinator has the primary responsibility for coordinating the PSB’s efforts
related to the intake, investigation, resolution, and implementation of supportive measures to
stop, remedy, and prevent discrimination, harassment, and retaliation prohibited under this
policy. Any District employee with knowledge of an allegation of sexual harassment must report
it to the Title IX Coordinator. The District will promptly respond to all reports alleging Sexual
Harassment to ensure a fair and equitable resolution to the report, provide support to the victim,
eliminate harassment, and impose discipline if necessary. Discipline may range from verbal
reprimand to suspension or termination, in the case of an employee.
IV.

Title IX Policy Coordinators / Notice of Rights

Inquiries about this Policy or applicable law (including Title VI, Title IX, Section 504, and the
Americans with Disabilities Act) may be directed to the PSB’s Coordinators, who are the
following:
•
•

Regarding complaints of violations of a student’s rights: District Title IX and Title
VI Coordinator (students) and Section 504/Title II Coordinator.
Regarding complaints of violations of an adult’s rights (staff, visitors, contractors,
etc.): PSB’s Director of Human Resources.

The Coordinators and their contact information (telephone number, office address, email
address) shall be made identified in a Notice of Rights for each school and a separate one for
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the District that shall be posted, as applicable, on the school and district website, in each school
building and within public areas of PSB administrative facilities.
Coordinators are responsible for consulting regarding the handling of complaints for
consistency with this Policy and applicable procedures and legal requirements, and for
identifying and addressing any patterns or systemic problems that arise during the review of
such complaints.
The district’s Title IX Coordinators are:
Maria Letasz, Ed.D.
Director of Guidance and Clinical Services, PreK-12
District Title IX and Title VI Coordinator (students) and Section 504/Title II Coordinator
2 Clark Rd.
Brookline, MA 02445
P: 617-308-6400 (text enabled)
F: 617-730-2066
Joseph Russo
Interim Director of Human Resources
Title IX Coordinator (staff)
333 Washington St.
Brookline, MA 02445
P: 617-730-2410
F: 617-730-2601
V.

Prohibited Retaliation

The PSB prohibits punitive action of any kind against a person for engaging in protected conduct
such as complaining of, reporting, or opposing acts of discrimination, sexual harassment and/or
retaliation, or for participating in an investigation into or proceeding relating to alleged
discrimination, sexual harassment and/or retaliation. Prohibited retaliation may include, but is
not limited to:


disciplining a person, or taking any other adverse action against a person based on a
person’s protected status or conduct,
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discriminating against a person in the PSB services, programs and activities because of a
person’s protected status or conduct, and
 subjecting a person to harassment, bullying, shunning, hazing, or name-calling, or any
other hostile verbal or non-verbal conduct on the basis of a person’s protected status or
conduct.
VI.
Reasonable Accommodation


The PSB will reasonably accommodate persons with disabilities and with religious observance or
practice requirements. A reasonable accommodation is one that would not pose an undue
financial or administrative burden on the PSB by being unduly costly, extensive, substantial or
disruptive, or by fundamentally altering the nature or operation of the PSB’s programs, services
or activities. Depending on the facts, examples of reasonable accommodations may include, but
are not limited to, a modified work or break schedule, altering how or when job duties are
performed, reasonable modifications to policies and procedures, supplying an auxiliary aid or
service to permit effective communication, and providing assistive technology or removal of an
architectural barrier.
Persons seeking reasonable accommodations should direct their request to the applicable
Coordinator designated in Section VII below.
Students seeking a Section 504 accommodation or special education services in order to access
the PSB’s educational programs should contact the Office of the Deputy Superintendent for
Student Services for more information about any special procedures (including complaint
procedures) applicable to Section 504 accommodations and special education services.
VII.

Other Prohibited Actions

Also, prohibited by this Policy is knowingly making a false accusation or false denial of
discrimination, sexual harassment or retaliation, or interfering with the investigation into such
conduct by, for example, pressuring, goading, or encouraging false accusations or false denials,
or covering up any such conduct.
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VIII. Duties and Responsibilities
In each school, the Principal is responsible for receiving complaints/reports of violations of this
Policy at the school level. The Superintendent is responsible for receiving complaints/reports of
violations by a Principal or a Deputy Superintendent. The Chair of the School Committee is
responsible for receiving complaints/reports of violations by the Superintendent. Any other
person designated by the Principal, Superintendent, or School Committee Chair to receive
complaints/reports shall forward them to the person responsible for receiving them under this
paragraph. A Coordinator identified in Section VII below will be consulted regarding next steps
consistent with this Policy and applicable law.
PSB staff, independent contractors and school volunteers who witness or become aware of
discrimination, sexual harassment and/or retaliation shall immediately report such conduct to
their direct superior. If the reporting party does not feel comfortable reporting to their direct
superior, they may report it to the Superintendent. All allegations of Sexual Harassment shall be
reported to the Title IX Coordinator.
Each member of the school community is responsible for cooperating with the PSB’s
investigation of reports or complaints of violations of this Policy and with the PSB’s efforts to
prevent, respond effectively to, and eliminate any such conduct.
The Superintendent is responsible for:







IX.

developing procedures to implement this Policy, which shall be consistent with legal
requirements and PSB Policy and procedures, including, but not limited to, the Bullying
Prevention Policy and procedures, the Student Discipline Policy, and applicable
collective bargaining agreements.
Otherwise developing guidelines to effectively implement this Policy and comply with
applicable law, which may include guidelines regarding:
publication of this Policy and Notices of Rights to the entire school community in an age
appropriate manner and in the languages most prevalent within the school community,
including in School Handbooks, and
in-service training; and
student training.
Investigations / Corrective Action / Reporting

The PSB shall take prompt and effective steps reasonably calculated to end any discrimination,
sexual harassment or retaliation and prevent any such conduct from recurring. The decision to
discipline, the nature of any disciplinary action, and the disciplinary procedures followed shall
comply with the PSB’s disciplinary policies (including, but not limited to, Section J(8), PSB
Policy Manual), applicable collective bargaining agreements, and federal and Massachusetts
state law (including, but not limited to, Title IX, M.G.L. c. 71, §§ 37H, 37H ½, and 37H ¾, and
in the case of students with disabilities, the federal Individuals with Disabilities Education
Act).
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The Coordinators will each prepare an annual report to the Superintendent (without identifying
information) regarding the number and resolution of any complaints or reports of violations of
this Policy, and noting any measures taken in the prior year and anticipated for the coming year
to systemically address and prevent violations of this Policy. The Superintendent will annually
submit to the School Committee a report containing this information.
X.

Contact Information for State & Federal Agencies

PSB urges all individuals in the school community to bring any concerns or complaints of
harassment to the attention of school personnel so that they can be addressed. If either party to
the complaint is dissatisfied with the results or progress of the PSB’s investigation, they may
discuss this directly with the Superintendent of Schools. Below are the relevant state and federal
agencies if the party is unsatisfied with PSB’s response or would rather contact them directly.
The state agency responsible for enforcing laws that prohibit harassment in the workplace is the
Massachusetts Commission Against Discrimination (MCAD), One Ashburton Place, Suite 601,
Boston, MA 02108-1518; telephone (617) 994-6000; TTY Users (617) 994-6196. The time
frame for filing a complaint with the MCAD is within 300 days from the date of the most recent
incident of alleged harassment. The state agency responsible for ensuring that Massachusetts
public schools do not discriminate on the basis of protected characteristics is the Massachusetts
Department of Elementary and Secondary Education (DESE), 75 Pleasant Street, Malden, MA
02148-4906; telephone (781) 338-3300; TTY Users (800) 439-2370. The MA DESE's Program
Quality Assurance Services (PQA) accepts complaints when the alleged violation occurred no
more than one year before PQA received the written complaint.
The Equal Employment Opportunity Commission (EEOC) is the federal agency that enforces
federal laws prohibiting employment discrimination. The deadline for filing a complaint with
the EEOC is within 300 days from the day of the alleged discrimination The EEOC is located at
JFK Federal Bldg., 475 Government Center, Boston, MA 02203; (617) 565-3200 or (800) 6694000; TTY Users (800) 669-6820. The US Department of Education's Office for Civil Rights
(OCR) is a federal agency that enforces five federal civil rights laws that prohibit discrimination
on the basis of race, color, national origin, sex, disability and age in programs or activities that
receive federal financial assistance from the US Department of Education. In most cases, a
complaint must be filed with OCR within 180 calendar days of the date of the alleged
discrimination. OCR is located on the 8th Floor, 5 Post Office Square, Boston, MA 02109-3921;
telephone (617) 289-0111, fax (617) 289-0150.
Legal References
Title VI of the Civil Rights Act of 1964, 42 U.S.C. § 2000d et seq., and its implementing
regulations, 34 C.F.R. Part 100; Title VII of the Civil Rights Act of 1964, 42 U.S.C. § 2000e et
seq.; Title IX of the Education Amendments of 1972, 20 U.S.C. § 1681 et seq., and its
implementing regulations, 34 C.F.R. Part 106; Section 504 of the Rehabilitation Act of 1973, 29
U.S.C. § 794 et seq., and its implementing regulations, 28 CFR Parts 104 and 300; Title II of the
Americans with Disabilities Acts (ADA), 42 U.S.C. § 12131 et seq., and its implementing
regulations, 28 C.F.R. Part 35; the Age Discrimination in Employment Act of 1967, 29 U.S.C. §
621 et seq., and its implementing regulations, 29 C.F.R. 1625 and 1626 et seq.; the Age
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Discrimination Act of 1975, 42 U.S.C. § 6101 et seq. and its implementing regulations, 34
C.F.R. Part 110; the Genetic Information Nondiscrimination Act of 2008, 42 U.S.C. 2000ff et
seq., and its implementing regulations, 29 C.F.R. Part 1635 et seq.; the Uniformed Services and
Reemployment Rights Act (USERRA), 38 U.S.C. § 4301 et seq., and 20 C.F.R. Part 1002;
Massachusetts General Laws (M.G.L.) Chapter 76, § 5; M.G.L. c. 151B; and M.G.L. Chapter
151C.
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PSB Yearbook Policy
The Public Schools of Brookline (PSB) support the publication of yearbooks to honor and
promote the best interests of our students, staff, administrators, educators, families, friends, and
caregivers. Yearbooks present an opportunity to reflect and memorialize the learning experiences
and growth of our school communities. They serve as a permanent testament to our students’
inclusion and participation in school activities.
I. Inclusion:
1. All students enrolled in a PSB school at any time during an academic year shall by
default be included in the school yearbook for that school if one is published for their
grade or program. Inclusion for purposes of this section is defined as the student’s name
and picture (if available).
A. Exceptions:
(i)
Parents and guardians of non-emancipated minors may opt out of
yearbooks on behalf of their children, in writing.
(ii)
Emancipated minors and students aged 18 or older may opt out of
yearbooks, in writing.
(iii) The PSB shall comply with any court orders preventing or restricting
publication of a student’s name, picture(s), and other identifying information.
2. If any of the above parties expresses verbal desire to a PSB educator, Yearbook
Advisor, or administrator to opt-out, they will be instructed on how and to whom to
submit a timely written opt-out.
3. Opt-outs shall be communicated in writing to both the school principal and the Deputy
Superintendent for Student Services. The opt-out must be specific to the particular
yearbook publication. It is not sufficient to have previously opted out either generally or
specifically from other school publications or disseminations.
4. Opt-outs do not require disclosure of confidential information to justify any decision to
opt out.
5. Opt-outs may be for excluding pictures of the student only, or for excluding both
pictures and student names. Opt-out language should be precise in order to ensure
compliance with the specific request.
6. The Deputy Superintendent for Student Services shall promulgate procedures to ensure
that yearbook editors receive training, and access to information necessary for
compliance with this policy.

II. Content:
1. Yearbooks shall endeavor to accurately portray the personalities of the students, staff,
and other community members depicted. Personal photographic and narrative/quote
submissions, if included in a yearbook, shall be true to the individual’s submission.
A. Exceptions:
(i)

No material, opinions or otherwise, shall be printed which is lewd, libelous,
personally insulting toward another member of the community, advocates an
illegal activity, promotes discord or violence, constitutes a copyright
infringement, or lacks informed written consent of depicted identifiable
individuals. The editor of the yearbook shall reasonably exercise discretion in
enforcing this provision, subject to First Amendment rights. The Deputy
Superintendent for Student Services shall designate an adult staffer as the final
authority on the exercise of this discretion.

2. All students who receive support through an IEP or 504 Plan shall be provided with that
same support for photographic selections and generation of any text related to a school
yearbook (e.g. personal quote, sentence, etc.).
3. Any planned exclusion or modification of a student’s personal yearbook submission
shall be first communicated to that student and the parent(s), guardian(s), or caretaker(s)
of that student a sufficient time prior to publication of the yearbook to ensure that
student the opportunity to either cure the reported issue(s), or appeal the editor’s
determination to the Deputy Superintendent for Student Services.
4. Photographs violating school policies may be subject to investigation for disciplinary
action.
5. Final copy of the yearbook shall be cross-checked with both class lists and opt-out lists
to ensure accuracy by two adults prior to submission for publication. The class lists used
to generate yearbooks shall be retained by the district for one year after distribution of
the book.
III. Proprietary considerations:
1. All photos shall become a public record upon publication of the yearbook. Submitted
photos will remain copyrights of the original photographer.
2. The Deputy Superintendent for Student Services shall designate an adult staffer as the
final authority on the contents of each yearbook. In consultation with this designee, the
yearbook staff, as directed by the yearbook editor, reserves the right to edit, retouch,
crop, or resize any photos submitted without permission, notification, or approval.

IV. Equity:
1. All students within a grade level at each school that publishes a yearbook must be offered
the same base level of opportunities for appearance in that yearbook. For example, if a
yearbook editor invites students in a particular grade level to submit one personal
photograph and up to 50 words, then all students in that grade level at that school must be
invited to submit one personal photograph and up to 50 words, irrespective of homeroom,
percentage of time spent in the school building, at home, other facility, or outside
program, number of years in that grade level, or number of days as a student at that
school.
2. Students who transfer between PSB schools within a school year shall be included in the
yearbooks of both schools unless the students opt out in writing from one or the other.
3. Registered PSB students out of school who are being provided with services or
tutoring by PSB should be offered the opportunity to be represented in the yearbook of
their neighborhood school.
4. If a student does not respond by the deadline to a yearbook submission request, the
teacher shall both remind the student and contact that student’s parent(s), guardian(s), or
caretaker(s) about yearbook inclusion. If the school is unsuccessful in reaching the
parent/guardian/caretaker, or if the parent/guardian/caretaker does not comply with the
opt-out provisions of the PSB Yearbook Policy within a reasonable time period prior to
publication, then the editor shall publish the student’s name and include the official
yearbook headshot of that student, if available.

DRAFT-DRAFT
The Public Schools of Brookline
Brookline School Committee
Roles and Norms
DRAFT-DRAFT-DRAFTFor the purpose of effective governance and enhancing teamwork among members of the
School Committee and between members of the administration, the Brookline School
Committee adopts the following operating principles:
The School Committee will:
1. Represent the needs and interests of all students in the District and place their interests above all
others in the decisions we make.
2. Exercise leadership in vision, planning, policy making, budget, communication, and advocacy on
behalf of the students and District and evaluate the effectiveness of the Superintendent.
3. Recognize that it is the Superintendent’s responsibility to manage the day-to-day operations of the
District and to oversee personnel issues.
4. Conduct business through a set agenda. Emerging items will be addressed in subsequent meetings
through agenda items.
5. Base our decisions upon available facts, vote our convictions, avoid bias, and uphold and support the
decisions of the majority of the School Committee once a decision is made.
6. Acknowledge that a School Committee meeting is a meeting that is held in public, not a public
meeting, and make every effort to ensure that the Committee meetings are effective and efficient. We
welcome community members to attend our meetings and participate during public comment.

Group & Meeting norms
Role of Individual School Committee Members





Maintain an open environment where each member is empowered to freely express opinions,
concerns, and ideas. Keep an open mind and accept that members can change their
opinions.
We will respect staff and fellow board members at all times. Treat everyone with dignity and
respect, even in times of disagreement.
Refer any important questions or concerns received from members of the community to the
Superintendent. The Superintendent, not any School Committee member, has the authority to
investigate. The Superintendent shall provide their response to Committee members. It is not the
role of the School Committee or any of its members to resolve issues.




Strives to make decisions that are about policies and vision decisions and avoids
operational/management decision-making
Maintain confidentiality of Executive Session.

Role of School Committee Chair & Vice Chair
Communications
Recognize the importance of proactive communication and agree that there will be no surprises for the
Committee or the Superintendent. If School Committee members have questions or concerns, they agree
to contact the Superintendent as well in advance of a meeting as practical.
Channel requests for information through the Superintendent or the School Committee chair and not
directly to staff. The Superintendent will ensure that each member has equal access to this
information.
The School Committee Chair and/or their liaison/designee and the Superintendent will represent the
positions of the School Committee to the media or other public bodies.

