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Proposed FY’22 School Operating Budget

Level Funded: 0% Increase Elimination of 18.6 FTE1 2 

1 FTE = Full-Time Equivalency
   e.g.     A full-time teacher =  1.0 FTE
             A half-time teacher = 0.5 FTE

2 Note: 1.3 FTE were cut in the Level Services
   Budget; the remaining 17.3 FTE were cut to 
   meet the 0% budget guideline. 2



Proposed FY’22 Operating Budget

● Tasked by the Town to develop a level funded budget (i.e. 0% 
increase) 

● Difficult under the best of circumstances - made more difficult given 
that it comes on the heels of a 1.52% increase in FY’21, and a generally 
under-funded budget for the past decade.

● Our foundation is not strong. Duxbury’s per-pupil expenditure of 
$16,518 ranks 183rd of 325 districts in the Commonwealth, and is well 
below the State Average of $17,149.

● Can not talk about budget cuts in the abstract. The decisions we make 
during the budget process have a direct impact on classrooms, and a 
direct impact on our ability to provide a top-tier education to Duxbury 
students.
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Building the Level Services Budget

The first step in our process every year is to build the “level service budget”, which is the 
the amount of money we will need next year, to provide the same level of service that we 
are providing this year. The level services budget begins with the current year budget and is 
adjusted according to actual spending in the current year, projections for new expenditures, 
and in some cases, projections for known savings. 

Although we do review every line item, what drives the budget increase year-to-year is 
fairly consistent, and typically includes:

● Salary increases due to contractual obligations
● Salary savings due to planned retirements
● Salary savings/increases due to enrollment changes
● Special Education Tuition and Transportation
● Vocational Education Tuition and Transportation
● Operations and Maintenance: Service contracts, Supply and Equipment needs, and 

Utility costs.
● Fluctuations in outside revenue sources, such as User Fees and Grants.
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How the level services budget was built

The level services 
budget, which was 
our starting point, 
totaled $38,549,268.

This represents a
$1,050,915 or 2.80% 
increase over FY’21. 

5



The Exercise: Moving from Level Services to Level Funded

Town 
Guideline

Level Services 
Budget

$0 $1,050,915

Resulting Cut = $1,050,915
or

2.80% reduction from Level Services
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The cost of doing business in schools

It should not be surprising for the community to see annual budget 
increases in the range of 3.0% to 5.0%, if the district is to maintain the 
current quality of its programs and services and continuously grow and 
improve. 

Schools are not typical businesses, since they have many costs that are 
essentially fixed, legally-mandated, or otherwise unavoidable. Some 
common examples include: Special Education, School Bus Transportation, 
Vocation Education Tuition, Utilities (gas,electric, water), Operations & 
Maintenance, and Salaries defined by Collective Bargaining Agreements. 

The reality is that there is very little “discretionary spending” in a school 
budget, meaning that all cuts run fairly deep into service quality. 
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Approximately 82% of the School Operating Budget is made up of salary expenses.

Of the 412 FTE employed District Wide, 84% are compensated in accordance to their 

respective collective bargaining agreement.  Compensation is based on a combination 

of pay scales, which includes various wage steps, cost of living increases, stipends, 

longevity payments and other miscellaneous payments.

A large portion of the remaining 18% of the budget is tied to multi-year contracts that 

we have across the district (transportation, utilities, trash, and others). These 

contracts all have built-in year over year increases, ranging from 2% to 4%.

Why is there such little discretionary spending in schools? 

We also have significant expenditures tied to out-of-district SPED and Vocational tuition 

payments. Private SPED tuition rates are set by the State, and in FY’22 they will increase by 

2.26%. Typically we have seen our Vocational tuition rates increase at a rate of 2- 3% per year.
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Guiding Principles

As we engaged in the budget process, we used the following 
guiding principles to help prioritize budget 
requests/reductions. 

● Avoid cutting full programs to the extent possible.
● Only make cuts that are sustainable beyond FY’22. 
● As it relates to class size increases, protect the primary 

grades if possible. 
● Spread the cuts out among all four schools and all grade 

levels.
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Summary of Budget Cuts By Location

Note: The total staffing reduction for FY’22 is 18.6 FTE.  1.3 FTE were cut in the Level Services 
Budget; the remaining 17.3 FTE (listed here) were cut to meet the 0% budget guideline. 
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Reductions:  Chandler Elementary School

Detailed explanations on following page
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Reductions:  Chandler Elementary School

1.0 FTE Classroom Teacher ($60,000)
Losing a classroom teacher at Chandler School would mean an increase in class size in grade 1.  For the 2021-2022 school year, we are scheduled to 
have 192 students entering first grade.  There is the potential for up to twenty-five students to return to this grade level, who left for other school 
options this year in response to the hybrid learning model.  If we reduced the number of classrooms from ten to nine, the class sizes in grade 1 would 
begin at a number of 19 students.  If the students do return to Duxbury Public Schools, the class size would begin at 22 students.  These numbers do 
not take into account the historical growth of grade 1 classes over the summer.  The transition from kindergarten to first grade is a significant shift in 
curriculum and expectations of student independence.  The foundational skills taught at the first grade level require frequent small group and 
individualized instruction, which is more difficult to achieve with a larger class size.

1.0 FTE Reading Specialist ($60,000)
With 3 reading specialists, we are able to provide reading support to students in small groups across three grade levels.  Each reading specialist 
currently has a full caseload of students.  At the K-2 level, early intervention with reading support is critical for the future success of our students’ 
success in literacy.  Losing one of our reading specialists would mean that we would not be able to support as many students as we do currently.  We 
would need to raise the threshold for when students qualify for reading support.  This would leave some struggling students without the support of a 
reading specialist, and would fall to the classroom teacher. In addition, eliminating one of the three reading specialists would mean that the number 
of students in each small group would increase, giving each student less time with their reading specialist.

0.5 FTE Library Assistant ($13,757)
The Library Media Specialist at Chandler teaches twenty eight classes per week, with one planning period per day, which makes it challenging for her 
to handle the library circulation on top of her teaching duties.  Losing the library assistant would mean that book circulation would certainly slow 
down, and books may not be available for student and teacher use as they have been in the past. In addition, the librarian would need to solely be 
responsible for book circulation and this would impact her planning of instruction.
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The importance of class size

People often compare “when I was in school” to what they know about today’s schools. 
Today’s classrooms, however, are very different from the schools that most of us attended 
and bear little resemblance to the classrooms of just two or three decades ago. In today’s
elementary school classrooms, smaller class size is more important than ever. 

Consider that 20-30 years ago:
● There were no national or state curriculum standards
● There was no high-stakes testing
● Students with special needs were either not in public schools, or they were only partially integrated into general 

education classrooms
● Most instruction was whole class lecture with fixed groups, one textbook, an one assignment for all students.

Whereas today:
● There are national and state curriculum standards and MCAS is mandated at all grade levels.
● Students with special needs, or English Language Learners, are fully integrated into regular classrooms in our inclusion 

model
● Instruction is interactive, with flexible grouping of students, multiple supplemental materials, and different assignment 

for different types of learners
● We must meet the academic and social-emotional needs of our students. 
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The importance of class size

● Elementary teachers are responsible for teaching all content areas of the curriculum, as well as 
prioritizing student’s social and emotional learning needs.  The academic content of an elementary school 
classroom (math, reading, writing, speaking and listening, phonics, science and social studies) and the 
social emotional needs of students are closely related to each other, as only students who feel safe and 
supported by their teacher are going to be open to learning new content.  

● Relationships are critical in developing a safe learning environment.  With smaller class sizes, teachers are 
able to build strong relationships with their students.  

● Teachers work to build community within their classroom, so children can form strong relationships with 
each other.  This is more easily accomplished in a smaller group, as there are more opportunities for 
personal interactions between peers.

● Having fewer students allows the teacher to customize instruction for small groups or individuals, in order 
to meet the needs of every child.  

● In addition to the whole group instruction, teachers meet with small groups of children or individuals, 
based on student understanding of the content. Focused lessons targeted to those specific students or 
re-teaching of foundational skills are all addressed at these times.  It is clear to see that a class of twenty 
students versus a class of twenty-five students would give each child more individual time with the 
teacher and would allow for more flexibility in addressing student needs.
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Reductions:  Alden Elementary School

Detailed explanations on following page
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Reductions:  Alden Elementary School

1.0 FTE Grade 3 Teacher ($60,000)
For the 2021-2022 school year, we are scheduled to have 180 students entering third grade.  Potentially, eighteen students may return. 
Those students had left the Duxbury Public Schools to seek an alternative to the planned hybrid learning model at the start of the 2020 
school year. With a reduction of one section of third grade, from ten to nine, third grade would average 20 students per classroom. If 
those who left returned, that average increases to 22. That does not factor in the typical summer family move-ins. This year, the third 
grade averages 20 students per class. This potential cut may not increase class size if numbers stay the same. 

1.0 FTE Grade 4 Teacher ($60,000)
In fourth grade, Alden School is expecting 199 students for the 2021-2022 school year. Potentially, ten students who left for an 
alternate model may return. Reducing the number of sections of fourth grade from ten to nine leaves an average class size of 22. The 
potential for ten returns increases that to 23. This does not factor in typical summer net growth in class size. This year, the fourth 
grade averages 20 students per classroom. This potential cut will increase class size in fourth grade by two students per class over the 
previous year in the same grade.

1.0 FTE Grade 5 Teacher ($60,000)
In fifth grade, Alden expects 200 students for the 2021-2022 school year. Seven students left at the beginning of this year for an 
alternative to our hybrid model, and might return. With a reduction from ten sections of fifth grade to nine, class size averages 22 
students per class. The returns increase that number to 23. This year, fifth grade class size is 20 students per class. This potential cut 
will increase class size in fifth grade by two students per class over the previous year in the same grade.
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Reductions:  Duxbury Middle School

Detailed explanations on following page
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Reductions:  Duxbury Middle School

0.2 FTE Art Teacher ($12,000)
We are anticipating an enrollment decline which can be captured with a 0.2 FTE reduction in art, bringing the department’s  total FTE 
from 1.7 FTE to 1.5 FTE. The impact of this reduction would be in class size, which would bring Visual Art and Design I from 22 to 24 
students average, and Visual Art and Design II from 16 to 22 students average. 

0.4 FTE Math Teacher ($24,000)
To address class size issues and ensure a greater level of support and connection for students in our math courses, we’d made creative 
efforts to increase class sections over the past few years. While class sizes in the 7th and 8th grades this year have been in the range of 
18-20 students with these additional sections, we can capture an FTE cut in this department due to the anticipated enrollment of 
classes as they progress through the grade levels at DMS. This reduction would mean that we’d shift from running a total of 2.4 FTE in 
7th grade math to a total of 2.0 FTE in Math at the 7th grade. 

0.1 FTE Choral Accompanist ($5,500)
This reduction will result in the elimination of a Music Department choral accompanist during rehearsals. Note: also a 0.1 FTE at DHS.

0.1 FTE Music Teacher ($6,000)
Our Music department offers performance and non performance options for all 6th graders. Music is a required course for this grade 
level. I am recommending a 0.1 FTE reduction in the department which would result in the elimination of the non-performance course 
option General Music from our course selections. This typically runs as a single section option for about 20 kids each year who do not 
want to perform as a part of their music requirement. This cut would impact class sizes in Chorus as it is likely that students will choose 
Chorus options over Band or Orchestra performance groups. 
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Reductions:  Duxbury Middle School, cont’d

0.2 FTE Physical Education Teacher ($12,000)
We are anticipating a total schoolwide enrollment drop in school year 2021-22 of about 27 students, and therefore seek to capture that 
reduction by cutting a section of PE, or 0.2 FTE. Reducing here would not have a significant impact on class size, but further restricts 
our flexibility with scheduling. 

0.2 FTE Health Education Teacher ($12,000)
Currently we are running 1.2 FTE in 8th grade course requirement of Health, and with the current 7th grade, will only need to run a 
total of 1.0FTE in Health next year. This will bring class sizes up from 22 to 23 student average. 

1.0 FTE Social Worker ($60,000)
While DMS students would directly benefit from added SEL support in the form of an additional Social Worker, we are currently 
operating without this position and will sustain this given the cuts we are facing as a district. 

0.1 FTE  STEM/Tech Ed Teacher($6,000)
Next year, we anticipate an enrollment decline in grade 8 which will allow for a reduction in the number of sections we would need to 
run in the course. Class size would not be impacted by this reduction, and would remain in the 24 student range. 
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Reductions:  Duxbury High School

Detailed explanations on following page
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Reductions:  Duxbury High School

1.0 FTE English Teacher ($60,000)
Cut would result in two fewer Grade 9 classes, two fewer Grade 10 classes, and two fewer Senior half-year electives. Enrollment in 
Grade 9 and Grade 10 English classes would increase to an average of 19 students to 24 students per class.   Class size in Senior 
half-year electives would rise from 17 to 24 students per class.

1.0 FTE Math Teacher ($60,000)
Two less sections of Grade 9 Geometry and Grade 10 Algebra II would raise class sizes from 15 to 22 as well as the reduction of  two, 
Grade 11 & 12 half-year electives (Accounting/Fundamentals of the Business World, Math Technology, etc., however, final decisions 
will be based on actual course enrollment.)

0.5 FTE Physical Education Teacher ($30,000)
This reduction will increase class sizes by eliminating a section of Grade 9 Health/Wellness, a section of Grade 10 Health and Wellness 
and three sections of Grade 10, 11, & 12 Lifetime Team Sports and Project Adventure, based on actual course enrollment. 

1.0 FTE Science Teacher ($60,000)
A reduction of one Science teacher would result in an increase in class size from 17 to 25 students in Grade 9 Biology classes (10 
sections instead of 14) and Grade 10 Chemistry courses would increase in class size from 20 to 25 students per class (10 sections instead 
of 12).
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Reductions:  Duxbury High School, cont’d

0.5 FTE Social Studies Teacher ($30,000)
The impact of reducing a .5 FTE in the Social Studies department would result in an increase in class size in 
Grade 9 World History classes from 17-24 students per class and one less half-year elective would be available 
for students in grades 10-12 based on actual enrollment.
The Social Studies Department provides the second largest offering of electives in the building with almost 500 
students participating in non-graduation required courses annually. Although this reduction may seem negligible, 
meeting all course requests for students in these electives will not be possible. 

0.2 FTE World Language Teacher - French ($12,000)
The reduction of 0.2 FTE in the World Language department would require us to combine two college prep 
sections of French into one section of approximately 30 students.

0.2 FTE World Language Teacher - Mandarin ($12,000)
A reduction of 0.2 FTE in the World Language department would require us to compress the Mandarin IV honors 
students and the Mandarin IV College level students into one section of AP Mandarin V and College level Mandarin 
V, with 27 students total.
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Reductions:  Duxbury High School, cont’d

1.0 FTE DHS/DMS Library Assistant ($48,658)
Clerical work associated with the library circulation of the Middle and High School, completing 
lamination and/or poster tasks for teachers, and lunch supervision that had been managed by previous 
library assistant will become the responsibility of the new librarian or of classroom teachers covering 
duties. 

0.1 FTE Choral Accompanist ($5,500)
This reduction will result in the elimination of a Music Department choral accompanist during 
rehearsals. Note: also a 0.1 FTE at DMS.

Guidance Counselors - reduction of per-diem summer days ($9,000)
Reduction of Guidance Department in summer work days  from 10 days to 8 days (per-diem).  This 
reduction will limit the availability of Guidance Counselors to meet student scheduling needs prior to 
the school year.
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Reductions:  Special Education

Detailed explanations on following page
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Reductions:  Special Education

2.0 FTE Special Education Instructional Assistants ($40,000)
Instructional Assistants (IAs) are responsible for assisting teachers to provide accommodations to 
students in the general education environment.  IAs are also responsible for providing repetition 
instruction on skills taught previously by the licensed special educator. Decreasing IA support will not 
allow the special education department to cover as many courses/classes in the inclusion setting.  The 
group sizes will increase. The buildings will be restricted in their flexibility of schedules.
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Reductions:  District-Wide

Detailed explanations on following page
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Reductions:  District-Wide

School Bus Transportation: Reduction of one bus ($75,000)
In order to operate as efficiently as possible, and minimize the number of buses required, routes will need to be 
extended in length with fewer stops and longer student walking distances. This reduction will have a significant 
impact on the ability for the bus company to modify routes once the original bus registration and route 
assignment is complete at the end of August.  

Revenue Offsets: Increased utilization from School Lunch and SPED Tuition ($85,000)
The District depends on nearly $3 million in outside funding sources to offset operational expenses.  These 
revenue offsets are not guaranteed from year to year and depend largely on participant utilization (for fee based 
programs), overall expenses incurred (for reimbursement based grants), and availability of state aid.  Increases 
to the overall utilization of these offsets has the same impact as lowering an expense line item; however, 
revenue can be volatile and is not guaranteed from year to year.  An increase to an offset, as shown in Circuit 
Breaker, may result in a corresponding decrease in future fiscal years.   
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Reductions:  District-Wide, cont’d

1.0 FTE Operations and Maintenance Staff ($38,000)
The Operations and Maintenance staff, consisting of both custodians and grounds and maintenance employees, 
are responsible for cleaning over 637,000 square feet district wide, including Chandler Elementary, Alden 
Elementary, the Performing Arts Center, Duxbury Middle, Duxbury High, and the Steele Athletic building.  The 
reduction of 1.0 FTE will result in an increase of 1,800 ft of cleaning space per FTE.  The National Center for 
Education Statistics (NCES) suggests a custodian ratio between 28,000 and 31,000 sf per custodian to provide for 
acceptable levels of school cleanliness - this cut would result in our staff being responsible for 32,667/sq ft of 
cleaning space. Given our extensive building use and after school programming, these cuts would significantly 
impact our ability to service both staff and students during normal operating hours.

1.0 Technology Department Staff ($35,000)
A recent reorganization in the Technology Department yielded a net 1.0 FTE staff reduction and an overall 
savings of $35,000. 
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The mission of the Duxbury 
Public Schools is to provide 
each student with the 
opportunity to achieve 
personal and academic 
excellence.

29



Mission Impossible?

● Average annual increase over the last seven fiscal years is 2.33%. 
● When you consider that it takes approximately 3.0% to 4.0% to just maintain 

level services, it is no surprise that we find ourselves in this situation. 
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What’s a Percent?

To a casual observer, “a percent”, or 2.80%, may seem inconsequential. 
Consider, however that even one percent of our budget is approximately 
$380,000. That amount alone could fund any of the following:

● Six classroom teachers
● Our entire Vocational Tuition budget
● Five school busses
● The entire Heating/Light budget for the High School and Middle 

School.
● 5x our current Professional Development Budget
● The entire district Nursing staff
● Our entire Substitute budget

In short,cutting even one percent of our budget (never mind 2.80%) has 
significant adverse impacts on our ability to serve our students. 
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Meanwhile….
● Since FY’15, we have also absorbed into the operating budget a $400,000 

increase to the Vocational Tuition & Transportation budget. 

● Said another way, we have $400,000 less “buying power” than we would 
have had otherwise. Coupled with already-lean increases, this puts great 
pressure on the school budget. 
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What IF we had a 3% annual rate of growth?
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Final thoughts

● This is only the first step of a lengthy budget process - we will continue 
to partner with the Town with the hopes of improving the budget 
picture before Town Meeting in March. 

● We need a new budget model
○ Instead of focusing, every year, on what we can’t afford, let’s ask our 

community: What level of services do you want? 
○ A Proposition 2 ½ override should not be a third-rail topic. It is a mechanism 

adopted by the State to allow communities like ours to address structural 
deficits caused by an arbitrary property tax cap.  

● If residents want a top-tier system, it needs to be funded accordingly
○ The ‘do-more-with-less’ mentality can only take you so far:  Funding needs 

to be commensurate with expectations and demands of community.

○ “You’re only in fourth grade once” - we can’t wait any longer.
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Thank you

All FY’22 Budget information, including this presentation, line-item detail, and financial exhibits, 
can be found on the district website at www.duxbury.k12.ma.us under the School Committee tab.  
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