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a moment of silence

in memory of those 100,000+ we’ve lost recently to COVID-19, 

and for George Floyd and too many others like him, 

and for individuals hurt or killed while protesting needless 
violence



Thank you for joining tonight’s special Board Meeting

5:30 - 6:00pm Board Chair to provide an update on the FY21 budget 
challenge and its impact on staffing

6:00 - 6:45pm Open comments

Note: Please limit your comments to 3 minutes.

We will ask speakers to move on so that we may hear everyone’s 
opinion.



To recap the budget conversation we have been having 
publicly since May 12th:

The impact of COVID-19 on the Maine economy 
is projected to be significant.

State revenues are down, and Baxter relies on State funding.

We need to cut costs. 



Sunday Monday Tuesday Wednesday Thursday Friday Saturday

1 - Proactive 

email sent re: 

20/21 plans for 

employment 

2

3 4 - Charter 

Commission Mtg 

(Informed of 

funding cut)

5 6 7 - Notified the 

Union of the 

funding cuts

8 9

10 11 12 - Budget Mtg 

#1 (Disclosure)

13 14 15 16

17 18 19 - Budget Mtg 

#2 (Approval)

20 21 22 23

24 25 26 27 – Contract 

Deadline 

28 29 30 – Community 

Update 

31 1 2 – Budget Mtg 

#3 (Impact)

3 4 5 6

May

June

We continue to provide transparency as quickly as possible, and we have 
taken input from community members and faculty around individual 
plans for next year.



As staff reductions must be made, they will come from a 
combination of Teacher and Administrative positions.

The Board directed the administration to use attrition when possible 
and protect the school’s ability to educate students

(11%) (33%)

NOTE:  This slide was presented at the May 12th and 19th meetings





Baxter is reliant on state funding

We cannot raise taxes
We cannot take on more debt

We cannot take advantage of COVID relief funds 
(these apply to payroll for March - June, which we have funds to cover)

But the school has always operated on thin margins
We have high fixed costs

We have always had to do a great deal with limited funding



The school’s administration developed 
a scaled-back budget for the coming year that 

cuts expenditures by 10 percent below the budget 
we had prepared based on pre-COVID assumptions. 

This is a reduction of $448,148

We may have to make more cuts depending on the 
allocation funding



The process we have followed was based on legal guidance from counsel
and existing documented policies:

Legal Guidance

Employee 

Handbook

Communication 

to affected 

employees

Communication 

to community 

members

• In light of the exigent circumstances, the 

reduction in force decision is not subject to 

subject to negotiation. “Impact to employees” is.

• First we reviewed the curriculum based on the 

original charter mission

• Reductions within those departments

• Individuals were notified via phone call with 

email follow up

• Two emails sent to the community

• Special Board Meeting scheduled for 

discussion and feedback



There has been some feedback that we should have reduced 
the Administrative team…

We have.  We have eliminated open positions,
redistributed work and restructured roles.

Going into September, we expect to have 
9 people on the administrative side, 

and 31 educators serving 415 students.



Baxter is a hybrid model: a non-profit and a public school.  

Mission-keeping: Measures initiatives against mission and ensures alignment; both internally & externally

Communications strategy: Communications throughout the organization for consistency & effectiveness

Strategic alliance-building & planning:  Identifies community partners / partnership opportunities

Budget & Finance Management:  Builds & manages budget based on the state funding subsidy & grants

Compliance:  Tracks and oversees all compliance requirements and related reporting 

Leading work for Teacher supervision and evaluation – Observation, evaluation & supervision

Budget management for instructional team and school, including teacher salary scale

Professional & Curriculum Development - Faculty meetings & professional development around STEM 

Coordination of Education Compliance & Opportunity - All school-related compliance requirements, 
alerts, and opportunities from the DOE, federal government.  Collects data and analyze as necessary.

Maintaining a positive, healthy, and diverse school culture -- implements expectations and 
works for the success of all students
Wholistic discipline - All student behavior issues, teacher classroom management.  Liaison b/t 
teachers, counselors, students &  parents
Instructional leadership - integration of academics with serving community needs.  Coordinates 
Flex Friday.

Executive Director – Executive authority for organization

Head of School (reporting to Executive Director)

Assistant Principal (reporting to Head of School)



The running of a non-profit with a $4M budget 

requires the work of an Executive Director.

ED Kelli Pryor performs work for Baxter that is 

essential and this position must remain in Baxter’s budget.  

Elimination of this position is not a way to close the budget gap.



Great charter schools have closed in this country — not because 

they didn’t have good teachers, strong waitlists, or excellent 

outcomes for students — but because of financial 

mismanagement.

We are executing our fiduciary responsibilities to preserve 

Baxter’s ability to make good on its promise. Just this week, an 

Innovation & Entrepreneurship thought leader called Baxter 

Academy a “national treasure.” Our work is always aimed at 

protecting this treasure

for our students, our community, our state. 



We are living in unprecedented times. 

We are doing our best to keep Baxter strong 
for its students, its mission, and its community. 

We respect everyone and what they love about Baxter, but we 
must act to protect the school’s mission to safeguard its future.

These have not been easy choices, but we look forward to 
working together to react to the situation we are facing, so 

that we will have a strong Baxter . 



Thank you for joining tonight’s special Board Meeting

5:30 - 6:00pm Board Chair to provide an update on the FY21 budget 
challenge and its impact on staffing

6:00 - 6:45pm Open comments

Note: Please limit your comments to 3 minutes.

We will ask speakers to move on so that we may hear everyone’s 
opinion.

Please type your questions and comments in the chat box to Amos



We looked at where the school began, referring back to the 
original charter application and its focus on what core 
programming would be needed to deliver a rigorous STEM 
education aimed at college preparation

From the original charter application: (Rev 5.4.13), page 15 



The following slides are 
from the May 12th and 19th

budget review meetings



Fiscal Budget
July 1, 2020— June 30, 2021

Presented
May 12, 2020



As a result of COVID-19, our normal budget timeline and 
process must be adjusted. 

• January 30th - State issues allocations for schools

• February — April - Administration and board prepare 2021 budget

• Based on a projected allocation of $4,448,478

• March 12th - COVID-19 hits and changes everything we do

• May 4th - Regularly scheduled finance meeting with the Maine 

Charter School Commission occurs

• The MCSC recommends budgeting 10-15% cut in funding

• May 4th - Work begins to recast the budget 

• May 12th - DRAFT BUDGET is prepared for tonight



The impact of COVID-19 on the Maine economy is 
projected to be significant …

Revenues are down.

Costs will need to be cut.









Guidance from the Maine Charter School Commission (May 4) 

to respond to decreased State revenues

“With lower tax revenue, states and municipalities may not be able to 

sustain recent levels of education funding. If the public tax and other 

revenues are significantly down in FY21, funding will not increase; 

schools should model budget scenarios with revenue cuts of 5%, 10% 

and 15% and more. The modeling should determine at what point 

changes in state mandated regulations would be necessary to continue 

to conduct required learning activities. Charters should avoid adding 

debt and possibly renegotiate current debt.”



If the Maine projected budget shortfall is 15%, this will result 
in a $1.2B reduction on a total State Budget of $8 Billion.

Baxter Academy’s shortfall, 
based on the original draft of the 20-21 annual budget of 

$4.48 Million 

At 15% = $672,221

At 10% = $448,148



To put this into context, let’s consider the Baxter Budget over 
the past three years. Assuming even a 10 percent reduction, 
funding may end up back below our ‘18-’19 level.

SY 2018-2019………..$4,040,000

SY 2019-2020………..$4,287,204

SY 2020-2021………..$4,481,478    (at 100%)
SY 2020-2021………..$4,033,330    (at 90%) 



Reduce expenses where 
possible

Cut expenses around supplies and shift new laptop 
purchase into current year instead of deferring.

Work to renegotiate 
operational contracts

Reopen discussions for cleaning, transportation, and 
leases.

Freeze salaries at the 2019-
2020 rates

Hold salary costs at current levels even as health 
insurance rates increase (faculty salaries are subject 
to negotiation).

Adjust number of FTEs in 
our budget

Priorities: use attrition when possible and protect the 
school’s ability to educate students.

In order to balance the budget, we have four levers we can 
pull...



Given all the moving parts with COVID-19, we will need to 
ultimately create multiple budget scenarios.

1. Are classes going to be in-person, remote or a combination of the two?
2. Is the funding cut 10%, 15% or more?

For tonight’s discussion, we have based the budget on 
remote classes with a 10% reduction in funding.



In this scenario, we have projected the reduction of revenue
coming from State Subsidies, as well as from donations.  All 
charitable donations are projected to be down



We started with our Operational Expenses to identify 
potential savings, although many expenses are fixed… We are 
reducing our Legal fees by almost 40%.

Now part of 
salaries, so not a 

true savings



We are negotiating with the bus company, but we will not 
eliminate all costs, as we need to maintain flexibility to return 
to school.



We have looked to trim the budget everywhere we can.  Most 
cuts are modest.



After all operating expenses were cut, the last item to be 
adjusted was the salary line, currently an ~8% reduction.



As staff reductions must be made, they will come from a 
combination of Teacher and Administrative positions.

Again … we will use attrition when possible and 
protect the school’s ability to educate students

(11%) (33%)



The changes outlined in our first draft shown tonight, will get 
us to a balanced budget for next year.



We are grateful to have had this opportunity to share in a 
transparent manner, the challenges facing Baxter.  

Our next steps are ...

1. Community Feedback:  Please send your comments to 

board@baxter-academy.org.

2. Special meeting scheduled for May 19, 2020.

3. The Board will be asked to approve the operating budget

for 2020-2021 school year.

mailto:board@baxter-academy.org

