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WHO'’S IN THE ROOM?

e Who is from a classroom-based program? NCB/flex-based?

 Who is sitting on large reserves? Who is currently borrowing money?

 Who is from a single site school? Multi-site network? CMO?

e Who is experiencing growth/increasing enroliment? Who is experiencing declining enroliment?
* Who is experiencing staff turnover? Does anyone have a staff that is unionized?

e Who is projecting a financial deficit in the coming year(s)?

e Who is up for renewal this year? Who is low performing on the dashboard?

 Who has a high unduplicated population? Who has a low UPP?

 Does anyone have specific programmatic goals? STEM? CTE? Is that your differentiator?
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BOATLOAD OF CHALLENGES

e Financial Deficit
e Enroliment Decline
e Academic Underperformance

e Mental Wellness Crisis

e Teacher Burnout and Staffing Turnover

e Low Trust and Collaboration




CALIFORNIA’S DECLINING ENROLLMENT

Projected K-12 Statewide Enroliment
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THE END OF MOST ONE-TIME MONEY

Sample Charter School

Multi-Year One-Time Funding Planning Tracker

Revied 10/24/2022 Other Federal: . 1,295,780 2,082,737 1,902,245 . . .
Other State: 1,215,530 . 3480 51,491 1,901,372 1400252 1699440 1,699,480

Source ¥ _Resour,” Expiratio ™ Tyg ¥~ Total T Y2021 Y Y2122 T FY22:23 T FY23.24 Y FY24.25 T FY2526 Y FY2627 Y FY27.28 %

LRS 6537 6/30/2023 State 256,223 . 2 . . . .

DPF 6536 6/30/2023 State 57,228

ESSER 1 3212 9/%0/2023 Fed 1,329,056 & 452.8

ELOG (ESSER 1) 3216 9/X0/2023 Fed 321,016

ELOG (GEER 1) 3217  9/%/2023 Fed 736726 © = 736K

ELOG (State - General) 7425 9/30/ 2024 State 1,001,657

ELOG (State - Para) 7426 9/ X0/ 2024 State 211873

ELOG (ESSER 11l - Emergency) 3218 9/%0/2004 Fed 209,265

ELOG (ESSER Il - Learning Loss) 3219 9/30/2004 Fed 360,737

ESSER 11 3213 9/30/2004 Fed 2,389610  « 24860 700,000

ESSER I 3214 9/30/2004 Fed 597,402

UPK 6053  6/30/2024 State 139,878

A-G Completion 7412  6/30/2006 State 8,723 - L o 6l 11613 2043

AMIMO 6762 6/ 30/ 2006 State 2,427,280

(EBG 6266 6/ 30/ 2006 State S34603 2 . e GUss 300000 .

LRBG 7435  6/%0/ 2028 State 3,398 880 . . 1699440 1,699,440

TOTAL 13,392,107 1215530 1295780 2417557 2153736 1501372 1400252 1699440 1699440

Ensure that spending is on-track for what is in your budget/forecast and see how the spending cliff can be extended




SITUATION: FINANCIAL DEFICIT & ENROLLMENT DECLINE

ACE Charter Schools faced significant financial and enrollment challenges in the post-pandemic
era, shaped by shifting political, financial, and demographic conditions.

Quick and decisive action was required to avoid the fate of nearby district and charter schools that
were forced to close due to financial insolvency.




CHALLENGES

e $9M revenue loss from
declining enrollment and the

expiration of COVID relief funds.

e Schools operating on minimal
reserves or deficit budgets.

e 25% enrollment decline over
the past seven years.

CAUSES

e Reliance on COVID funds to hire
permanent staff.

e Declining enrollment driven by
high cost of living, outmigration,
and low birth rates.

e Turnover in key personnel (CFO,
Senior Accountant, Business
Manager).

CONSTRAINT

ACE needed time to determine
which staff roles could be
eliminated, consolidated, or
outsourced. At the same time, the
organization had to cut $9M in
costs within two years.




ACE ORG CHART - 2022-2023

Chief Executive Officer

Senior Director of
Academic Programs

Dir. of Comm. Engagement

Dir. of Finance

Fund Dev. Manager

Chief Schools Officer

Parent Organizer

Manag. of Comm. Engage.

©))

Senior Accounting
Manager

Senior IT Manager

Comm. Manager

Dir. of Talent

Senior Dir. of HR & Comp.

Dir. of Data

ACE Principals

V and C Manager

Dir. of Student Ser.

Dir. of College Comp.

Payroll Clerk

AP Specialist

Talent Assoc.

Acad. Ops Manager

Senior HR Manager

Safety and Facilities
Manager

School Psych.

Program Specialist

Alumni Team

Network Sys. Admin

Tech. Support

Office Manager




ACE ORG CHART - REDUCTION

Senior Director of
Academic Programs

V and C Manager
School Psych.

Dir. of Comm. Engagement Dir. of Student Ser.

Manag. of Comm. Engage.

(3)

Payroll Clerk

Dir. of Finance

Network Sys. Admin

Fund Dev. Manager Comm. Manager
Talent Assoc. Tech. Support

Dir. of Talent

Chief Schools Officer

Dir. of Data




ACE ORG CHART - 2025 UPDATE

Chief Executive Officer

Director of College Y Manager of StudentY Director of Middle Director of Special Parent Outreach AP & Payroll Director of IT Chief Operations

ACE Principals : : : R
P Completion Recruitment & ELOP Schools Education Manager Manager Officer

College Success ACE Middle School
Coordinator Principals

Receptionist AP Technician

HR Manager Operations Manager



ACTIONS: SOLUTIONS TO ACHIEVE FINANCIAL STABILIZATION

e Outsourced back-office functions to stabilize operations and used consultants instead of hiring
full-time roles

e Rightsized the organization by reducing staffing by 40% (over 100 FTEs in 3 years)
e Adjusted school site staffing levels with direct input from site leadership

e Increased fundraising efforts:
o Secured large grants such as CCSPP ($6M over seven years)
o Successfully applied for $2.6M in ERTC reimbursement funds

e Revamped student recruitment with a $300K investment in marketing and outreach:
o Social media campaigns (Google AdSense, Meta/Facebook)
o Parent-led recruitment through neighborhood canvassing
o Billboard and bus advertisements
o Mall and hospital signage
o Radio ads
o Partnerships with community organizations to host local events




THE CHALLENGE

Panorama Teacher Survey (2021-22):

e Only 18% of teachers reported fair pay

e Only 42% felt leaders were responsive n
e 1in 3 teachers felt they had input on important school decisions

INGENIUM

Schools

JOY AND MEANING IN LEARNING




ACTIONS & RESULTS

STEPS RESULTS

e Amplified teacher voice with follow-up & action e Trustin leadership T 44%

e Celebrated successes and rewarded e Confidence in leadership’s decisions T 31%
achievements e Retention improved by 30%

e Rebuilt school pride (social media, data, visible e Teacher well-being T 23% (self—reported)
wins) e CAASPP achievement 1 10% (ELA & Math)

e Beautified campuses & invested in resources o

Staff salaries T 30% over 2 years
e Addressed compensation = moved from

bottom 50% to top 20% in two years




SITUATION: REPUTATION RESTORATION & OPERATIONS REVAMP

Original challenge:

The school’s reputation had been damaged by leadership turnover, compliance concerns and a
fractured leadership culture. Restoring public trust meant addressing immediate issues,
strengthening the leadership team, and rebuilding credibility from the ground up.

Four years later:

As the organization stabilized, the challenge shifted toward building durable systems in PR, HR, and
business operations. Change was often painful but necessary, showing that long-term stability
sometimes requires working through short-term discomfort to put better systems in place.
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OPERATIONAL UPGRADE

PowerSchool to Aeries

--n D Gp D G G» DGR D o,

OCS toom: Doon, Uso, Normo, Luz, Jonol ‘
Clteom: Inoz, Kot :
Timoline: Fobruory - July I
Lounch Dote: July 3, 2025
« Full roplocoment of our Student
Information ond Envolimont Platform. '-l.‘
o Will impoct stoff, poronts 27\ Aecries

Paycom to Inova

OCS teom: Kon, Christing, Beondo,
Lourdos, Liso
Cltoom: Maylon, Lors, Korl -
Timoline: Fobruory - Juno I
Lounch Date: Juno 10, 2025 I
* Automotes the poyroll systom, oll
onboording, houso ovaluations,
romindors for crodentiols, T8
o Will impoct oll sioff

S

\--\
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PublicSchoolWorks

OCS teom: Lourdos, Christino, Uso,
Doon
Timoeline: Morch - Apnl
Lounch Date: Aprl 2025
* Automoles the onnuol troinings,
notifications, stoff monuols, ete.
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Arbiter

OCS toom: Kon, Liso
Cl Toam: Maylon
Timeline: Apnl 1o July
Lounch Date: July |, 2025
« Automotos tho poymenis ond
1099 forme for roforoos for the
now school yoor

g '\,
Ez i Parsec

'EAD /
Q fﬁg?,e. LL : OCS toom: Doon, Liso, CASSO, Normo
] Clteom: 18D
4 Timeline: Fobruary - July

’--------'

Lounch Date: July 5, 2025

* Full roplocemont of Studont
Informotion & Enrollmont

* Doto onolysis ond ronowol support

Clever to Classlink

OCS toom: Doon, Jonol, Normo
Timoline: Juno - July

Lounch Date: August |, 2025

* Roploco ono ‘singlo sign on’
plotiorm for anothor

* Will impoct oll 1eoching stoff and
sludonts

'-.

Procurify

OCS toom: Liro, Kon

IC toom: Joswo

Timeline: Morch - May

Lounch Date: Moy 2025

* Digitol procuremont platform thot
wil houre ond procoss oll pwohoses
digitelly- intogrotes with Anovo

* will impoct oll s1off who croote
purchoso ordors
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Edlio to FinalSite

OCS teom: 18D

Timoline: Juno 10 Docomber

Lounch Date: Docombor, 2025

* Roploco current wobsilo with o now
aito thot will bo os dynomic os
Ingonuity




LESSONS LEARNED

PHASE 1

The first year or two is full of
oppportutnies to correct/change the
“low hnging fruit”.

Board Policies

Compliance Requirements/Reports
LCAP/Budget/Expenditure Alignment
Building/Rebuilding Leadership
Team

New Logos, PR Campaigns, Social
\Y[=Telle

PHASE 2

Years four and five are full of the
harder, deeper change

Correcting old habits

Addressing past hurts on leadership
team

Reorganization for sustained change
Accountability for excellent work
Moving toward error-free systems
and practices




THANK YOU!

ANY QUESTIONS?

Dr. Lisa Gonzales Jason Sitomer Cindy Wagner

Bill Toomey

ACE Charter
Schools






