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Overview 

• The Resource Stewardship Strategic Plan Report is one of four reports developed by Fairfax 
County Public Schools (FCPS) to provide a public accounting of performance on its strategic aims. 
It provides Division leadership and the School Board with information to judge progress, guide 
improvement, and account for the use of public funds. 

• The Resource Stewardship Strategic Plan Report reviews the progress FCPS has made toward 
attaining the performance targets laid out in the Strategic Focus SYs 2018-20.  It expands upon 
previous goal reports by taking a deeper dive into performance on those metrics most associated 
with achieving the Division’s strategic aims.  

• This report contains one Desired Outcome (the “What”) intended to drive the priority work and 
funding in the Division. Within this Desired Outcome, multiple Aspirations describe what we hope 
to see when the Desired Outcome is fully realized. The metrics in the report measure progress 
toward the target.  
 
 

FY 21 Performance 
 
The table below shows the progress made toward meeting the SYs 2018-20 performance targets for each 
metric. 
 

Desired Outcome: Efficient Budgeting and Allocation 

What:  
Fiscal budgeting and allocation will maximize FCPS effectiveness and efficiency. 

How:  
Enhance FCPS process for allocating resources to consider strategic initiatives, equity, and effectiveness. 

 Performance Code 

Aspiration: FCPS will maintain a cost per pupil ± $1,000 of the average cost per pupil of 
the Washington Area Boards of Education (WABE) average. 

 

Metric: 

• Cost per pupil difference between FCPS and WABE   

Met or Exceeded 
Target 

Aspiration: All spending will be allocated using the Strategic Decision-Making Cycle  

Metric: 

• Dollar amount aligned to the Strategic Plan   

Met or Exceeded 
Target 

Aspiration: All schools will have adequate classroom space for students, eliminating the 
need for trailers. 

 

Metric: 

• Number of temporary classrooms 

Progressed 
Toward Target 

Aspiration: FCPS will maintain schools that all students, families, and staff consider safe.  
Metrics: 

 

• Percent of students who report their school is safe on the State Climate Survey 
No data available 

• Percent of families who report their school is safe on the Family Engagement 
Survey 

No data available 

• Percent of staff who report their worksite is safe on the State Climate Survey No data available 
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Conclusions 
 
Aspiration: FCPS will maintain a cost per pupil ± $1,000 of the average cost per pupil of the Washington 
Area Boards of Education (WABE) average.  

• FCPS continued to meet the aspiration of maintaining a CPP within $1,000 of the WABE average 
CPP. Although FCPS was not able to give employees salary increases in FY 21, the FY 22 
Approved Budget adopted by the School Board during the reporting year provided for a market 
scale adjustment to staff that will increase CPP next year. FCPS will likely continue to prioritize 
teacher compensation in subsequent years. Pressure to prioritize staff compensation in future 
budgeting will not only continue to be driven by FCPS’ own interest in providing market-competitive 
compensation to staff but also by external pressures that collective bargaining is likely to bring. 
Since salary or benefit increases typically have a large impact on CPP, the future is likely to 
continue increasing FCPS’ CPP. The priority to compensate school-based staff also remains a 
priority for other school districts, and as such, the WABE average CPP is likely to increase, as will 
FCPS’ CPP allowing FCPS to maintain its aspiration to remain within $1,000 of the WABE average 
next year and beyond.  Therefore, FCPS should not have concerns about compensating employees 
competitively and simultaneously meeting the aspiration.    
 

Aspiration: All spending will be allocated using the Strategic Decision-Making Cycle. 

• Each year since the establishment of the SY 2018-20 Strategic Focus, FCPS has either made 
progress or met the aspiration toward budget alignment. In addition, the activities to improve the 
use of the SDMC framework have continuously been refined and enhanced. Although progress has 
been made to increase implementation efforts of the SDMC framework, there is still a lot of work 
that needs to be done to meet the full aspiration. Much of the work toward this aspiration was halted 
due to the COVID-19 pandemic, especially the adoption of new strategic priorities that would guide 
priority-based allocation of funds.  As FCPS enters 2022, the priorities FCPS adopted for SYs 2018 
to 2020 remain in place as the focus for the Division’s strategic efforts. Priorities stemming from 
the COVID-19 pandemic shifted FCPS’ strategies to meet the needs of the Division during the 
emergency closure so all students could continue to receive high quality instruction and return to 
school safely. As new priorities are developed, FCPS must continue to utilize the SDMC framework, 
including the development of cross-departmental strategic actions plans that describe how goals 
will be measured and achieved. In the FY 20 Resource Stewardship Goal Report, several 
implementation efforts were offered to fully embed the SDMC framework, many of which have not 
yet occurred.  These efforts included enhanced use of monitoring and ROI information beyond 
strategic plan reporting, which would first require new priorities to be adopted and the use of 
strategic work teams to develop work plans that are fully implemented within FCPS.  These 
approaches are likely to require considerable resources be applied but would yield more assurance 
that funds are being used transparently and effectively in support of FCPS’ highest priority actions.  
 

Aspiration: All schools will have adequate classroom space for students, eliminating the need for trailers. 

• The pace at which FCPS removed temporary classrooms in FY 21 needs to continue in order to 
meet the goal of no temporary classrooms in FCPS by 2028, or approximately 90–95 temporary 
classrooms removed during each of the next seven fiscal years. FCPS should continue the efforts 
described but may want to consider additional ways to remove temporary classrooms in order to 
meet its goals. Renovating school sites to add space continues to be the best method of removing 
temporary classrooms, however, this approach is costly and takes a great amount of time. In the 
FY 20 Resource Stewardship goal report, there were suggestions for more cost-effective methods, 
including additional boundary changes to reduce overcrowding and moving programs that attract a 
large amount of transfer students to schools that do not have existing capacity issues, which remain 
as alternative options to the renovations. Further, a recent ORSI report on membership included 
analyses of student transfers that identified the Advanced Academic Program centers and 
language immersion programs as the main reasons students transfer at the elementary and middle 
school levels. That report concluded that these programs could be added at nearby schools to 

https://go.boarddocs.com/vsba/fairfax/Board.nsf/files/CAFVCN7E7B2B/$file/Facilities%20Membership%20Analysis%20Report%20v16%20mf.pdf
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reduce transfers from feeder schools at overutilized schools whenever transfers were contributing 
to overcrowding at an elementary or middle school, which could, in those situations, reduce the 
need for temporary classrooms. 

 
Aspiration: FCPS will maintain schools that all students, families, and staff consider safe. 

• The issue of feeling safe at school took on a different meaning in FY 21 than in pre-COVID-19 

years, with a greater focus on safety in terms of health than previously seen. As appropriate, given 

COVID-19, most actions and moneys expended under this Aspiration were to ensure the health of 

students and staff in school buildings by implementing prevention strategies to reduce in-school 

transmission of COVID-19. The actions were aligned with guidance from CDC and other experts 

focused on preventing COVID-19 transmission in schools. FCPS also spent funds to communicate 

with staff, families, and students so they were aware of the mitigation strategies and felt safe 

returning to in-person learning. The improvements in ventilation will have ongoing benefits for 

students and staff for multiple years. While it is important that FCPS continue to maintain effective 

prevention measures for the duration of the COVID-19 pandemic, as operations return to normal, 

FCPS will need to re-focus on helping students and staff feel safe in other ways, including physical 

and emotional safety. While almost all staff and students reported feeling safe on the Virginia 

School Survey of Climate and Working Conditions, with minor differences across student groups, 

FCPS should continue to monitor this once all students and staff return to school buildings. In 

addition to continuing the implementation of Restorative Justice, FCPS should focus on social 

emotional learning and other whole-child approaches to create welcoming environments that 

ensure positive feelings of safety among students and staff. 

 

Strategic Concerns 
 
Cost Per Pupil 
FCPS will need to continue to balance the priority of market competitive compensation with available 
resources, especially as collective bargaining begins in Virginia. 
 
Strategic Decision-Making 
 
FCPS needs to update its strategic focus beyond priorities stemming from the COVID-19 pandemic to 
support continued strategic use of funds and other resources. 
 
A multi-year financial plan, with associated accountability systems, would support improved alignment of 
budgets to FCPS’ new strategic focus.  
 
To implement the SDMC effectively would require additional full-time staff whose focus is solely on 
maintaining structures that promote SDMC, including a data infrastructure that incorporates monitoring of 
the work plans for strategic efforts and analysis of outcomes throughout the fiscal year. 
 
Adequate Classroom Space 
Given membership declines since the COVID-19 pandemic began, FCPS should undertake a full review of 
building capacity and programming projections at all schools and work with school’s administration to 
encourage space use that leads to the removal of temporary classrooms. 
 
Safety 
FCPS may wish to shift the focus of safety efforts to the Caring Culture goal to focus on emotional safety 
of staff and students.  
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Budget Considerations 
 
Strategic Decision-Making 
COVID-related funding has increased FCPS’ budget for the near future but addressing longer term strategic 
priorities will require FCPS to repurpose funds.  
 
Safety 
Because ESSER III funds currently support school level efforts around social emotional learning, FCPS will 
need to consider where social emotional learning fits in its priorities and what financial support should be 
associated with these efforts for FY 24 and beyond.  
 

 
Policy  
 
Adequate Classroom Space 
The School Board should implement an updated boundary policy that supports optimizing school capacity 

throughout the Division.
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Introduction 

FCPS’ Strategic Plan contains four goal areas, each with a set of Desired Outcomes (the “What”) intended 

to drive the priority work and funding in the Division. Within each Desired Outcome, one or more Aspirations 

describe what we hope to see when the Desired Outcome is fully realized. This report reflects the status of 

FCPS’ progress toward its Desired Outcomes and Aspirations identified in FCPS’ School Years (SY) 2018-

20 Strategic Focus for the Resource Stewardship goal area. The report reflects data about FCPS’ 

functioning and performance during fiscal year (FY) 21.  

There are two things to note that are important context in the interpretation of the information provided in 

this report. First, this reporting year occurred during the COVID-19 pandemic, which altered the typical 

operations of how FCPS provides instruction to students. Specifically, almost all FCPS students received 

instruction virtually for more than half of the school year, with about half of students learning virtually 

throughout the year. COVID-19 not only affected how instruction was delivered, but also affected VDOE 

testing requirements, how FCPS conducted regular business, and the impacts on instruction and learning 

needed to be factored in when decisions were made for the school division. Second, the reporting for SY 

2020-21 reflects aims that were not necessarily the highest priority or most urgent work that FCPS engaged 

in during the year. More specifically, Desired Outcomes and Aspirations in the SY 2018-20 Strategic Focus 

that are being reported on were supposed to be revisited and officially revised for use after SY 2019-20. In 

fact, the work to revise the Strategic Focus began during SY 2019-20. However, once the COVID-19 crisis 

began in March 2020, priorities shifted to managing the crisis and its impacts on instruction, students, and 

staff, delaying the creation of a new Strategic Focus for SY 2020-21 and beyond. This is not to say that the 

Desired Outcomes and Aspirations identified in the SY 2018-20 Strategic Focus were unimportant during 

this reporting year but rather that there were competing, and often more pressing, priorities requiring 

attention.       

Desired Outcomes and Aspirations for Resource Stewardship 
 
The SY 2018-20 Strategic Focus includes the following Desired Outcomes and Aspirations for the 

Resource Stewardship goal: 

Efficient Budgeting and Allocation 

• What: Fiscal budgeting and allocation will maximize FCPS effectiveness and efficiency. 

• How: Enhance FCPS process for allocating resources to consider strategic initiatives, equity, and 

effectiveness. 

• Aspirations: 

O FCPS will maintain a cost per pupil ± $1,000 of the average cost per pupil of the 

Washington Area Boards of Education (WABE) average 

O All spending will be allocated using the Strategic Decision-Making Cycle 

O All schools will have adequate classroom space for students, eliminating the need for 

trailers 

O FCPS will maintain schools that all students, families, and staff consider safe 

 

Uses of Annual Strategic Plan Goal Reports  
 
The annual Strategic Plan goal reports fulfill the requirements outlined in FCPS Policy 1405.3, 

Accountability for Division Efficiency and Effectiveness, regarding accountability for the strategic plan to the 

School Board and public on FCPS’ progress toward meeting strategic goals (referred to in the policy as 

level 2 accountability). Strategic Plan goal reports also play a role in FCPS’ continuous improvement 

framework, called the Strategic Decision-Making Cycle (SDMC; see Figure 1 below). The SDMC framework 

is designed to provide ongoing improvement in the use of funds available to the Division, while also requiring 
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study of the effectiveness of FCPS’ programs, services, projects, and initiatives, supported by these funds. 

The framework highlights four systematic steps for deciding how and where to expend funds and other 

resources to support actions that should allow FCPS to address its strategic priorities. SDMC allows FCPS 

to connect the resources it invests to the effectiveness of its strategic efforts. The steps in the cycle are 

listed below: 

• Identifying and aligning resources to the most critical and effective efforts that support strategic 

aims (Plan). 

• Allocating and monitoring the use of funds toward these efforts (Do). 

• Monitoring and communicating the outcomes of the work and its association to resource usage 

(Study). 

• Adjusting resource allocations for subsequent years based on the impacts from prior efforts (Act). 

 

The overall aim of SDMC is to guide FCPS’ alignment of resources to the school division’s priorities and 

judge whether resources have been used for actions that effectively support FCPS’ progress toward 

strategic aims. SDMC not only requires FCPS to carefully consider funding and other resource allocations 

but also take into consideration the effectiveness of its efforts in achieving FCPS’ highest priority objectives 

while making continuous improvement on both the funding and impact fronts. 

Report Organization and Features 
 
Annual Strategic Plan reporting includes an executive report which describes performance on the metrics 

associated with each Desired Outcome and highlights the most important points from the Resource 

Stewardship Strategic Plan Report. The body of the report is organized by the Desired Outcomes with 

subsections for each Aspiration as described below (see Background on Resource Stewardship section 

below for specifics on the Desired Outcomes and Aspirations for the Resource Stewardship goal area). At 

the end of each Desired Outcome, there is a section listing important considerations for future. Three 

appendixes provide supporting information for the reports.  

Similar to last year, this report offers features that provide an accountability lens with information that is 

linked to the SDMC framework. All but one of the sections under each Aspiration are the work of FCPS’ 

Office of Research and Strategic Improvement (ORSI), which allows for objective and independent 

judgments of FCPS’ performance. The Goal Champion, who is the FCPS Leadership Team member 
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overseeing the work in a goal area, provides a response to the conclusions drawn by ORSI. Information 

provided about each Aspiration reflects the following sections: 

• SY 2020-21 Outcome and Analysis details the progress FCPS made toward performance targets 

for metrics, judgment of performance, and, when possible, additional analyses to extend 

understanding of the performance (see Metrics and Performance Judgments section below for 

more information).  

• SY 2020-21 Actions, Costs, and Return on Investment (ROI) provides a description of high 

leverage strategic actions that supported current levels of performances toward an Aspiration, how 

the strategic actions were funded, and the ROI. Actions included in this section were identified by 

the Goal Champion and departments engaged in the strategic work (see Costs and ROI section 

below for more information). 

• Conclusions synthesize across sections to describe the effectiveness of the actions for making 

progress toward the Aspirations and what changes, if any, are needed to maintain or meet the 

target for the Aspiration.  

• Goal Champion Response provides the Goal Champions’ perspective on performance and 

includes next steps (either currently underway or to be planned/implemented). 

Future Considerations are provided for each Desired Outcome to highlight what the Superintendent and 

Cabinet believe the School Board should consider for the future, including policy, budget, and strategic 

considerations. These considerations are developed with input from the Goal Champion and ORSI. 

Appendixes include trend data for metrics over time (Appendix A), strategic costs associated with each 

goal area (Appendix B), and performance data tables, and charts for metrics not highlighted in the 

Outcomes Narrative (Appendix C).  

Metrics and Performance Judgments 
 
Strategic Plan report metrics are used to measure progress toward performance targets. These metrics,  

approved by the School Board in March 2018 were selected to be the best representation of performance 

toward the aspiration. Metrics reflect both direct (e.g., discipline incidents) and indirect measures (e.g., 

survey data), based on data availability and relevance to the aspiration.  

The Outcomes and Analysis sections have color-coded judgments of overall progress for metrics toward 

the SYs 2018-20 targets. The color-coding of the FY 21 performances use the following color codes: 

 

The same color-coding was used within the graphs in reporting on metric data, including color-coding of 

individual student or staff groups. In cases where the metric includes performance by student or staff 

groups, all the groups had to have met the SYs 2018-20 Target for Overall Progress to be color-coded dark 

teal and all but one group needed to have progressed toward the target to be color-coded light teal. For 

any metric where more than one group was not showing progress, the performance was color-coded 

yellow. 

 
 
 

 Dark teal indicates that FY 21 performance met or exceeded the SYs 2018-20 target. 

 Light teal indicates that FY 21 performance progressed beyond baseline but did not meet the SYs 
2018-20 target. 

 Yellow indicates that FY 21 performance did not make progress beyond baseline toward meeting 
the SYs 2018-20 target. 



 

4 

 

Costs and ROI 
 
Each strategic action has cost and ROI information, which provides additional transparency about the 

resources FCPS has invested during the reporting year to attain its Aspirations and the value attached to 

that investment. The costs reported in the annual Strategic Plan reports are not represented in this manner 

in either the approved budget or program budget documents. ORSI gathers these costs for each specific 

action from department contacts involved in the work. Just as the majority of FCPS’ budget reflects staff 

salary and benefits, the costs related to actions often primarily capture monetization of the time staff worked 

on the action during the year by converting their time investment into the associated salary and benefit 

costs. The costs also frequently span multiple departments, offices, and programs. For example, a strategic 

action to provide professional development to staff about virtual instruction might include the costs of the 

100 hours in total that five central staff spent developing and delivering the professional development, as 

well as the four hours spent by 10,000 teachers attending the professional development. These types of 

costs are referenced in cost sections as “Salary and Benefits (Time Investment).” Additionally, if hourly 

positions supported the work with 30 hours of work or a book was provided to all participants, these 

investments of resources in the cost section would be labeled as “Hourly (Direct Cost)” and “Operating 

Expenses,” respectively.  

In addition to describing the monetized resources FCPS invested in an action during the year, the report 

also includes ROI information for each action. FCPS is leading the way in developing and applying an ROI 

approach within a K-12 educational setting. ROI analyses evaluate the link between funds invested in 

actions undertaken to achieve strategic outcomes and the extent of benefits to FCPS in making these 

investments. The approach is aligned to the SDMC framework and allows FCPS to (1) capture the benefits 

of its investments, especially when those investments are large; (2) determine the effectiveness of its 

budget decisions so funds can be allocated or reallocated to better achieve its goals; and (3) be accountable 

and transparent in its use of public funds. ROI information can support strong decision-making in FCPS by 

highlighting where investment of funds yields benefits that indicate continued funding is a wise decision and 

where fund investment yields neutral or negative impacts that indicate continued funding is a poor decision.  

FCPS uses a continuum of approaches for evaluating the link between expenditures and benefits to analyze 

ROI (see Figure 2). FCPS developed these approaches following a review of available literature on ROI 

and tailoring them to a K-12 school district context. Compared to using ROI in the private sector, where 

expenditures are expected to yield profits, expenditures in K-12 are spent in the pursuit of variable benefits. 

The continuum of ROI approaches used in FCPS reflects the monetary and non-monetary benefits 

expected from expenditures in K-12 education (primarily student achievement).  These approaches allow 

for better conversations between publicly-funded organizations, such as school divisions and community 

funding sources, and allows for variable benefits to be accounted for. As approaches increase along this 

continuum, so do the time, data, and expertise required for execution. Less complex approaches are more 

descriptive than evaluative, describing outcomes observed after related funds are spent. More complex 

approaches become increasingly evaluative and, in some cases, can definitively link specific expenditures 

to their related benefits. For goal reporting, FCPS strives to use more evaluative approaches that answer 

the Division’s information needs.  

The five approaches that FCPS uses to assess the ROI are: 

• Cost per participant describes expenditures in relation to the number of participants in a program 

or project, or the number of recipients of services provided by a service or initiative. 

• Cost description is a process of identifying observed benefits or outcomes that are associated 

with a specific program, service, project, or initiative that has been funded, such as improvements 

to student achievement, operational efficiency, or teacher retention. 

• Monetary ROI evaluates whether a monetary investment results in a monetary gain larger than the 

initial investment amount (e.g., cost savings or cost avoidance). 

• Impact ROI is used to show non-monetary benefits (e.g., student achievement, operational 
efficiency, teacher retention) associated with the funding for a program, service, project, or initiative 
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compared to the benefits and associated funding for a different program, service, project, or 
initiative (either in or outside FCPS).  

• Social ROI evaluates a combination of monetary, impact, and community outcomes
1
 to assess the 

full impact of funds spent. 
 

Figure 2: Continuum of ROI Analyses 

 

Additionally, to support understanding of the cost per participant figures computed in many of the ROI 

analyses, ORSI examined the range of cost per participant values to determine cut-off points for 

categorizing small, medium, or large investments.  This information is especially important this year as 

“returns” in the guise of progress on performance metrics were scarce. Table 1 describes the cost ranges 

for cost per participant values that reflect a student, a staff member receiving professional development, or 

a school. These costs can then be interpreted within the scope of the activity involved and the intensity of 

that activity in supporting the associated aspiration. For example, a cost per participant categorized as large 

would be reasonable if the strategic action should be having a direct impact on student learning but would 

be a questionable use of funds if it were narrow in scope or had only a tangential or indirect impact on 

student learning. 

Table 1: Categorized Cost Per Participant Values 

Type of Participant 
 
Cost Category 

Student Staff member 
receiving 
professional 
development 

School 

Small $1 - $19 $1 - $19 $1 - $9,999 

Medium $20 - $99 $20 - $99 $10,000 - $49,999 

Large $100 or more $100 or more $50,000 or more 

 
1 Monetary outcomes include benefits such as cost savings or cost avoidance such as benefits of early childhood expenditures on 
reducing special education costs. Impact outcomes include those non-monetary benefits to the school division, such as increasing 
high school graduation rates or operational efficiencies. Community outcomes include benefits to others outside the school division, 
such as a decreasing welfare dependence. 
 

Impact ROI 
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Aspiration: FCPS will maintain a cost per pupil ± $1,000 of the average cost per pupil of 
the Washington Area Boards of Education (WABE) average 
 
FY 21 Outcomes and Analysis  
 
There is one metric measuring the Aspiration “FCPS will maintain a cost per pupil ± $1,000 of the average 
cost per pupil of the Washington Area Boards of Education (WABE) average.” This metric is: 

• Cost per pupil difference between FCPS and WABE. 

 
Metric Data 
 
In FY 21, FCPS continued to meet the benchmark of being within $1,000 of the WABE average2 for cost 
per pupil (CPP), with a CPP of $16,505 which is $589 greater than the WABE average.  
 
Each year, the WABE finance coalition provides an approved CPP for each county that is part of WABE 
once school divisions adopt a budget.  The calculation provides an overall cost per the number of enrolled 
students that captures the cost of all programs, including general and special education, federal entitlement 
grants, and support expenditures in the operating funds.  It does not include Family and Early Childhood 
Education Programs, Adult and Community Education, or debt service.  The same methods are used by all 

nine3 of the WABE school divisions to ensure consistency. 

 
In FY 21, FCPS continued to meet the target of being within $1,000 of the WABE CPP average. The FY 21 
WABE average was $15,917, with a range of $12,057 to $19,581.  FCPS’ CPP was $16,505, which is $589 
above the WABE average.  Since the baseline, both the WABE average and the FCPS CPP have increased 
each year. Specifically, between FY 20 and FY 21, the WABE average CPP increased by $163, whereas 
FCPS’ CPP increased by $462. The increased CPP from FY 20 to FY 21 was primarily due to additional 
funds channeled into resources associated with FCPS’ Student Success goal.  
 
Although FCPS could not provide step increases for its employees in FY 21 due to the COVID-19 pandemic, 
the School Board approved funding for the second implementation year out of a three-year plan to bring 
classroom instructional support scales to 50 percent of the teacher salaries on the bachelor’s scale ($2.7 
million).  Additionally, FCPS funded additional school-based positions which included additional on-time 
graduation coordinators ($1.5 million), additional social workers ($1.2 million),  additional resource teachers 
and intensive support specialists ($1.1 million), and additional substance abuse prevention specialists ($1.1 
million) (see FY 21 Approved Budget for more details). Furthermore, the School Board approved changes 
to develop a plan to move school counselors to the highest-need schools ($0.4 million) and to support gaps 
in learning for K-8 high-needs English learner students ($0.3 million).  
 

 
2 WABE average does not include FCPS since FCPS is the comparison.  
3 This school year, Prince George’s County was not part of the WABE school district. The nine school districts include Alexandria 

City, Arlington County, Fairfax County, Falls Church City, Loudoun County, Manassas City, Manassas Park City, Montgomery 
County, and Prince William County.  

https://www.fcps.edu/sites/default/files/media/pdf/FY-2021-Approved-Budget.pdf
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Aspiration  Within ± $1,000 of WABE average    

2018-20 Target   Within ± $1,000 of WABE average  Overall Performance 

FY 20 Performance  
$289 above WABE average 
(FCPS: $16,505; WABE: $15,917)  Met or Exceeded Target 

3-Year Baseline  
$35 below the WABE average 
(FCPS: $14,036; WABE: $14,341)   

Data Source: FY 2021 Washington Area Boards of Education Guidebook; WABE average calculation did not include 
FCPS since FCPS is the comparison.  

 
Additional Data Analysis 
 
In FY 21, FCPS budgeted a 5.5 percent increase for ESOL services and a 0.7 percent increase for special 
education services, which also contributed to the increase in the CPP.  
 
For select services, The FY 21 FCPS Approved Budget extracted cost per service, which provides the cost 
of a specific educational service. Cost per service differs from CPP, but higher costs per service will 
contribute to a higher CPP value, especially when there is an increase in the number of students requiring 
that service. In FY 21, FCPS reported an increase of 5.5 percent for English Speakers of Other Languages 
(ESOL) services. Specifically, the cost per ESOL service in FY 20 was $3,279 and in FY 21 was $3,460, 
which is an increase of $181. According to the FY 21 Approved Budget, there was also an increase in 
English learner students by 768 students, which contributed to the increase in overall costs.  
 
For Special Education, the cost per service in FY 21 increased by $105 or 0.7 percent from the prior year 
(in FY 20 the special education cost per service was $15,061 and in FY 2021 it was $15,166). FCPS also 
provides a cost per service for Alternative programs, such as Alternative High Schools/Adult High School 
and nontraditional school programs. In FY 21, FCPS increased the cost per service for Alternative High 
Schools/Adult High School by 6.5 percent from the previous fiscal year with a cost per service of $16,640 
in FY 21 compared to a $15,622 cost per service in FY 20, however there was a 4.9 percent decrease for 
nontraditional school programs for a cost per service $41,344 in FY 21 compared to a $43,462 in FY 20.  
 
The only other WABE school division that provides any cost per service in their budget book is Prince 
William County Public Schools (PWCS).  Similar to last fiscal year, the cost per service for ESOL and 
Special Education was higher in FCPS compared to PWCS. Although a direct comparison for cost per 
service is challenging since it is not clear the numbers reflect the same methodology, the higher cost per 

https://www.fcps.edu/sites/default/files/media/pdf/FY-2021-Approved-Budget.pdf
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service data for FCPS reflect what would be expected given that FCPS’ cost per pupil is higher than PWCS 
(see Table 2). 

 
 

Table 2: Cost per service comparisons with other WABE districts 

 Fairfax County  
Public Schools 

Prince William County 
Public Schools 

Cost per ESOL service $3,460 $3,081 

Cost per Special Education service $15,166 $14,552 

Cost per pupil (WABE) $16,505 $12,641 

 

 
FY 21 Actions, Costs, and ROI 
 
FCPS does not take specific actions toward this aspiration, but the cost per pupil is derived from other 
actions that may raise or lower FCPS’ overall budget and impact cost per pupil. Because there are no 
strategic actions taken in support of this aspiration, no cost information nor ROI analysis are provided in 
this report. For more information on staff compensation costs, please refer to the FY 21 Premier Workforce 
Goal report’s section on Market Competitive Compensation.  
 

Conclusions 
 
FCPS continued to meet the aspiration of maintaining a CPP within $1,000 of the WABE average CPP. 
Although FCPS was not able to give employees salary increases in FY 21, the FY 22 Approved Budget 
adopted by the School Board during the reporting year provided for a market scale adjustment to staff that 
will increase CPP next year. FCPS will likely continue to prioritize teacher compensation in subsequent 
years. Pressure to prioritize staff compensation in future budgeting will not only continue to be driven by 
FCPS’ own interest in providing market-competitive compensation to staff but also by external pressures 
that collective bargaining is likely to bring. Since salary or benefit increases typically have a large impact 
on CPP, the future is likely to continue increasing FCPS’ CPP. The priority to compensate school-based 
staff also remains a priority for other school districts, and as such, the WABE average CPP is likely to 
increase, as will FCPS’ CPP allowing FCPS to maintain its aspiration to remain within $1,000 of the WABE 
average next year and beyond.  Therefore, FCPS should not have concerns about compensating 
employees competitively and simultaneously meeting the aspiration.  

 

Goal Champion Response to Conclusions 

FCPS has always met the aspiration of CPP falling within ± $1,000 of the WABE average. The WABE 

CPP methodology is consistent among divisions and is therefore truly comparable and a good indicator of 

positive resource stewardship. As stated in the report, public schools represent a labor-intensive industry 

with nearly 90% of the annual budget supporting salaries and benefits. In the Washington metropolitan 

area, competition for teachers is a constant concern, so school divisions’ monitor teacher compensation 

of neighboring divisions with great interest and hopes of having their salary offerings at least the same or 

slightly higher than others. As compensation funding increases, so does the CPP. Thus, our standing 

among neighboring divisions will likely remain the same in the future, confirming prudent fiscal 

responsibility among our peers.  
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Aspiration: “All spending will be allocated using the Strategic Decision-Making 
Cycle” 
 
FY 21 Outcomes and Analysis 
 
There is one metric measuring the Aspiration “All spending will be allocated using the Strategic Decision-
Making Cycle.” This metric is: 

• Dollar amount aligned to the Strategic Plan. 

 
Metric Data 
 
During FY 21, FCPS met the 2020 target by aligning funding in the FY 22 budget for all FCPS activities to 
FCPS’ eight prioritized areas of focus (i.e., Desired Outcomes). 
 
Starting in FY 20, FCPS met the target by aligning funding in the FY 21 budget to all FCPS’ eight Desired 
Outcomes, which continued in this reporting year for the development of the FY 22 budget. FCPS was able 
to continue the budget development in a way that was aligned with the SDMC, ensuring that all activities 
that were budgeted for were aligned with the SY 2018-20 Strategic Focus.  
 

Aspiration  
Funding for all activities aligned to 
the prioritized areas of focus    

2018-20 Target  
 

Funding for all activities aligned to 
the 8 prioritized areas of focus for 
SYs 18-20  Overall Performance 

FY 21 Performance  

Funding for all activities aligned to 
the 8 prioritized areas of focus for 
SYs 18-20  Met or Exceeded Target 

3-Year Baseline  $0   
  Data Source: Department of Financial Services 

 

Additional Data Analysis 
 
Like what was presented in FY 20, the greatest percentage of FCPS’ $3.4 billion FY 22 budget, developed 
during FY 21, was aligned to the Student Success goal ($1,886.9 million, 55.8 percent).   
 
The FY 22 Approved Budget provides an overview of the alignment of the budget to the SY 2018-20 
Strategic Focus (p. 33). The alignment was made toward the eight desired outcomes (Elimination of Gaps, 
Early Education, Portrait of a Graduate Attributes, Welcoming Environment, Healthy Life Choices, 
Exceptional Employees, Market Competitive Compensation, and Efficient Budgeting and Allocation) across 
the four goal areas (Success, Caring Culture, Premier Workforce, and Resource Stewardship). The term 
“Global” was used in budget documents to describe funding not specifically tied to a Desired Outcome but 
associated with the broader goal area. Table 3 provides the dollar amounts and percentages of the FY 22 
approved budget allocated to each Desired Outcome and the Global category under each goal.  
 
In FY 22, FCPS had an approved budget of $3.4 billion, of which more than half (55.8 percent) was devoted 
to Student Success, which was a slight decrease compared to FY 21 (56.1 percent).  Given that FCPS’ 
main purpose is to promote student success, it is not surprising that a large portion of the budget is 
dedicated to providing students with excellent instruction and providing additional supports where needed. 
About one-third of the entire budget was categorized globally for student success ($1,231.0 million) and 
another one-fifth was used to focus on the Elimination of Gaps Desired Outcome ($639.4 million). The other 
Student Success Desired Outcomes (Early Education and Portrait of a Graduate) were aligned to less than 
one percent of the budget.  A little over a quarter of the budget was aligned to Premier Workforce ($908.7 
million, 26.9 percent), with the Exceptional Employees Desired Outcome accounting for 24.9 percent 

https://www.fcps.edu/sites/default/files/media/pdf/FY-2022-Approved-Budget.pdf
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($841.4 million), which was similar to the budget in FY 21 where 26.7 percent was allocated to the Premier 
Workforce goal area. There was an increase in the percentage of funds aligned to Resource Stewardship 
in FY 22 compared to FY 21 (13.3 percent and 12.5 percent, respectively), compared to a slight decrease 
in resources aligned to the Caring Culture goal area (3.9 percent and 4.4 percent, respectively) (see Table 
3).  
 

Table 3: Direct funds allocated toward the Strategic Plan by Desired Outcome 
in the FY 22 Approved Budget compared to funds allocated in FY 21 

Strategic Plan Priority FY 22 Dollar 
Amount 
(in millions) 

FY 22 Percent 
of 
Budget 

FY 21 Dollar 
Amount 
(in millions) 

FY 21 Percent 
of 
Budget 

Student Success  $1,886.9 55.8% $1,734.3 56.1% 

Elimination of Gaps $639.4 18.9% $577.4 18.7% 

Early Education $12.4 0.4% $12.3 0.4% 

Portrait of a Graduate $4.1 0.1% $4.1 0.1% 

Global  $1,231.0 36.4% $1,140.6 36.9% 

Caring Culture  $132.0  3.9% $135.2  4.4% 

Welcoming Environment $4.4 0.1% $4.5 0.1% 

Healthy Life Choices $116.1 3.4% $126.6 4.1% 

Global $11.6 0.3% $4.2 0.1% 

Premier Workforce  $908.7  26.9% $825.2  26.7% 

Market Competitive 
Compensation 

$62.1 
1.8% 

$4.9 
0.2% 

Exceptional Employees $841.4 24.9% $817.7 26.4% 

Global $5.3 0.2% $2.5 0.1% 

Resource Stewardship  $451.0 13.3% $397.0 12.8% 

Efficient Budgeting 
Allocation 

$122.9 
3.6% 

$74.2 
2.4% 

Global $328.0 9.7% $322.7 10.4% 

TOTAL $3,378.6 100.0% $3,091.7 100.0% 

Note: Dollar amounts and percentages for Desired Outcomes and Global funds 
may not sum to goal area and overall totals due to rounding.  
 

FCPS’ FY 22 approved budget included an increase in expenditures from the prior year of $286.9 million. 
Additional details can be found in the FY 22 Approved Budget.  A few highlighted changes included:  

• A net increase of $142.5 million for Student Success, including funds from the American Rescue 
Plan (ARP) Act under the Elementary and Secondary School Emergency Relief (ESSER) III Fund 
to address the impact of COVID-19. 

• An increase of $37.7 million toward Resource Stewardship, most of which was from ESSER II funds 
to upgrade projects to improve indoor air quality. 

• $10.9 million additional aligned to Caring Culture, accounting for rate increases for employee health 
benefits and additional staffing of psychologists, social workers, and nurses. 

• A net decrease of $11.7 million dollars across Premier Workforce (-$21.3 million of savings due to 
position turnover, and a $9.6 million increase accounting for additional retirement rates and ESSER 
II summer school stipends).     

  

https://www.fcps.edu/sites/default/files/media/pdf/FY-2022-Approved-Budget.pdf
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FY 21 Actions, Costs, and ROI 
 
This section provides information about the strategic actions that were taken toward the aspiration that “All 
spending will be allocated using the Strategic Decision-Making Cycle” in FY 21. The SDMC is a framework 
that takes steps to prioritize resources to strategic aims and relies on continuous improvement information 
to tie resources to outcomes, allowing for budgeting and resources allocation to ensure prioritized goals 
are achievable.  
 
Each strategic action includes a brief description and an explanation of how the strategic action was 
financed and a ROI analysis. The aspiration focuses on the following actions, identified by the Goal 
Champion as the main efforts FCPS undertook to make progress during FY 21: 

• Began the adoption of a new strategic focus to update the SY 2018-20 focus. 

• Enhanced the budget’s alignment with strategic priorities. 

• Enhanced the use of the SDMC framework within strategic plan reports. 

• Planned continuing expansion of an integrated accountability system that measures the impact of 
dollars spent on strategic priorities. 

 
 

Strategic Action: Began the adoption of a new strategic focus to update the SY 2018-20 focus. 

Description 

Strategic planning is an important way to capture organizations’ goals, how those goals will be achieved, 

and how progress toward the goals will be measured. To be successful, organizations must prioritize goals 

to ensure that resources are available to make these goals achievable. FCPS’ SY 2018-20 strategic plan 

focus was supposed to be reviewed and priorities were supposed to be adjusted at the end of FY 20. The 

emergency shut down due to the COVID-19 pandemic required this work to halt, although FCPS prioritized 

ensuring students could continue to learn safely during the COVID-19 pandemic.  

Costs 

Costs for this action were not calculated because the work was not done due to FCPS’ focus on its COVID-

19 response. 

Return on Investment 

ROI cannot be calculated since the work toward this action was not complete.  

 

Strategic Action: Enhanced the budget’s alignment with the strategic priorities. 

Description 

Two primary activities were completed in FY 21 toward aligning the budget with the strategic plan, which 

included the following: 

• First, FCPS aligned the Superintendent’s FY 22 Proposed Budget to its Strategic Plan, and when 

new requests or adjustments came in, ensured alignment to the strategic priorities. Given the focus 

on the COVID-19 response, FCPS’ budgeting approach ensured that funds were used strategically. 

• Second, FCPS used a priority-driven approach to ensure that ESSER funds—which were provided 

to mitigate the impacts of COVID-19 on student learning—were used for the highest priority items. 

Specifically, FCPS shifted resources to account for the impact of the COVID-19 pandemic on 

teaching and learning in FY 21. Across the country, there were many economic impacts of COVID-

19 that affected how organizations made budgeting decisions, and FCPS was no exception. In an 

effort to reduce the burden on school systems, FCPS received approximately $21.0 million in 

federal funding, $32.2 million in state funding, and $19.6 million from county funding or an additional 
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$72.8 million in funding across all sources. Using a priority-driven approach, FCPS allocated money 

toward the most relevant priorities, which included providing access to virtual learning through 

technology and IT support, additional academic supports including intervention support, 

remediation and recovery, curriculum resources, and academic advising, and COVID-19 mitigation 

and prevention strategies to reduce the spread of COVID-19 (facilities cleaning, upgraded HVAC 

systems, and personal protective equipment).  ESSER III funds were not used in FY 21 but planning 

on how to prioritize these funds began in FY 21 which was based on FCPS’ focus on students’ 

academic success and social emotional wellbeing. FCPS staff engaged the community about the 

use of funds (ESSER III) for FY 22 to ensure stakeholder buy-in and transparency in use of funds. 

Costs 

In FY 21, FCPS spent approximately $363,000 to align the budget with FCPS priorities, most of which came 

from the operating budget.  

FCPS’ process to align its budget with priorities cost a total of $363,295 which accounted for salaried and 

hourly staff’s time, of which $350,755 came from operating funds and $12,490 came from a transfer to the 

county (Cox Franchise Fees). Specifically, salaried staff spent time aligning the proposed budget and 

changes with the strategic plan; allocating and handling ESSER funds using FCPS data and federal 

guidelines; and engaging the community through a variety of communication efforts, including focus groups 

of FCPS staff from multiple departments and community members. About $50 was spent in hourly funds 

for the translation of communications.   

Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs          

Salary and Benefits (Time 
Investment) 

$350,755   $12,490 $363,245 

Hourly (Direct Cost) $50   $0 $50 

Operating Expenses $0   $0 $0 

Total Costs  $350,805 $0 $12,490 $363,295 

 

Return on Investment 

In FY 21, FCPS invested approximately $351,000 in operating funds resulting in maintaining a budget 

aligned with FCPS’ strategic priorities. (ROI Approach: Cost Description) 

FCPS invested $350,805 in operating funds to ensure that the budget was aligned to FCPS’ strategic 

priorities. This included aligning the budgeting of federal, state, and county funds provided to manage the 

COVID pandemic to the most critical priorities facing FCPS at that time. The cost is approximately 17 

percent more than the $300,000 investment in staff time spent during the prior reporting year to align that 

year’s budget, which is understandable given the additional resources that had to be expended for the 

federal, state, and county funds that were provided during the year and required additional alignment efforts. 

 

Strategic Action: Enhanced the use of the SDMC framework within strategic plan reports. 

Description 

In FY 21, FCPS used a new format for the FY 20 strategic plan reports that allowed for enhanced use of 

the SDMC framework.  Particularly, additional analyses were provided to unpack metric data performance 

which allowed for more effective identification of which activities contributed to performance, and stronger 
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ROI analyses. In addition, all strategic actions included in the FY 20 strategic plan reports included cost 

information and ROI analysis. Reporting shifted from being written by FCPS departments to being written 

by ORSI who approached the strategic plan reports from an accountability perspective and used multiple 

sources of information to develop conclusions and recommendations to improve performance. Goal 

champions provided responses to conclusions, which were intended to provide information on how FCPS 

would address priorities in the next school year to positively impact metric performance and, therefore, 

represented the Act phase of the SDMC cycle. The information in the conclusions were also represented 

in changes proposed for the FY 22 budget, which reflected needed additional resources.   

Costs 

In FY 21, FCPS spent approximately $118,000 to enhance the strategic plan reports to be better aligned 

with SDMC principles.  

Costs accounted entirely for salaried staff time to develop the enhancements to the strategic plan reports 

and to complete the reporting on the strategic plan, which included gathering information from departments, 

conducting analyses, and writing the reports. Staff time totaled an expenditure of $117,850 in operating 

costs.  

Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs         

Salary and Benefits (Time 
Investment) 

$117,850    $117,850 

Hourly (Direct Cost) $0    $0 

Operating Expenses $0    $0 

Total Costs  $117,850 $0 $0 $117,850 

 

Return on Investment 

In FY 21, FCPS invested approximately $118,000 resulting in strengthened strategic decision-making. (ROI 

Approach: Cost Description)  

FCPS invested $117,850 to enhance the strategic plan reports to better link information in the reports to 

the SDMC.  In particular, the investment supported receiving cost and ROI information for every strategic 

action discussed in the reports, which had not occurred in the past. 

 

Strategic Action: Planned continuing expansion of an integrated accountability system that 

measures the impact of dollars spent on strategic priorities. 

Description 

As described in last year’s goal champion response, with an organization as large as FCPS, shifting budget 

approaches to a priority-driven budget is a massive endeavor that cannot happen immediately but rather is 

a journey that requires changes to both processes and culture. During the reporting year, FCPS staff 

completed a white paper titled “Increasing Alignment between the FCPS Budget and Strategic Priorities” 

that described how closely FCPS’ practices align with recommended approaches to strategic budgeting 

and the steps needed to enhance priority-driven budgeting in FCPS. As identified in the white paper, 

resources and funds to accomplish the changes would be required to fully move the Division to priority-

driven budgeting.  
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Costs 

FCPS spent about $14,909 in operating costs to consider systems that would expand FCPS’ accountability 

framework based on SDMC. 

Costs accounted entirely for salaried staff time to write the white paper about the steps that can be taken 

to enhance a priority-driven budget in FCPS.  Staff time accounted for $14,909 in operating costs.  

Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs         

Salary and Benefits (Time 
Investment) 

$14,909    $14,909 

Hourly (Direct Cost) $0    $0 

Operating Expenses $0    $0 

Total Costs  $14,909 $0 $0 $14,909 

 

Return on Investment 

In FY 21, FCPS invested approximately $15,000 to research and lay out the process that FCPS can utilize 

to ensure efficiency and effectiveness in use of its resources. (ROI Approach: Cost Description) 

FCPS invested $14,909 to set FCPS up to make priority-driven decisions about its resource allocation and 

provide transparency to stakeholders. Costs accounted entirely for salaried staff time to write the white 

paper about enhancing priority-driven budgeting in FCPS.   

Conclusions 
 
Each year since the establishment of the SY 2018-20 Strategic Focus, FCPS has either made progress or 
met the aspiration toward budget alignment. In addition, the activities to improve the use of the SDMC 
framework have continuously been refined and enhanced. Although progress has been made to increase 
implementation efforts of the SDMC framework, there is still a lot of work that needs to be done to meet the 
full aspiration. Much of the work toward this aspiration was halted due to the COVID-19 pandemic, 
especially the adoption of new strategic priorities that would guide priority-based allocation of funds.  As 
FCPS enters 2022, the priorities FCPS adopted for SYs 2018 to 2020 remain in place as the focus for the 
Division’s strategic efforts. Priorities stemming from the COVID-19 pandemic shifted FCPS’ strategies to 
meet the needs of the Division during the emergency closure so all students could continue to receive high 
quality instruction and return to school safely. As new priorities are developed, FCPS must continue to 
utilize the SDMC framework, including the development of cross-departmental strategic actions plans that 
describe how goals will be measured and achieved. In the FY 20 Resource Stewardship Goal Report, 
several implementation efforts were offered to fully embed the SDMC framework, many of which have not 
yet occurred.  These efforts included enhanced use of monitoring and ROI information beyond strategic 
plan reporting, which would first require new priorities to be adopted and the use of strategic work teams to 
develop work plans that are fully implemented within FCPS.  These approaches are likely to require 
considerable resources be applied but would yield more assurance that funds are being used transparently 
and effectively in support of FCPS’ highest priority actions.  
  

Goal Champion Response to Conclusions 

As described in this report, FCPS continues to do well in relation to the 2020 target for this aspiration. Agree 

with the conclusion that for this aspiration to continue to make meaningful progress in FCPS requires an 

update to the Division’s priorities. Understandably, this work has been slowed by the pandemic and FCPS’ 

need to focus on immediate needs but hopeful with a return to more typical schooling in FY 22, work in this 

area will be able to get restarted. 
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Aspiration: All schools will have adequate classroom space for students, 
eliminating the need for trailers 
 
 
FY 21 Outcomes and Analysis  
 
There is one metric measuring the aspiration “All schools will have adequate classroom space for students, 
eliminating the need for trailers.” The following metric is presented below: 

• Number of temporary classrooms. 
 
Metric Data 
 
In FY 21, FCPS’ net reduction of temporary classrooms was 95 for a total reduction of 198 since the 
baseline, making progress toward the target, but not enough to meet the target of 480 total temporary 
classrooms.  
 
FCPS’ goal is to remove all temporary classrooms by FY 28. During FY 21, FCPS made the most progress 
in removing temporary classrooms since it became a priority in FY 18, removing a net total of 95 temporary 
classrooms. In comparison, a net of 34 temporary classrooms were removed in FY 20 and a net of 69 in 
FY 19. In FY 21, the majority of temporary classrooms (80) were removed due to school renovations that 
created additional instructional space.  An additional 17 classrooms were removed after evaluating the age 
and condition of the temporary classrooms. Four temporary classrooms were removed due to boundary 
changes, but 6 were added due to overcrowding. FCPS’ interim goal was to only have 480 temporary 
classrooms remaining in FY 20, which had yet to be met at the end of FY 21. If FCPS still has the goal of 
zero temporary classrooms by FY 2028, a net removal of 92 temporary classrooms per year would be 
needed in each of the next seven years).   
 

 
 

 
 

Number of Temporary 
Classrooms 

  

Interim Aspiration (0 by 2028)  240   

SYs 2018-20 Target 
 

480  Overall Performance 

FY 21 Performance  641  Progressed Toward Target 

3-year Baseline  839   
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FY 21 Actions, Costs, and ROI 
 
This section provides information about the strategic actions that were taken toward the aspiration that “All 
schools will have adequate classroom space for students, eliminating the need for trailers” in FY 21. Each 
strategic action includes a brief description and an explanation of the how the strategic action was financed, 
and ROI analysis. The aspiration focuses on the following actions, identified by the Goal Champion as the 
main efforts FCPS undertook to make progress during FY 21: 

• Renovated school facilities. 

• Continued to work centrally to remove unnecessary or deteriorating temporary classrooms. 
 

Strategic Action: Renovated school facilities. 

Description 

School renovations are designed to increase the quantity and quality of instructional space. Therefore, 

temporary classrooms can be removed once the renovations and additions are at a phase where the 

temporary classrooms are no longer needed. In FY 21, FCPS removed 80 temporary classrooms as a result 

of school renovations across 11 schools including Annandale Terrace Elementary, Belle View Elementary, 

Clearview Elementary, Herndon High, McLean High, McNair Elementary, Rocky Run Middle, Silverbrook 

Elementary, Washington Mill Elementary, and West Potomac High.4     

Costs 

In FY 21, it cost approximately $354,000 to remove temporary classrooms that were no longer needed due 

to renovations, most of which came from operating funds. 

In FY 21, FCPS spent a total of $353,929 to remove temporary classrooms due to renovations and 

additions, of which $345,955 came from the operating budget and $7,974 were covered through Capital 

Improvement Program (CIP) Funds. Most of the costs ($334,646) were in materials to have the temporary 

classrooms removed. The additional $19,283 accounted for salaried staff time to review and approve the 

proposed removals and coordinate and supervise contractors to remove the temporary classrooms. In 

addition to the staffing and materials costs described, there was a total of $54,655,455 spent in FY 21 

construction costs that supported removal of temporary classrooms, which was funded by CIP funds as 

part of an overall $385 million in these construction projects lasting multiple years.  

Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs          

Salary and Benefits (Time 
Investment) 

$11,309   $7,974 $19,283 

Hourly (Direct Cost) $0   $0 $0 

Operating Expenses $334,646   $0 $334,646 

Total Costs  $345,955 $0 $7,974 $353,929 

 

 

 

 

 
4 There were additional renovations at other school sites, but these renovations did not result in the removal of temporary 
classrooms.  
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Return on Investment 

In FY 21, FCPS invested approximately $4,300 in operating funds per temporary classroom removed due 

to school renovations and additions, as well as approximately $277,500 in CIP funds for the construction 

of each permanent classrooms, which allowed for this removal. CIP costs for classroom construction were 

embedded within overall school renovation costs averaging $35 million per school (ROI Approach: Cost 

description).  

In FY 21, FCPS invested a total of $345,955 in operating costs to remove temporary classrooms due to 

renovations. A total of 80 temporary classrooms were removed as a result of the renovations, leading to an 

investment of $4,324 per temporary classroom removed. The cost per temporary classroom due to 

renovations and additions was about $1,200 less in FY 21 compared to FY 20, likely due to more efficiency 

of removing more temporary classrooms at individual sites compared to last year (average removal of seven 

per school in FY 21 compared to three per school in FY 20). Additionally, approximately $277,500 in capital 

improvement funds were required to build each classroom that allowed removal of a temporary classroom.  

Thus, the removal of temporary classrooms after renovations and additions resulted in a total cost $22.2 

million for the 80 classrooms. Construction of the 80 new classrooms was embedded within total project 

costs for the 11 schools involved of $385 million across multiple fiscal years, averaging $35 million per 

school in total renovation and additions costs. In future years, once renovations of schools are completed, 

more temporary classrooms will be removed.     

 
Strategic Action: Continued to work centrally to remove unnecessary or deteriorating temporary 

classrooms. 

Description 

Each year, FCPS engages in a few activities aside from renovations that are intended to remove trailers, 

which include annual capacity and program planning review, consultations with schools to maximize usage, 

and assessment of the conditions of temporary classrooms. These activities typically involve reviewing and 

approving proposed temporary classroom removal, assessment of space in schools, and collaboration from 

FCPS staff, the community, and the School Board.   Because of COVID-19, in FY 21, FCPS did not remove 

temporary classrooms after the annual capacity and program planning review because FCPS provided 

instruction mostly in a virtual environment. However, FCPS did review existing space based on membership 

and determined that due to boundary changes, a total of four temporary classrooms could be removed.   

Six temporary classrooms were added due to overcrowding (equivalent to school consultations in prior 

years).  Additionally, FCPS monitored the age and condition of temporary classrooms each year to ensure 

that the standards of quality for temporary classrooms are met. If standards were not met, the temporary 

classroom was retired.  In FY 21, FCPS removed a total of 17 temporary classrooms due to aging. In FY 

21, FCPS removed a net total of 15 temporary classrooms after conducting these annual activities to 

evaluate the necessity of temporary classrooms.   

Costs 

In FY 21, it cost approximately $285,000 to remove temporary classrooms due to central efforts to evaluate 

the necessity of temporary classrooms.  

In FY 21, FCPS spent a total of $284,953 to remove temporary classrooms based on boundary changes 

and the age and deterioration of the temporary classrooms, of which $234,407 came from operating funds 

and $50,546 came from a transfer from CIP. The annual capacity and program review was not included in 

the cost since it did not result in the removal of temporary classrooms and required a very minimal 

investment of staff’s time compared to prior years because FCPS was operating virtually for most of FY 21. 

The majority of costs accounted for the services to remove the temporary classrooms. The removal of the 

four temporary classrooms based on boundary changes totaled $13,549, and the removal of 17 temporary 

classrooms due to aging and deterioration was $132,775, for a total material cost of $146,324 in operating 
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funds. Additional costs accounted for salaried staff’s time and totaled $138,629, of which $88,083 came 

from operating funds, and $50,546 came from CIP. Across both activities, staff time was used to review 

and approve the proposed temporary classroom removal and supervise and coordinate contractors to 

physically remove the temporary classrooms. The assessment of space due to boundary changes involved 

additional central office staff time throughout the year to analyze the amount of space needed due to 

boundary changes, prepare boundary study materials and reports, and collaborate with FCPS leadership 

and the School Board. In addition, the study of boundary changes involved principals’ and Region Assistant 

Superintendents’ time to collaborate with central office staff, attend public meetings, and answer questions 

from FCPS families about the boundary changes.  

Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs         

Salary and Benefits (Time 
Investment) 

$88,083   $50,546 $138,629 

Hourly (Direct Cost) $0    $0 

Operating Expenses $146,324    $146,324 

Total Costs  $234,407 $0 $50,546 $284,953 

 
Return on Investment 

FCPS invested approximately $11,200 per temporary classroom removed through centralized efforts to 

determine where temporary classrooms were no longer needed, which was $2,000 less than the per 

classroom cost last year. (ROI Approach: Impact ROI) 

FCPS invested a total of $234,407 in operating costs or $11,162 for each of the 21 temporary classrooms 

that were removed after central office’s annual efforts to determine where temporary classrooms can be 

removed. This return does not account for the six temporary classrooms that were added due to 

overcrowding.  In FY 21, FCPS invested approximately $2,000 less per temporary classroom removed due 

to the centralized annual efforts compared to the investment per temporary classroom in FY 20.  

Conclusions 
 
The pace at which FCPS removed temporary classrooms in FY 21 needs to continue in order to meet the 
goal of no temporary classrooms in FCPS by 2028, or approximately 90–95 temporary classrooms removed 
during each of the next seven fiscal years. FCPS should continue the efforts described but may want to 
consider additional ways to remove temporary classrooms in order to meet its goals. Renovating school 
sites to add space continues to be the best method of removing temporary classrooms, however, this 
approach is costly and takes a great amount of time. In the FY 20 Resource Stewardship goal report, there 
were suggestions for more cost-effective methods, including additional boundary changes to reduce 
overcrowding and moving programs that attract a large amount of transfer students to schools that do not 
have existing capacity issues, which remain as alternative options to the renovations. Further, a recent 
ORSI report on membership included analyses of student transfers that identified the Advanced Academic 
Program centers and language immersion programs as the main reasons students transfer at the 
elementary and middle school levels. That report concluded that these programs could be added at nearby 
schools to reduce transfers from feeder schools at overutilized schools whenever transfers were 
contributing to overcrowding at an elementary or middle school, which could, in those situations, reduce 
the need for temporary classrooms. 
 
 
 
 
 

https://go.boarddocs.com/vsba/fairfax/Board.nsf/files/CAFVCN7E7B2B/$file/Facilities%20Membership%20Analysis%20Report%20v16%20mf.pdf
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Goal Champion Response to Conclusions 

The Joint Capital Improvement Program (CIP) Committee of the School Board and the Board of Supervisors 
has resulted in an agreement to increase annual bond sales which fund school additions and renovations. 
This will result in an additional $50 million for school construction by 2025. It is anticipated that these 
increased bond sales will allow FCPS to design and construct an additional 1-2 schools per year which may 
increase that pace of removal of temporary classrooms. Additional cost-effective methods to remove 
temporary classrooms exist in FCPS and include boundary changes and relocation of programs.  
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Aspiration: “FCPS will maintain schools that all students, families, and staff 
consider safe” 
 
 
FY 21 Outcomes and Analysis  
 
There are three metrics measuring the Aspiration “FCPS will maintain schools that all students, families, 
and staff consider safe.” The three metrics are:  

• Percent of students who reported their school is safe. 
• Percent of families who reported their child’s school is safe. 
• Percent of staff who reported their school or worksite is safe. 

 
Metric Data 
 
Updated SY 2020-21 data were unavailable due to the Virginia Department of Criminal Justice Services’ 
revisions to the Virginia School Survey of Climate and Working Conditions. 
 

 
 
 

 
 

Students Families Staff   

Aspiration  100% 100% 100%   

Performance Target 
 

87% 93% 83% 
 Overall 

Performance 

SY 21 Performance  Not Available Not Available Not Available  Data Not Available 

SY 21 Performance n  Not Available Not Available Not Available  

3-Year Baseline  81% Not Available 74%  

3-Year Baseline n  5,482  1,364   
Data source: DCJS State Climate Survey 
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Additional Data Analysis 
 
Based on substitute data gathered by ORSI in Spring 2021, 94 percent of all FCPS students felt safe at 
school. 
 
In Spring 2021, ORSI surveyed students on a variety of issues around teaching and learning, including 
whether students felt safe at school. A large majority of students in all student groups felt safe, as did 
students in various learning environments in Spring 2021; all groups had scores between 92 and 96 percent 
(See Tables 4, 5, and 6). While not collected from the same survey instrument as FCPS’ historical metric 
data about student safety, these substitute data represent feelings of safety that are 13 percentage points 
above the baseline metric performance, which exceeds the performance target.    
 

Table 4. Percentage of students feeling safe at school, Spring 2021, by student group 
 

 

Source: 2021 Spring ORSI Distance Learning Student Survey. Scores could range from 1 to 6. 
 

 
Table 5. Percentage of students feeling safe at school, Spring 2021, by school level 

Student Group Overall Elem. Middle High 

Feeling Safe at 
School (%) 

94% 96% 94% 93% 

(n) 16,373 2,959 6,116 7,298 
Source: 2021 Spring ORSI Distance Learning Student Survey. Scores could range from 1 to 6. 
 

 
Table 6. Percentage of students feeling safe at school, Spring 2021, by learning environment 

Student Group Virtual Concurrent In person in 
Spring 

Feeling Safe at 
School (%) 

94% 94% 95% 

(n) 9,914 1,838 4,621 
Source: 2021 Spring ORSI Distance Learning Student Survey. Scores could range from 1 to 6. 

 
FCPS middle school students felt safe at school and traveling to and from school, similar to how middle 
school students felt across the state.  
 
The Virginia School Survey of Climate and Working Conditions is administered to middle and high schools 
in alternating year.  In FY 21, middle schools were surveyed. The Virginia Department of Criminal Justice 
Services revised the Virginia School Survey of Climate and Working Conditions and created a school safety 

scale that comprises four questions for students.5 The student response options were on a 4-point Likert 

scale, ranging from “Strongly Disagree” (1 point) to “Strongly Agree” (4 points). As the questions together 
form a safety scale, results cannot be reported as a percentage who agree that they felt safe at school. 
However, these data are helpful for comparing with other middle school students in the division and state, 
as the SY 2020-21 student survey was fielded in grades 6 through 8 across the state. The survey was 
administered in eight FCPS middle schools, with five middle schools providing responses to the survey 
from the entire school and three middle schools providing responses to the survey with a random sample 
of students. Students were only asked the school safety questions if they attended school in person in SY 
2020-21. FCPS’ school safety scale score of 3.3 indicates that students “agree” that they felt safe in the 
four different school locations, and it is the same as the average scale score for the state.  
 

 
 

 
5 The four questions were: “I feel safe traveling between my home and the school.” “I feel safe outside on the grounds of the school.” 
“I feel safe in the hallways and bathrooms of the school.” “I feel safe in my classes.” 

Student Group Overall Asian Black Hispanic White Econ. Dis. EL SWD 

Feeling Safe at 
School (%) 

94% 95% 93% 94% 95% 93% 93% 92% 

(n) 16,373 4,689 1,250 3,114 6,250 3,864 1,184 1,403 
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FCPS teachers and staff felt safe at school, similar to how teachers and staff felt across the state.  
 
The revised Virginia School Survey of Climate and Working Conditions asks teachers and staff for their 
level of agreement with the statement, “I feel safe at school.” The SY 2020-21 teacher survey was fielded 
in 181 schools and the staff survey was fielded in 99 schools.6 Almost all surveyed teachers and staff 
agreed that they felt safe at school, with 96 percent of teachers agreeing and 97 percent of staff agreeing. 
These figures are similar to those from across the state, where 95 percent of teachers and 97 percent of 
staff agreed they felt safe.7 Using these substitute data, FCPS exceeded the performance target of 83 
percent of all staff indicating that they feel safe.  
 

FY 21 Actions, Costs, and ROI 
 
This section provides information about the strategic actions that were taken toward the aspiration that 
“FCPS will maintain schools that all students, families, and staff consider safe” in FY 21. Each strategic 
action will include a brief description and an explanation of how the strategic action was financed and a 
ROI analysis.8 The aspiration focuses on the following actions, identified by the Goal Champion: 

• Enacted effective ventilation practices to mitigate COVID-19 transmission. 

• Communicated return to school information with staff and families. 

• Operated safety teams to observe school implementation of COVID-19 mitigation strategies. 

• Adapted Restorative Justice to function in a virtual platform. 
 

Strategic Action: Enacted effective ventilation practices to mitigate COVID-19 transmission. 

The U.S. Department of Education stated that effective ventilation is an important part of COVID-19 

prevention. The Centers for Disease Control and Prevention (CDC) and the Environmental Protection 

Agency (EPA) outline a number of ways that schools can improve ventilation, including ensuring HVAC 

systems are serviced and upgraded, filtering air with MERV13 and HEPA air filters, and communicating to 

school communities about ventilation upgrades.9 FCPS enacted new or enhanced ventilation practices to 

ensure effective ventilation in the wake of COVID-19. Together, these actions enabled a safe return to in-

person instruction for students and staff.  These measures were communicated to families and staff so that 

they were aware of the ventilation upgrades to improve the safety of in-person instruction: 

• Upgraded Air Filtration to MERV13 and Deployed Portable Air Filters. In response to the ability 
of SARS-CoV-2 molecules to be transmitted via very fine or aerosolized particles, FCPS upgraded 
air filtration in all FCPS facilities to MERV13 filters. While the previously used MERV8 filters 
removed mold spores and dust, MERV13 filters are more effective at controlling airborne bacteria 
and pollutants released through sneezing. FCPS verified acceptable ventilation levels after 
upgrading to MERV13 filters and portable air purifiers equipped with HEPA filters and UV-C 
disinfection features were placed in areas where air quality was most impacted. The FCPS 
community was notified of these upgrades through an August 2020 Addressing Ventilation in 
Schools report, Superintendent Townhalls, and Principal Meetings. 

• Built Tents for Outdoor Classrooms. As COVID-19 transmission occurs more easily inside, 
FCPS provided tents for outdoor learning to 15 schools before the end of SY 2020-21. Outdoor 
learning was highlighted in an April weekly newsletter to staff and families.  

• Attained WELL Health-Safety Rating. The WELL Health-Safety Rating is an evidence-based, 
third-party verified rating for new and existing facilities that focuses on operational policies, 
maintenance protocols, stakeholder engagement, and emergency planning. The WELL Health-
Safety Rating measures five categories: cleaning and sanitization procedures; emergency 

 
6 School staff members that were not teachers or teacher’s aids completed the staff survey.   
7 Virginia Department of Criminal Justice Services. (2021). Virginia School Survey of Climate and Working Conditions: 2021 
Statewide Snapshot Reports. https://www.dcjs.virginia.gov/virginia-center-school-and-campus-safety/school-safety-
survey/secondary-school-climate-survey.  
8 The FY 2020 strategic plan report stated that FCPS would complete an ROI on video monitoring after one year of normal 
operations. As FCPS did not have normal operations in FY 2021, there is no ROI on video monitoring included in this report. 
9 U.S. Department of Education. (2021). Improving Ventilation in School, Colleges, and Universities to Prevent COVID-19. 
https://www.ed.gov/coronavirus/improving-ventilation.  

https://www.dcjs.virginia.gov/virginia-center-school-and-campus-safety/school-safety-survey/secondary-school-climate-survey
https://www.dcjs.virginia.gov/virginia-center-school-and-campus-safety/school-safety-survey/secondary-school-climate-survey
https://www.ed.gov/coronavirus/improving-ventilation


EFFICIENT BUDGETING AND ALLOCATION 

23 

 

preparedness programs; health service resources; air and water quality management; and 
stakeholder engagement and communications. To earn the rating, FCPS staff documented how 
FCPS met the WELL Health-Safety standards. By being one of the first school divisions to earn the 
WELL Health-Safety Rating, FCPS demonstrated its commitment to safety and mitigation 
strategies during the COVID-19 pandemic. The FCPS community was notified of the rating through 
a press release, presentations to the School Board, and weekly newsletters. 

• Replaced/Upgraded HVAC and Energy Management Systems. FCPS utilizes life cycle analysis 
to determine when HVAC and energy management systems (EMS) need to be replaced or 
upgraded. This system improves the capital planning process to maximize FCPS’ ROI, while 
decreasing asset failure rates and negative impact on our facilities. In FY 21, FCPS replaced or 
installed HVAC or EMS units in 17 schools.  

 
Costs 

Overall, in SY 2020-21, it cost approximately $9.8 million to enact effective ventilation practices to mitigate 

COVID-19 transmission, of which approximately $3.6 million was from operating funds. 

The majority of the costs to enact effective ventilation practices were for materials ($8,021,040 in operating 

expenses). The operating costs and grants covered MERV13 filters ($946,862 in operating costs), tents 

($25,940 in operating costs and $447,362 from a CARES grant), HVAC materials ($625,000 in operating 

costs), and air purifiers ($532,942 funded with a CARES grant). Transfers and other FCPS funds covered 

HVAC and EMS units ($2,288,908 of major maintenance funds and $2,924,026 of infrastructure funds). 

The time investment in operating costs totaled $1,274,053, which covered MERV13 filters and air purifiers 

($98,407), the WELL Health-Safety Rating ($225,799), and HVAC and EMS work ($910,945). Additionally, 

$460,345 of hourly staffing costs covered the MERV13 filters and air purifiers. Food and Nutrition Services’ 

Special Revenue Funds covered the time investment for a portion of the WELL Health-Safety Rating 

($15,419).  

Source 
Operating 
Costs 

Grants 
Transfers/ 
Other FCPS 
funds  

Total Costs 

Staff Costs          

Salary and Benefits (Time Investment) $1,274,053 $15,419 $0  $1,289,472 

Hourly (Direct Cost) $460,345 $0 $0  $460,345 

Operating Expenses $1,827,802 $980,304 $5,212,934 $8,021,040 

Total Costs  $3,562,200 $995,723 $5,212,934 $9,770,857 

 

Return on Investment 

In SY 2020-21, FCPS invested approximately $18,000 per school to enact effective ventilation practices 

that could mitigate COVID-19 transmission.  (ROI Approach: Cost per participant) 

FCPS invested approximately $3,562,000 in operating costs, or $17,991 for each of the 198 schools and 

centers in FCPS to enact effective ventilation practices to mitigate COVID-19 transmission. This is a 

medium one-time cost. 
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Strategic Action: Communicated return to school information with staff and families. 

The U.S. Department of Education’s Return to School Roadmap highlights the importance of 

communicating frequently with families to build confidence that children will be safe learning in-person. 

Aligned with this guidance, FCPS communicated with families, staff, and the broader community about the 

return to school during the COVID-19 pandemic in a number of ways: 

• Virtual Town Halls. FCPS held six virtual Town Halls (one in Spanish) to share plans for teaching 

and learning during the 2020-21 school year. Community members could ask questions of the 

Superintendent and other division staff. In total, the recorded six Town Halls were viewed over 

17,000 times. 

• Return to School Safety Videos. FCPS created 21 videos to demonstrate safety processes and 

procedures. Example topics included health screenings, mask wearing, cleaning, and safety teams. 

In total, the 21 videos were viewed over 48,000 times. 

• Return to School Newsletters. FCPS continued to send weekly newsletters to families and staff. 

Newsletters described the steps FCPS was taking to continue learning (virtually and then hybrid) 

and to keep students and staff safe once they returned to buildings. 

• Return to School Parent Videos. FCPS created four videos of parents explaining their 

perspectives on the school safety procedures. The videos were intended to help parents feel that 

their children would be safe learning in-person. 

• Messages from the Superintendent. Throughout the 2020-21 school year, the Superintendent 

sent email messages to staff and families on decisions and timelines for virtual, hybrid, and in-

person learning and prevention measures. The messages were to ensure transparency to families 

and help them feel comfortable sending children to learn in-person. 

• Vaccination Campaign for Staff. FCPS developed a campaign to encourage all staff to receive 

the coronavirus vaccine. The information was shared via email, newsletters, website, and social 

media. FCPS also supported vaccine clinic communications. By the end of the 2020-21 school 

year, approximately 90 percent of employees had reported they registered for vaccinations. In 

addition to the individual benefit of vaccinations to staff, parents may feel safer sending their child 

to in-person learning knowing that most staff are vaccinated. 

Costs 

Overall, in SY 2020-21, it cost approximately $846,000, of which approximately $414,000 was from 

operating funds, to communicate with staff and families about returning to school safely.   

The total cost to communicate with staff and families about returning to school safely was $845,595, about 

half of which was from operating funds ($414,000) and about half ($431,890) from a COX Cable 

Communications grant. All costs were for staff time to develop and deliver communication materials. Of the 

$401,110 in operating funds spent on salary and benefits, $167,542 supported Return to School 

Newsletters, $162,747 supported Messages from the Superintendent, $24,134 supported the Vaccination 

Campaign for Staff, and $58,281 supported Virtual Town Halls. Additionally, $12,595 in hourly operating 

costs for translators supported Messages from the Superintendent. The Virtual Town Halls used COX Cable 

Communications grant funds to cover $49,897 of salary and benefits and $975 of hourly costs. The COX 

Cable Communications grant also covered all of the funds for salary and benefits for Return to School 

Safety Videos ($264,225) and Return to School Parent Videos ($116,793). 
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Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs          

Salary and Benefits (Time 
Investment) 

$401,110 $430,915   $832,025 

Hourly (Direct Cost) $12,595 $975   $13,570 

Operating Expenses $0 $0   $0 

Total Costs  $413,705 $431,890 $0 $845,595 

 

Return on Investment 

In SY 2020-21, FCPS invested approximately $2 per student and staff member to communicate about 

returning to school safely. (ROI Approach: Cost per participant) 

FCPS invested $413,705 in operating funds to communicate about returning to school safely to 180,076 

students and their families and 38,867 staff, which resulted in a small investment of $2 per student and staff 

member. 

 
Strategic Action: Operated safety teams to observe school implementation of COVID-19 mitigation 
strategies. 
 

To reduce in-school transmission of COVID-19, FCPS required that all staff complete a web-based training 

on properly implementing layered prevention strategies. To help ensure the layered prevention strategies 

were correctly and consistently implemented, FCPS established Safety Teams to observe the extent to 

which schools were properly following the prevention strategies. The primary purpose of the monitoring 

was to support continuous improvement in implementation of layered prevention strategies by schools, 

toward the aim of ensuring that all school sites adhered correctly and consistently to the recommended 

actions to slow the spread of COVID-19. A secondary purpose of monitoring school implementation of 

layered prevention strategies was to collect data to support decisions about dialing up or dialing down in 

person instruction across FCPS and at individual schools. Schools were typically observed every other 

week. Over 2,300 school observations occurred. 

Costs 

Overall, in SY 2020-21, it cost approximately $4.2 million, of which $4.0 million was in operating funds, to 

implement safety teams and ensure all staff were trained on how to correctly implement the layered 

prevention strategies to reduce in-school transmission of COVID-19.   

The majority of the operating costs for safety teams and staff trainings reflected salary and benefits for time 

staff invested in this effort ($3,725,918). Specifically, approximately $2,302,000 of staffing costs were for 

the day-to-day work of the school safety team members who monitored schools. Most of the remaining 

costs ($972,918) covered the time invested by staff to manage safety teams and develop resources to 

implement the layered prevention strategies. Additionally, $199,448 of hourly staff costs covered six safety 

team monitors hired specifically to be part of safety teams and $13,069 in operating expenses paid for 30 

tablets for safety team observers and laptops for school health staff. The investment in salary and benefits 

for all staff to take a 15-minute web-based training on properly implementing layered prevention strategies 

was approximately $451,000. Medicaid ($246,666) and a CARES grant ($37,000) paid for staff time to 

develop staff training and resources for layered prevention strategies. 
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Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs          

Salary and Benefits (Time 
Investment) 

$3,725,918 $283,666   $4,009,584 

Hourly (Direct Cost) $199,448 $0   $199,448 

Operating Expenses $13,069 $0   $13,069 

Total Costs  $3,938,435 $283,666 $0 $4,222,101 

 

Return on Investment 

In SY 2020-21, FCPS invested approximately $20,000 per school to implement safety teams and ensure 

all staff were trained on how to correctly implement the layered prevention strategies to reduce in-school 

transmission of COVID-19.  (ROI Approach: Cost per participant) 

FCPS invested approximately $3,938,000 in operating funds to monitor the implementation of layered 

prevention strategies at 198 schools and centers, resulting in a total investment of $19,891 per school. This 

is a medium investment to mitigate the spread of COVID-19 and help staff, families, and students feel safe 

with in-person learning. 

 

Strategic Action: Adapted Restorative Justice to function in a virtual platform. 

In FY 20, the implementation of Restorative Justice was one of FCPS’ strategic actions to maintain schools 

that students consider safe. Due to the pandemic, in SY 2020-21, FCPS needed to adapt Restorative 

Justice to function in a virtual platform. Restorative Justice uses trained facilitators to mediate a dialogue 

between an offender and a victim to repair harm that was done, with the intention that both parties involved 

feel safer after resolution. The Restorative Justice program uses a three tiered approach; the first tier 

involves using restorative practices in the classroom to build a positive school community; the second 

serves as preventative practices to educate students on the importance of attending school, building 

positive relationships, and the impact of bullying on students; and the third serves as an intervention for 

certain discipline incidents, with a goal of keeping students in classrooms (instead of using exclusionary 

practices) and ensuring a positive resolution between the offender and the victim. To adapt Restorative 

Justice to the virtual environment, FCPS held bi-monthly virtual orientations for administrators, conducted 

training and mentoring in facilitating virtual Restorative Justice processes and classroom circles, and 

conducted training around staff experiencing trauma due to COVID-19. Trainings also included information 

on how to receive student and parent permission and collect confidentiality forms, as well as about 

strategies to facilitate a virtual circle with multiple family members. With the exception of changes 

necessitated by technology limitations, the Tier 3 virtual process was similar to the Tier 3 Restorative Justice 

in-person process for students. In SY 2020-21, 68 Tier 3 circles were conducted across a total of 43 schools 

(10 elementary, 22 middle, and 11 high) for discipline incidents, a drop from 133 Tier 3 circles in SY 2019-

20. 

 Costs 

Overall, in SY 2020-21, it cost approximately $101,000 in operating funds to adapt the Restorative Justice 

program to a virtual platform.   

All of the costs ($101,085) to adapt Restorative Justice to function in a virtual platform were from operating 

costs, including two central staff at 25 percent time to provide trainings (at a cost of about $67,000) and 

one-hour trainings for 370 school staff (at a cost of about $33,000). 
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Source 
Operating 
Costs 

Grants Transfers Total Costs 

Staff Costs         

Salary and Benefits (Time 
Investment) 

$101,074    $101,074 

Hourly (Direct Cost) $11    $11 

Operating Expenses $0    $0 

Total Costs  $101,085 $0 $0 $101,085 

 

Return on Investment 

In SY 2020-21, FCPS invested approximately $2,350 per school that utilized Restorative Justice 

interventions. (ROI Approach: Cost per participant) 

FCPS invested $101,085 to adapt Restorative Justice to function in a virtual platform. Forty-three schools 

utilized Restorative Justice interventions, at a cost of $2,351 per school. This is a small cost per school to 

help students feel safe and reduce missed learning time by avoiding suspensions. 

Conclusions 
 
The issue of feeling safe at school took on a different meaning in FY 21 than in pre-COVID-19 years, with 

a greater focus on safety in terms of health than previously seen. As appropriate, given COVID-19, most 

actions and moneys expended under this Aspiration were to ensure the health of students and staff in 

school buildings by implementing prevention strategies to reduce in-school transmission of COVID-19. The 

actions were aligned with guidance from CDC and other experts focused on preventing COVID-19 

transmission in schools. FCPS also spent funds to communicate with staff, families, and students so they 

were aware of the mitigation strategies and felt safe returning to in-person learning. The improvements in 

ventilation will have ongoing benefits for students and staff for multiple years. While it is important that 

FCPS continue to maintain effective prevention measures for the duration of the COVID-19 pandemic, as 

operations return to normal, FCPS will need to re-focus on helping students and staff feel safe in other 

ways, including physical and emotional safety. While almost all staff and students reported feeling safe on 

the Virginia School Survey of Climate and Working Conditions, with minor differences across student 

groups, FCPS should continue to monitor this once all students and staff return to school buildings. In 

addition to continuing the implementation of Restorative Justice, FCPS should focus on social emotional 

learning and other whole-child approaches to create welcoming environments that ensure positive feelings 

of safety among students and staff.  

Goal Champion Response to Conclusions 

FCPS was awarded $33 million ESSER II funding to improve Indoor air quality (IAQ) at all facilities by 

modifying/replacing HVAC system equipment that are past their useful life, not utilizing current air 

conditioning industry standards.  Additionally, FCPS will replace obsolete Building Automation Systems 

that control all the HVAC systems within a facility.  This is critical to ensure the proper monitoring of 

indoor air quality for students, visitors, and staff from a central location, and provide consistency of indoor 

air quality across the school division.  As reported in FY22-26 CIP FCPS’ current HVAC backlog was 

$118.4M, with a projected backlog of $193.M by FY2026.  FCPS has prioritized IAQ improvement 

projects based on the following criteria: 

• Imminent failure 

• Greatest impact on facility IAQ 

• Criticality 
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• End of Useful Life (EOUL) 
  

Using this criteria FCPS Facilities will work to maximize the full allocation of ESSER II funding to the 

greatest extent possible.   
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Future Considerations 
 
Strategic Concerns 
 
Cost Per Pupil 
FCPS will need to continue to balance the priority of market competitive compensation with available 
resources, especially as collective bargaining begins in Virginia. 
 
Strategic Decision-Making 
 
FCPS needs to update its strategic focus beyond priorities stemming from the COVID-19 pandemic to 
support continued strategic use of funds and other resources. 
 
A multi-year financial plan, with associated accountability systems, would support improved alignment of 
budgets to FCPS’ new strategic focus.  
 
To implement the SDMC effectively would require additional full-time staff whose focus is solely on 
maintaining structures that promote SDMC, including a data infrastructure that incorporates monitoring of 
the work plans for strategic efforts and analysis of outcomes throughout the fiscal year. 
 
Adequate Classroom Space 
Given membership declines since the COVID-19 pandemic began, FCPS should undertake a full review of 
building capacity and programming projections at all schools and work with school’s administration to 
encourage space use that leads to the removal of temporary classrooms. 
 
Safety 
FCPS may wish to shift the focus of safety efforts to the Caring Culture goal to focus on emotional safety 
of staff and students.  

 
 
Budget Considerations 
 
Strategic Decision-Making 
COVID-related funding has increased FCPS’ budget for the near future but addressing longer term strategic 
priorities will require FCPS to repurpose funds.  
 
 
Safety 
Because ESSER III funds currently support school level efforts around social emotional learning, FCPS will 
need to consider where social emotional learning fits in its priorities and what financial support should be 
associated with these efforts for FY 24 and beyond.  
 

 
Policy  
 
Adequate Classroom Space 
The School Board should implement an updated boundary policy that supports optimizing school capacity 

throughout the Division
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Appendix A 
 

 

Effective Budgeting and Allocation Trend Data10 

 
10 In the Trend Tables, an x appears where data were unavailable. 

Metric 2020-21 Trend Line

Cost per pupil difference between FCPS and WABE average

$588  above WABE 

average

Dollar amount aligned to the Strategic Plan

Funding for all activities 

aligned to the 8 

prioritized areas of focus 

for SYs 18-20

Number of Temporary classrooms 641

Percent of students who report their school is safe on  the State 

Climate Survey N/A            x

Percent of families who report their school is safe on the Family 

Engagement Survey N/A x       x    x

Percent of staff who report their worksite is safe on the State Climate 

Survey N/A            x

Effective Budgeting and Allocation
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Appendix B 
 

Funding to Support FY 21 Strategic Actions 

 

Aspiration

FY 21 Actions

FY21 Operating Costs by 

Action

FY21 Operating Costs by 

Aspiration

$0

Because there were no strategic actions specifically taken in support of this 

aspiration, costs are not provided.  
$0 

$496,054

Began the adoption of a new strategic focus to update the SY 2018-20 focus.
$0 

Enhanced the budget’s alignment with strategic priorities. $363,295 

Enhanced the use of the SDMC framework within strategic plan reports. $117,850 

Planned continuing expansion of an integrated accountability system that

measures the impact of dollars spent on strategic priorities.
$14,909 

$580,362

Renovated school facilities $345,955

Continued to work centrally to remove unnecessary or deteriorating temporary

classrooms. $234,407

$8,015,425

Enacted effective ventilation practices to mitigate COVID-19 transmission. $3,562,200

Communicated return to school information with staff and families. $413,705

Operated safety teams to observe school implementation of COVID-19

mitigation strategies. $3,938,435

Adapted Restorative Justice to function in a virtual platform. $101,085

9,091,841$                      

FCPS will maintain a cost per pupil ± $1,000 of the average cost per pupil of the Washington Area 

Boards of Education (WABE) average.

All spending will be allocated using the Strategic Decision-Making Cycle. 

All schools will have adequate classroom space for students, eliminating the need for trailers.

FCPS will maintain schools that all students, families, and staff consider safe.

TOTAL FY20 OPERATING FUNDS SPENT ON STRATEGIC ACTIONS FOR 

THIS DESIRED OUTCOME:


