
EAST PENN
Schematic Design Budget

Redefine • Redesign • Reimagine

June 9, 2025

1



Agenda

● Schematic Design Project Budget

○ CHA Solutions, Engineering Consultants 

● Financial Projection Analysis

○ PFM Financial Advisors & Raymond James

(Information only; potential Board action on Schematic Design on June 23, 2025)
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Introduction to Analysis
▪ The District asked PFM to review its financial projections and future financing plan in 

order to assess the affordability of planned projects.

▪ PFM has completed its initial review of the projections and will summarize its findings 
in this presentation.

o Additionally, PFM is presenting additional future financial scenarios to help with the 
district’s overall financial planning for illustrative purposes only.

Presentation Contents
District’s Base Case Projections
Top 10 Expenses in 2026 Budget

Projection Driver – Compensation Growth
Projection Scenarios Analyzed So Far

New Projection Scenario
Longer-Term Considerations
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Tying out to the District’s Base Case Projections
▪ The District currently uses a Microsoft Excel based 5-year projection model to proactively explore 

future scenarios, demonstrating a strong commitment to responsible fiscal planning and strategic 
foresight. 

▪ To align with the District’s projections, PFM utilized its in-house Microsoft Excel based Pennsylvania 
School District Budget Model to analyze the District’s finances and compare outcomes. Our 
analysis generally aligns with the District’s model, with only minor differences—typically no more 
than 0.50% per year—when using the District’s assumed growth rates.
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District's Base Case Projections Thru 2031

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material change.  The projections shown are not indicative of future results.
[1] Per Moody's, available Fund Balance Ratio Category equals approximately 20% of the total credit rating.  Rating Scale from best to worst is AAA, Aa, A, Baa, Ba, B, Caa, Ca. Source: Moody's Rating 
Methodology.

▪ The District provided PFM with its Base 
Case financial projections which include 
borrowing $95 million from 2026-2028 for 
the Reconfiguration Project.  It also 
includes:

▪ An $8 million annual transfer to Capital 
Fund.

▪ Funding all future District Priorities 
listed.

▪ 4.00% growth rate for Educational 
Salaries.

▪ Under this scenario, the District would be 
projected to run out of money by 2031.
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Target Total Fund Balance Discussion
▪ 2026 Budget shows a Fund Balance that equals 18% of Total Revenues which ranks a 

Aa (2nd highest) on the Moody’s Available Fund Balance ratio scorecard.

o The Base Case projection that matches the district’s projection is show below.

Note - Projections shown are estimated 
for illustrative purposes only and 
contain a variety of assumptions that 
are subject to material change.  The 
projections shown are not indicative of 
future results.
[1] Per Moody's, available Fund 
Balance Ratio Category equals 
approximately 20% of the total credit 
rating.  Rating Scale from best to worst 
is AAA, Aa, A, Baa, Ba, B, Caa, Ca. 
Source: Moody's Rating Methodology.
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Top Expenses in FY 2026 Budget
▪ Employee expenses represent over 69% of total 2026 budget.
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Projection Driver - Compensation Growth
▪ Personnel expenses are projected to grow faster than the projected Act 1 

Index (which is the % that the district is permitted to raise real estate taxes and 
represents over 60% of the total projected revenues).

Negative drag on projections
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Projection Scenarios Analyzed
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Scenarios Analyzed So Far
▪ So far, we have helped the district analyze the following scenarios, none of 

which achieved a projected sustainable financial plan.

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material 
change.  The projections shown are not indicative of future results.

Scenario 1
• Lower $8 million annual capital 

fund transfer to $4 million.
• Lower personnel growth rate 

to 2.50% (not feasible)

Scenario 2
• Abandon new “District 

Priorities” which eventually 
cost more than $6.3 
million/year by 2030.

• Additionally, lower capital fund 
transfer to $4 million in 2027, 
$5 million in 2028, & $6 million 
thereafter (not feasible)

Scenario 3
• Cut staff and/or programming 

by $7,000,000/year starting in 
FY 2027 (not feasible)

Scenario 4
• Lower Capital Fund transfer 
to $6.5 million/year

• Reduce Spending on New 
Staff for Reconfiguration 
from $6.3 to $3.8 million 
(2030 cost)

Scenario 5
• Lower Capital Fund transfer 
to $6.5 million/year

• Reduce Spending on New 
Staff for Reconfiguration 
from $6.3 to $3.4 million by 
(2030 cost)

Scenario 6
• Lower Capital Fund transfer 
to $6.5 million/year

• Reduce Spending on New 
Staff for Reconfiguration 
from $6.3 to $2.8 million by 
(2030 cost)
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Summary of Scenarios Analyzed So Far
▪ The graphs to the right summarize 

all the scenarios we have previously 
helped the District analyze, along 
with a new scenario that is 
discussed in greater detail on the 
following pages.

▪ None of the previous scenarios 
appear financially sustainable for the 
district.

Note - Projections shown are estimated for illustrative purposes only 
and contain a variety of assumptions that are subject to material 
change.  The projections shown are not indicative of future results.
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New Scenario for Consideration
Key Provisions of the New Scenario include:

#1 - Willingness of Board to Raise Taxes to the Index 
Every Year for Foreseeable Future

• And willingness of community to absorb those tax increases.

#2 - Reduce Annual Capital Spend to $6.5 million and 
finance instead of cash-fund.

• Fund via 2 additional borrowings (2027 & 2030) in addition to 
reconfiguration borrowings ($95 million).

#3 – Reduce Spending on New Staff for Reconfiguration
• Reduce from $6.3 to $3.4 million (2030 cost).
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Historical Millage Increases Compared to Act 1 Index
Historically, the District has raised to the index only 3 out of the last 11 years 
(including raising to the index in the current FY 2026 Budget).

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material 
change.  The projections shown are not indicative of future results.



© PFM 20

Effect of New Scenario on District Financials
By making the changes discussed to the plan, the cashflow projections improve 
significantly and show the District ending the projection period in 2031 with $35 
million of total fund balance (15% of total revenues).

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material 
change.  The projections shown are not indicative of future results.
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What if the District Does that Same Plan but Doesn’t Raise 
Taxes to the Index?
The projection below assumes the district only raises to half of the projected Act 
1 Index.  Under this assumption, the plan is not financially sustainable.

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material 
change.  The projections shown are not indicative of future results.
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Projected Annual SD Real Estate Tax Bill Under New Scenario

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material 
change.  The projections shown are not indicative of future results.

The average 
homeowner with an 
Assessed Value of 
$215,749 would pay 
an additional $
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New Scenario – Detailed Projections

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material change.  The projections shown are not indicative of future results.
[1] Per Moody's, available Fund Balance Ratio Category equals approximately 20% of the total credit rating.  Rating Scale from best to worst is AAA, Aa, A, Baa, Ba, B, Caa, Ca. Source: Moody's Rating 
Methodology.
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Addendum – Additional Info
-Lowering the Cost of the Reconfiguration Project

-Base Case with No Reconfiguration Project
-Raising RE Taxes to 75% of Act 1 Index
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Effect of Lowering the Cost of the Reconfiguration Project
The effect of lowering the project from $95 million to $85 million is shown below.

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material 
change.  The projections shown are not indicative of future results.
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$85 Million Scenario – Detailed Projections

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material change.  The projections shown are not indicative of future results.
[1] Per Moody's, available Fund Balance Ratio Category equals approximately 20% of the total credit rating.  Rating Scale from best to worst is AAA, Aa, A, Baa, Ba, B, Caa, Ca. Source: Moody's Rating Methodology.
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Base Case w/ No Reconfiguration Project – Detailed Projections

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material change.  The projections shown are not indicative of future results.
[1] Per Moody's, available Fund Balance Ratio Category equals approximately 20% of the total credit rating.  Rating Scale from best to worst is AAA, Aa, A, Baa, Ba, B, Caa, Ca. Source: Moody's Rating Methodology.
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Raising RE Taxes to 75% of Act 1 Index – Detailed Projections

Note - Projections shown are estimated for illustrative purposes only and contain a variety of assumptions that are subject to material change.  The projections shown are not indicative of future results.
[1] Per Moody's, available Fund Balance Ratio Category equals approximately 20% of the total credit rating.  Rating Scale from best to worst is AAA, Aa, A, Baa, Ba, B, Caa, Ca. Source: Moody's Rating Methodology.
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Millage Study
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Disclosures
PFM is the marketing name for a group of affiliated companies providing a range of services. All services are provided through 
separate agreements with each company. This material is for general information purposes only and is not intended to provide 
specific advice or a specific recommendation. PFM does not provide tax, legal or accounting advice.
Financial advisory services are provided by PFM Financial Advisors LLC, a registered municipal advisor with the Securities and 
Exchange Commission (SEC) and the Municipal Securities Rulemaking Board (MSRB) under the Dodd-Frank Act of 2010.  
Swap advisory services are provided by PFM Swap Advisors LLC which is registered as a municipal advisor with both the MSRB and 
SEC under the Dodd-Frank Act of 2010, and as a commodity trading advisor with the Commodity Futures Trading Commission. 
Additional applicable regulatory information is available upon request. 
Consulting services are provided through PFM Group Consulting LLC.  PFM’s financial modeling platform for strategic forecasting is 
provided through PFM Solutions LLC. A web-based platform for municipal bond information is provided through Munite LLC. 
PFM Financial Advisors LLC clients, which may have been listed, were selected based on non-performance-based criteria to show a 
representation of clients. A full list is available upon request. The list of clients is for informational purposes only and does not 
constitute an endorsement or testimonial 

For more information regarding PFM’s services or entities, please visit www.pfm.com. 

Special disclaimer regarding the research and forecasts included in today’s presentation: This research and any forecasts are based on 
current public information, as of the date of this presentation (or as of such date as may be specified in the presentation), that we 
consider reliable, but we do not represent it as accurate or complete, and it should not be relied on as such. The information, opinions, 
estimates and forecasts contained herein are also as of the date hereof and are subject to change without prior notification.

Case studies are provided for information purposes only and do not constitute specific advice or a recommendation. Opinions, results, 
and data presented are not indicative of future performance. Actual results may vary. Inclusion on this list does not represent 
endorsement of PFM’s services.

https://www.pfm.com/

