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Executive Summary

El Paso Independent School District engaged MoakCasey to conduct an
executive budget strategy and financial analysis focused on evaluating the
district’s current financial condition, projected financial outlook, operational
practices, and long-term financial sustainability. The review identified
significant structural financial challenges that developed over multiple fiscal
years as recurring expenditure growth outpaced recurring revenue growth and
operational decisions became increasingly misaligned with long-term financial
capacity.

The district’s current financial condition did not result from a single event, but
rather from the cumulative impact of delayed intervention, fragmented
accountability, unrealized budget assumptions, recurring expenditure growth,
and insufficient alignment between operational decisions and long-term
financial sustainability.

Key Contributing Factors
Budget assumptions relied upon projected savings and operational changes
that were not fully implemented.
Financial risks and deteriorating projections were not consistently escalated
with sufficient urgency to drive timely corrective action.
Operational and compensation-related decisions increased recurring
expenditures beyond sustainable recurring revenue growth.
Personnel expenditures consume approximately 87% of operating
expenditures, significantly limiting financial flexibility.
Position control, staffing oversight, and financial forecasting processes
require strengthening.
The district’s self-funded health insurance program has become structurally
unsustainable and increasingly dependent upon General Fund support.

Immediate Priorities
Stabilize the district’s current financial position through immediate
expenditure controls and accelerated corrective action.
Begin districtwide staffing, organizational, and operational realignment
efforts aligned with recurring revenue capacity.
Develop and implement a multi-year financial recovery framework focused
on restoring long-term structural balance and financial sustainability.
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El Paso Independent School District is currently experiencing

significant structural financial pressure resulting from recurring

expenditure growth outpacing recurring revenue growth over multiple

fiscal years. Analysis conducted during this engagement indicates that

the district’s current financial condition reflects both immediate

operational pressures and longer-term sustainability concerns

requiring accelerated corrective action.

For the 2025–2026 fiscal year, projected financial results indicate

material variances between budgeted and projected actual revenues

and expenditures. Contributing factors include recurring staffing and

compensation obligations, delayed implementation of planned

expenditure reductions, and increasing financial exposure associated

with the district’s self-funded health insurance program. Preliminary

projections for 2026–2027 indicate continued structural imbalance

without significant corrective action.



Current Financial Condition
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The district’s adopted budget was developed using assumptions

related to enrollment, ADA, staffing levels, compensation costs,

operational efficiencies, and state funding projections. Throughout

the fiscal year, several of those assumptions changed materially

from original projections, including enrollment and ADA.



Current Financial Condition
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The district’s ending financial forecast was compounded by several

factors during the fiscal year. The adopted budget relied upon planned

expenditure reductions, operational efficiencies, and staffing

adjustments that were delayed, modified, or not fully implemented. At

the same time, additional operational and compensation-related

decisions increased recurring expenditures beyond amounts originally

included in the budget. As conditions changed throughout the year,

financial projections and budget assumptions were not consistently

updated to reflect actual planned expenditures and operating

conditions.
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Preliminary FY 2026-2027 Outlook
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Preliminary 2026–2027 revenue projections were developed using

current enrollment, ADA, WADA, taxable value, and state funding

assumptions available at the time of this review. Estimated

expenditures were based upon the district’s current budget

development work and projected recurring operational obligations,

including staffing, compensation, healthcare, and other operating costs.



Key Systemic Findings
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The review identified several recurring operational, financial, and

governance conditions that collectively contributed to the district’s

current financial position. While no single issue independently

created the district’s structural imbalance, the cumulative impact of

the following conditions significantly accelerated the district’s

financial deterioration.

Financial risks and deteriorating projections were not consistently

escalated with sufficient urgency to drive timely corrective action.

Budget assumptions relied upon projected savings and operational

changes that were delayed, modified, or not fully implemented.

Operational and compensation-related decisions increased

recurring expenditures without corresponding budget

recalibration.

Personnel expenditures consume approximately 87% of operating

expenditures, significantly limiting financial flexibility.

Position control, staffing oversight, and financial forecasting

processes require strengthening.

Fragmented accountability and siloed operational practices

reduced visibility into cumulative districtwide financial impact.

The district’s self-funded health insurance program has become

structurally unsustainable and increasingly dependent upon

General Fund support.

Delayed intervention compounded the district’s structural financial

imbalance and reduced available corrective options.
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Immediate actions should focus on stabilizing the district’s financial

position, strengthening expenditure controls, improving financial

visibility, and establishing the operational framework necessary to

support long-term financial recovery and sustainability.

1. Declare Financial Exigency

Establish the framework necessary to implement accelerated

financial recovery measures.

Work closely with legal counsel regarding operational, staffing,

and contractual implications.

Clearly communicate the district’s financial condition and need

for immediate intervention.

2. Implement Immediate Expenditure Controls

Restrict non-essential spending and discretionary expenditures.

Require centralized executive approval for staffing additions and

significant expenditures.

Limit expansion of recurring obligations until financial stability is

restored.

3. Conduct Staffing & Position Reconciliation

Reconcile authorized positions, filled positions, payroll

expenditures, stipends, and funding sources.

Validate staffing allocations against operational necessity and

financial capacity.

Identify immediate staffing efficiencies through vacancy

management and restructuring.
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4. Initiate Organizational Realignment Planning

Begin development of districtwide staffing and operational

realignment scenarios.

Evaluate opportunities to reduce duplication, consolidate

functions, and improve efficiency.

Align staffing structures with enrollment trends and recurring

revenue capacity.

5. Stabilize the Employee Health Insurance Fund

Conduct immediate actuarial and operational review of the self-

funded health insurance program.

Quantify General Fund exposure and long-term sustainability

concerns.

Evaluate corrective actions related to contributions, premiums,

reserves, and cash flow sustainability.

6. Develop a Multi-Year Financial Recovery Plan

Develop three- to five-year financial recovery projections.

Identify recurring expenditure reductions necessary to restore

structural balance.

Establish measurable recovery targets, timelines, and

implementation milestones.

Immediate Stabilization Actions



The district’s financial recovery will require a phased and sustained approach

focused on immediate stabilization, operational realignment, and long-term

structural sustainability. The framework below outlines the district’s

recommended recovery progression over the next several years.
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Financial Recovery Framework



The district’s current financial condition developed over multiple fiscal years

through the cumulative impact of structural expenditure growth, delayed

intervention, fragmented accountability, and operational decisions that became

increasingly misaligned with long-term financial capacity. While the challenges

facing the district are significant, they are not insurmountable.

Restoring financial stability will require decisive leadership, disciplined

execution, transparent communication, and sustained organizational

commitment to long-term structural change. The work ahead will require

difficult decisions, operational realignment, and a renewed focus on aligning

recurring expenditures with recurring revenues.

We appreciate the opportunity to support El Paso Independent School District

during this important and challenging time and look forward to continuing to

assist the district as it moves through the next phases of financial stabilization,

operational recovery, and long-term strategic planning.
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Moving Forward
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