
To:   The Weston School Committee 

From:  John Henry 

Date:  February 4, 2021 

Re:  EDCO 

The Weston Public School has enjoyed a long relationship with the EDCO Collaborative, one of the oldest 
educational collaboratives in the commonwealth.  EDCO provides many valuable professional 
development programs as well as special education programs that serve students from multiple 
communities.  

Last year, we discussed EDCO’s financial situation after an audit report in which the auditor noted 
“substantial doubt” in the collaborative’s ability to continue given significant financial concerns. On 
June 29, 2020, the committee voted to provide notice of Weston’s intent to withdraw from EDCO, which 
withdrawal would be effective in July 2021.   

EDCO attempted to recover from its financial difficulties, but unfortunately the pandemic had a 
significant negative impact on revenue for services and the ability to sublet excess space. The financial 
results of the collaborative continued to deteriorate over the first six months of the current fiscal year, 
and the collaborative is incurring increases losses as it continues to operate. The collaborative has 
insufficient cash on hand to maintain its payroll and make timely payments toward accounts payable.  

Last month the EDCO Board received the FY20 Audit Report which again noted “Substantial Doubt about 
EDCO Collaborative’s Ability to Continue as a Going Concern”. Based on the financial results of EDCO 
during the first half of its current fiscal year, as seen in the attached documents, I do not believe that 
there is a reasonable path for financial recovery at EDCO.  It appears likely that one or more 
participating district school committees will vote to cease the operations of EDCO.  

Termination of EDCO requires a 2/3 vote of the member districts. Should the EDCO board vote to initiate 
termination proceedings, there are a series of steps that must be taken in order to close the 
collaborative. This process takes an additional full year from the end of the current fiscal year. For 
example, should the EDCO board vote this year to initiate termination proceedings, the collaborative 
would not close until the end of FY22. It is my hope that the EDCO board will vote to cease operations at 
the end of the current fiscal year to minimize losses to the greatest extent possible. 

Financial Implications  

EDCO’s liabilities currently exceed its assets. It is possible that EDCO will seek additional assessments 
from member districts to continue operating through the end of the current fiscal year.  There will be 
costs associated with closing the collaborative; however, it will take much of the next year to determine 
the final costs and whether and to what extent districts will be liable for the losses and debts of EDCO.  
We are retaining counsel and seeking assistance from our state representative in this process.  It is my 
opinion that the financial risks to Weston Public Schools are greater and will only increase over time 
should the collaborative attempt to continue its operations.  



Based on the above information, I recommend that the school committee vote to instruct Dr. Connolly 
to vote for termination of the EDCO collaborative upon initiation of termination proceedings, and to 
further recommend that EDCO cease operations no later than the close of the current fiscal year. 

I wish to acknowledge the work of Peter Light of the Acton-Boxborough school committee in relation to 
the issues surrounding EDCO.  I have borrowed heavily from his writings in drafting this memorandum. 



FY21 Status – as of February 1, 2021 

 

Revenue and Expenses 

FY21 Projected Revenue -  $3,812,976 

FY21 Projected Expenses -  $5,638,754 

Projected Profit or (Loss) - ($1,825,778) 

 

Accounts Payable and Accounts Receivable Status 

• Current Outstanding Accounts Payable –  

o $946,259.16 

▪ This amount includes payments to MTRS, MA State Retirement, Lease 

payments, Insurance premiums and contracted services. 
▪ MTRS – November 2020 through January 2021 

• $53,618.45 

▪ MA State Retirement – November 2020 through January 2021 

• $112,732.93 

▪ Non-Employee Insurance – 

• $8,812.58  

▪ Employee Insurance and Benefits -  

• $107,238.90 

 

• Current Outstanding Accounts Receivable –  

o $661,449.80 

 

Payroll 

• Bi-Weekly Payroll - net payment of ≈ $209,000 

 

Bank Account Balance 

Rockland Trust Bank 

• Checking Account Balance -  $481,657.61 

o Available Balance -  $252,189.83 

 

• Seefurth Gift Fund Balance -  $579,494.64 – balance as of 1/29/2021 

• Line of Credit Balance -   ($488,581.00) 

o Available Funds in LOC - $11,419.00 

 



FY21 Cash Flow Status 

 

Accounts Payable 

• Outstanding Accounts Payable –  

o $1,026,264.34 

▪ This amount includes payments to MTRS, MA State Retirement, Lease 

payments, Insurance premiums and contracted services 

Payroll 

• Each payroll is a net payment of ≈ $209,000 

 

Accounts Receivable 

• Current Outstanding Accounts Receivable –  

o $650,187.47 

 

Bank Balance 

• Current Bank Balance (as of 1/18/2021) - $145,212.89 

 

EDCO currently is unable to make timely payments. We are daily reviewing accounts payable 

and having to make some very difficult decisions. This is impacting our operations and our 

relationships with vendors.   

 

The following are options that we request the board consider, to help EDCO manage this 

revenue issue:  

• Money could be taken from the Seefurth Funds. The Seefurth Gift Fund balance is  
≈ $639,077.  

 
• Funds could come from an assessment of member districts. At this time, we are need of 

approximately $400,000 to handle outstanding accounts receivable and manage payroll. 

The assessment for this amount in shown on page 2. 

 

 



 

 

 

 

 



FY21 Projections 

 

Notes and Assumptions: 

Revenues and Expenses are estimated based on the following.  

▪ Central Office Revenues and Expenses – The revenues are based on FY21 assessments 

from member districts, indirect rates received from contracts, Sublease rent revenue, 

current calculation of unrealized gain/loss on gift fund account. Expenses are projected 

based on year to date spend, encumbrances and trends. 

o Expenses included in Central Office/Administration Projection 

▪ Outstanding Line of Credit - $488,131 

▪ Bedford location lease/loan repayment obligations – $608,604 

▪ Property Taxes on Bedford location - $120,000 

 

▪ Tuition Program Revenue and Expenses – The tuition program revenues and expenses 

are projected based on the current enrollment and assume EDCO maintains the same 

level of enrollment throughout the 2020/2021 school year. Expenses are projected 

based on the year to date spend, encumbrances and trends.   

 

▪ Fee Programs (McSwiney Program/IDEAS Program/ELI Program) – The Revenue and 

expenses for these programs are estimated based on the current and expected 

enrollment in programs. Expenses are projected based on the year to date spend, 

encumbrances and trends.  

 

 

▪ Indirect Rates are projected based on the Budget for each contract (Youth Alternative, 

SESPP, HEP and Wrentham). If a contract’s expenses finish the year less than budgeted, 

the indirect rate received by EDCO will be reduced. 

 

Revenue – Total -  $3,812,976 

Expense – Total -  $5,638,754 

 

Profit of (Loss) –  ($1,825,778) 

 

The funds available to offset this loss are from the Seefurth Gift Fund - ≈639,077 

 



**TOTAL REVENUE $3,812,975.73
**TOTAL EXPENSE $5,638,754.00
**PROFIT OR (LOSS) -$1,825,778.27

Seefurth Gift Funds $639,077.00

Adjusted Loss -$1,186,701.27

Member District Assessment Percent
Acton-Boxborough $89,002.58 7.50%
Arlington $93,156.03 7.85%

Bedford $68,116.64 5.74%
Belmont $82,001.04 6.91%
Brookline $106,565.75 8.98%
Carlisle $39,279.80 3.31%
Concord $50,316.12 4.24%
Concord-Carlisle $44,975.97 3.79%
Lexington $103,480.33 8.72%
Lincoln $39,873.15 3.36%
Lincoln-Sudbury $46,993.36 3.96%

Newton $145,726.88 12.28%
Sudbury $55,181.60 4.65%
Waltham $90,663.96 7.64%
Watertown $67,641.96 5.70%
Weston $63,725.84 5.37%

FY21 Projected Revenues and Expenses

Additional Assessment Required to Offset Loss - -$1,186701.27

The above assessments are only estimates and are subject to change.  EDCO Collaborative 

may need to revise the estimates depending on the responsibility and contribution of prior 

member districts for the EDCO Collaborative’s liabilities and depending on other 

circumstances that arise or of which EDCO Collaborative learns of after creation of the 

estimate.



FY22 Budget – Continued Operations 

 

Notes and Assumptions: 

Revenues and Expenses are estimated based on the following:  

▪ Central Office Revenues and Expenses  

o FY22 assessments from member districts ($142,742). This amount is reduced by 

$44,231 due to withdrawal of members.  

o Indirect rates received from contracts. This assumes that EDCO Collaborative will 

be awarded the following contracts that expire June 30, 2021: 

▪ Wrentham Contract (indirect rate received by EDCO- $102,005), HEP 

Contract (indirect rate received by EDCO- $25,454), and Boston Public 

Schools Youth Alternative Contract (indirect rate received by EDCO- 

$56,728).  

o Sublease rent revenue. This assumes that VanPool renews its sublease 

agreement which expires June 30,2021 and MASS continues to rent space in 

FY22. 

o Expenses are projected based on FY21 projected expenses and trends. 

o Expenses included in Central Office/Administration Projection 

▪ Bedford location lease/loan repayment obligations – $618,972 

▪ Property Taxes on Bedford location - $120,000 

 

▪ Tuition Program Revenue and Expenses – The tuition program revenues are calculated 

with a 2% increase in tuition costs. The expenses are projected at a best-case scenario. 

   

▪ Fee Programs (McSwiney Program/IDEAS Program/ELI Program) – The Revenue and 

expenses for these programs are estimated based on FY19 revenues. The expenses are 

projected at a best-case scenario.   

 

▪ This scenario does not have the line of credit to pay back, but it should be noted that a 

line of credit will be required to manage payments to payroll and vendors.  

 

▪ This scenario assumes that the losses from FY21 have been settled using Seefurth Gift 

Funds and/or additional member district assessments. 

 

 

Revenue – Total -  $3,688,793 

Expense – Total -  $5,067,074 

Profit of (Loss) –  ($1,378,281) 



**TOTAL REVENUE $3,688,793.00
**TOTAL EXPENSE $5,067,074.00
**PROFIT OR (LOSS) -$1,378,281.00

Member District Assessment Percent
Acton-Boxborough $103,371.08 7.50%
Arlington $108,195.06 7.85%
Bedford $79,113.33 5.74%
Belmont $95,239.22 6.91%
Brookline $123,769.63 8.98%

Carlisle $45,621.10 3.31%
Concord $58,439.11 4.24%
Concord-Carlisle $52,236.85 3.79%
Lexington $120,186.10 8.72%
Lincoln $46,310.24 3.36%
Lincoln-Sudbury $54,579.93 3.96%
Newton $169,252.91 12.28%
Sudbury $64,090.07 4.65%
Waltham $105,300.67 7.64%

Watertown $78,562.02 5.70%
Weston $74,013.69 5.37%

FY22 Continued Operation - Revenues and Expenses

Additional Assessment Required to Offset Loss - -$1,378,281.00

The above assessments are only estimates and are subject to change.  EDCO Collaborative 

may need to revise the estimates depending on the responsibility and contribution of prior 

member districts for the EDCO Collaborative’s liabilities and depending on other 

circumstances that arise or of which EDCO Collaborative learns of after creation of the 

estimate.



FY22 Budget – Modified Operations 

 

Notes and Assumptions: 

Revenues and Expenses are estimated based on the following:  

▪ Central Office Revenues and Expenses  

o FY22 assessments from member districts ($142,742). This amount is reduced by 

$44,231 due to withdrawal of members.  

o Indirect rates received from contracts. This assumes that EDCO Collaborative will 

be awarded the following contracts that expire June 30, 2021: 

▪ Wrentham Contract (indirect rate received by EDCO- $102,005), HEP 

Contract (indirect rate received by EDCO- $25,454), and Boston Public 

Schools Youth Alternative Contract (indirect rate received by EDCO- 

$56,728).  

o Sublease rent revenue. This assumes that VanPool renews its sublease 

agreement which expires June 30,2021 and MASS continues to rent space in 

FY22. 

o Expenses included in Central Office/Administration Projection 

▪ Assumes a reduced lease cost – $309,466. 

 

▪ Tuition Program Revenue and Expenses – The tuition program revenues are calculated 

with a 2% increase in tuition costs and best-case scenario. The expenses are projected at 

a best-case scenario. 

   

▪ Fee Programs (IDEAS Program/ELI Program) – Removal of McSwiney program. The 

Revenue and expenses for remaining programs are estimated based on FY19 revenues. 

The expenses are projected at a best-case scenario.   

 

▪ This scenario does not have the line of credit to pay back, but it should be noted that a 

line of credit will be required to manage payments to payroll and vendors.  

 

▪ This scenario assumes that the losses from FY21 have been settled using Seefurth Gift 

Funds and/or additional member district assessments. 

 

 

Revenue – Total -  $4,014,689 

Expense – Total -  $4,249,355 

 

Profit of (Loss) –  ($234,666) 



**TOTAL REVENUE $4,014,689.00
**TOTAL EXPENSE $4,249,355.00
**PROFIT OR (LOSS) -$234,666.00

Member District Assessment Percent
Acton-Boxborough $17,599.95 7.50%
Arlington $18,421.28 7.85%
Bedford $13,469.83 5.74%
Belmont $16,215.42 6.91%
Brookline $21,073.01 8.98%

Carlisle $7,767.44 3.31%
Concord $9,949.84 4.24%
Concord-Carlisle $8,893.84 3.79%
Lexington $20,462.88 8.72%
Lincoln $7,884.78 3.36%
Lincoln-Sudbury $9,292.77 3.96%
Newton $28,816.98 12.28%
Sudbury $10,911.97 4.65%
Waltham $17,928.48 7.64%

Watertown $13,375.96 5.70%
Weston $12,601.56 5.37%

FY22 Modified Operation - Revenues and Expenses

Additional Assessment Required to Offset Loss - -$234,666

The above assessments are only estimates and are subject to change.  EDCO Collaborative 
may need to revise the estimates depending on the responsibility and contribution of prior 

member districts for the EDCO Collaborative’s liabilities and depending on other 
circumstances that arise or of which EDCO Collaborative learns of after creation of the 

estimate.



EDCO ESTIMATED CLOSING COSTS
Note: All costs are estimated at this time

Tasks Notes Estimated 

Closing Costs

Estimated 

Closing Costs - 

without lease 

repayment

Financials - Business Management 

Costs Post Closing

Costs of management of EDCO financials after closing on June 30, 2021 (July 1, 2021 to June 30, 2022). 

Business Office Management

Assumes the following:

Based on TMS Business Office Management - *This would need to be approved by the EDCO Board

$102,000.00 $102,000.00

HR Access - Harpers Payroll
Fee for access to payroll system for up to one year after closing date. 

After a year any payroll reports or documentation would have to be requested from Harpers Payroll
$5,000.00 $5,000.00

Financial tools - Infinite Visions Fee for access to accounting system for one year after closing date. $15,000.00 $15,000.00

Retiree Health Insurance

OPEB Obligation - As of June 30, 2020, the liability for those retirees already in pay status was $3.4 

million and OPEB Trust assets were $2.3 million. Short by about $1.1 million for retirees only which 

assumes that those not retired prior to June 30, 2020 would not get any benefits. Require Trustee or 

group to administer future premium payments to exhaust the Trust (expect it to last about 10-12 years).

**Outstanding question of whether or not the Trust needs to be fully funded prior to closure – OPEB 

benefits are not protected under Federal law but you may have State law issues and/or contractual 

issues.

A member district must be identified to manage retirees insurance and payouts

*This would be a determination to be made by the EDCO Board

$1,100,000.00 $1,100,000.00

EDCO Insurance Coverage One year coverage for extensions on the Claims Made policy to cover Employment Practices Liability $40,000.00 $40,000.00

Employee Vacation Payout

Upon termination of active employee contracts, vacation time will need to be paid out

(This calculation is based on employees who are currently entitled to vacation days, amount currently 

in individual accounts, and anticipated earned vacation time in FY21.)

$418,000.00 $418,000.00

Audit FY21 Audit & Additional Audits required in order to close the organization $60,000.00 $60,000.00

Legal Fees

Legal representation for closing (includes attorney consultations, preparation of closing documents, 

participation in board meetings)                                                                                         

Additional fees in FY22 for post closing (estimated retainer to handle inquiries and/or issues post 

closing) 

$120,000.00 $120,000.00

Website Costs
Cost to have EDCO website domain name renewed for 10 years

*EDCO Board to determine member district to website
$500.00 $500.00

On-Going Administration Costs

Cost of administration of EDCO files and EDCO inquiries after closing…end date would be the date of last 

employee of EDCO passing...approximately 60 years. 

Cost to convert files to electronic files...amount TBD

*EDCO Board to determine amount to provide to member district to retain and manage files. Costs 

TBD by EDCO Board

TBD TBD

EDCO Member District Business 

Manager

Administration of EDCO Financial transactions provided by EDCO Business Manager post closing. 

*EDCO Board to determine amount to provide to member district to administer. Costs TBD by EDCO 

Board

TBD TBD

Moving and Disposal Costs for all 

EDCO sites

Cost to move and/or dispose of all EDCO assets as directed by EDCO Board

*EDCO Board to provide direction/approval of disposal, donation or sale of all assets

$150,000.00 $150,000.00

Cost of termination of multi year 

contracts

Costs and/or requirements with terminating any existing multi year contracts for good or services.

Costs and/or requirements of handling multi-year contracts where EDCO provides services 
TBD TBD

Line of Credit Clear outstanding line of credit liability $485,000.00 $485,000.00

FY21 Operating Liabilities Meet Liabilities for AP in FY21 $1,825,778.00 $1,825,778.00

Cost of termination of lease 

Cost of breaking lease at 36 Middlesex Turnpike(payout fy22 to end of lease…6/30/2029) + cost to 

return(return to usage)

This requires legal counsel to determine EDCO responsibilities

$4,798,338.00 $0.00

Property Taxes Property Taxes - approx 29,000 per quarter - TBD $928,000.00 $0.00

ESTIMATED TOTAL $10,047,616.00 $4,321,278.00

EDCO Insurance Coverage 

Deductible
Deductible that may need to be paid with any claims $30,000.00

Employee Retention / Severance
Retention pay and/or severance pay provided to EDCO staff that complete the final school year

*This would be a determination to be made by the EDCO Board
TBD

ESTIMATED TOTAL $30,000.00

OTHER POTENTIAL COSTS



FY21 Assessment Rates

Estimated 

Closing Costs

Estimated 

Closing Costs - 

without lease 

repayment
Acton-Boxborough 7.50% $753,571.20 $324,095.85

Arlington 7.85% $788,737.86 $339,220.32

Bedford 5.74% $576,733.16 $248,041.36

Belmont 6.91% $694,290.27 $298,600.31

Brookline 8.98% $902,275.92 $388,050.76

Carlisle 3.31% $332,576.09 $143,034.30

Concord 4.24% $426,018.92 $183,222.19

Concord-Carlisle 3.79% $380,804.65 $163,776.44

Lexington 8.72% $876,152.12 $376,815.44

Lincoln 3.36% $337,599.90 $145,194.94

Lincoln-Sudbury 3.96% $397,885.59 $171,122.61

Newton 12.28% $1,233,847.24 $530,652.94

Sudbury 4.65% $467,214.14 $200,939.43

Waltham 7.64% $767,637.86 $330,145.64

Watertown 5.70% $572,714.11 $246,312.85

Weston 5.37% $539,556.98 $232,052.63

Assessment Costs for Each Member District to Clear All Liabilities and Closing Costs

The above assessments are only estimates and are subject to change.  EDCO Collaborative may need to revise the estimates depending on the responsibility 

and contribution of prior member districts for the EDCO Collaborative’s liabilities and depending on other circumstances that arise or of which EDCO 

Collaborative learns of after creation of the estimate.
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