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Topic: HRD Regular Board Meeting 
Time: January 10, 2023 07:00 PM Pacific Time (US and Canada) 

Location:  1851 Lexington Ave., San Mateo, CA  94402 (Multi-Purpose Room) 
 

Board meetings are held both in-person and via Zoom. The public is encouraged to participate in whatever form they are 
most comfortable. If participating remotely via Zoom, see details below: 

 
Topic: HRD Board of Directors Regular Meeting 

Time: Jan. 10, 2023 07:00 PM Pacific Time (US and Canada) 
 
 

Join Zoom Meeting 
https://us06web.zoom.us/j/84228960409 

 
Meeting ID: 842 2896 0409 

One tap mobile 
+16699006833,,84228960409# US (San Jose) 

+16694449171,,84228960409# US 
 

Dial by your location 
        +1 669 900 6833 US (San Jose) 

        +1 669 444 9171 US 
        +1 719 359 4580 US 
        +1 253 205 0468 US 

        +1 253 215 8782 US (Tacoma) 
        +1 346 248 7799 US (Houston) 

        +1 301 715 8592 US (Washington DC) 
        +1 305 224 1968 US 
        +1 309 205 3325 US 

        +1 312 626 6799 US (Chicago) 
        +1 360 209 5623 US 
        +1 386 347 5053 US 
        +1 507 473 4847 US 
        +1 564 217 2000 US 
        +1 646 931 3860 US 
        +1 689 278 1000 US 

        +1 929 205 6099 US (New York) 
Meeting ID: 842 2896 0409 

Find your local number: https://us06web.zoom.us/u/kbNihFejY5 
 
 

 
1. Call to Order 7:00PM 
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2. Review and approval of the minutes for the Regular Board Meeting on December 13, 2022. 
 

3. Public Forum:  The public forum provides an opportunity for members of the public to speak on any item within 
the jurisdiction of the Board that is not on the agenda. Public comment is limited to (3) minutes per person. 
When an item is not listed on the agenda, State law prohibits Board discussion or action. Board Members may 
only “briefly respond” to statements made and questions posed. For example, State law allows Board Members 
to ask questions for clarification and provide a reference to staff or other resources for factual information. 
Additionally, the Board may also direct staff to report back and/or place a matter on a future agenda for 
discussion. 

 
4. Manager’s Report  

a. Administration  
b. Programming 

 
5. Financial Report 

 
6. Old Business 

a. Discussion: Early Education Center rates   
 

7. New Business 
a. Discussion/Motion:  Board Elections 
b. Discussion/Motion: Review and determine future Ad Hoc and Standing Committees 

 
8. UPCOMING MEETINGS:  February 14, March 14, April 11 

 
9. Review and Payment of Bills 

a. Action: Motion to approve Expenditures 
 

10. HRD Board of Directors Announcements  
 

11.  Adjournment  
  

Public comments can be submitted to the District prior to the meeting by emailing admin@highlandsrec.ca.gov. Public 
comments will also be taken on each agenda item during the meeting.  Comments received by email prior to 3 pm on 
the day of the meeting will be forwarded to the Board prior to the meeting, made a part of the public record, and be 
available for public review at this link: https://highlandsrec.ca.gov/hrd-board-meetings.  
 
To comment orally in real time during the meeting, you may use the Zoom “raise hand” function on your computer 
screen or the *9 function on your phone. 
 
Board Meetings are accessible to people with disabilities.  Individuals who need special assistance or disability-related 
modification or accommodation (including auxiliary aids or services) to participate in this meeting; or who have a 
disability and wish to request an alternative format for the agenda, meeting notice, agenda packet or other writings that 
may be distributed at the meeting, should contact the Board Secretary at generalmanager@highlandsrec.ca.gov. 
Notification in advance of the meeting will enable the District to make reasonable arrangements to ensure accessibility 
to this meeting and the materials related to it. Public records that relate to any item on the open session agenda for a 
regular board meeting are available for public inspection.  Those records that are distributed less than 72 hours prior to 
the meeting are available for public inspection at the same time they are distributed to all members, or a majority of the 
members of the Board.  The Board has designated the office of the Highlands Recreation District, located at 1851 
Lexington Ave, for the purpose of making those public records available for inspection. The agenda, meeting notice, 
agenda packet and other writings distributed to the Board in connection with this meeting are also available for public 
review at this link: https://highlandsrec.ca.gov/hrd-board-meetings.  
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HIGHLANDS RECREATION DISTRICT 

REGULAR BOARD MEETING MINUTES (DRAFT) 
Tuesday, December 13, 2022 

Location: 1851 Lexington Ave., San Mateo, CA 94402 (Multi-Purpose Room) 
 

Attendees 
Community Members wishing to attend are encouraged to teleconference into the meeting or attend 

in- person.  

Join Zoom Meeting 
https://us06web.zoom.us/j/83201457415?pwd=WktXajM0cmRTcFNydGhGdHdKR3o3dz09  

 
Meeting ID: 832 0145 7415 

Passcode: 781887 
One tap mobile 

+1 669 900 6833 US 
 
 

Board Members:    Staff: 
Uy Ut                                     Jeff Brier  (General Manager) 
Andrew Aquino     Dan Ryken  (Aquatics Supervisor) 
Pam Merkadeau     Kristen Lein  (Early Education Director) 
Eric Olbekson                                                              Mike Koenig (School-Age Director) 
Shirin Bakhshay (Vice President)  
      
      
            

1. Call to Order 
The meeting was called to order at 7:14pm by Vice President Bakhshay.  
 

2. Review and Approval of Minutes 
Board Member Olbekson made a motion, Board Member Aquino second, to approve the Special 
Board Meeting Minutes from October 27 and October 28. The motion passed. 
Vote: SB - Abstain; AA - Y; UU - Abstain; PM – Y; EO – Y 

 
Board Member Olbekson made a motion, Board Member Aquino second, to approve the 
Regular Board Meeting Minutes from November 8. The motion passed. 
Vote: SB - Y; AA - Y; UU - Abstain; PM – Y; EO – Y 

 
3. Public Forum 

Nothing to report. 

4. Manager’s Report  
a. Programming 
b. Administration 
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5. Financial Report 

Monthly Statement 
 

6. New Business 
a. Discussion: Welcoming the new General Manager 

-The board welcomed new General Manager Jeff “JB” Brier 
 

b. Discussion: Interest in and potential date for AB-1234 Training (previously scheduled for 
December 20) 

-Board members discussed the option to have the AB-1234 training in house with district 
Counsel Osa Wolff or complete it individually online.  Vice President Bakhshay directed staff to 
circulate a poll with potential dates.    
 

c. Discussion: Interest in and potential for a future board strategy meeting 
-Board members discussed the interest in having a board strategy session beginning in 2023.  
Vice President Bakhshay directed staff to circulate a poll with potential dates mid-January 
through early February.   
 

d. Discussion/Motion: Rescind Out of Class Pay for School-Age Director, ASP Coordinator, 
and Recreation Coordinator beginning Jan 1 

-Board members discussed rescinding out of class pay effective January 1.  
Board Member Aquino made a motion, Board Member Merkadeau second, to rescind out of 
class pay for School-Age Director, ASP Coordinator, and Recreation Coordinator beginning 
January 1. The motion passed unanimously. 
Vote: AA - Y; SB - Y; UU – Y; PM - Y; EO – Y 
 

e. Discussion/Motion: Authorize out of class pay for School-Age Director begin January 1 
-Board members discussed the staff report to authorize out of class pay for School-Age Director.  
Board Member Olbekson made a motion, Board Member Aquino second, to authorize out of 
class pay for the School-Age Director beginning January 1 and ending March 31 not to exceed 
$7,435.74. The motion passed unanimously. 
Vote: AA - Y; SB - Y; UU – Y; PM - Y; EO – Y 
 

f. Discussion/Motion: Authorization to extend HR Consultant contract with Christopher 
Gurr through the end of 2022-23 fiscal year. 

-Board members discussed extending the HR Consultants contract through the end of the 2022-
23 fiscal year.  
Board Member Olbekson made a motion, Board Member Merkadeau second, to extend the HR 
Consultant contract with Christopher Gurr through the end of the 2022-23 fiscal year. The 
motion passed. 
Vote: AA - Y; SB - N; UU – Y; PM - Y; EO – Y 
 

g. Discussion/Motion: Resolution 2022-06 Notice of Determination of Appropriations limit 
for fiscal year 2022-23 (Noticed 11/22/2022) 

 -Board members discussed the Notice of Appropriations Limit as presented in the board packet.  
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Board Member Olbekson made a motion, Board Member Merkadeau second, to approve the 
resolution. The motion passed unanimously. 
Vote: AA - Y; SB - Y; UU – Y; PM - Y; EO – Y 
 

7. Old Business 
a. Discussion/Motion: Approve General Manager Compensation (salary, salary schedule, 

and compensation paid in the form of fringe benefits)  
-Board members reviewed the GM compensation package.  Vice President Bakhshay orally 
recited GM salary, salary schedule, and compensation paid in the form of fringe benefits.  
Board Member Aquino made a motion, Board Member Ut second, to approve the General 
Manager compensation package. The motion passed unanimously. 
Vote: AA - Y; SB -Y; UU – Y; PM - Y; EO – Y 
 

8. UPCOMING MEETINGS: January 10, February 14, March 14 
 

9. Review and Payment of Bills 
Board Member Olbekson made a motion, Board Member Aquino second, to pay the bills. The 
motion passed unanimously. 
Vote: AA - Y; SB -Y; UU – Y; PM - Y; EO – Y 
 

10.  HRD Board of Directors Announcements 
-The Board of Directors welcomed new Board Member Uy Ut   
 
 

11. Adjournment  
Board Member Aquino made a motion, Board Member Olbekson second, to adjourn the 
meeting. The motion passed unanimously. 
Vote: AA - Y; SB -Y; UU - Y; PM – Y; EO- Y 
 
The Meeting adjourned at 8:26 p.m. 
 
 
Respectfully Submitted, 
 
Mike Koenig 
Board Secretary 
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                               MEMORANDUM 

Date: January 10, 2023 

To: HRD Board of Directors 

From: Jeff Brier, General Manager 

Re: General Manager’s Report Update 

 

 
HRD Facilities and Grounds 

- Scouts Volunteer Fence Replacement Project – Waiting for weather to clear – looking to 
schedule a few visits in February; March at the latest 

- Electrical Panel Fire – New Year’s Eve a power outage was reported, and upon inspection, 
Steve found that the electrical panel in the Social Room had been on fire.  He alerted the fire 
department, and they responded quickly – PG+E inspected the panel, and subsequently shut 
down the main power to the whole building (including pool) – Emergency electrician arrived 
the next day and began repair work – power was partially restored (enough that we could 
operate), but PG+E needed to fix some items before the electrician could complete the repair 
– currently waiting for PG+E to fix the transformer, once done, electrician will return to 
complete panel repair 

- Landslide – Discovered a landslide area near the slope beyond the sport court fence on New 
Year’s Day – since there is a power pole with transformer in danger of sliding, we contacted 
PG+E – they inspected the area, and continue to do so daily – so far, it’s stayed stable and no 
further slides to report – fire department was also alerted and they came out to inspect the 
slide area – Steve set up some precautionary measures to attempt to limit water flow in that 
area (earthen barrier, tarp, and sump pump in main drainage) 

- Playground Construction – Work on the playground is almost complete (need to install a shade 
zone over sandbox) – work on the sports court is underway and paused for the holidays and 
the weather – dug a trench for lighting wiring – have installed a new basketball hoop – were 
able to recover the ball wall and will set up in new location 

 
AB 1234 Ethics Training Update 

- Uy Ut’s ethics training certificate was posted to the HRD website 
- Shirin and JB will take the online training soon 

 
Strategy Meeting 

- None of the proposed days were acceptable to all – February 11 and 12 had only one member 
unable to attend, and were the closest to making the cut – will send out a poll with new date 
options soon 
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Staff Recognition 
- Over the past several months these folks have taken on more responsibility beyond their normal 

roles and have demonstrated their commitment to the Rec and community with their extra 
efforts; definitely going above and beyond to keep operations functioning at a respectable level.  
I’d like to recognize and express thanks to: 

o Mike Koenig 
o Heidi Roman 
o Alexa Flores 
o Naomi Kawakita 

- There’s one other mention to share.  Throughout the recent weather events Steve Risso has 
been an almost constant presence at the property.  Responding to emergencies, efforting to 
coordinate utility company repair/inspection visits, on the roof cleaning out gutters, and setting 
up precautionary measures to avoid any further damage/issues.  Thank you! 

o Steve Risso 
 
  
HR Contractor Update 

- Amendment draft reviewed by District Council, signed by Christopher Gurr and Jeff “JB” Brier 
- Administrative Assistant job description posted, fielding interview candidates 
- Assisted Mike K. with completing CalPERS enrollment 
- Variety of general HR duties 

 
 
GM Guidance Effort Update 

- Completed CalPERS enrollment (combined effort with Mike K. and Chris G.) 
- Mike K. continued management of Playground/Sports Court Renovation Project 

o Reimbursement in progress (Gavin Newsom sign requirement delay – will be completed 
soon) 

o Negotiated a no-cost arrangement to keep and relocate the sports court ball wall 
- Updated and sent open space resident caution letter 
- Initiated weekly “check-in” meetings with Mike K. 

o Established Board Meeting Prep Timelines 
o Review Board Secretary responsibilities 
o Facility tour 
o Introduction and explanation of Admin Office Deck and Stairs Project 
o Initial overview and explanation of Budget 
o Added as authorized signer for District 

- Assist GM with operations and filling in details of payroll review, reporting review, and providing 
background/explanation for current activities/guidelines (basically answering all JB’s “why?” 
questions) 

- Attending to unexpected operational challenges as they pop up and tying up loose ends 
 
 
GM Staff/Community Outreach Update 

- Attended Senior Group Holiday Social 
- Attended EEC Parent/Child Holiday Event 
- Scheduled “Get to Know Your GM” activities for January, February, and March 
- Completed one-on-one meetings with departmental staff 
- Scheduled observation sessions with each department 
- Scheduled monthly department/safety meetings 
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- Introduced monthly team-building session meeting 
- Completed one-on-one meetings with individual Board Members (one remaining) 
- Working to bring District Transparency Certificate up to date (not current) 

 
 
Seasonal Programs and Rentals Update 
 

•  Holly Jolly Holiday Event was a success 
• Winter classes are scheduled to start the 2nd week of January – enrollment is currently low, 

which is common for winter sessions – continuing to promote and advertise new classes 
• Highlands Theater Group resumes activities in January 
• Exploring options to help local seniors participate in more programming and activities 
• Special Events are tracking at 48.1% of budget – Classes are tracking at 42.1% of budget – 

slightly off target, but had a few winter lessons canceled and enrichment classes have been 
historically lower over this time of year – Rentals are tracking at 47% of budget – looking for a 
bump in rentals due to community not being able to host their activities outside with the poor 
weather 

• 8 Rentals through December, utilizing the MPR and Gym – Currently 8 rentals scheduled for 
January  
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                               MEMORANDUM 

Date:  January 10, 2023 

To:  Jeff Brier, General Manager 

From:  Kristen Lein, Early Education Director 

Re:  Early Education Center Program Update 

CURRENT PROGRAM UPDATES 
• Turn out for the EEC Parent’s Day out on Saturday, December 10th was higher than expected. 17 

children enrolled and parents dropped off their children from 1-5pm for movies and fun. The 
EEC is looking for more opportunities to host these types of events for parents throughout the 
year. 

• EEC hosted the annual Holiday Event for families on December 16th. Almost every family joined 
for a potluck, activities, a puppet show and a visit from Santa. Families expressed how grateful 
and appreciative they were to have an event like this. General manager, JB, also joined the fun 
and was able to interact with families and get to know the EEC community. 

• EEC Director and Assistant Director have begun preparing for next year’s enrollment. Tuition 
price options have been prepared for review. The EEC is on target to begin reenrollment in 
January and enrollment for new families in February.  

• The EEC will be closed on January 13th for a Professional Development Day. A speaker will be 
giving a presentation on documentation of learning and emergent curriculum planning. The 
remainder of the day will consist of team meetings and classroom work. 

• The EEC was informed that another family is moving and will be leaving the EEC at the end of 
January. EEC Director was able to fill the spot for a February start with a family from the waitlist. 

• The EEC posted a job opening for an on-call substitute teacher to cover for when teachers are 
out. There are a few applicants and one that is interested in starting in mid-January. Having an 
on-call sub will be very beneficial to staff and alleviate the need for staff to do over-time.  

FISCAL IMPACTS 
• The on-call sub should not have an impact on staffing budget as there is currently a staff 

member on maternity leave. The sub will only be used in times when the Assistant Director and 
Director are unable to fill in for a teacher that is out. 

RISKS/OPPORTUNITIES 
• EEC staff are looking for opportunities to do more events like Parent’s Day Out to generate extra 

revenue.  
UPCOMING EVENTS 

• January 2nd- EEC Closed for New Year’s day observed 
• January 4th- Staff meeting Early Closure- 4pm 
• January 13th- EEC Closed for Professional Development Day 
• January 16th- EEC Closed- Martin Luther King Day  
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                               MEMORANDUM 

Date: January 10, 2023 

To: Jeff Brier, General Manager 

From:  Daniel Ryken, Aquatics Supervisor 

Re:  Aquatics Program Update 

 

 

1. Maintenance Update 
• Both Pool Heaters were serviced in mid-December. Both heat exchangers were 

cleaned of debris and scale. As a result, both heaters are functioning as they should 
be and pool temperature is consistently around 84 degrees.  

2. Pool revenue 
• Overall, Pool revenue is at 45% of projections. At this point Swim team is the main 

revenue driver. The current plan is to add a pre competitive group to the swim team 
as well as increasing the capacity in each group. Swim lessons will have a minimum 
offering to start out as instructors we have been planning on using are now no 
longer available. We are also looking to add a Water Exercise class now that pool 
temperature is consistent.   

3. Swim Team 
• Swim Team revenue has been reduced in the past two months. Pool temperature 

and a slowed interest have been the main reasons for decline. Zach and I are 
working on a plan to increase the membership as well as a long-term plan for overall 
growth.  

 
4. Rentals 

• Scuba Fusion and the San Francisco Merrionettes continue to rent the pool, 
providing consistent revenue for the pool month to month.  

 

Risks/Opportunities. 

• The December Pool Wages reflects three pay periods and does not include the end of 
the month where the pool was closed. That being said, the plan moving forward is for 
Rachel and Dan to cover hours in order to reduce the overall pool wage expense over 
the next three months. The plan is by reducing hours and maximizing Spring and 
Summer offerings, we can bring the deficit back to the projected level.  
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• Chemical costs are already at 85% of projections for the fiscal year. While the current 
closure due to Electrical issues will certainly help, we will definitely be going over budget 
projections in this particular line item. Costs increased more than projected and we will 
be looking for ways to lower usage while still maintaining a safe pool environment.  

 

Upcoming Events 
  

-January 7-9- Winter Swim Lessons Begin.  
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                                   MEMORANDAUM 

Date:   January 4, 2023 

To:  Jeff Brier, General Manager  

From:   Mike Koenig, K-8th Child Care Director  

Re:   ASP/IC Program Update 

 

CURRENT PROGRAM UPDATES 

• For January, the program experienced some movement in enrollment.  Program Staff are 
currently working the waitlist to get these spots filled. To date, the program is currently at 44% 
of budget through 50% of the fiscal year.                  

• We are currently advertising ASP 2023-2024 new school year registration dates.  Registration for 
Highlands residents began January 9.  The currently enrolled family lottery begins January 23.  
Registration for new non-residents begins February 6.     

• Winter Camp ended on December 29.  Campers took an offsite field trip to Sea Bowl in Pacifica.  
Camp was well received, and attendance was higher than anticipated considering it fell between 
two holiday weekends.  

• Spring and Summer Camps are now on the horizon.  The program has already begun the 
planning process.  Field trips are being reserved and advertising will begin at the start of 
February.  

• ASP staff conduct a detailed inventory of emergency supplies every January.  Emergency water 
is changed, food expiration dates are checked, propane tanks are filled, and misc. supplies are 
replenished. 

• The Playground & Sports Court renovation project is experiencing some delay’s due to weather.  
The project is still on track to be completed within the 90 day contract.  The playground was 
able to be reopened on 12/23 as construction is now taking place in the sports court.  
 

FISCAL IMPACTS  

• Winter Camp enrollment was almost identical to that of 2021.  Winter Camp 2022 served 
approximately 27 children per day as opposed to 30 in the 2021.  This year camp was a total of 7 
days as opposed to 8 in 2022.  Winter Camp revenue met the 2022 budget projection.    

   
RISKS/OPPORTUNITIES  

• Spring Camp is scheduled for March 27-31. Spring Camp 2023 will be a total of 5 days as 
opposed to 10 days in 2022. The program budgeted accordingly.  The program hopes early 
advertising, larger field trips, and better weather will account for increased enrollment. 
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UPCOMING EVENTS 

• Spring Camp scheduling/advertising      
• ASP/IC 2023-2024 registration  
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                               STAFF REPORT 

Date: January 10, 2022 

To: HRD Board of Directors 

From: Kristen Lein, EEC Director 

Re: Discussion:  Early Education Center 2023-2024 tuition proposal 

 

 

BACKGROUND: 
Each year in preparation for EEC Fall registration, District staff develop a tuition proposal that compares 
the EEC tuition to what other centers charge in the area and accounts for any increased costs of 
operating. A comprehensive analysis of program costs, comparable tuition rates and a review of current 
trends in the area has been conducted to determine the 2023-24 EEC tuition increase.  
 
DISCUSSION: 
 
This report summarizes the tuition rate proposal for the 2023-24 fiscal year. In anticipation increased 
cost of living and inflation rate, District staff propose a tuition increase of 7% for preschool and 5% for 
infant for the next fiscal year based on 2022-23 tuition rates, as well as increase in annual registration 
fees from $300 to $600 for residents and $600 to $900 for non-residents, and an increase in waitlist 
application fees from $25 to $50. This amount will allow for the EEC to operate at 100% or greater cost 
recovery. District staff have also prepared two other options to review. Model A is a 8% increase for the 
preschool program and a proposed increase of annual registration fees from $300 to $400 for residents 
and $600 to $700 for non-residents. Model C is a 6% increase for all programs and a proposed increase 
of annual registration fees from $300 to $600 for residents and $600 to $900 for non-residents. Model A 
has a greater fiscal impact on families, however it offsets the potential for a higher cost of living increase 
for staff. Model C reduces fiscal impact to families in all programs, however, may not cover inflation 
rates and/or cost of living increases for staff wages.  All rates were calculated based on enrollment of 36 
children in the preschool program and 8 children in the infant program at resident rate.  
  
The 2023-2024 EEC budget assumptions include:  

● 7% increase in staff wages  
● Increase in annual Registration fees to match comps in the area 
● Increase in one time Waitlist fees 
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Tuition comparison to other centers 2022-23 Rates 
Hourly Rate = (12 * Monthly Tuition) / ((260 Total Days – Closures) * Hours/Day) 
 

Schools Hours Hours Per 
Day 

Closures Monthly 
Tuition 

Hourly Rate Annual 
Registration 
Fees 

Application 
Fee 
(Waitlist) 

EEC 7:30-6:00 10.5 16 $2468 $11.56 $300/$600 $25 

EEC Proposed 7:30-6:00 10.5 16 $2641 $12.37 $600/$900 $50 

Chai 8-5 9 25 $2500 $14.18 $500 $75 

Serendipity 7:30-6 10.5 30 $2680 $13.31 Last month 
tuition 
deposit 
($2680 for 
22-23) 

$250 

Merry Moppet 8:00-5:00 9 23 $2500 $14.06 $600 None found 

Happy 
Campers PreK 

8:00-5:30 9.5 26 $2350 $13.39 $225 None found 

Happy 
Campers 
Infant 

8:00-5:30 9.5 26 $2975 $16.06 $225 None found 

PJCC 8:00-6:00 10 34 $2795 $15.09 None found $100 

 
 
Budget Option 1 – Model A 8% Tuition Increase 
This scenario assumes 9 classroom educators and 2 administrators for a total of 11 EEC staff with 8 
infants and 36 preschool children. This scenario also assumes a 7% increase in staff wages. Based on last 
year’s preschool rate of $2468 and infant rate of $2701, an 8% increase of $212 for preschool and $216 
for infant would result in a new tuition rate of $2680 and $2917 respectively. Under this scenario, 
revenues are projected at $1,442,710 with projected expenditures of $1,099,244 with net income of 
$343,466. Revenue estimate assumes all resident enrollment and resident registration fees of $300 per 
child. 
 

 Resident Non-Resident 

Monkeys $2917 $3181 

Chameleons $2680 $3161 

Tiger $2680 $3161 
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Budget Option 2 – Model B Preschool 7%, Infant 5% tuition increase 
This model assumes full staffing with 9 classroom educators and 2 administrators for a total of 11 EEC 
staff. It also provides for a 7% increase in EEC staff wages. This scenario was determined based on 
current comparable rates of infant programs in the area. Tuition for the infant program is already 
meeting or exceeding current comparable rates in the program. Based on last year’s preschool rate of 
$2468 and infant rate of $2701, a 7% increase of $173 for preschool and 5% increase of $135 for infant 
would result in a new tuition rate of $2836 and $2641 respectively. Projected revenue in this scenario is 
$1,426,269 with projected expenditures of $1,094,244 with a net income of $332,025. Revenue 
estimate assumes all resident enrollment and resident registration fees of $300 per child. 
 

 Resident Non-Resident 

Monkeys $2836 $2945 

Chameleons $2641 $2699 

Tiger $2641 $2699 

 
 
Budget Option 3 – Model C 6% Tuition Increase 
This scenario assumes 9 classroom educators and 2 administrators for a total of 11 EEC staff with 8 
infants and 36 preschool children. It also provides for a 5% increase in EEC staff wages. Based on last 
year’s preschool rate of $2468 and infant rate of $2701, a 6% increase of $148 for preschool and $162 
for infant would result in a new tuition rate of $2863 and $2616 respectively. This scenario is a more 
conservative increase to reduce impact to families, however, it does not account for possible higher 
increase in cost of living for staff wages. Projected revenue is $1,418,200 with expenditures of 
$1,081,683 for net income of $336,518. Revenue estimate assumes all resident enrollment and resident 
registration fees of $300 per child. 
 

 Resident Non-Resident 

Monkeys $2863 $3122 

Chameleons $2616 $2861 

Tiger $2616 $2861 

 
 
FISCAL IMPACT: 
 

Models Current Approved 
Budget  

Model 1:  
8% Increase 
8 Infant/36 PreK 
Full Staff- 7% wage 
increase 

Model 2:  
7% PreK 5% Infant  
8 Infant/36 PreK 
Full Staff- 7% wage 
increase 

Model 3: 
6% Increase 
8 Infant/36 PreK 
Full Staff- 5% wage 
increase 

Expenditures $1,004,089 $ 1,099,244 $1,094,244 $1,081,683 
Revenues $1,355,205 $ 1,447,210 $1,437,469 $1,429,400 
Net Income $351,116 $      347,866 $     343,225  $     347,718   
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RECOMMENDATION: 
District staff recommend the HRD Board of Directors consider and approve Model B tuition proposal of a 
7% increase for preschool and 5% increase for infant. This tuition rate accounts for an increase in costs 
due to inflation and cost of living increases for staff of 7% based on previous projection of a 6.5% 
increase for 2022-23 fiscal year. This model also includes an increase of annual registration fees from 
$300 to $600 for residents and from $600 to $900 for non-residents. District staff also propose 
increasing the waitlist application fees from $25 to $50. Net income of Model B is slightly lower than 
Model A and C, however District staff believe this model reduces impact to families, especially for 
families with infants, while also providing an adequate increase for staff to cover for potential cost of 
living increase. Additional revenue from grants and cost reducing methods can be considered during 
budget discussions to further increase net income.   
 
 

*Proposed increase of 7% preschool and 5% infant. 
 
 
 
Report Reviewed By: 
Jeff Brier 
General Manager 
 
 

Year  Infants  Change Percent  Preschool  Change Percent 

2020-2021 $2381 - - $2175 - - 

2021-2022 $2524 $143 6% $2306 $131 6% 

2022-2023 $2701 $177 7% $2468 $162 7% 

*2023-2024  $2836 $135 5%  $2641 $173 7% 
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                               STAFF REPORT 

Date: January 10, 2023 

To: HRD Board of Directors 

From: Kristen Lein, EEC Director 

Re: Discussion:  Early Education Center Classroom Capacity Report 

 

 

BACKGROUND: 
The EEC’s philosophy focuses on creating a positive, safe, and nurturing environment for children and 
their family with the highest quality of care. The EEC has historically advertised low ratios and small class 
sizes, which draws customers into the program. Quality care is the EEC’s number one focus and an 
important way to achieve this is by keeping class sizes and teacher/child ratios as low as possible, while 
still having a net gain of income. Historically, the EEC has never met the licensing capacity of 19 children 
per preschool classroom (38 total). Pre Covid times, (2016-2020), the Chameleon room was maxed at 16 
with children ages 2-3.5 years and the Tiger room was maxed at 18 with children 3.5-5 years for a total 
of 34 children. When both Chameleons and Tigers went to mixed age classrooms (2-5 years) after Covid, 
the classrooms split the 34 children evenly to 17 in each room. In 2022-23, classroom sizes were 
increased to 18 children in each room for a total of 36. While 18 children in each room is under capacity 
limit, the ages of the classrooms have changed and now require more care and attention than previous 
years. Both classrooms have a significant number of 2-3 year old children that all require diapering, 
extra help with self-care and, in general, more one on one attention to meet their individual needs. 
Below is a discussion of why low classroom sizes and low ratios are beneficial for both students and 
teachers and a deeper look into industry standards and quality of care.  
 
DISCUSSION: 

• Industry Standards  
Many Preschool centers, including the EEC, stay up to date and follow what is considered best 
practice for childcare centers. For early education, the “gold standard” of best practice is laid 
out by the National Association for the Education of Children (NAEYC). The EEC strives to meet 
these standards, especially when it comes to quality of care. NAEYC’s recommends the following 
ratio and group sizes below. 
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When a program is being rated by NAEYC for accreditation, they will base group sizes off the 
youngest children in the group. Because the EEC is now mixed age and the youngest in the 
classroom is 2 years old, our group size is well over the recommended maximum.  
 
In 2019, the EEC enrolled in the Quality Rating and Improvement System (QRIS) program 
through the San Mateo County Office of Education. This program sets to improve the quality of 
a program by giving the program a baseline rating and guidance on how to improve those 
ratings to offer the highest quality of care. In 2023, the EEC will be going through the baseline 
rating process and one of the areas that is scored is ratios. Similar to the NAEYC standards, QRIS 
will judge teacher child ratios based on the youngest child. Based on our current teacher/child 
ratio of 3:18, the EEC will only receive 2 out of the 5 points in this category of the program and 
environment score. If we increase to 19 children, the score will drop to 1 out of 5. This will affect 
the final score that is reported to the San Mateo County Office of Education. 
 

 
 
Currently, the EEC has 24 toddlers out of 36 children in the preschool room which is 2/3rds of 
the classrooms. Due to the “TK for All” program expansion, more 4 year old children are going to 
TK. The projection for coming years indicates that both the Chameleons and Tigers will be made 
up primarily of toddlers aged 2-3 years old. Based on the rating score for toddlers, we are 
already 6 children over what the recommended class size is for that age group.  
 
Research on classroom sizes 
There are several studies and articles geared to class size and the effect on children’s learning, 
behavior, and the quality of teacher/child interactions. Studies like the ones attached to this 
report show children in smaller group sizes have greater gains in language, general knowledge, 
cooperative behavior and exhibit less behavior issues.  
A simple search online produces numerous articles, opinion pieces, etc., regarding the effects on 
classroom sizes and not only learning outcomes but quality of care. Attached are several articles 
that show the benefits to smaller classroom sizes, including but not limited to: 

o More individualized attention to students 
o More meaningful relationships/higher quality of care 
o Safety and adequate care and supervision 
o Reduced stress on teachers and prevention of turnover 
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• Classroom Space 
Licensing requires that preschool rooms must meet or exceed 35 square feet of space for child. 
While these measurements are the absolute minimum, best practice recommends 50 square 
feet per child. While the EEC’s square feet minimum allows for 19 children in each preschool 
room, the actual space feels more confined once you add furniture. The time when space is 
most confined is during nap when mats are placed around the room. With 18 mats, the teachers 
have to get creative with finding space. Many mats have very little space between them, some 
are blocking cabinets that teachers are unable to access for prep work during nap, some are in 
walkways, and some beds are by the cubby areas which blocks supervision. Adding one more 
mat will run the risk of blocking more walkways in the classroom, making it a safety hazard in 
case of emergency.  

 
• Teacher/Child quality interactions and care 

The early education field best practices are always changing to reflect new research and 
experience, however one standard has been a constant in the field and that’s quality of care.  
As referenced in the attached article on the Meta-Analysis of Class Sizes, smaller classroom sizes 
reduce the workload on teachers for tracking students’ progress and also increases the 
likelihood of individualized care. Adding more children also increases the chances of challenging 
behavior and stress to the children which then creates more challenges in the classroom and 
added stress for the teachers.  
 

• Teacher retention/burn out 
In our experience as educators, one of the most common reasons for burn out and turnover is 
when classrooms are large and teachers are spread thin. When the classroom sizes went from 
17 to 18 children, the classrooms became louder and the energy level was higher. The job of the 
educator is to tailor care to each individual, which takes a lot of time and energy. Adding one 
more child increases the risk of burn out due to the extra work required.  
 

• Customer interest/draw to the program 
The EEC has always advertised as having low teacher/child ratios and smaller classroom sizes. 
Many parents look for preschools that have smaller class sizes and ratios, especially after the 
pandemic and the hyper awareness of larger germ pools. During tours, families ask about 
classroom sizes and teacher/child ratios, so for many families, that is an important factor in 
deciding where to send their child for care. HRD also needs to be aware that current families 
joined the EEC under the assumption that class sizes and teacher/child ratios were low.  

 
 
RECOMMENDATION: 
 
For the reasons listed above, EEC staff strongly recommend that classroom sizes remain at 18 children in 
both the Chameleon and Tiger room.  
 
Attached: 
Supporting research and articles on benefits to smaller classroom sizes. 
 
Report Reviewed By: 
Jeff Brier 
General Manager 
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