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Tips and Tools for Budgeting and Reporting in 
the non-credit ESL Program
Agenda:

● Core competencies of an Administrator

● Administrative roles and knowledge

● ESL program reporting requirements -TPA

● Budgets and program calculator

● ADE estimates 

● Financial projections



Core Competencies

System thinking with a vision Flexible in thought and approach

Collaborative Active participation

Transition Risk taker

Financial acumen



Core Competencies

Financial acumen

Has a strong understanding of finances based on the enrolment registers and the 

annual Grant for Student Needs technical paper

Helps align resources to priorities

Creates a sustainable model



KAHOOT.IT                    Administrative Roles Quiz



New ESL Program Reporting and Funding

● New Ministry (MCCSS), new reporting duties

● Maximum funds (no more program growth incentives)
○ What this means in how we run our programs

○ How we manage waitlists 

● No more keeping any program surplus at year end

● No more PBLA top-up for PBLA Lead time, training
○ How can we pay for this cost?  

● New Projected Service Delivery Targets:
○ # learners, instructional hours, number of courses, types of courses

● New Budget -- with very detailed information requested



New ESL Program Reporting and Funding

● Reporting schedule for 2019-2020 from Schedule F of agreement:

○ Interim report #1 September to December due Jan. 20, 2020

○ Interim report #2 September to April due May 19, 2020

○ Final project report September to August due Sept. 14, 2020

○ Project specific audited financial statements for the funding year, 

including a schedule of revenue and expenditure related to this 

agreement due Dec. 31, 2020

○ Other reports, with 10 calendar days notice



Creating a budget for the TPA

Determining the Service Delivery targets - completion of the TPA calculator



Definitions of Service Targets
1. Provided by the province

2. Provided by HARTs using the preceding year’s data

a. The more classes that students can attend will make it difficult to calculate the number of unique 

learners

3. determined by the TPA calculator

a. Needs to match your budgeted instructor hours

b. Use preceding years data to determine average class size

c. The average size of your classes will affect the instructional hours required to achieve the maximum 

ADE

4. Calculated by the TPA calculator

a. Needs to match your budgeted instructor sections





























Calculation of Average Daily Enrolment (ADE)

ADE = total program learner hours (pupil hours) divided by 950

Total program learner hours = the number of days a student has been enrolled in 

a class less the number of days absent where the student has been absent three 

or more days x the length of each class



Calculation of Average Daily Enrolment (ADE)

Example:

A student started on September 9 and left September 30 and enrolled for a day class, Monday to Friday for 3 hours 

each.  The number of days the student could have attended was 16.  They missed September 12 and September 16 

to 20. 

Total program learner hours for funding purposes was:

16 days - 5 days (sep16, 17,18,19,20) = 11 days x 3 hours = 33 hours

- September 12 was not subtracted because they attended September 13

Had they attended Sep 17 and 19 they would have attended 16 days for funding purposes. 

ADE=33 hours / 950=.0347 ADE



Calculation of small class size factor

Small class size factor = total number of classroom instructional hours for a 

class x 5 where the average class size is 10 or less, or is the difference of 15 

less the average class size that is over 10.

The Average class size = the Total program hours for all learners in a given 

class divided by the Total number of hours of classroom instruction for that 

same class.



Calculation of small class size factor



Using HARTS reports for ADE Estimates and…….

● January 20th: Due date for first ESL Interim Report -- ADE Estimate and 

forecast to year end will be required

● Use the ADE estimate report - as a spreadsheet - print option

● Manipulate the generated sheet to:

○ Estimate ADE to year end for current classes

○ Estimate total revenues 

○ Estimate total (expected) expenses based on cost per hour

○ Estimate surplus / deficit for each class, each site, and program total

○ Make program decisions moving forward



ADE report from HARTs



ESL “Fake” program ADE 
Report at Dec. 31

How do you think this 
program doing?

What decisions could be 
made from this report?

What can you do with this 
report to help make 
decisions?



Using ADE in excel for forecasting/projections

● Add projection



Ways to estimate ADE?

One option is to use the HARTs generated excel sheet

Print and save the sheet and add columns with formulas 

Ways to 

estimate 

ADE?



ADE Estimate -

Formulas to add to new columns

ADE per hour: divide  ADE by classroom instruction hours

= ADE(cell)/hrs(cell)  ---- note,  4 decimal places

Add hours remaining in each course

Total hours: Add classroom hours plus Hours left

= hrs(cell)+hrs left(cell)



ADE Estimate -

Formulas to add to new columns

ADE remaining hrs: multiply ADE per hr by hrs left

= ADE per hour(cell)xhrs left(cell)

Estimated final ADE: add ADE (actual) to ADE remaining hrs

= ADE Actual(cell)+ADE remaining hrs(cell)



What else can you do with this sheet?

Financial projections for year-end based on ADE estimates 

and expense estimates of current classes





Fake SB Budget and Cost per Hour Estimate:

At each year end, know your cost per hour of running 
the program  (Total actual expenses divided by the 
total instructional hours=Avg cost per classroom hour)

In this budget example:

Hours used in the calculation are the Total hours from 
the Fake SB ADE report  14,790 hours -- $72/hr est cost

In this scenario, Salaries are 86% of total expenses

Learner registration or materials fees:  
In this scenario, 1,300 learners are anticipated in 
paying $15 each for a total of $19,500

What unexpected costs might occur that would bring 
this program into a deficit situation?



$ Projections:

● Include column with your program’s 

Average cost per hour  of instruction to 

estimate cost by class 

= Total hrs per class x Estimated $ cost per 

hr

● Estimate revenue by class

= Final ADE(cell)x$3,491

● Estimate Surplus or Deficit by class

= Estimated Revenue (cell)-Estimated Cost 

by class (cell)



● Total the sections to get 

Site totals 

=sum(highlight cells)enter

● Add up the site totals for 

Program total

=cell+cell+cell

How is FSB doing based on 

current classes?  

By Site?

By Program?



Look at each class - registered 

learners and average class size

What class size does your program 

need to break even?

What is your program’s optimal

class size?

ADE is estimated at 309.75. 

Estimated ADE on TPA was 310

May 19th:  Do it again……. 

September to April Reporting and 

ADE Estimate



Unanticipated costs (not included in this budget)
● Short term disability: Some boards must pay for replacement staff in addition 

to the staff off on disability   (Replacement staff x 120 days could cost up to 

$24,000 for a full-time instructor)

○ Estimate based on 120 days x 6 hrs/day x $32/hr plus 4% Vac Pay per staff on STD 

● Increase in salary: For unionized staff, increases may occur depending on the 

collective agreement.  In some years, retroactive increases based on another 

Ministry’s Memorandum of Understanding with the Unions

● Other costs: Rent increases; Maintenance issues;  Equipment issues……..



Decisions based on projections
● Should we keep the same classes?  Do we have any waitlists?  

● Should we change levels (eg.  Change a CLB 4 to a 4/5 to increase learners in 

particular class if there is a waitlist at CLB 5)

● Should we cancel a literacy class? (Are there other literacy classes available --

ie LINC, or other organizations? --- but these clients will eventually progress to 

mainstream, and usually have very good attendance)

● Do we need to increase our class sizes? (where there is a need/waitlist)

● Do we need to switch a class from one site to another?  (migration…….)

● Can we open summer school classes?  

● ???????????????


