
School Choice and the Impact on Catholic Schools 
A Diocesan Model for Readiness, Growth and Sustainability



School Choice Landscape

Source: EdChoice.org

Across the country, the 
education landscape is 

shifting rapidly. In just the 
past three years, more than 
twenty states have launched 
or expanded school choice 

programs.



Legislative Momentum
160+ school choice bills introduced across ~28 states



Signed on July 4, 2025 as 

part of the One Big Beautiful 

Bill Act.

SGOs award scholarships for 

K-12 expenses.

Donors can contribute and 

scholarships can be 

generated starting January 

1, 2027.

Overview of the Education Freedom Tax Credit (EFTC)

The Education Freedom 

Tax Credit (EFTC)

Federal income tax 

credit for individuals 

who donate to Scholarship 

Granting Organizations 

(SGOs).

States must opt in and 

submit an annual list of 

approved SGOs to 

participate



Federal Scholarship Tax Credit Flowchart



School Choice: Opportunities & Impacts on Catholic Schools

1 Enrollment & Access

Opportunities Risks
• Expanded 
access for middle- 
& lower-income 
families

• Enrollment 
stabilization or 
growth in many 
states

• Reach new 
demographics 
who couldn't 
afford tuition

• Sudden demand 
→ capacity 
constraints 
(staffing, space)

• More transient 
enrollment 
depending on 
program rules

• Increased 
competition 
across all school 
sectors

2 Financial Model

Opportunities Risks

• Diversifies 
revenue beyond 
parish subsidies

• More 
predictable 
tuition payments 
when programs 
are stable

• Potential to 
reduce unmet 
financial aid need

• Cash flow 
timing: state/SGO 
disbursements vs. 
payroll

• Overreliance on 
legislatively 
changeable 
program funding

• Need for more 
sophisticated 
financial tracking 
& reporting

3 Operational Complexity

Opportunities Risks

• Drives 
modernization of 
systems and 
processes

• Creates 
alignment across 
admissions, 
business office & 
leadership

• Managing 
multiple 
programs 

• Admin burden: 
invoicing, 
expense tracking, 
audit 
documentation

• Staff training 
becomes critical 
across all 
departments

4 Compliance & Accountability

Opportunities Risks

• Opportunity to 
demonstrate 
value and 
outcomes

• Strengthens 
data practices: 
attendance, 
academics, 
finances

• Compliance 
requirements vary 
by state and 
program

• Potential audits 
or funding 
clawbacks if 
mismanaged

• Clear policies 
needed: tuition 
structuring, 
eligible expenses

5 Mission & Identity

Opportunities Risks

• Deepens 
mission: serving 
more families in 
need

• Reinforces 
Catholic 
education as 
accessible, not 
exclusive

• Concerns: 
government 
influence or 
regulation

• Pressure on 
admissions 
flexibility & 
religious identity

• Some schools 
may choose not 
to participate

6 Marketing & Enrollment

Opportunities Risks

• Shift from 
'affordability 
barrier' to value 
proposition

• Ability to 
actively grow 
enrollment 
pipelines

• Targeted 
outreach using 
geography and 
income data

• Messaging 
complexity: 
explaining 
programs & 
setting 
expectations

• Increased 
competition: 
charter, micro-
schools, 
homeschool 
networks

7 Diocesan Impact

Opportunities Risks

• Operate as a 
coordinated 
system, not 
isolated schools

• Shared services 
(finance, 
admissions, 
compliance) more 
valuable

• Data-driven 
decision making 

• Inconsistent 
readiness across 
schools in the 
diocese

• Need for 
centralized 
strategy and 
infrastructure

• Diocesan offices 
can lead: policy, 
training, vendor 
decisions

8 Long-Term Sustainability

Opportunities Risks

• School choice 
can be a lifeline 
for long-term 
viability

• Potential to 
expand in 
underserved 
areas

• Legislative 
uncertainty: state 
opt-in, caps, 
federal rules

• Programs 
evolving faster 
than operations 
can adapt

• Schools that 
don't adapt risk 
falling behind 
competitors

"School choice is not just a funding shift—it's an operational shift. Align enrollment, finance, compliance, and mission into a cohesive strategy."



School Choice

Road Map for 
Catholic Schools

A comprehensive approach to the 
opportunities of School Choice in 

Catholic Schools by building systems 
of support that can be sustained and 

improved upon.
  



TEFA
TEXAS EDUCATION FREEDOM ACCOUNTS (TEFA) 
In 2025, Texas Legislature passed Senate Bill 2 and provided $1 billion in funding to create the 
Texas Education Freedom Accounts (TEFA) program and give parents greater freedom and 
flexibility in choosing the best educational environment for their children. 

• The program begins with the 2026-27 academic year. 
• Eligible students are slated to be awarded $10,474 and upward of $30K for those with 

qualifying learning disabilities.
• TEFA funds are released to families via an E-wallet for state designated approved educational 

related expenses.
• Once awarded into the TEFA program, participation is perpetual through the student’s course 

of education and un-used funds can roll from year to year.



BEFORE WE DIVE INTO THE 

TEXAS EDUCATION FREEDOM ACCOUNTS (TEFA) 





Operation Success Forum
known as OSF…

• Its’ purpose

• Identify needs (unpack and pack 
our suitcase!)

• Create an Operational Life Cycle

• Partner with lines of businesses

• Identify opportunities for 
improvement

• Share best practices

• Identify shared resource 
opportunities

• Meet quarterly

• Move from viability to vitality!



OPERATIONAL 
SUCCESS 
FORUM

Y1

•Need to Understand & Identify 
Financial Health
• KPI’s and Data Analytics
• Operational Viability vs. Vitality

•Need to Rebuild Trust
• Open the lines of communication

• Focus on Basics
• Operational Lifecycle by Quarter
• Data Entry
• Analyzing Reports

• Commitment to be present in our 
Diocesan Schools
• Provide support and guidance
• Build a system that others would follow



OPERATIONAL 
SUCCESS 
FORUM

Y1

OPERATIONAL LIFE CYCLE BY QUARTER



OPERATIONAL 
SUCCESS 
FORUM

Y2

Systems & Processes
• Start with Governance 

• Council Binders & Report Templates
• Governance Leadership Training
• Mission and Purpose

• Defining Viability vs. Vitality 
• Focus on Budgets & Timelines
• Cost to Educate Templates
• Personnel Templates
• Building Salary Scales
• Enrollment Projections
• Retention Analytics
• Marketing Efforts

• Facility Monitoring
• FMX (scheduling, maintenance, transportation, rentals, 

etc.)



Funding 
Sources

Tuition
Ancillary 
Income

Fundraising Donors

Parents
Guardians

 

Rentals 
Sporting Events 
Spirit Apparel
 

Events
Galas

Annual Appeals

 

Alumni
School Supporters 

Parish Subsidy



Budget 
Timeline

November & December

Begin to collect historical data

Begin to forecast out enrollment

Begin meeting with Lines of Businesses

Review Fee Structures

Build/Review Salary Scales 

January & February

Begin to look at staffing models

Begin to look at maintenance 
projects

Calculate Cost to Educate

Propose & approve new tuition 
rate & fees

March & April

Continue work on the budget

Continue work on staffing 
models & non-renewals

 

May & June

Finalize returning staff & 
advertise for new hires

August & September

Revise budget based on 
actual enrollment

Approve final budget



November & 
December

Collect Historical Data

Look at 2 full years plus current year.

Look for trends (up or down).

Month-end December equals 50% of the 
budget thus far.

Forecast Out Enrollment

Take existing enrollment & advance a grade.

Identify (color code) grades to watch.

Work with marketing team/develop marketing 
efforts for target areas.

Be sure to take into consideration retention rates by 
grade.

Review Fee Structure & Refine Enrollment Process

Meet with Lines of Businesses

Planning for next year in the areas of…

Athletics

Academics

Campus Ministry

Enrollment/Marketing

Facilities

Etc.

Build &/or Review Salary Scales

Adjust Salary Scales

Factor in Raises/COLA

Edit Salary Templates

Factor in % increase to Health Benefits



➢ Advance Students

➢ # of graduating 
students must equal 
new enrollment to 
stay even (graduated 26)

➢ How confident are 
retention %’s?

➢ Is classroom income 
enough to cover the 
classroom cost to 

educate?  
➢ Notice CTE is not 

the same

➢ Is staffing in line 
with enrollment 
forecasting?

What do you see?  What decisions need to be made?  



PROPOSED SAMPLE PRO FORMA





Administrative Team

A focus on Leadership…



Examine traits of 
leaders you admire.

Chose a few leaders you have 
worked with directly or indirectly 
and reflect on what traits you 
admire and why.



12 to take? 12 to leave behind? What list 
would I be on?





“Things begin to happen”...when we hire for 
mission.

2023 School Growth LLC
Scott Barron



Human Resources 
Timeline

January & February

Begin to look at staffing 
models

Review or create salary 
pay scales

March & April

Identify non-returners

Prepare Compensation 
Sheets & Ministry 

Agreements

 

May & June

Finalize staffing needs & 
identify new hires

Post open positions

August & September

Ensure increases are in 
effect (if applicable)

Onboard new hires









STAFF COMPENSATION SUMMARY SHEET FOR 2022-23 

NAME:  Susie Teacher                    CONTRACT DATES: 8/1/2022 to 7/31/2023 

 

Your total compensation summary for the 2022-23 academic school year is listed 

below.  We ask that you review all information carefully and thoroughly. 

**Please note that stipends for an additional duty may or may not be included at this time. 

BASE SALARY FOR 2022-23 
 

$43,154.00 

STIPEND FOR ADDITIONAL  
DUTY** 

Cheer Sponsor $1,500.00 

STIPEND FOR ADDITIONAL  
DUTY** 

  

STIPEND FOR ADDITIONAL  
DUTY** 

  

STIPEND FOR COACHING   

TEXAS CERTIFICATION STATUS Verified - Expires 9/30/2026 $500.00 

MASTER’S DEGREE  $1,000.00 
DOCTORATE DEGREE   

LONGEVITY PAY 13 years $2,000.00 
TOTAL COMPENSATION  
(Ministry Agreement Total) 

 $48,154.00 

Health Benefits & Life Insurance    
(School portion based on 2021-22 election) 

 $8,342.40 

Pension Benefits (School Contribution)  $2,407.70 
Social Security & Medicare  
Benefits (School Contribution) 

 $3,683.78 

Worker’s Compensation  $240.77 

Tuition Discount 50% $3,000.00 

TOTAL COMPENSATION  
SUMMARY 

 $65,828.65 

 

I have reviewed the information above and all information listed is correct. 

Signature: ___________________________________ Date: ______________ 

Please return the signed summary sheet to Business Office personnel.  Thank you. 

SAMPLE



OPERATIONAL 
SUCCESS 
FORUM

Y3

Domains, Standards & 
Benchmarks

• Divided the Standards into 4 OSF 
sessions to match the operational 
lifecycle 
• Group Exercises/Self assessments

• Continued Focus on Viability vs. Vitality 
• Deep dive into staffing (Right people on bus!)

• Created Monthly Checklists
• Identify & Redefine Value
• Evaluate Offerings
• Challenged the Budget
• Build Equity



FACILITIES

Create a facilities 
committee

Use a checklist to help 
with planning

List your HVAC units 
(largest expense other 

than a roof) by age, 
brand, size – this will 
help with planning

Determine needs by 
category – immediate, 

one year, within 3 years, 
within 5 years

Budget high (still trying 
to balance your budget)

Challenge and track a 
line item that you can 

control (Electricity 
usage, office supplies, 

etc.)

Bank any net equity 
from those line items in 
a building fund annually

QUESTION…Does your  
school have reserves for 
a building fund?  How 
can you create one?
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Operational Viability vs. Operational Vitality
 

 …continued focus.





https://www.canva.com/design/DAFyMNtX9fc/IeUCaUKvi8qYbbIRW1puCw/view?utm_content=DAFyMNtX9fcutm_campaign=designshareutm_medium=linkutm_source=publishsharelinkmode=preview

This is a Canva 
template available 

to everyone

https://www.canva.com/design/DAFyMNtX9fc/IeUCaUKvi8qYbbIRW1puCw/view?utm_content=DAFyMNtX9fc&utm_campaign=designshare&utm_medium=link&utm_source=publishsharelink&mode=preview


FEE STRUCTURES
Be strategic with the marketing of fees!

School #1
•Registration*

• $180.00 per student - Non-Refundable
• Tuition

• $5,350 per student

School #2
• Registration*

• $100 per student – Non-Refundable
• General Fee* 

• $400 per student
• Family Fee*

• $325 per family
• Graduation Fee *

• $100 per 8th grade student
• Tuition

• $4,550

*Payable at time of  
registration and/or
enrollment.

Sometimes, too many fees 
listed can seem like the 
“nickel and dime” effect.

What would you change?



FEE STRUCTURES
Be strategic with the marketing of fees!

School #2
• Registration

• $500 per student – Non-Refundable
• Tuition

• $497.50 per month (August to May)
• $452.27 per month (July to May)
• $414.58 per month (June to May)

School #2 (before discounts)

• Registration & Other Fees
• Decreased fees by $325 or $425 if an 8th grade student

• Tuition
• Advertised a monthly, more attractive amount
• Increased tuition by $42.50 a month

• Other
• Looks more streamlined
• Built a building fund of $15,000

DISCUSSION…

What do you notice 
now about school 
#2?





Operational Success Plan

 A Road Map for Schools

System of Support (SOS)



Purpose
To guide and assist school leadership in 
utilizing a process to strengthen school 
operational viability and sustain the 
mission of Catholic Education.

Monthly review of…

❑ Operational Vitality

❑ Academic Excellence

❑ Mission & Catholic Identity

❑ Governance & Leadership 



OPERATIONAL 
SUCCESS 
FORUM

Y4

Navigating Systems 
through Processes

Business Operations

Collaboration Opportunities

Peer to Peer Best Practices 

A Network of Schools – Stronger Together!



DATA DRIVEN MINDSETS 
on your campus!

“That which gets measured, gets managed.”

Cash Flow & 
Financial Health

Enrollment 
Trends & 
Retention

Tour 
Conversions

Customer Service 
Efforts

Marketing & 
Advertising 
Statistics

Facility Needs



ENROLLMENT

Application

•Online

•Streamlined-
pull out info 
you don’t 
need until 
acceptance

Enrollment

•Online

•Streamlined, 
remove 
outdated info

Re-enrollment

•Continuous

•Do you 
auto-
charge re-
enrollment 
in spring?

Withdrawal

•List reason 
why

•Make sure 
withdrawn in 
FACTS



Enrollment Numbers
Customer Service & 
Marketing Plans

Recruitment & Retention 
Strategies













NEW OVERVIEW POSTER



NEW OVERVIEW POSTER



MARKETING & 

ENROLLMENT TOOLKIT



OPERATIONAL TOOLKIT



ZOOM SESSIONS

30-minute sessions every Thursday

Drop-In ZOOM 
Sessions:

Bookkeepers/Business 
Managers

Enrollment/Marketing Hope for the Future



Successes 
over the last 

4 years…

Increased Participation in Meetings

Cohort Participation in all Lines of Business 

Increased problem-solving skills

Increased operational awareness at all levels:

Pastors, Principals, Business Managers, Enrollment

Reduced financial support



Success 
Attributes

Came from within

Being present

Being available

Being collaborative

Being of service

This Photo 
by Unknown 
Author is 
licensed 
under CC BY-
NC

https://www.pngall.com/society-png/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/




OPERATIONAL 
SUCCESS 
FORUM

Y5

Navigating Systems 
through Processes

for TEFA Readiness!

Operationally Ready!

Recruitment Manager & CRM

Mission Aligned
Growing our Catholic Schools through our Faith Communities

A Network of Schools – Stronger Together!



Recruitment 
Manager

August & September

Built the CRM Database

Toured every campus 

Created TEFA Liaisons in each school

Created a Diocesan Cohort to include Development, 
Communications, Pastoral Ministries & Academics

Partnered with the Marketing and Enrollment Director to create 
TEFA Rollout Playbooks (social media posts, newsletter inserts, 
scripts for pulpit talks, FAQ’s and parent informational pieces)















TEFA 
Activities

October, November & 
December

TEFA Information Session held at schools, parishes, CYO meetings and 
community events begin

Inquiries begin to roll into the CRM and shared with schools 

Monthly meetings with state counterparts begin

TEFA ready graphics for church bulletins are shared with parishes

Support Letter from Archbishop is distributed to Pastors

Partnered with Business Operations to begin preliminary budget process 
with a concentration on tuition and fee analysis, discount structures and 
capacity by class with current staffing vs. facility capacity



TEFA 
Activities

January, February & March

Intentional marketing through TV commercials (English & Spanish) and 
print media (partnered with Catholic School’s Week)

Intentional focus on a welcoming school culture (facilities, tours, tour 
packets, tuition and affordability sheets and special education plans)

Church pulpit talks and participation in community engagement events 
continue

February 4 – TEFA application opens 

Virtual and In-person application walk-through sessions provided

Troubleshoot Support for issues/questions offered to families

March 31 – TEFA applications close (extended by 2 weeks)

Partnered with FACTS, coding logistics for parent tuition agreements 
and internal accounting mapping begins



TEFA 
Activities

April & May

Training on FACTS Parent Tuition Payment Agreements (focus on family 
intent forms, building TEFA specific invoice agreements, managing AR and 
compliance with state requirements) 

Readiness to assist families with finding the right school (Special Education 
services) and finding a school when their first-choice school is full

This Friday, April 17 – TEFA Awarding notifications go out to parents

Building easy to read flow charts to help families and schools navigate the 
process

Building a “What’s Next” Frequently Asked Questions document to help 
clarify the process if awarded or not awarded 

Building an Affordability document to help families plan for the future



TEFA 
STATISTICS 

 Archdiocese of 
San Antonio

57 TEFA Informational Sessions

852 Commercial Spots ran over 3 major media outlets (Super Bowl and 
Olympics coverage) 

27 Pulpit Talks Delivered (not including Parishes with Schools)

23 Application Walk-through Sessions

56 Individual Zoom Application Support Sessions

9,178 Contacts in the HubSpot CRM

125% Increased Inquiries from the prior year (2025-26)



TEFA 
STATISTICS 

 State of Texas
What we know…

274,183 Applications Submitted State-wide

  30,815 Applications Submitted in San Antonio area

Y1 Need is greater than funding – Lottery will start in Tier 2 

Approximately 77% of applicants are currently in private schools



TEFA Debrief

Need for 
School Growth 

 

Strategic Plan for Y2

✓ Strengthen Parish Partnerships Earlier
✓ Partner with Pastors and Directors of Religious Education
✓ Parent Presentations
✓ In our pews

✓ Increase Pulpit Talks
✓ Expand in the Fall when parents are making school decisions

✓ Monthly Information Sessions near At-Risk Schools
✓ Identify schools with capacity or declining enrollment and increase 

informational sessions
✓ Continue Personalized Application Support

✓ Maintain 1:1 Zoom appointments & application workshops 
✓ Continue Media Outreach

✓ Build a 2026-27 media campaign using success analytics
✓ Equip Schools with Outreach Tools

✓ Continue ready-to-use, shorter outreach materials
✓ Expand Community Partnerships

✓ Daycares
✓ Catholic Charities
✓ CYO
✓ YMCA
✓ Homeschool Networks



Thank you!

Wishing you much success 
and many blessings! 

chana.finch@archsa.org
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