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June 2, 2021

Eimear O’Farrell, Ed.D., Superintendent 
Clovis Unified School District 
1450 Herndon Avenue
Clovis, CA 93611
 
Dear Superintendent O’Farrell: 

In October 2020, the Clovis Unified School District and the Fiscal Crisis and Management Assistance Team 
(FCMAT) entered into an agreement for FCMAT to conduct a review of specific positions in the district’s 
Budget and Finance Department. The agreement stated that FCMAT would perform the following:

1.	 Conduct an organizational and staffing review of the district’s budget and finance positions 
listed below and make recommendations for improvement, if any:

	• Director of Budget and Finance

	• Financial Analysts

	• Senior Accountants

2.	 Review job duties and evaluate the current workflow and distribution of functions within 
these job classifications and make recommendations for improved efficiency, if any.

This final report contains the study team’s findings and recommendations. 

FCMAT appreciates the opportunity to serve the Clovis Unified School District and extends thanks to all the 
staff for their assistance during fieldwork.

Sincerely,

Michael H. Fine
Chief Executive Officer
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About FCMAT
FCMAT’s primary mission is to assist California’s local K-14 educational agencies to identify, prevent, and 
resolve financial, human resources and data management challenges. FCMAT provides fiscal and data 
management assistance, professional development training, product development and other related school 
business and data services. FCMAT’s fiscal and management assistance services are used not just to help 
avert fiscal crisis, but to promote sound financial practices, support the training and development of chief 
business officials and help to create efficient organizational operations. FCMAT’s data management ser-
vices are used to help local educational agencies (LEAs) meet state reporting responsibilities, improve data 
quality, and inform instructional program decisions.

FCMAT may be requested to provide fiscal crisis or management assistance by a school district, charter 
school, community college, county office of education, the state superintendent of public instruction, or the 
Legislature. 

When a request or assignment is received, FCMAT assembles a study team that works closely with the LEA 
to define the scope of work, conduct on-site fieldwork and provide a written report with findings and 
recommendations to help resolve issues, overcome challenges and plan for the future.

FCMAT has continued to make adjustments in the types of support provided based on the changing 
dynamics of K-14 LEAs and the implementation of major educational reforms. FCMAT also develops and 
provides numerous publications, software tools, workshops and professional learning opportunities to help 
LEAs operate more effectively and fulfill their fiscal oversight and data management responsibilities. The 
California School Information Services (CSIS) division of FCMAT assists the California Department of Edu-
cation with the implementation of the California Longitudinal Pupil Achievement Data System (CALPADS). 
CSIS also hosts and maintains the Ed-Data website (www.ed-data.org) and provides technical expertise to 
the Ed-Data partnership: the California Department of Education, EdSource and FCMAT. 

FCMAT was created by Assembly Bill (AB) 1200 in 1992 to assist LEAs to meet and sustain their financial 
obligations. AB 107 in 1997 charged FCMAT with responsibility for CSIS and its statewide data management 
work. AB 1115 in 1999 codified CSIS’ mission. 
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AB 1200 is also a statewide plan for county offices of education and school districts to work together locally 
to improve fiscal procedures and accountability standards. AB 2756 (2004) provides specific responsibili-
ties to FCMAT with regard to districts that have received emergency state loans.

In January 2006, Senate Bill 430 (charter schools) and AB 1366 (community colleges) became law and 
expanded FCMAT’s services to those types of LEAs.

On September 17, 2018 AB 1840 was signed into law. This legislation changed how fiscally insolvent dis-
tricts are administered once an emergency appropriation has been made, shifting the former state-centric 
system to be more consistent with the principles of local control, and providing new responsibilities to 
FCMAT associated with the process.

Since 1992, FCMAT has been engaged to perform more than 1,000 reviews for LEAs, including school 
districts, county offices of education, charter schools and community colleges. The Kern County Superin-
tendent of Schools is the administrative agent for FCMAT. The team is led by Michael H. Fine, Chief Execu-
tive Officer, with funding derived through appropriations in the state budget and a modest fee schedule for 
charges to requesting agencies.
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Introduction

Background
Located in Fresno County, the Clovis Unified School District has a seven-member governing board and 
serves approximately 42,790 students at 34 elementary schools, five intermediate schools, and five high 
schools. The district has also authorized one district-operated charter school. One independent charter 
school also operates within the district’s boundaries, authorized by the Fresno County Superintendent of 
Schools. According to data from the California Department of Education (CDE), the district’s student enroll-
ment peaked at 43,654 in 2019-20. An 864-student decrease in 2020-21 is the first time in the last 12 years 
that the district has experienced declining enrollment.

The district’s California Longitudinal Pupil Achievement Data System (CALPADS) records indicate that the 
2020-21 unduplicated pupil count (the number of students who are English learners, foster youth, or qualify 
for free or reduced-price meals) is 23,961, or 56% of enrollment.

Study and Report Guidelines
In October 2020, the Clovis Unified School District and the Fiscal Crisis and Management Assistance Team 
(FCMAT) entered into an agreement for FCMAT to conduct a review of specific positions in the district’s 
Budget and Finance Department.

The district collected and provided documents to FCMAT before FCMAT conducted interviews with district 
personnel. Because of COVID-19, the FCMAT study team conducted interviews by video conference on 
February 22 to 26, 2021. Following this and other fieldwork, FCMAT continued to review and analyze docu-
ments. This report is the result of those activities.

FCMAT’s reports focus on systems and processes that may need improvement. Those that may be function-
ing well are generally not commented on in FCMAT’s reports. In writing its reports, FCMAT uses the Asso-
ciated Press Stylebook, a comprehensive guide to usage and accepted style that emphasizes conciseness 
and clarity. In addition, this guide emphasizes plain language, discourages the use of jargon and capitalizes 
relatively few terms.

Study Team
The study team was composed of the following members:

Julie Auvil, CPA, CGMA, CICA				    Cathy Shepard
FCMAT Intervention Specialist				   FCMAT Consultant

John Lotze
FCMAT Technical Writer

Each team member reviewed the draft report to confirm accuracy and achieve consensus on the final rec-
ommendations.
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Executive Summary
A school district should be staffed according to the basic theories of organizational structure used in other 
school agencies of similar size and type, and its structure should reflect generally accepted theories, which 
include span of control, chain of command, and line and staff authority. Although most employees in the 
district’s Budget and Finance Department reported that they had one supervisor, one financial analyst has 
a split funded position and reports to two supervisors, and one senior accountant and two financial ana-
lysts are assigned to departments outside of budget and finance, such as the Campus Catering, Facility 
Services, and Adult Education departments. One of these three employees reported that the director of 
budget and finance is their indirect supervisor, and another stated that they have commitments to the direc-
tor that are typical of a subordinate, such as quarterly reports, financial accounting duties and assistance 
with the budget book. An employee who reports to more than one supervisor can become confused, and 
power struggles among supervisors may occur.

Unlike the Accounting and Payroll departments within the Budget and Finance Department, the budget and 
finance section lacks a senior management position that reports to the director of budget and finance. Ref-
erences in this report to positions as senior management are not intended to indicate that they have been 
designated under, or are subject to, the provisions of Education Code Sections 45100.5 and 45108.5. Over 
the past eight years, the district has configured the top management positions in the Budget and Finance 
Department in various ways, including having two directors, eliminating one director and adding a coordi-
nator of budget and finance, then switching to a manager, budget and finance. The department’s coordina-
tor position is currently vacant awaiting the results of this study. Based on the level of duties that the district 
needs in a position that helps the director manage the department, FCMAT believes that filling the position 
of the coordinator of budget and finance would best serve the district.

The distribution and assignment of work to the senior accounts and financial analysts is not based on an 
equitable number of account strings, account resources, departments and/or programs, or budget com-
plexity. It is also sometimes based on a staff members’ capabilities, production performance, and technical 
skills. This causes an unbalanced workload. 

Adding to the difficulties in assigning work, staff interviewed mentioned that technical skills vary greatly 
among the senior accountants; those less skilled struggle with typical automated workflow processes and 
require repeated assistance each time a process is performed. Some staff were comfortable with auto-
mated processes only if given step-by-step instructions. In interviews, staff indicated that some financial 
analysts’ technical skills are better than those of some senior accountants.

FCMAT’s review of each employee’s self-prepared lists of duties they perform showed that some senior 
accountants are working at a level below their position description and some financial analysts are working 
at a level above their position description.

Based on the manner in which the district is already using its personnel, FCMAT’s comparison of their 
current duties to their position descriptions, and the district’s desire to increase department efficiency and 
effectiveness with minimal turmoil and disruption, FCMAT believes the district should consider creating a 
new, retitled senior accountant position, increasing the work force to include eight retitled senior accoun-
tants (including those in the Campus Catering and Adult Education departments) and decrease the number 
of financial analyst positions to three.

The district holds customer service in high regard; however, it disrupts workflow and may be a factor in not 
completing tasks on time. One possible solution may be to require that incoming intradistrict questions be 
sent via email, and establishing a standard response time such as within 24 hours. Each employee would 
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then set aside a specific time of day to respond, such as the first hour of the day. This would allow staff to 
manage workflow without disruptions while still being responsive to stakeholders.

FCMAT was provided with a Budget & Finance Department Handbook/Guide dated January 25, 2021. 
FCMAT was also provided with two draft manuals: an undated Senior Accountant, Budget & Finance Duties, 
Projects & Reference Guide, and an undated Department FA Instructions. The Budget and Finance Depart-
ment also maintains a team folder on the district’s WikiPage in Microsoft Teams. Some staff reported doc-
umenting procedures for their specific duties or using notes from predecessors; however, most staff were 
unaware of formal standard operating procedures (SOPs).
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Findings and Recommendations

Organizational Structure 
A school district’s organizational structure establishes the framework for leadership and the delegation of 
specific duties and responsibilities for all staff members. As a district’s enrollment increases or declines, 
the organizational structure should adapt as needed to the changes. School districts should be staffed 
according to the basic theories of organizational structure and the standards used in other school agencies 
of similar size and type. The most common theories of organizational structure are span of control, chain of 
command, and line and staff authority.

Span of Control 
Span of control refers to the number of subordinates who report directly to a supervisor. Although there is 
no agreed upon ideal number of subordinates for span of control, the span can be larger at lower levels of 
an organization than at higher levels because subordinates at lower levels typically perform more routine 
duties and therefore can be more efficiently supervised (Principles of School Business Management by R. 
Craig Wood, David C. Thompson, Lawrence O. Picus and Don I. Tharpe). 

Chain of Command 
Chain of command refers to the flow of authority in an organization. Chain of command is characterized by 
two guiding principles: unity of command, meaning that a subordinate is accountable to only one super-
visor, thus eliminating the potential for an employee to receive conflicting direction and instruction from a 
variety of supervisors; and the scalar principle, meaning that subordinates at every level in the organization 
follow the chain of command and only communicate through their immediate supervisor. The result is a 
hierarchical division of labor in the organization.

Line and Staff Authority 
Line authority is the relationship between supervisors and subordinates and refers to the direct line in the 
chain of command. For example, in the Clovis Unified School District, the superintendent has direct line 
authority over the deputy superintendent, and the deputy superintendent has direct line authority over the 
associate superintendent of business services. Conversely, staff authority is advisory. Staff personnel do 
not have the authority to make and implement decisions; rather, they act in support roles to line personnel. 
The organizational structure of local educational agencies has both line and staff authority. 

The purpose of any organizational structure is to help district management make key decisions to facilitate 
student learning while balancing financial resources. The organizational design should outline the man-
agement process and its specific links to the formal system of communication, authority and responsibility 
needed to achieve the district’s goals and objectives. Authority in a public school district originates with the 
elected governing board, which hires a superintendent to oversee the district. Through the superintendent, 
authority and responsibility are delegated to the district’s administration and staff.

Management positions are typically responsible for supervising employees and overseeing the work of 
their respective divisions. They must ensure that staff members understand all district policies and proce-
dures and perform their duties in a timely and accurate manner. A manager must also serve as a liaison 
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between their division and others to identify and resolve problems and design and modify processes and 
procedures as needed. Management positions should typically not be responsible for a division’s routine 
daily functions; these should be assigned to division support staff.

District Organization and Structure
The district provided FCMAT with organizational charts last revised October 17, 2019 that clearly show the 
chain of command and functional areas of responsibility as well as the structure and relationships between 
positions. 

The Budget and Finance Department is one of five departments in the Business Services Department, 
which is overseen by the assistant superintendent of business services. The head of the Budget and 
Finance Department is the director of budget and finance. She supervises four senior accountants and four 
financial analysts in the Budget and Finance Department, which are the subject of this study, as well as a 
business analyst senior and a coordinator of budget and finance, which are not a part of this study. One of 
the senior accountant positions and the coordinator of budget and finance position are currently vacant, as 
is one of the financial analyst positions. The district was filling the financial analyst position at the time of 
FCMAT’s fieldwork and is awaiting the results of this study to determine its course for the other two open 
positions.

Not included in the department but nonetheless a part of this study are the senior accountant assigned to 
the Facility Services Department, the financial analyst assigned to the Campus Catering Department, and 
the financial analyst assigned to the Adult Education Department. None of these three positions are super-
vised by the director of budget and finance but, because of the nature of their duties, must coordinate their 
duties with the Budget and Finance Department. These three employees consider their respective depart-
ment heads to be their supervisors. However, one reported the director of budget and finance as being an 
indirect supervisor and one stated that they have commitments to the director that are typical of those a 
subordinate would have to a supervisor, such as quarterly reports, financial accounting duties and assis-
tance with the budget book. Also, one of the financial analysts in the Budget and Finance Department is in 
a split funded position and reported having two supervisors; this directly contradicts the position descrip-
tion. An employee who reports to more than one supervisor can become confused, and power struggles 
among supervisors may occur.

The position description for the business analyst senior states that the position’s supervisor is the coordi-
nator of budget and finance, a position that is not included on the district’s October 2019 organizational 
charts.

In addition to the Budget and Finance Department, the director of budget and finance also oversees the 
Accounting and Payroll departments. The Accounting Department consists of an accounting manager and 
six accounting technicians. The Payroll Department is composed of nine employees including the payroll 
manager, three payroll analysts, two payroll specialists, two payroll technicians and one payroll assis-
tant. Under this structure, the director is the immediate supervisor to the senior management positions of 
accounting manager and payroll manager in the Payroll Department as well as the nine members of the 
Budget and Finance Department. The section of the Budget and Finance Department’s organizational chart 
that includes the business analyst senior, senior accountants and financial analysts is the only section in the 
department without a senior management position that reports to the director.

During the past eight years, the Budget and Finance Department has had various management configura-
tions to relieve the administrative burden of the department. Before 2013, the department had two direc-
tors; 2013 was the first time the department did not have two directors, but it added three senior accoun-



Fiscal Crisis and Management Assistance Team	 Clovis Unified School District	 5

Findings and Recommendations	 District Organization and Structure

tant positions to help with the workload. In 2015, discussions were held regarding adding back the second 
director. Instead, the district added a coordinator of budget and finance, and that position remained filled 
by an internal candidate through 2019. From 2016-2019, the district added the business analyst senior posi-
tion and another financial analyst position. When the coordinator of budget and finance resigned from that 
position in 2019 and returned to a senior accountant role, the district changed direction and reduced the 
coordinator of budget and finance position to a manager, budget and finance position, promoted a financial 
analyst to a senior accountant position, and moved the financial analyst responsible for the child develop-
ment fund into the department. When the manager, budget and finance was released from employment in 
the 2019-20 fiscal year, a restructure of the department was discussed and the decision to fill the manager, 
budget and finance position was tabled pending the results of this study.

This history, staff members’ comments regarding lack of access to the director of budget and finance, and 
the record of extra time worked by the director discussed below, shows the district’s need for a second 
department senior manager position to help the director in her duties and provide mentoring and training 
to other positions in the department. FCMAT reviewed the position descriptions of both the coordinator of 
budget and finance and manager, budget and finance. Based on the level of duties the district needs in a 
position that helps the director manage the department, FCMAT believes filling the position of coordinator 
of budget and finance would best serve the district’s needs.

The description for the coordinator of budget and finance position was approved by the board on August 
12, 2015, and there is no indication that it has been updated since that date. The description lacks a section 
describing the physical requirements of the position. In addition, duties related to the following need to be 
added to allow the coordinator to take on some essential duties that are now performed by the director:

	• Supervise, train and evaluate budget and finance personnel (a full text of this duty can be 
found in the manager, budget and finance position description). This would place the sec-
tion of the Budget and Finance Department’s organizational chart containing the business 
analyst senior, senior accountants and financial analysts on the same level as that of the 
Accounting and Payroll departments.

	• Answer questions and provide support to staff regarding issues of concern.

	• Prepare audit schedules and accounting reports for the annual audit (a full text of this duty 
can be found in the director of budget and finance position description).

	• Initiate and develop routine procedures that help the Budget and Finance Department 
identify and implement more effective and efficient processes.

District employees reported that the last coordinator of budget and finance resigned to achieve a better 
balance of work and home life and because of difficulties in managing some staff in lower job classifica-
tions. Interviewees also reported that the person who last occupied the manager, budget and finance 
position was unsuccessful because they lacked both governmental accounting knowledge and school 
accounting experience. Many employees interviewed believed that only an internal candidate can be 
successful in either position. Although an internal candidate has advantages in understanding the district’s 
culture, the former coordinator was an internal hire and was not successful in the position. FCMAT believes 
the main factors in determining success will be a candidate’s knowledge of governmental accounting and 
experience in school accounting as well as support from district administrators in supervising, managing 
and disciplining employees.

The majority of Budget and Finance Department staff members reported that it is difficult to schedule 
time to meet with the department director because her calendar is often filled with meetings. This makes 
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it extremely difficult for her to fulfill her role as a mentor and trainer to staff who report directly to her. The 
director reported that she also spends many of her evenings and weekends dealing with district business.

To verify this assertion, FCMAT requested user activity log reports from the Munis financial management 
system for May 2020 and February 2021, which show individual users’ starting and ending times in that 
system. FCMAT found that the system does not always record the end time for a person’s usage, such as 
when an employee does not log out; this prevented FCMAT from recording the number of hours and min-
utes worked beyond normal office hours of 8 a.m. to 5 p.m. However, the reports did allow FCMAT to tally 
the number of weekends and holidays worked as well as the number of workdays on which the system was 
accessed after normal office hours. That analysis shows the following for the director of budget and finance:

Munis Activity Log Analysis — Director of Budget and Finance
Weekdays Worked Beyond 5 p.m. Weekends Worked Holidays Worked

Available Worked Percentage Available Worked Percentage Available Worked Percentage

May 2020 20 12 60.00% 5 3 60.00% 1 1 100.00%

February 2021 18 9 50.00% 4 1 25.00% 2 0 0.00%

The Munis user activity log report is one of a variety of ways to collect evidence of employees working 
beyond normal office hours.

The Budget and Finance Department uses various internally and externally designed software systems, 
including the following:

	• External Systems

	• Munis Financial Management — an enterprise resource planning suite encompassing 
financials, human resources, asset management, and revenues

	• Microsoft Office 

	• Informed K12 — a workflow automation and digital forms program that helps school dis-
trict administrators manage all forms and paperwork electronically, automate essential 
school business processes, and track approval workflows across departments

	• Permission Click — an electronic system to create, send and submit parent permission 
forms

	• Docushare — a cloud-based platform that allows department members to share docu-
ments with others

	• Internally Designed Systems

	• Scenario — used by sites and departments to create and modify their budgets

	• Employee Requisition Management System (ERMS) — an electronic management 
system for the district’s personnel requisitions 

The district has one collective bargaining unit: the California School Employees Association, which rep-
resents cafeteria, maintenance, warehouse, custodial, grounds and transportation workers. The employees 
subject to this study are classified management employees and are not members of this bargaining unit.
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Recommendations
The district should:

1.	 Review and revise its organizational chart as changes occur.

2.	 Ensure each employee reports to only one clearly identified supervisor.

3.	 Consider filling the coordinator of budget and finance position and revising its position 
description as outlined above.

4.	 Focus its recruitment efforts for the coordinator of budget and finance position on 
candidates who, whether internal or external, possess governmental accounting 
knowledge and school accounting experience.

5.	 Provide the new coordinator of budget and finance with additional support as needed in 
supervising, evaluating and disciplining Budget and Finance Department personnel.

6.	 Update position descriptions, organizational charts, lists of duties and other such 
documents as changes occur.

Director of Budget and Finance
The director of budget and finance was hired by the district in 2009 as a systems and applications analyst 
in the Information Technology (IT) Services Department. She moved to the Business Services Department 
as the coordinator of budget and finance in 2015 and was promoted to her current position in 2017.

The position description for the director of budget and finance states that the position is tasked with 
directing and performing all of the accounting and budgeting functions of the district, providing accurate 
and timely budget information on financial data that can be used for current and future budget and finance 
decisions, serving as principal advisor to the district’s top administrators concerning all budget and finance 
issues, and being responsible for all budgeting and accounting of district facility projects.

The director of budget and finance position description was approved by the board on January 11, 2012 
and does not include any indication that it has been updated since that time. The description also lacks 
a section on physical abilities. Although this section is not required for a position description, including it 
is a best practice as it helps all parties if the need arises to interact with and provide accommodations for 
an employee, such as when an injured employee returns to work with physical restrictions noted in their 
doctor’s return to work authorization. The physical abilities section is needed to determine what accommo-
dations can be made if an employee requires such measures.

Some of the major essential duties listed in the position description are as follows:

	• Manages and supervises the budget and financial aspects for the district. Facilitates the 
preparation, administration and execution of the district’s budget and financial reports. 
Assists district and site administrators with preparation and interpretation of budget and 
financial items.

	• Prepares, administers and monitors all quarterly financial statements for board and admin-
istrators.

	• Provides technical expertise to senior staff for all related financial areas. Provides financial 
analysis as needed by senior staff.
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	• Files federal, state and local financial reports as required for actual revenues and expendi-
tures reporting.

	• Maintains a complete set of records of financial transactions by overseeing, reviewing, and 
entering transaction details into an established financial accounting system. Classified [sic], 
codes, and consolidates charges, rates, and related financial information to either municipal 
or double-entry accounting system.

The director confirmed to FCMAT that she performs the above duties along with the other 15 essential 
duties listed in the position description. In addition, she reported that she performs other duties not listed 
in her position description, including the following:

	• Serves as the functional lead for the Munis system. Responsible for coordinating upgrades 
to the team and managing permissions and workflow, including the approval of permissions 
and analysis of workflow. 

	• Works closely with the business analyst senior; responsible for process improvement.

	• Coordinates the district’s annual audits and collection of documents to support those 
audits.

	• Prepares the annual budget book, which includes, but is not limited to, a table of contents, 
graphics and photos, executive summary, maps, awards, California Dashboard, conversion 
of the district’s standardized account code structure (SACS) forms into easy-to-read tables 
and charts, analysis of district financial information, and glossary of school finance terms. 
The annual budget book has ranged in length from 335 to 347 pages over the past three 
years.

	• Writes report queries using structured query language to help respond to special report 
requests.

With the exception of the duties related to the annual budget book, the additional duties listed above can 
be performed by other members of the Budget and Finance Department. For example, the duties associ-
ated with the functional lead for Munis, process improvement, and coordination of audits can be assigned 
to the coordinator position discussed above. The coordinator position can also help the director compile 
the annual budget book. The writing of queries can be assigned to the business analyst senior.

Although the specific tasks of being the functional lead for Munis and helping with the annual budget book 
are not mentioned in the position description for the coordinator of budget and finance, in FCMAT’s opinion 
they are part of the duties of maintaining internal controls and developing financial statements, which are in 
the position description.

Recommendations
The district should:

1.	 Update the position description for the director of budget and finance position to include 
any of the additional duties listed above that are not currently in the document and that the 
director now performs, except for any that will be assigned to other employees.

2.	 Add a physical abilities section to the position description for the director of budget and 
finance position.
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3.	 Update the position description of the coordinator of budget and finance to include duties 
associated with process improvement and coordination of audits.

4.	 Update the business analyst senior position description to include the additional duties to 
be assigned as noted above.

Senior Accountant
The senior accountant position is a highly skilled professional in the classified management group. The 
senior accountant position description states that employees in this position are required to work with com-
plex accounting processes and financial systems; possess the ability to develop, analyze and balance bud-
gets; prepare cash flow projections and multiyear financial projections; open and close accounting periods 
within various financial systems; prepare financial reports; work closely with internal and external auditors 
to balance resources and prepare audit adjustments; and accurately communicate financial information to 
all stakeholders.

The senior accountant position description was last updated in 2013 and does not include any indication 
that it has been updated since that date. The position description’s summary of duties includes the follow-
ing:

	• Develops, prepares, and maintains a complete set of financial records.

	• Oversees and participates in processing complex accounting transactions to sub-ledgers 
and ledgers, and performs reconciliation, reporting, and auditing of general ledger financial 
information.

	• Prepares accurate and timely financial and statistical reporting from district and pro-
gram-based accounting systems.

The district has five senior accountant positions: four are assigned to the Budget and Finance Department 
and one is assigned to the Facility Services Department. The senior accountants assigned to the Budget 
and Finance Department are evaluated by the director of budget and finance. The senior accountant 
assigned to the Facility Services Department is evaluated by the assistant superintendent of facility ser-
vices and liaises with the director of budget and finance as well as the assistant superintendent of business 
services when necessary.

The senior accountants have been employed by the district from three to 15 years, and have been in the 
senior accountant position itself from two years to 13 years. Staff members indicated that the district sup-
ports and encourages job-specific training, and that most external training is through the California Asso-
ciation of School Business Officials (CASBO), FCMAT, or School Services of California, Inc. (SSC). Some 
training is available through the Fresno County Superintendent of Schools, and the district offers in-house 
training in technical areas and processes.

Senior accountants are assigned management responsibilities related to specific funds, account resources, 
departments and programs. The district publishes a Budget & Finance Responsibilities document (also 
referred to as the who to call list), the latest version of which is dated February 4, 2021, that lists staff 
assignments; however, the distribution of assignments is not based on an equitable number of account 
strings, account resources, departments or programs, or budget complexity. FCMAT’s review of this list, 
interviews with staff, and employees’ individual written descriptions of duties, indicate assignments are 
distributed based on staff capabilities, production performance, and technical skills. This causes an unbal-
anced workload. 
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Distributing workload based on both an equitable number of account resources or account strings and 
complexity would result in a more fairly distributed workload. For example, managing the special education 
program is more complex and regulated than managing a department budget, regardless of the number 
of account strings. At the same time, overdistributing less complex programs and account resources 
may create an unmanageable workload. FCMAT was provided an analysis of the distribution of account 
resources that shows the senior accountant assigned as its fiscal contact. That report includes the following 
direct distribution among the senior accountants. 

Budget and Finance General Ledger Responsibilities
Position Account Resources Account Strings

Senior Accountant 1 23 29,638
Senior Accountant 2 41 16,749
Senior Accountant 3 16 1,400
Senior Accountant 4 10 3,221
Senior Accountant 5 17 4,464

There are also other resources and account strings assigned to multiple fiscal contacts that have not been 
included in this analysis.

At the time of fieldwork, one Budget and Finance Department senior accountant had recently transferred 
to a new position but participated in FCMAT’s interviews. Although all of the senior accountants have the 
same position description, their individual assignments and duties can vary greatly depending on their area 
of budget oversight. For example, one senior accountant may be responsible for an entire program from 
budget projection through year-end closing, reconciling accounts, balancing resources, and final unaudited 
actuals SACS financial report creation; another may have more general duties such as department budget 
oversight and posting journals. Information received during interviews, and supporting data, indicate that 
the workload among the senior accountants is unbalanced, as shown in the following table.

Senior Accountants’ Main Duties

Main Duty

Senior  
Accountant 

1

Senior  
Accountant 

2

Senior  
Accountant 

3

Senior  
Accountant 

4

Senior  
Accountant 

5
Analyze Budgets x x x x
Balance Resources and Accounts x x x x x
Bank Account and Invoice Reconciliation x x x
Budget Development x x x
Financial Report Narrative x x x
Journals, Transfers, Adjustments – Enter x x x x x
Journals, Transfers, Adjustments – Approve x x x
Manage Budget x x x x x
Multiyear Budget Projections x x x
Position Control and Personnel Requisition x x x x
Prepare SACs Financial Reports x x x x
Process Payments x x x
Pull Data from Munis – Upload into SACs x x x
Site and Department Customer Service Support x x x
Support Development of Scenarios — Upload into 
Munis x x
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District administrators stated that they set up the current structure so each senior accountant could super-
vise and mentor a financial analyst. However, during interviews staff stated that technical skills vary greatly 
among the senior accountants; those less skilled struggle with typical automated workflow processes and 
require repeated assistance each time a process is performed. Some staff were comfortable with auto-
mated processes only if provided step-by-step instructions. A high level of technical skill is needed to be an 
efficient and effective senior accountant; low level technical skills will hinder the performance of the posi-
tion and impose a burden on other staff and the district’s operations. Assigning a senior accountant with a 
low skill level will impede the progress of the financial analyst they supervise.

Staff who were hired within the last two to three years indicated they were required to complete a simple 
Excel spreadsheet exercise when they tested for their position but had not been tested subsequently. Vet-
eran staff have not been required to complete skills testing either at hire or subsequently. An evaluation of 
each senior accountant’s technical skills is needed to determine whether each individual has sufficient skills 
for their position, including keeping up with the technical and computer system changes that have occurred 
since they started in their positions. The district may need to provide additional training.

All senior accountants reported that they work extra hours during the week and/or on weekends to stay 
current with their workload. Some said extra hours were necessary to complete some projects or to 
meet deadlines. Other staff stated extra hours were necessary to handle their regular workload demand. 
Because this is a management position, overtime is not tracked or paid. To review documents that would 
provide measurable evidence of work beyond the position’s normal 8 a.m. to 5 p.m. working hours, FCMAT 
requested Munis user activity log reports for May 2020 and February 2021. This is not the only evidence of 
work outside of regular business hours, but it is one of the more measurable.

In May 2020, three senior accountants accessed the Munis financial system before or after regular weekday 
hours for a total of approximately 7.5 hours, and two senior accountants accessed the system on the week-
end for a total of approximately one hour. The system does not always record the end time for a person’s 
use (e.g., when an employee does not log out when done using the system). FCMAT’s analysis of all Munis 
activity by senior accountants found that 48% of entries that showed a start time lacked an end time. In 
these cases, it was not possible to accurately determine the number of hours and minutes worked beyond 
the normal office hours of 8 a.m. to 5 p.m. Because of this, FCMAT included in its analysis and compilation 
only those instances when both the starting and ending times were recorded. Employees were not working 
from district offices during this time because of COVID-19, and staff were accessing the system from home. 
Although they had been instructed to continue their normal working hours, there may have been instances 
when they deviated from that schedule. FCMAT did not consider those instances in this analysis.

In February 2021, three senior accountants accessed the system for a total of approximately two hours 
before or after regular weekday hours, and four senior accountants accessed the system for a total of 
approximately four hours on weekends. FCMAT’s analysis of all Munis activity by senior accountants found 
that 61% of entries that showed a start time lacked an end time. At the time of this report, the employees 
subject to this study had returned to their normal district-provided workplace. 

FCMAT’s analysis and the evidence of extra time worked is limited because it includes only one method of 
viewing that time and because employees did not always log off of the system when done using it.

Recommendations
The district should:

1.	 Review and/or revise the senior accountant position description periodically to ensure it 
continues to accurately list the duties assigned.
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2.	 Balance workload among senior accountants based on a combination of the number of 
account resources and account strings, and the complexity of assignments.

3.	 Evaluate each staff member’s technical and computer skills and provide training as needed.

4.	 Redistribute workload to reduce the need to work extra hours.

Financial Analyst
The position description for the financial analyst describes the position as a journey level professional 
accountant in the classified management group. The financial analyst position description states that an 
employee in this position is expected to work independently on complex accounting functions such as 
budget management, financial analysis, reconciling accounts, and processing budget and journal transfers; 
allocate and distribute categorical funds and collaborate with district and agency staff to manage categor-
ical budgets; participate in year-end closing in all financial systems; and have the skills needed to analyze 
budget data, create financial reports and make budget recommendations.

The financial analyst position description was last updated in 2013 and does not include any indication that 
it has been updated since that date. The position description’s summary of the position’s duties includes 
the following:

	• Perform a variety of highly analytical duties of a financial, inferential, statistical, or general 
business nature to support business and program decisions in a variety of departments.

	• Accomplish assigned functions according to established schedules, calendars, projects, 
and programs.

	• Participate in organizationwide projects such as annual budget development, capital 
expenditure proposal, etc.

	• Prepare accurate and timely financial and statistical reporting from district and pro-
gram-based accounting systems.

The district has six financial analyst positions: four assigned to the Budget and Finance Department, one 
assigned to the Adult Education Department, and one assigned to the Campus Catering Department. The 
financial analysts assigned to the Budget and Finance Department are evaluated by the director of budget 
and finance; the financial analyst assigned to the Adult Education Department is evaluated by the principal 
of adult education; and the financial analyst assigned to the Campus Catering Department is evaluated by 
the director of campus catering. 

Both the adult education and the campus catering financial analyst liaise with the director of budget and 
finance as well as the assistant superintendent of business services when necessary. In addition, each 
financial analyst in the Budget and Finance Department is assigned to a senior accountant, from whom they 
are supposed to receive training, supervision, evaluation and development. During interviews, some staff 
indicated that assistance from their assigned senior accountant was insufficient and that often financial ana-
lyst staff train their assigned senior accountant.

The financial analysts have been employed by the district from two to 24 years and have served in the 
financial analyst position itself from two to 10 years. Staff members indicated that the district supports and 
encourages job-specific training, and that most external training is through CASBO, FCMAT, or SSC. Some 
training is available through the Fresno County Superintendent of Schools, and the district offers in-house 
training in technical areas and processes.
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The district publishes a Budget & Finance Responsibilities document (also referred to as the who to call 
list), the latest version of which is dated February 4, 2021, that lists staff assignments. As with the senior 
accountants discussed above, the distribution of assignments among the financial analysts is not based on 
an equitable number of account strings, account resources, departments or programs, or budget complex-
ity. FCMAT’s review of this list, interviews with staff, and employees’ individual written description of duties, 
indicate assignments are distributed based on staff members’ capabilities, production performance, and 
technical skills. This causes an unbalanced workload. 

Distributing workload based on both an equitable number of account resources or account strings and 
program complexity would result in a more fairly distributed workload. For example, managing the spe-
cial education program is more complex and regulated than managing a department budget, regardless 
of the number of account strings. At the same time, overdistributing less complex programs and account 
resources may create an unmanageable workload. FCMAT was provided an analysis of the distribution of 
account resources that shows which financial analyst is assigned as its fiscal contact. That report includes 
the following direct distribution among the financial analysts.

 Budget and Finance General Ledger Responsibilities Breakdown

Position Account Resources Account Strings
Financial Analyst 1 7 3,319
Financial Analyst 2 1 2,388
Financial Analyst 3 21 32,865
Financial Analyst 4 2 1,435
Financial Analyst 5 9 19,826

The district has one financial analyst position that is vacant, and the account resources and strings attached 
to that position were redistributed among the remaining financial analysts and are therefore included in 
this chart. There are other resources and account strings assigned to multiple fiscal contacts that are not 
included in this analysis.

Although all the financial analysts have the same position description, the assignments and duties of 
each vary greatly depending on their area of budget oversight. For example, one financial analyst may 
be responsible for an entire fund from budget projection through year-end closing, reconciling accounts, 
balancing resources, and unaudited actuals SACS financial report creation; another financial analyst may 
have more general duties such as department budget oversight and posting journals. Information received 
during interviews, and supporting data, indicate that the workload among the financial analysts is unbal-
anced, and that some staff may be performing duties outside of their position description, with short-term 
assignments of out-of-class duties receiving appropriate compensation. A sample of the distribution of 
work based on primary job duties is shown in the following table.

Financial Analysts’ Main Duties

Main Duty
Financial 
Analyst 1 

Financial 
Analyst 2

Finacncial 
Analyst 3

Financial 
Analyst 4

Financial 
Analyst 5

Analyze Budgets X X X X
Balance Resources and Accounts X X X X
Bank Account and Invoice Reconciliation X X
Budget Development X X X
Financial Report Narrative X X
Journals, Transfers, Adjustments – Enter X X X X X
Journals, Transfers, Adjustments – Approve X X X X
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Main Duty
Financial 
Analyst 1 

Financial 
Analyst 2

Finacncial 
Analyst 3

Financial 
Analyst 4

Financial 
Analyst 5

Manage Budget X X X X
Multiyear Budget Projections X X X
Position Control and Personnel Requisition X X X X X
Prepare SACs Financial Reports X X
Process Payments X X X
Pull Data from Munis – Upload into SACs X
Site and Department Customer Service Support X X X X X
Support Development of Scenarios — Upload into 
Munis X X X X
Write and Update SOPs X X X

In interviews, staff indicated that the financial analysts’ skills vary; some are better than those of some 
senior accountants, and some do not have all the skills needed for their positions. The financial analysts 
need technical training and support, but a senior accountant with low skills will not be able to provide 
this and can even impede the progress of the financial analyst they supervise. In such cases, training 
from someone other than a financial analyst’s assigned senior accountant will be needed until skill levels 
increase. 

An evaluation of each financial analyst’s technical skills is needed to determine whether each individual has 
sufficient skills for their position, including keeping up with changes to technical and computer skills since 
they started in their positions. A high level of technical skill is needed to be an efficient and effective finan-
cial analyst; low technical skills will hinder the performance of the position and impose a burden on other 
staff and the district’s operations. The district may need to provide additional training.

All financial analysts stated they work extra hours to stay current with their workload. Some said extra 
hours were needed occasionally to complete projects or meet deadlines. Others stated working extra 
hours was necessary to handle their regular workload demand. Because this is a management position, 
overtime was not tracked or paid. To review documents that would provide measurable evidence of work 
beyond the normal 8 a.m. to 5 p.m. working hours, FCMAT requested Munis user activity log reports for 
May 2020 and February 2021. Tracking staff access in Munis is not the only way to obtain evidence of an 
employee’s work outside regular business hours, but it is one of the more measurable methods.

The Munis system does not always record the end time for a person’s use (e.g., when an employee does 
not log out when done using the system). In these cases, it was not possible to accurately determine the 
number of hours and minutes worked beyond normal office hours of 8 a.m. to 5 p.m. Because of this, 
FCMAT included in its analysis and compilation only those instances when both the starting and ending 
times were recorded. 

The May 2020 Munis report showed that two financial analysts accessed the Munis financial system before 
or after regular hours. However, they did not log off the system, so FCMAT was unable to determine the 
amount of after-hours activity on behalf of the district. One financial analyst accessed the system on the 
weekend for approximately 1.5 hours. FCMAT’s analysis of all Munis activity by financial analysts found 
that 57% of entries that showed a start time lacked an end time. Employees were not working from district 
offices during this time because of COVID-19, and staff were accessing the system from home. Although 
they were instructed to continue their normal working hours, there may have been instances when they 
deviated from that schedule. FCMAT did not consider those instances in this analysis.

In February 2021, two financial analysts accessed the system before or after regular weekday hours for a 
total of approximately two hours, and two financial analysts accessed the system on weekends for a total 
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of approximately 4.5 hours. FCMAT’s analysis of all Munis activity by financial analysts found that 25% of 
entries that showed a start time lacked an end time. At the time of this report, the employees subject to this 
study had returned to their normal district-provided workplace.

FCMAT’s analysis and the evidence of extra time worked is limited because it includes only one method of 
viewing that time and because employees did not always log off of the system when done using it.

Recommendations
The district should:

1.	 Review and revise the financial analyst position description periodically to ensure it 
continues to accurately list the duties assigned.

2.	 Balance the workload among the financial analysts based on a combination of the number 
of account resources and account strings and the complexity of assignments.

3.	 Evaluate employees’ technical skills and provide training as needed.

4.	 Redistribute workload to reduce the need to work extra hours.
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Customer Service
The district places a high value on customer service, and this ethic was evident during staff interviews. All 
staff interviewed, including senior accountants and financial analysts, described providing customer sup-
port to stakeholders regardless of whether the area in question was their primary responsibility, and all 
considered it their duty to be responsive at the time needs are expressed. While this is an admirable qual-
ity, it is disruptive to workflow and may hinder the timely completion of tasks.

A potential solution may be to require that incoming intradistrict questions be sent via email, and establish 
a standard response time, such as within 24 hours. Each employee would then set aside a specific time of 
day to respond, such as the first hour of the day. This would allow staff to manage workflow without disrup-
tions while still being responsive to stakeholders.

The department has created a Budget & Finance Department Handbook/Guide (last updated January 25, 
2021), which is an excellent resource to help staff outside of the Budget and Finance Department inde-
pendently access the Munis financial system. This guide provides step-by-step instructions on how to 
create budget scenarios, create budget or expenditure transfers, perform position inquiries, and process 
budget reports. Conducting an annual review and training for site and department staff and encouraging 
staff to attend the training and use the handbook before submitting questions could help reduce the need 
for telephone support from the senior accountants and financial analysts.

Recommendations
The district should:

1.	 Establish a process that requires intradistrict customers to submit questions to senior 
accountants and financial analysts through email only, and set a specific time of day for 
staff to review questions and respond.

2.	 Conduct an annual review of and training on the Budget & Finance Department Handbook/
Guide for all site and department staff involved with the Munis financial system. Encourage 
site and department staff to use this training and the handbook before requesting 
assistance from senior accountants and financial analysts.

3.	 Review and update the Budget & Finance Department Handbook/Guide at least once a 
year.
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Department Restructure
FCMAT used the senior accountant and the financial analyst position descriptions to evaluate differences 
between the two. That comparison shows a higher level of complex accounting and analytical skills is 
required for the senior accountant position and supports the salary difference between the two positions. 
FCMAT identified the major duties of each position for comparison, and these are listed in the table below.

Essential Duties and Responsibilities of Senior Accountant and Financial Analyst Positions

Essential Duties and Responsibilities
Senior  

Accountant
Financial 
Analyst

Implement Budget and Integrate into Financial System X
Maintain Chart of Accounts X
Multiyear Projection for All SACs Financial Reports Preparation X
Prepare Account Balance Audit Adjustments X
Prepare and Process Monthly and Annual Financial System Closing X
Process Adjustments X
Process Budget Transfers X X
Process Journal Transfers X X
Reconcile Accounts to General Ledger X
Year-end Closing Process X X
ASB Oversight and Training X
Attendance Report Preparation X
Audit Process Participation X X
Budget Development X
Budget Development Participation X
Forecast Short-term and Long-term Budget Projections X X
Monitor Cash Flow X
Prepare Cash Flow Projection X
Capital Projects Financial Analysis and Report Preparation X
Develop and Maintain Comprehensive Statistical Data X
Financial Analysis X X
Review Budget and Make Recommendations X
Reconcile Financial Information and Convert to Format used by External Agencies X
Analyze and Interpret Governmental Directives X X
Ensure Internal Controls and Compliance X X
Account Reconciliation X
Allocate and Distribute Categorical Funds to Sites X
Analyze Original Budget to Actual X X
Complex Accounting X
Maintain Financial Records X
Process Requisitions — Ensure Proper Coding X
Monitor Mandate Related Tasks X
Monitor Position Control Process X
Position Control — Ensure Proper Coding X
Position Control Site Support X
Prepare and Present Comparative Analysis Reports X X
Prepare Financial Reports X X
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Essential Duties and Responsibilities
Senior  

Accountant
Financial 
Analyst

Create Standard Operating Procedures X
Collaborate with Other Departments X X
Site and User Support X X
Train, Supervise, Evaluate, Develop Assigned Employees X

FCMAT’s comparison of the position descriptions and the distribution of duties described in the Budget & 
Finance Responsibilities document, the district’s budget and finance general ledger responsibilities break-
down spreadsheet, and actual duties performed based on staff interviews and the lists FCMAT requested 
from staff of the duties they perform, indicate that some senior accountants are working at a level below 
their position description and some financial analysts are working at a level above their position descrip-
tion.

In addition, as noted above, the distribution of workload among the senior accountants and among the 
financial analysts is unbalanced. This can be caused when a district has employed staff whose skill sets do 
not meet the rigorous requirements of their position. Under those circumstances, work is assigned to those 
who are best suited to perform the duties, not necessarily based on position description. Staff with deficient 
skill sets need to be required to improve both their knowledge and their technical skills, and must possess 
the ability to retain this knowledge and increase skills.

Based on changes to business practices, funding models, financial systems, reporting requirements and 
other factors, the Budget and Finance Department’s current structure is no longer the most efficient. Vari-
ous options exist for restructuring, including the following:

	• Maintaining the Department’s Current Structure

Under this option, the district would return duties to both the senior accountant and the 
financial analyst positions based on their position descriptions. More complex accounting 
processes, such as creating budgets in Munis and financial reports in SACS, would return 
to the senior accountants, while less complex accounting processes, such as account rec-
onciliation and transfers, would return to financial analysts. 

The district will need to ensure that low-performing staff are provided with improvement 
plans that include sufficient training in both accounting and technical skills. Staff who 
are unable to perform at the rigorous level described in their position descriptions and 
improvement plans could undergo a process to: a) bring them to the level of performance 
described in their position description, or b) be moved to another position based on prior 
position classification(s) they held, or c) apply to a more appropriate open position in the 
district, or d) be terminated.

	• Create a Single Pool of Senior Accountants

FCMAT observed that most financial analysts are performing duties beyond their position 
description. Under this option, the district would blend the position of financial analyst and 
the position of senior accountant into one position description. Financial analysts would 
be reclassified as senior accountants, and the workload would be redistributed equitably 
based on a combination of the number of account resources and account strings, and the 
complexity of assignments.
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	• Create Tiered Senior Accountant Positions

Like the tiered structure within the Payroll Department, the Budget and Finance Depart-
ment could create a second senior accountant position placed between the current senior 
accountant and the financial analyst on the salary schedule (such as senior accountant 1 
and senior accountant 2). Or the district could follow the structure already established by 
the Payroll Department, with the hierarchy being analyst, followed by specialist, then tech-
nician.

No matter what structure the district decides to follow, all senior accountants and financial 
analysts would apply for placement in the positions through an application and testing pro-
cess. Those who do not qualify would be moved to another position based on prior posi-
tion classification(s) they held, or apply to a more appropriate open position in the district, 
or be laid off.

	• Create a New, Retitled Senior Accountant Position

Under this option, the district would eliminate the current senior accountant position, create 
a new position title (such as budget accountant, senior) and position description, and 
determine how many positions would be available. As noted above, some financial analysts 
are already performing the duties of senior accountants. Based on that observation, the 
district’s needs seem to support having more senior accountants, and the district should 
consider a structure that mirrors those needs. As with the previous option, staff would be 
required to qualify for the new position through an application and testing process.

The district would also determine the number of financial analyst positions required and 
close positions above that number when staff have vacated a position by qualifying for a 
new senior accountant position title, moving to another position in the district, or being laid 
off. Assuming the district wishes to continue with the 11 combined positions that are in its 
current structure (both in the Budget and Finance Department and in other departments 
included in this review), the new structure would indicate that eight of the new positions 
would be retitled senior accountants and three would be financial analysts.

Any former senior accountants who were unsuccessful would be given the opportunity to 
transfer to a lower level position for which they qualify, be moved to another position based 
on prior position classification(s) they held, apply to a more appropriate open position in 
the district, or be laid off.

For those financial analysts who maintain their position, the district would need to ensure 
that their duties match their position description. 

The decision about which of the above options to implement, or any other restructuring choice, lies solely 
with the district, and the district should work closely with its Human Resources Department and its legal 
counsel to help ensure that any restructuring works as seamlessly as possible. However, no matter what 
choice the district makes, there will be turmoil; any restructuring is a process that takes time, causes 
upheaval among those directly affected, and often creates temporary negative impacts for all department 
staff.

Although the first two options listed above (maintain the current structure, or create one pool of senior 
accountants by reclassifying both the senior accountant and the financial analyst positions and redistrib-
uting workload) may be the least disruptive, those options do not eliminate the inferior work production 
the district is experiencing. The district would continue to employ staff who are not working at the rigorous 
level of their position description, and distribution of workloads would remain imbalanced.
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Maintaining the current structure would require that duties currently performed by financial analysts be 
returned to senior accountants. This would resolve the issue of work being performed out of class but 
would return work to staff who are unable to perform at the expected level of rigor. It would also require 
development of performance improvement plans for underperforming employees, followed by progressive 
discipline for those who cannot improve sufficiently. Because some financial analysts are already success-
fully completing these duties, it would also be a step backwards in efficient, effective production for the 
Budget and Finance Department. FCMAT does not believe this would be the best option for the district 
based on the amount of managerial effort it would take to implement, the shortage of managerial personnel 
in the department, and the upheaval that would ensue.

The second, third and fourth restructuring options above (creating a new single pool of senior accountants; 
creating a new tiered department structure; and creating a new and retitled senior accountant position) 
would eliminate the issue of employees not performing to the expected level of rigor. However, they could 
prove to be more (although still temporarily) disruptive to the department because of the length of time 
such processes can take as well as a reduced level of work while a process plays out and after a process 
has concluded with employees having to assimilate unfamiliar duties.

Nevertheless, FCMAT believes that the optimal solution for the district would be to create a new, retitled 
senior accountant position (the fourth option above), increase the work force to include eight retitled senior 
accountants (including those in the Campus Catering Department and Adult Education Department), and 
decrease the number of financial analysts to three. This conclusion is based on the manner in which the 
district is already using its personnel, FCMAT’s comparison of their current duties to their position descrip-
tions, and the district’s desire to increase department efficiency and effectiveness with the least amount of 
turmoil and disruption.

This recommendation is based purely on the duties and responsibilities of the positions under study. 
FCMAT did not perform a cost analysis for any of the restructure options above and does not make any 
guarantee that any of the options will either decrease or increase the district’s costs.

Regardless of which structure is chosen, it is imperative that the district require all staff to perform at the 
rigorous level described in their respective position descriptions. This may require additional training, 
including both knowledge based and technical skills, followed by an improvement plan and, in the absence 
of sufficient improvement, a progressive disciplinary process appropriate for a member of the classified 
management group if issues arise. For these actions to be effective, timelines for improvement must be 
strictly enforced.

In addition, the testing for these positions would need to be revised to align with the expected performance 
in terms of knowledge, aptitude and technical skills. The testing needs to adequately measure an appli-
cant’s abilities. If the testing for either position does not yield qualified candidates, the district might con-
sider alternative ways to advertise job openings, such as through internet job seeker services and/or school 
business accounting organizations (such as CASBO).

Recommendations
The district should:

1.	 Require staff to work at the rigorous level described in their respective position 
descriptions.

2.	 If a restructuring plan is not implemented, consider reclassifying the positions of financial 
analysts who perform senior accountant duties.
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3.	 Consider a restructure of the senior accountant and financial analyst positions as 
recommended above. Work closely with its Human Resources Department and its legal 
counsel to help ensure that any restructuring works as seamlessly as possible.

4.	 Revise the testing process for the senior accountant and financial analyst positions.

5.	 Identify and consider using alternative methods to advertise job openings if needed.
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Automation of Manual Tasks
Automating business processes whenever possible increases efficiency, improves accuracy, and stream-
lines processes. The automation of routine, manual processes, no matter how small or how few staff are 
affected, increases productivity, freeing time for staff to perform other duties. Automated processes also 
make transitions easier when duties are redistributed among staff.

During FCMAT’s interviews, various staff described routinely performing manual tasks that could be auto-
mated, including the following: 

	• Receiving salary and benefits data from one system and then manually entering the data 
into the Munis financial system. 

	• Receiving data in electronic form, then manually entering the data into a spreadsheet.

	• Manually processing budget reports from the Munis financial system and then distributing 
the paper reports to site and department users.

Staff also reported that a request to automate a routine manual task was rejected because it benefited only 
one employee.

The director of budget and finance has a technology background and is currently considered the go-to 
person for improving processes in the department. However, a business analyst senior whose function is to 
manage technical systems is assigned to the Budget and Finance Department. A summary of this position 
description includes the following:

	• Analyze, evaluate, design and maintain business processes and workflow

	• Extract, analyze and present data in a form appropriate to the requesting business unit

	• Establish requirements for developing reports and datasets to optimize processes or pro-
vide essential data

This position needs to set criteria to prioritize the development of individual automated processes that will 
allow the department to meet the needs of all its staff while supporting the most critical tasks first. The 
director of budget and finance needs to be involved in reviewing the list of tasks, making changes to the 
order of tasks based on the department’s needs, and serving as a liaison to the IT Department if additional 
assistance is needed in automating tasks.

Recommendations
The district should:

1.	 Collaborate with all department staff to identify tasks appropriate for automation.

2.	 Automate routine manual processes whenever possible.

3.	 Assign the duty of prioritizing the automation of routine manual processes to the business 
analyst senior, and ensure that the director of budget and finance reviews and approves 
the priority list of processes to be automated and serves as liaison to the IT Department if 
further assistance is needed.
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Standard Operating Procedures — Desk Manuals
Standard operating procedures (SOPs), sometimes referred to as desk manuals, document how to perform 
duties. These documents help staff with infrequently performed duties, and are a resource when duties are 
redistributed or when new employees are hired. Standard operating procedures ensure a task is completed 
with the same effectiveness regardless of who is performing the task, and eliminate confusion that can lead 
to differing processes for the same task. Some staff reported documenting procedures for their duties or 
using notes from predecessors; however, most staff were unaware of formal SOPs.

Each financial analyst is assigned to a senior accountant who is responsible for their training; however, 
without consistent, written SOPs, staff will receive varying and possibly contradictory training. Some finan-
cial analysts stated they train their senior accountants instead of being trained by them, while others stated 
they receive no training at all.

FCMAT was provided with a Budget & Finance Department Handbook/Guide dated January 25, 2021. This 
is an excellent resource for staff who work in the Munis financial system; it provides step-by-step instruc-
tions along with pictorial examples.

FCMAT was also provided with drafts of two manuals. The first is an undated Senior Accountant, Budget & 
Finance Duties, Projects & Reference Guide, which provides a calendar for duties as well as tips, links and 
screenshots to help perform duties. Based on the dates provided in the screenshots, this manual appears 
to have been started in 2018. The second is titled Department FA Instructions and contains calendars as 
well as tips, checklists, workflows, and other related information regarding various duties assigned to finan-
cial analysts. It too is undated but appears to have been created in 2018.

The Budget and Finance Department maintains a team folder on the district’s WikiPage in Microsoft Teams. 
Although relatively unused, this folder is intended to store SOPs, step-by-step instructions, and training 
videos specific to the Budget and Finance Department. This folder is managed by the department’s admin-
istrative secretary, and all staff have access.

It would benefit the district to create SOPs in the form of desk manuals for each position and ensure that 
these documents include step-by-step procedures for job duties and workflow diagrams to ensure a better 
understanding of duties and their timelines. This type of document also ensures consistent application 
of internal controls and designates the responsibilities that each position holds; can also help bridge the 
training gaps that sometimes remain after employee turnover; and it is especially helpful to new staff. These 
documents can provide training and cross training, help preserve institutional knowledge, eliminate depen-
dency on one person, ensure staff members follow the latest and most efficient procedures, and effectively 
document and monitor segregation of duties. Once established, SOPs should be made available to district 
staff as applicable to help with transactions and best practices. With the turnover the district has experi-
enced, documenting how tasks are performed is especially important.

Recommendations
The district should:

1.	 Develop SOPs in the form of desk manuals that describe employees’ duties, and ensure 
that each employee includes step-by-step procedures for all assigned duties in their SOPs. 
Consider using a third party to prepare the documents to ensure they are consistent in 
format and do not detract from the time staff members need to perform assigned duties.

2.	 Review and revise these SOPs in the form of desk manuals at least once a year.
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3.	 Store all SOPs in one location, such as the Budget and Finance Department Wikipage team 
folder in Microsoft Teams, and allow staff access as appropriate.
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