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November 29, 2023

Marla Silversmith, Ed.D., Superintendent
Burlingame Elementary School District 
1825 Trousdale Drive
Burlingame, CA 94010

Dear Superintendent Silversmith:

In May 2023, the Burlingame Elementary School District and the Fiscal Crisis and Management Assistance 
Team (FCMAT) entered into an agreement for FCMAT to perform the following:

1.	 Review the district’s 2023-24 adopted general fund budget and use it as a baseline to 
develop an independent multiyear financial projection (MYFP) for the current and two 
subsequent fiscal years. The MYFP will be a snapshot in time of the district’s financial 
status. Make recommendations for expenditure reductions and/or revenue increases to 
help the district eliminate its structural budget deficit, if any.

2.	 Review operational processes and procedures in the Business Services Department and 
make recommendations for improved efficiency, if any, in the following areas: 

	• Budget development

	• Budget monitoring

	• Position control

	• Payroll

	• Accounts payable

	• Accounts receivable

3.	 Review operational processes and procedures in the Human Resources Department and 
make recommendations for improved efficiency, if any.

4.	 Evaluate the current workflow and distribution of functions within and between the above 
departments and make recommendations for improved efficiencies, if any.

5.	 Prepare an analysis using the 20 factors in FCMAT’s Fiscal Health Risk Analysis and 
identify the district’s risk rating for fiscal insolvency.

This final report contains the study team’s findings and recommendations. FCMAT appreciates the opportu-
nity to serve the Burlingame Elementary School District and extends thanks to all the staff for their assis-
tance 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 TK-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 TK-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 Education 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 1991` 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 1,400 reviews for LEAs, including school 
districts, county offices of education, charter schools and community colleges. The Kern County 
Superintendent of Schools is the administrative agent for FCMAT. The team is led by Michael H. Fine, Chief 
Executive Officer, with funding derived through appropriations in the state budget and a modest fee sched-
ule for charges to requesting agencies.
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Introduction

Background
Located in San Mateo County, the Burlingame Elementary School District has a five-member governing 
board and serves students in preschool through eighth grade at six elementary schools and one interme-
diate school. According to data from the California Department of Education (CDE), the district’s student 
enrollment increased steadily from 2006-07 to a peak of 3,534 in 2019-20 but has declined each year 
since, to 3,284 in 2022-23. The district’s California Longitudinal Pupil Achievement Data System (CALPADS) 
records indicate that the district’s 2022-23 unduplicated pupil count of students who qualify for free or 
reduced-price meals, and/or are foster youth, and/or are English learners, was 751, or 22.87% of enrollment. 

Study and Report Guidelines
In May 2023, the Burlingame Elementary School District and the Fiscal Crisis and Management Assistance 
Team (FCMAT) entered into an agreement for FCMAT to conduct a review of the district’s Business Services 
and Human Resources departments. 

FCMAT visited the district on July 31 and August 1, 2023 to conduct interviews with district and school staff, 
collect data, and review documents. Follow-up interviews were conducted via Zoom on August 3, 15, and 
24, 2023. Documents were received from the district through September 12, 2023. Following fieldwork, 
FCMAT continued to review and analyze documents. This report is the result of those activities.

FCMAT’s reports focus on systems and processes that may need improvement. Those that may be func-
tioning well are generally not commented on in FCMAT’s reports. In writing its reports, FCMAT uses the 
Associated Press Stylebook, a comprehensive guide to usage and accepted style that emphasizes con-
ciseness 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:

Debbie Riedmiller, CFE				   Marcus Wirowek, CFE
FCMAT Intervention Specialist			  FCMAT Intervention Specialist

Alyssa Low					     Colleen Patterson
FCMAT Consultant				    FCMAT Consultant

John Lotze
FCMAT Technical Writer

Those members of this study team who are otherwise employed by a local educational agency (LEA) 
were not representing their respective employers but were working solely as independent contractors for 
FCMAT.

Each team member reviewed the draft report to confirm accuracy and achieve consensus on the final 
recommendations.
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Executive Summary
The Burlingame Elementary School district has experienced significant turnover in its Business Services 
and Human Resources departments over the last few years. At the time of FCMAT’s fieldwork, the superin-
tendent had been in her position for a month after having served as interim superintendent for six months. 
The former superintendent held the position for three years and was on leave for the last six months. The 
chief business official (CBO) had resigned just before FCMAT’s on-site fieldwork, having served in the 
position for just over two years, and one fiscal analyst position was also vacant. The director of human 
resources had been in her position only seven months; and the rest of the business staff had been in their 
positions for only one to two years. Two other business office employees resigned in the two months after 
fieldwork. 

One of FCMAT’s main objectives in this study was to review the district’s 2023-24 adopted general fund 
budget and develop an independent multiyear financial projection (MYFP). The team reviewed numerous 
documents and financial reports, including the district’s annual independent audits, unaudited actuals, 
financial system reports, attendance reports and other historical financial information pertinent to the study. 

Financial projections are based on certain assumptions and criteria, including enrollment and average daily 
attendance (ADA) trends, cost-of-living increases, economic conditions, and revenue and expenditure esti-
mates. Therefore, when the underlying assumptions change, the results of the projection will change. The 
district’s budget was based on the governor’s May revision budget and other assumptions available when it 
was created. FCMAT’s budget and MYFP was based on the final 2023-24 enacted state budget. In addition, 
FCMAT used its projections of enrollment and ADA in its MYFP. 

The district’s 2023-24 adopted budget and MYFP projects deficit spending of $826,881 in 2023-24, a 
surplus of $33,159 in 2024-25, and a surplus of $220,694 in 2025-26. The district’s presentation to its 
governing board notes that the reserve requirement is met in all three years only with a transfer from Fund 
17, Special Reserve Fund for Other than Capital Outlay Projects. The MYFP prepared by FCMAT shows 
an unrestricted general fund deficit of $2.9 million in 2023-24, $3.2 million in 2024-25, and $2.4 million in 
2025-26, and negative unrestricted fund balances in all three years. The district has significant reserves set 
aside in Fund 17 and will likely need to draw on those reserves to meet the minimum reserve requirement. It 
is imperative that the district develop a detailed deficit reduction plan that includes a timeline for implemen-
tation, carry out the planned reductions, and continue to search for ongoing solutions to eliminate deficit 
spending. 

Multiyear Financial Projection Summary, General Fund, Unrestricted Resources Only

Description

Adjusted 
Base Year 
2023-24

Year 2 
 2024-25

Year 3  
2025-26

  Total, Revenues $	39,099,294 $ 40,448,120 $ 42,378,485 

  Total, Expenditures $ 36,066,561 $ 37,267,582 $ 38,271,932 

  Total, Other Financing Sources/Uses $ (5,947,835) $ (6,385,844) $ (6,524,036)

E. Net Increase (Decrease) in Fund Balance $ (2,915,102) $ (3,205,307) $ (2,417,482)

    Adjusted Beginning Balance $ 2,436,590 $ (478,512) $ (3,683,819)

  Ending Balance/Net Position, June 30 $ (478,512) $ (3,683,819) $ (6,101,301)

  Components of Ending Fund Balance    
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    Nonspendable $ 2,500 $ 2,500 $ 2,500 

      Reserve for Economic Uncertainties $ 1,681,233 $ 1,652,308 $ 1,669,287 

      Unassigned/Unappropriated Amount $ (2,162,245) $ (5,338,627) $ (7,773,088)

Rounding used in calculations.

The number shown as a negative in the unassigned/unappropriated fund balance is the amount by which 
budgeted expenditures must be reduced or revenues increased to meet the reserve requirements in 
accordance with Assembly Bill (AB) 1200. An entity that continues to spend more than it receives depletes 
its cash resources. The district should implement immediate expenditure reductions to avoid running out of 
cash and becoming insolvent. The consequences of becoming cash insolvent are severe, including county 
and state intervention and a loss of local governance and control; these should be avoided.

As part of the study, the district requested FCMAT to review operational processes and procedures in its 
Business Services and Human Resources (HR) departments. Because so many staff members in business 
and HR are new to the district or to their positions, the district has a unique opportunity to create and 
document processes and procedures and strengthen internal controls. In addition, relationships within and 
between business and HR staff and staff at other locations and departments have been strained over the 
past two years, and the district has an opportunity to build and restore those relationships.

FCMAT also conducted a Fiscal Health Risk Analysis (FHRA) of the district. The FHRA shows the district is 
at high risk of insolvency and identifies fiscal weaknesses and areas of concern that contribute to its fiscal 
distress. Significant risk factors include, but are not limited to, budget development and monitoring, cash 
management, analysis and disclosure of tentative collective bargaining agreements, deficit spending, inter-
nal controls and fraud prevention, and lack of position control.
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Findings and Recommendations

Multiyear Financial Projection
Assembly Bill 1200 and AB 2756 require MYFPs, and they are a part of the budget adoption and interim 
reporting process. AB 2756 was signed into law in June 2004 and made substantive changes to the finan-
cial accountability and oversight processes used to monitor the fiscal status of school districts and county 
offices of education. Among other things, AB 2756 strengthened the roles of the superintendent of public 
instruction (SPI) and county offices of education and their ability to intervene during fiscal crises, including 
requesting assistance from FCMAT.

If at any time during the fiscal year a district cannot meet its financial obligations for the current or two 
subsequent fiscal years, or has a qualified or negative budget certification, the county superintendent 
of schools is required to notify the district’s governing board and the SPI. The county office must follow 
Education Code (EC) 42127.6 when assisting a school district in fiscal distress. If a district does not maintain 
its required reserve for economic uncertainties, the MYFP is the primary tool used to help the county office 
and the district develop a plan to regain fiscal solvency and restore the required reserve.

Financial planning is crucial for every local educational agency (LEA), regardless of size or structure. MYFPs 
allow a governing board and district to make budget decisions that strategically allocate current and future 
resources in alignment with their goals, programs, and Local Control and Accountability Plan (LCAP). In 
addition, recognizing financial trends is essential to maintaining a district’s fiscal health. Monitoring and 
analyzing year-to-year trends in key budget areas helps a district evaluate its budget direction and identify 
possible areas of concern so solutions can be implemented in a timely manner.

Multiyear financial projections allow a district to forecast the future fiscal effect of current decisions. Projec
tions should be updated at least at each interim financial reporting period, when known economic forecasts 
change, and before any significant decisions are made that affect the budget, such as salary increases or 
other major financial commitments. When developing an MYFP, a district’s main objectives are to achieve 
and sustain a balanced budget, improve academic achievement, and maintain fiscal solvency and thus 
avoid loss of local governance.

Any forecast of financial data has inherent limitations, because calculations are based on certain economic 
assumptions and criteria, including enrollment trends, cost-of-living adjustments, estimates of costs for 
utilities, supplies and equipment, and changing economic conditions at the state, federal, and local levels. 
Therefore, any projection should be viewed as a trend based on certain criteria and assumptions rather 
than a prediction of exact numbers.

Regular and frequent budget monitoring becomes even more important in times of fiscal uncertainty. 
Multiyear projections can become somewhat less reliable in a time of fiscal instability, especially in their 
projections for the subsequent fiscal years, because projected revenue information from the state and fed-
eral government, and related expenditures, may change frequently. Nonetheless, the district will need to 
ensure that multiyear financial and cash flow projections are kept up to date and that the information they 
contain is accurate and based on the most current budget assumptions available.

One-time funding, such as that provided by the state in prior years and federal and state COVID-19 relief 
funds, can temporarily mask an ongoing operational deficit. Maintaining fiscal solvency while maximizing 
services to students with available financial resources will be a continuing challenge for LEAs and their 
governing boards, which have a fiduciary duty to ensure solvency. Each district faces its own financial risk 
factors based on reserve levels, enrollment trends, employee compensation, degree of revenue volatility, 
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and various other local and statewide factors. Districts must plan accordingly to meet ongoing academic 
and program objectives while maintaining fiscal solvency.

All LEAs should strive to maintain fiscal solvency and protect the integrity of educational programs by doing 
the following:

	• Analyze enrollment trends and regularly update MYFPs. 

	• Maintain adequate reserves to allow for unanticipated circumstances (with the adequate 
level based on each LEA’s unique circumstances). 

	• Maintain fiscal flexibility by, (a) limiting commitments to future increased expenditures 
based on projections of future revenue growth, and/or (b) establishing contingencies that 
allow expenditure plans to be changed as needed. 

	• Routinely prepare alternative MYFPs that show the fiscal impact of different budget 
assumptions through each year of the fiscal model. 

	• Develop an expenditure reduction plan that can be implemented in a timely manner if 
necessary.

California LEAs use many different methods and software products to prepare MYFPs. The projections for 
the district’s general fund used in this report were prepared using FCMAT’s Projection-Pro multiyear and 
cash flow projection software, a web-based forecasting tool that is available free to all California school 
districts, charter schools, and county offices of education. FCMAT reviewed the district’s revenue and 
expenditure trends during recent years, used industry-standard variables provided by the Department of 
Finance (DOF) and the School Services of California (SSC) Financial Dartboard, and based its projection on 
the district’s 2023-24 adopted budget for the current and two subsequent fiscal years.

Adjustment Analysis
The first step in FCMAT’s process was to establish the current year revenues and expenditures. Accurately 
estimating these values is essential because they are used to determine the subsequent years’ projections.

The following table shows the differences between the district’s 2023-24 adopted budget report and 
FCMAT’s analysis. The district used estimated 2022-23 revenues and expenditures to determine the 
adjusted beginning fund balance, nonspendable amounts, and restricted ending balance. FCMAT used the 
district’s 2022-23 unaudited actuals report, which was completed in September 2023, to determine those 
amounts. The district’s estimated 2023-24 general fund beginning balance was $2.4 million less than its 
actual 2023-24 general fund beginning balance. Differences in projected revenues and expenditures are 
explained in the “Multiyear Financial Projection Assumptions” section.

Multiyear Financial Projection Comparison Summary, General Fund Unrestricted and Restricted 
Resources

Description
Object 
Code

District 2023-
24 Adopted 

Budget*
Adjustment to 

Base Year
FCMAT’s 2023-

24 Budget
A. Revenues

  LCFF Sources 8010-8099 39,093,926 (512,757) 38,581,169 
  Federal Revenue 8100-8299 793,983 420,462 1,214,444 
  Other State Revenues 8300-8599 5,141,498 510,753 5,652,251 
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  Other Local Revenues 8600-8799 5,411,806 (1,059) 5,410,748 
  Total, Revenue 50,441,213 417,399 50,858,612 
B. Expenditures

  Certificated Salaries 1000-1999 23,068,070 823,314 23,891,384 
  Classified Salaries 2000-2999 6,594,433 (165,944) 6,428,489 
  Employee Benefits 3000-3999 13,295,311 (441,088) 12,854,223 
  Books and Supplies 4000-4999 2,664,141 3,001,151 5,665,292 
  Services and Other Operating Expenditures 5000-5999 5,196,011 1,860,779 7,056,790 
  Capital Outlay/Depreciation 6000-6999 -   -   -   
Other Outgo (excluding Transfers of Indirect 
Costs)

7100-7299, 
7400-7499 -   144,924 144,924 

Other Outgo - Transfers of Indirect Costs 7300-7399 -   -   -   
  Total, Expenditures 50,817,967 5,223,135 56,041,102 
C. Excess (Deficiency) of Revenues over 

Expenditures before Other Financing 
Sources and Uses (376,754) (4,805,737) (5,182,490)

D. Other Financing Sources/Uses
  Interfund Transfers

    Transfers In 8900-8929 -   -   -   
    Transfers Out 7600-7629 -   -   -   

  Other Sources/Uses
    Sources 8930-8979 -   -   -   
    Uses 7630-7699 -   -   -   

  Contributions 8980-8999 -   -   -   
  Total, Other Financing Sources/Uses -   -   -   
E. Net Increase (Decrease) in Fund Balance  (376,754) (4,805,737) (5,182,490)
F. Fund Balance, Reserves

  Beginning Fund Balance
    As of July 1 - Unaudited 9791 5,312,177 2,447,995 7,760,173 
    Audit Adjustments 9793 -   - -   
    As of July 1 - Audited 5,312,177 2,447,995 7,760,173 
    Other Restatements 9795 -   - -   
    Adjusted Beginning Balance 5,312,177 2,447,995 7,760,173 

  Ending Balance, June 30 4,935,423 2,447,995 2,577,682 
  Components of Ending Fund Balance 

    Nonspendable 9710-9719                0 2,500 2,500 
    Restricted 9740 3,694,636 (638,441) 3,056,194 
    Committed

      Stabilization Arrangements 9750 -   - -   
      Other Commitments 9760 -   - -   

    Assigned
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      Other Assignments 9780 -   - -   
    Unassigned/Unappropriated

      Reserve for Economic Uncertainties 9789           0 1,681,233 1,681,233 
      Unassigned/Unappropriated Amount 9790 1,240,788 (3,403,033) (2,162,245)

Special Reserve Fund – Noncapital Outlay 
(Fund 17) 9750 300,000 3,214,136 3,514,136

Total Available Reserves 1,540,788 1,492,336 3,033,124

*Sources: District’s 2023-24 adopted budget and 2022-23 unaudited actuals.

Rounding used in calculations.

Enrollment, Unduplicated Pupil Count, and Average Daily 
Attendance
Accurate enrollment and ADA projections are essential elements of any MYFP. Most of a district’s reve-
nue is based on the Local Control Funding Formula (LCFF). Student enrollment, unduplicated pupil count 
(UPC) (that is, the number and percentage of students who are English learners, and/or foster youth, and/
or qualify for free or reduced-price meals), and ADA by grade level are all core components of the LCFF 
calculation. Enrollment projections are vital to help identify changes that may significantly affect an LEA’s 
estimated revenue in the current and subsequent years of a projection. Failure to identify potential reduc-
tions in revenue based on declines in ADA and to plan for necessary staffing and other reductions in a 
timely manner can be a significant detriment to a district’s financial position. FCMAT found no evidence that 
the district analyzes historical enrollment and ADA and uses that information to develop enrollment projec-
tions and adjust staffing.

Accurate projections provide information essential for determining instructional priorities, staffing ratios, 
grade level configurations, and/or potential boundary changes. Enrollment projections should be prepared 
frequently and with enough detail to monitor and project class sizes in subsequent years. To maintain the 
most accurate and meaningful data, districts need to prepare and update enrollment projections regularly 
and compare them to actual enrollment. Historical enrollment and attendance patterns can help identify 
potential changes in future enrollment. Projections prepared in a timely manner enable a district to identify 
a potential enrollment decline or increase, allowing a district to adjust staffing and expenditure budgets 
accordingly. Regularly monitoring attendance data also allows districts to forecast whether layoff notices 
may be necessary; this helps ensure that management has adequate time to prepare them.

Enrollment and ADA projections have inherent limitations because they are based on certain criteria and 
assumptions rather than exact calculations. Limitations include issues such as the unpredictable timing of 
housing trends, unforeseen factors that affect enrollment, changes in local and regional demographics, and 
changing local, state, and federal economic conditions. Therefore, the forecast model should be viewed as 
a trend rather than a prediction of exact numbers.

Enrollment variables include the following:

	• Birth rates and trends.

	• Historical ratio of enrollment progression between grade levels.

	• Changes in educational programs.

	• Incoming and outgoing interdistrict transfers.
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	• Migration in and out of schools, including movement in and out of charter schools.

	• Changes in local and regional demographics.

	• Industry changes, such as new industry moving to, or existing industry moving from, an 
area.

	• Residential housing starts and the correlation of housing starts with local, state, or national 
economics.

In developing the MYFP, FCMAT reviewed the district’s enrollment, ADA, and UPC trends from 2013-14 
through 2022-23 for all grades. Enrollment in the district increased an average of 1.49% per year from 2013-
14 through 2019-20, but in the last three years has declined an average of 2.41% per year. FCMAT used its 
Projection-Pro software to prepare enrollment, ADA and UPC1 projections for the current and two subse-
quent years and used these projections to complete an independent LCFF calculation. FCMAT’s method 
resulted in enrollment, ADA and UPC projections that differ from the district’s.

Enrollment
The enrollment projection the district provided to FCMAT did not match the enrollment projection used for 
the district’s 2023-24 budget development. The district’s projection was provided in Adobe PDF format, 
and FCMAT was unable to determine what method was used to project enrollment. Districts need to use 
reasonable projection methodologies to produce the most reliable enrollment projections. This is important 
because most of the district’s unrestricted general fund revenues are based on enrollment and ADA. The 
district’s 2023-24 adopted budget and MYFP was based on an enrollment increase of 0.97% in 2023-24, a 
decrease of 2.47% in 2024-25, and an increase of 1.14% in 2025-26.

The cohort survival method is commonly used to project enrollment for grades one through 12. This tech-
nique groups students by grade level on entry and tracks them through each year they stay in school. The 
method evaluates the longitudinal relationship of the number of students who pass from one grade to the 
next in the subsequent year. In doing so, the method more closely accounts for retention and new and 
departing students by grade. 

Cohort survival percentages are calculated from historical enrollment data certified on the Fall 1 census 
data for the California Longitudinal Pupil Achievement Data System (CALPADS), which is always the first 
Wednesday in October. This data is used to determine a percentage of increase or decrease in enrollment 
between any two grades. For example, if 100 students were certified as enrolled in first grade in 2021-22 
and that number increased to 104 in second grade in 2022-23, the cohort survival would be 104%, or a ratio 
of 1.04. Such ratios are calculated between each pair of grades over several recent years. These ratios are 
key factors that contribute to the reliability of the projections, which depend on the validity of the data at 
the starting point. Each ratio encompasses collectively the variables that could account for an increase or 
decrease in the size of a grade cohort as it progresses over time.

FCMAT’s Projection-Pro software uses the cohort survival method to project enrollment. However, the 
anomalies of 2020-21 and 2021-22 caused by the COVID-19 pandemic made using a five-year cohort sur-
vival method unreliable. For example, the district experienced an enrollment decline of 4.16% in 2020-21 
and a decline of 2.21% in 2021-22. To assume that this rate of decline will continue would likely result in an 
enrollment projection that is unrealistic. To compensate for this anomaly, FCMAT used a three-year histor-
ical average to project grades one through eight. For 2023-24 enrollment, FCMAT used actual enrollment 
by grade level as of September 12, 2023, provided by the district.

1. This is the count of pupils who are one or more of the following: English learners, foster youth, or qualify for free or reduced-price meals. The 
count is called unduplicated because each student is counted only once, even if they meet more than one of these three criteria.
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Projecting kindergarten enrollment differs from other grades because little data is available on the pres-
ence of four- and five-year-old children who may enroll in the district the following year. One method used 
to project kindergarten enrollment is to identify the number of children who enroll in kindergarten and 
express this as a percentage of countywide live births five years earlier. Alternatively, a five-year histori-
cal average of the number of kindergarten students is usually a simpler approach. FCMAT used a three-
year historical average to project kindergarten enrollment for the district. In addition, FCMAT’s projection 
includes an adjustment for the expansion of the universal transitional kindergarten (TK) program, which 
gradually expands TK eligibility for four-year-old children.

Unduplicated Pupil Percentage
The district’s unduplicated pupil percentage (UPP) is used to determine a portion of its LCFF funding (spe-
cifically, supplemental and concentration grant funding). This is the percentage of the district’s students 
who are eligible for free or reduced priced meals, and/or are identified as English learners, and/or are foster 
youth; each eligible student is counted only once, even if they meet more than one of these criteria. The 
UPP is determined by calculating a three-year rolling average of the ratio of unduplicated students enrolled 
to total enrollment. 

The district projected the number of unduplicated students to increase in 2023-24 and 2024-25, then 
remain flat for the next two projected years, resulting in an increase in the UPP for the three years of the 
projection compared to the actual UPP in 2022-23. Based on a five-year historical ratio of unduplicated stu-
dents enrolled to total enrollment, FCMAT determined a weighted average ratio and used it to calculate the 
UPP for the projection years. FCMAT’s UPP projection was slightly lower than the district’s.

Average Daily Attendance
The total number of student attendance days in a school year is divided by the total number of days of 
instruction to calculate the district’s ADA. Traditionally, school district LCFF apportionments were based on 
the greater of current year or prior year second reporting period (P-2) ADA report. P-2 ADA is calculated 
using student attendance from the first day of school through the last school month ending on or before 
April 15. 

Because of the COVID-19 pandemic, several changes were made to how ADA is reported and funded. The 
second and annual attendance reporting periods were changed for 2019-20 to include full school months 
from July 1, 2019 through the last month ending on or before February 29, 2020, inclusive. For 2020-21 
funding purposes, the state provided a one-time hold harmless provision on ADA, which allowed LEAs to 
use 2019-20 ADA as a proxy for 2020-21. LCFF funding for 2021-22 was based on the greater of 2021-22 
ADA or the 2019-20 attendance-to-enrollment ratio, applied to 2021-22 enrollment for all classroom-based 
LEAs that met specified independent study requirements. The 2022-23 state budget added a provision 
that allows LEAs to use the greater of current year, prior year, or the average of the three most recent prior 
years’ ADA for LCFF funding purposes. 

The district’s historical attendance rates vary from 95% to 97%; the district used a 97% attendance ratio for 
its ADA projections in its 2023-24 budget. FCMAT reviewed the district’s enrollment and ADA trends for 
2018-19 through 2022-23. The review compared the October CALPADS student enrollment counts to the 
P-2 ADA to determine the average ADA-to-enrollment ratios by grade span. FCMAT adjusted the 2020-21 
attendance ratio to compensate for the use of 2019-20 ADA in 2020-21. Based on these historical ratios, a 
weighted average ratio was determined and used to calculate ADA for the projection years.
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The table below shows FCMAT’s projections of enrollment, UPC, and ADA.

FCMAT Projections of Enrollment, UPC, and ADA

Enrollment by 
Grade

Actual 
2018-19

Actual 
2019-20

Actual 
2020-21

Actual 
2021-22

Actual 
2022-23

Projected 
2023-24

Projected 
2024-25

Projected 
2025-26

TK-K 473 450 397 417 387 442 468 493
1 437 406 379 345 372 308 391 414
2 373 437 399 364 354 381 309 393
3 367 377 418 395 368 352 383 310
Subtotal TK-3 1,650 1,670 1,593 1,521 1,481 1,483 1,551 1,610

4 379 373 365 400 399 385 349 380
5 397 375 360 362 391 406 378 343
6 356 395 357 344 336 386 381 354
Subtotal 4-6 1,132 1,143 1,082 1,106 1,126 1,177 1,108 1,077

7 369 360 367 337 334 339 371 367
8 359 361 345 348 343 343 337 369
Subtotal 7-8 728 721 712 685 677 682 708 736

Total TK-12 
Enrollment 3,510 3,534 3,387 3,312 3,284 3,342 3,367 3,423
Enrollment increase 
(decrease) 24 (147) (75) (28) 58 25 56 

Unduplicated Pupil 
Count

Actual 
2018-19

Actual 
2019-20

Actual 
2020-21

Actual 
2021-22

Actual 
2022-23

Projected 
2023-24

Projected 
2024-25

Projected 
2025-26

   UPC 797 730 655 758 751 731 736 748
   Ratio 22.71% 20.66% 19.34% 22.89% 22.87% 21.86% 21.86% 21.86%
                 

Average Daily 
Attendance (ADA)

Actual 
2018-19

Actual 
2019-20

Reported 
2020-21*

Actual 
2021-22

Actual 
2022-23

Projected 
2023-24

Projected 
2024-25

Projected 
2025-26

Grades TK-3
Enrollment 1,650 1,670 1,593 1,521 1,481 1,483 1,551 1,610
Ratio 96.80% 96.32% 100.97% 96.41% 94.77% 95.91% 95.91% 95.91%
ADA 1,597.15 1,608.47 1,608.47 1,466.41 1,403.61 1,422.31 1,487.53 1,544.11

Grades 4-6
Enrollment 1,132 1,143 1,082 1,106 1,126 1,177 1,108 1,077
Ratio 96.81% 96.93% 102.40% 94.13% 95.08% 95.55% 95.55% 95.55%
ADA 1,095.88 1,107.95 1,107.95 1,041.06 1,070.60 1,124.59 1,058.66 1,029.04

Grades 7-8
Enrollment 728 721 712 685 677 682 708 736
Ratio 95.75% 95.97% 97.19% 95.99% 95.30% 95.72% 95.72% 95.72%
ADA 697.07 691.97 691.97 657.56 645.16 652.79 677.67 704.47

Grades TK-12
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Enrollment 3,510 3,534 3,387 3,312 3,284 3,342 3,367 3,423
Ratio 96.58% 96.45% 100.63% 95.56% 94.99% 95.74% 95.75% 95.75%
ADA 3,390.10 3,408.39 3,408.39 3,165.03 3,119.37 3,199.69 3,223.86 3,277.62

*In 2020-21, districts used 2019-20 ADA and did not report actual ADA.

FCMAT’s projection of enrollment was higher than the district’s by 26 in 2023-24, by 133 in 2024-25, and 
by 152 in 2025-26. FCMAT’s projection of ADA was lower than the district’s by 21.28 in 2023-24, higher by 
82.89 in 2024-25, and higher by 101.65 in 2025-26. FCMAT’s projection of UPC was lower than the district’s 
by 40 in 2023-24, lower by 46 in 2024-25, and lower by 34 in 2025-26. Overestimating ADA can result in an 
overstatement of revenue and unrestricted fund balance. It would benefit the district to analyze enrollment 
and ADA projections regularly and adjust budget and staffing as appropriate. 

Multiyear Financial Projection Assumptions
The MYFP prepared by FCMAT used the district’s 2023-24 adopted budget report as the baseline and included 
the impact of the state’s 2023-24 enacted budget. The study team reviewed the district’s records, interviewed 
staff members, and examined a variety of financial documents to gather the information needed for the MYFP. 
Assumptions include conservative economic factors and estimates, described by major object code.

The key planning factors and budget assumptions FCMAT used to prepare the MYFP are based on the 
latest information available at the time the projection was completed, as shown in the table below, and are 
further described in the paragraphs below.

The district’s 2023-24 adopted budget MYFP used some of the same projection factors; however, CPI was 
not applied to supplies and services expenses. It is best practice to include the most recent assumptions 
available to produce the most reasonable projection. 

FCMAT MYFP Budget Assumptions

Description 2023-24 2024-25 2025-26
Statutory COLA (DOF) 8.22% 3.94% 3.29%
LCFF Cost-of-Living Adjustment (COLA) 8.22% 3.94% 3.29%
State Categorical COLA 8.22% 3.94% 3.29%
California Consumer Price Index 3.55% 3.03% 2.64%
California Lottery, Unrestricted per ADA $177.00 $177.00 $177.00 
California Lottery, Restricted per ADA (Proposition 20) $72.00 $72.00 $72.00 
Mandate Block Grant, District (K-8), per ADA $37.81 $39.30 $40.59 
 Interest Rate Trend for 10-Year Treasuries 3.60% 2.98% 2.90%
California State Teachers’ Retirement System (CalSTRS) Employer Rate 19.10% 19.10% 19.10%
California Public Employees Retirement System (CalPERS) Employer Rate 26.68% 27.70% 28.30%
Certificated Staff Step and Column 1.95% 1.95% 1.95%
Classified Staff Step 2.00% 2.00% 2.00%
Certificated Health and Welfare Percent Change 6.15% 6.15% 6.15%
Classified Health and Welfare Percent Change 6.15% 6.15% 6.15%
State Unemployment Insurance Rate 0.05% 0.05% 0.05%
Workers Compensation Insurance Rate 1.54% 1.54% 1.54%
Indirect Cost Rate 5.56% 5.43% 5.43%
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Revenues
Projected revenue was based on validation of funding from the California Department of Education (CDE), 
the DOF, the School Services of California (SSC) Dartboard, grant letters, and analysis of district estimates 
for any sources that could not be independently verified. Adjustments were made for any one-time funds or 
carryover2 from previous years.

Local Control Funding Formula Sources
The LCFF is the funding model for school districts. It was implemented beginning with the 2013-14 fiscal 
year and replaced the former revenue limit calculation and distribution methodology. The LCFF funding 
model eliminated many former state categorical programs and redirected their funding under the LCFF 
model. The LCFF provides the following:

	• A base per-pupil grant that varies by grade level.

	• Supplemental funding that provides an additional 20% of the base grant multiplied by the 
district’s percentage of disadvantaged pupils (the unduplicated count of low-income stu-
dents, English learners, and foster youth).

	• A concentration grant that provides an additional 65% (formerly 50%) of the base grant, 
multiplied by the district’s percentage of disadvantaged pupils that exceeds 55% of total 
enrollment. The district’s unduplicated pupil count is below 55%, so it does not receive 
concentration grant funding.

Districts must increase or improve services to unduplicated pupils by the proportion of supplemental and 
concentration funds to base funds that they receive. This is known as the minimum proportionality per-
centage (MPP). The 2021-22 enacted state budget increased the concentration grant from 50% to 65%. For 
districts that qualify to receive the concentration grant dollars, the additional 15% is to be used to increase 
the number of credentialed and/or classified staff who provide direct services to students. Beginning in 
2021-22, if the quantitative and qualitative increases and improvements in services are insufficient to meet 
the prior-year MPP, any unused portion of supplemental and concentration grant funds must be designated 
in the subsequent year’s LCAP and used to provide increased or improved services to unduplicated pupils.

For most districts, the LCFF entitlement is funded through a combination of local property taxes and state 
aid. A district’s property tax will be applied first toward the total LCFF entitlement, and the balance is 
funded through state aid. When a district’s local property taxes meet or exceed the LCFF entitlement, the 
district is considered a basic aid or community-funded district. The district was basic aid in 2020-21 but was 
state-aid funded in 2021-22 and 2022-23 and is projected to be state-aid funded in 2023-24 and subse-
quent years. 

Proposition 30, passed in 2012, temporarily added a quarter-cent sales tax and increased state income 
tax rates on high-income taxpayers. The sales tax increase expired in 2016; the income tax increase was ini-
tially set to expire in 2018, but Proposition 55 extended it through 2030. These revenues are deposited into 
the state’s Education Protection Account (EPA) and are a component of state aid for the LCFF entitlement. 
EPA revenues are the portion of state aid that is funded by the income tax increase and are received by all 
LEAs. 

Districts and charter schools are encouraged to use the FCMAT LCFF Calculator to estimate their LCFF 
funding. FCMAT prepared an independent LCFF calculation for the district using the adopted budget ver-

2. Carryover is unspent funds from one year that are not spent and are thus retained to be spent in the next year. Typically these are grant funds 
that are allowed to be carried over.
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sion of the FCMAT LCFF Calculator (updated August 10, 2023). Although the district also used the FCMAT 
LCFF calculator, it used an older version available at the time the district adopted its budget. Because 
FCMAT used a different version of the LCFF Calculator and FCMAT’s projections of enrollment, ADA, and 
UPP were different than the district’s, FCMAT’s projections of LCFF revenues were different. FCMAT’s pro-
jections of unrestricted LCFF revenues are approximately $420,955 lower in 2023-24, $374,224 lower in 
2024-25 and $716,778 higher in 2025-26, than the district’s respective projections for these years.

FCMAT Projections Compared to District Projections

2023-24 2024-25 2025-26
District FCMAT District FCMAT District FCMAT

Enrollment 3,316 3,342 3,234 3,367 3,271 3,423
ADA 3,220.97 3,199.69 3,140.97 3,223.86 3,175.97 3,277.62
Funded ADA 3,241.40 3,228.83 3,220.97 3,223.86 3,276.30 3,277.62
UPC 771 731 782 736 782 748
UPP (three-year 
percentage) 23.02% 22.54% 23.45% 22.20% 23.78% 21.86%
LCFF Revenues $	36,148,639 $	35,727,684 $	37,484,260 $	37,110,036 $	38,314,834 $	39,031,612 

Federal Revenue
FCMAT reviewed federal funding amounts, verified them when possible, and adjusted them as appropriate 
in the base year. According to information provided by the district and verified through the multiyear projec-
tion, the only one-time federal revenues included in the budget are COVID-19-related relief funds. Special 
education funds were adjusted based on projections provided to the district by the San Mateo County 
Special Education Local Plan Area (SELPA). For all other revenues, FCMAT included prior-year carryover 
amounts from the data included in the 2022-23 unaudited actuals report, removed prior-year carryover 
amounts in the subsequent years, and assumed unchanged funding levels for federal programs, with no 
COLA in 2024-25 and 2025-26. FCMAT increased federal revenues by a total of $420,462 in 2023-24 as 
described below.

An increase of $147,119 was made to 2023-24 for federal special education programs based on funding 
estimates. An increase of $45,245 was made to Title IV, Part A and Title III, English Learner Program, and 
an increase of $226,960 was added to the various federal Elementary and Secondary School Emergency 
Relief (ESSER) funds to account for carryover or unearned revenues3 from the prior year. Carryover and 
unearned revenues included in the 2023-24 budget were eliminated from FCMAT’s projection in the subse-
quent years.

Caution should be exercised when budgeting federal revenues, because some members of congress have 
proposed to reduce Title I funding by 81% in the 2024-25 fiscal year, and the district has allocated most 
of this funding to salaries and benefits. A preferred practice is to update the budget as revenue estimates 
become known and to ensure that budgeted revenues agree with funding allocation schedules. Carryover 
or unearned revenues from prior years should not be included in the current year budget until the unau-
dited actuals are completed, and should be eliminated from the subsequent years of the MYFP. Including 
estimates of carryover or unearned revenues before those amounts are known may result in overbudgeting 
and overspending.

3. Unearned revenues are revenues that are not allowed to be recognized as revenue until spent. Typically this occurs with grant funds.
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Other State Revenue
FCMAT confirmed state grant award amounts for 2023-24 when possible and carried these forward to 
2024-25 and 2025-26, with COLA applied to select revenues.

FCMAT increased state revenues in 2023-24 by a net $510,753 to match budget amounts to award notifica-
tions, add carryover and unearned revenues from the prior year, and add revenues for the new Proposition 
28 Arts and Music in Schools grant. Reductions were also made for one-time revenues received in full in 
the prior year but included in the district’s 2023-24 budget. Included were adjustments to one-time reve-
nues for the Arts, Music and Instructional Materials Discretionary Block Grant and the Learning Recovery 
Emergency Block Grant. The 2023-24 state budget reduced the amount of funding appropriated for the 
two block grants as follows: funding for the Arts, Music, and Instructional Materials Discretionary Block 
Grant was reduced to 94.4% of the original allocation; and the Learning Recovery Emergency Block Grant 
was overappropriated by the state by 14.4% and so was reduced to eliminate the overappropriation. FCMAT 
considered these updated adjustments to the two block grants and adjusted 2023-24 revenue accord-
ingly. Failure to accurately budget for revenues and update budgets throughout the year as award amounts 
become known may result in expenditures that exceed revenues. 

The district’s 2022-23 unaudited actuals report shows ending balances in several resources for unspent 
grant funds, with either unchanged or increasing ending balances. Listed below are these programs and 
their balances as of June 30, 2023. Restricted grant funds that are not spent in a timely manner may be 
required to be returned to the granting agency. In addition, it is best practice to spend restricted funds 
before unrestricted funds when appropriate.

Ending Balances, Unspent Grant Funds

Resource Description Balance
2600 Expanded Learning Opportunities Program (ELOP) $	 1,251,215
6266 Educator Effectiveness $	 680,127
6546 Mental Health-Related Services $	 251,258
6547 Special Education Early Intervention Preschool Grant $	 222,325
6762 Arts, Music, and Instructional Materials Discretionary Block Grant $	 1,054,099
7032 Child Nutrition – Kitchen Infrastructure and Training Funds $	 262,652
7453 Learning Recovery Emergency Block Grant $	 1,349,844
9010 Other Restricted Local $	 274,653

Total $	 5,346,173

Mandate Funding
Projections for the ongoing Mandate Block Grant are based on FCMAT’s projection of ADA for 2023-24 
and subsequent years. Funding is calculated on a per-ADA amount from the SSC Dartboard4, with COLA 
applied in the subsequent years. Receipt of Mandate Block Grant funds depends on the district filing a 
funding application each year with the CDE.

4. The dartboard contains planning factors for the current and 3 subsequent fiscal years. Factors included are COLA, CPI, Lottery (unrestricted 
and restricted), Mandate Block Grant (district and charter) Interest Rate for ten-year treasuries, CalSTRS employer rate, CalPERS employer rate, 
Unemployment Insurance rate, minimum wage, state minimum reserve requirements for the current year for school districts.
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Lottery
FCMAT projected lottery revenues for 2023-24 and subsequent years based on projected annual ADA, mul-
tiplied by $177 for unrestricted and $72 for restricted lottery instructional materials, per the SSC Dartboard. 
Lottery funding is initially allocated using the prior year’s annual ADA and is adjusted in the subsequent 
fiscal year based on current year annual ADA.

Other Local Revenue
The district receives local revenues from parcel taxes, leases and rentals, interest earnings, donations, 
and other miscellaneous sources. Because these revenues cannot be guaranteed from year to year, bud-
gets and MYFPs for these items should be conservative, consider historical trend data, and identify one-
time revenues. These budget items should also be monitored and updated throughout the year based on 
amounts received to date. FCMAT reviewed the district’s budgeted amounts for reasonableness using the 
prior two years’ actual revenues; FCMAT found that the district had budgeted these revenues conserva-
tively, but made some adjustments as described below. 

Parcel tax revenue was adjusted upward slightly based on a review of three prior years’ actual revenues 
received. This revenue is considered ongoing because voters approved the tax, which expires in 2030.

The district received local revenues of $2.7 million in 2022-23 from the Burlingame Community for 
Education Foundation. Of this amount, 83% is to be used expressly to fund teaching positions with employ-
ment rights. The foundation specifically indicates that it does not guarantee full funding of this amount in 
future years. This mismatch of ongoing salaries with non-guaranteed income puts the district at some fiscal 
risk. The district has mitigated some of the risk by setting aside reserves in Fund 17, Special Reserve Fund 
for Other than Capital Outlay Projects, to cover salaries and benefits for one year in case the foundation 
revenues end. FCMAT treated it as ongoing because the revenues were received consistently in the last 
several years and because of the set-aside in Fund 17.

FCMAT reviewed the three prior years’ actual revenues received for leases and rentals and made no 
adjustment to the district’s budget. The revenues are considered ongoing in the subsequent years of the 
projection.

Donation and miscellaneous revenues were reduced because of the uncertainty of the funding source and 
were held flat in the subsequent years of the projection.

The amount attributed to interest was based on the amount received in the prior year, reduced by the 
amount of one-time revenue received. These revenues are considered ongoing in the subsequent years 
of the projection, adjusted by the rate of increase in the interest rate for 10-year treasuries, per the SSC 
Dartboard.

Expenditures
FCMAT’s MYFP assumes that the district’s ongoing costs expensed or transferred in its 2022-23 unaudited 
actuals will continue unless adjusted as noted below.

Salaries
Position control reports and vacancy reports provided by the district did not include standardized account 
code structure (SACS) coding and/or employee names, so FCMAT was unable to reconcile the position 
control data with payroll or budget. FCMAT found that the actual salary and benefit expenses did not match 
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amounts in the position control report or the budget, and concluded that the position control system did 
not include all board-approved positions and benefits. Failure to include all board-approved positions and 
the benefits associated with them results in inaccurate budgeting for salaries and benefits.

FCMAT used the 2022-23 expenses posted to the general ledger rather than the position control report 
to project salary and benefit expenses for its MYFP. FCMAT evaluated the reasonableness of the district’s 
budgeted 2023-24 salary and benefit information at budget adoption by comparing the 2022-23 actual 
salary data and historical data for the last three years to the adopted budget. To estimate the number of 
new and vacant positions, FCMAT used interview information, reviewed board agendas and the business 
department’s budget list, and checked the Human Resources Department’s “New Positions” list and the 
EDJOIN.org5 website to see which positions had been recently recruited for. If two or more supporting 
documents did not support the addition of a new position, FCMAT did not add the position to the 2023-
24 budget. All salaries paid in 2022-23 were considered ongoing unless FCMAT was able to determine 
through documents or interviews that the salaries paid were one-time expenditures. 

Ongoing salaries and benefits paid from expired restricted resources were moved to the unrestricted gen-
eral fund. Using one-time resources to pay for ongoing costs can mask a structural budget deficit and will 
result in an erosion of the fund balance. A district that plans to temporarily fund ongoing costs with one-
time resources needs to either develop a board-approved plan to fund the costs when the funding source 
expires or eliminate the costs. 

The actual salaries paid in 2022-23 were adjusted to account for one-time payments, step-and-column 
movement, vacancies, new positions, and salary schedule increases approved by the board in March and 
June 2023. 

The disclosure of collective bargaining agreement documents for the salary schedule increases for cer-
tificated, classified, and unrepresented staff state that the salary increases will increase deficit spending 
and that they will be paid for with reserves, which is a one-time source of funds. As previously discussed, 
paying for ongoing costs with one-time sources of funds should be avoided and will result in an erosion of 
unrestricted ending fund balances. FCMAT adjusted the district’s 2023-24 budget as noted below. 

Certificated Salaries
Adjustments were made to increase certificated salaries by $823,314 in the 2023-24 budget year, based 
on 2022-23 actual salaries, first reduced by a one-time COVID-19 bonus paid in 2022-23, then increased 
by the 7% salary settlement approved for 2023-24 by the district’s governing board on June 13, 2023 
for unit members and managers. Vacancies were included only if they were budgeted for and/or being 
filled according to the EDJOIN.org website. Certificated salaries were also increased by 1.95%, based on 
FCMAT’s analysis of certificated employee step-and-column data provided by the district, and in each sub-
sequent year of the projection by the estimated cost of salary schedule step movement. This was a slight 
reduction from the 2.0% used in the district’s budget.

Classified Salaries
FCMAT decreased classified salaries by $165,944 in 2023-24, based on 2022-23 actual salaries, first 
reduced by a one-time COVID-19 bonus paid in 2022-23, then increased by a 6.5% salary settlement 
approved for 2023-24 by the district’s governing board on March 14, 2023 for unit members, and a 7% 
salary schedule increase for managers and confidential employees. Vacancies were included only if they 
were budgeted and/or being filled according to the EDJOIN.org website. Classified salaries were increased 

5. EDJOIN is a website that most LEAs in California use for recruitment. 
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by 2.00% in 2023-24 and in each subsequent year of the projection by the estimated cost of salary step 
movement, consistent with the district budget.

Employee Benefits
FCMAT reduced the budget for employee benefits by $441,088 in 2023-24. Interviews indicated that when 
vacancies occur, the budget for statutory benefits is not routinely reduced, so 2022-23 estimated actual 
expenses were greatly overstated. FCMAT calculated statutory benefits in proportion to the adjusted sala-
ries budgeted. 

The state unemployment insurance rate decreased from 0.50% in 2022-23 to 0.05% in 2023-24. 

Statutory benefits were increased in the subsequent years in proportion to increases or decreases 
in adjusted certificated and classified salaries. Employer contributions for California State Teachers’ 
Retirement System (CalSTRS) and California Public Employees’ Retirement System (CalPERS) were adjusted 
in the subsequent years of the projection based on changes in salaries and the projected changes to the 
rates. Budgeted health and welfare benefits were reduced by $621,648 in 2023-24 based on the actual 
2022-23 expenses plus the three-year average historical annual rate increase of 6.15%. An increase was 
also added because of a negotiated increase to full-time employee benefits effective July 1, 2023 for clas-
sified bargaining unit members who work from 0.75 to 0.9375 of a full-time equivalent position (FTE). The 
district maintains a soft cap6, and any further increase to the employer’s share of cost is subject to collec-
tive bargaining. FCMAT also used the historical average rate increase of 6.15% for the subsequent years of 
the MYFP. 

Retiree health and welfare benefits were reduced by $10,529 in 2023-24 based on the other post-employ-
ment benefits (OPEB) actuarial report dated May 2022. The district’s 2023-24 adopted budget and MYFP 
did not include any transfers out to the OPEB trust to cover future costs for retiree benefits.

Books and Supplies
FCMAT reviewed the 2023-24 books and supplies budget for reasonableness and compared it to the 2022-
23 expenses and the three prior years’ actual expenditures. Expenditures were increased by $3.0 million, 
mainly because of additional expenditures related to the following restricted programs: Expanded Learning 
Opportunities Program ($1.4 million), which must be spent or committed by June 30, 2024; the Arts, Music 
and Instructional Materials Discretionary Block Grant ($750,000); the Learning Recovery Emergency 
Block Grant ($493,746); and other smaller adjustments. The 2023-24 budget for textbook purchases was 
increased by $79,090, which was a reduction of $722,586 compared to 2022-23, because of a textbook 
adoption in 2022-23. The district’s 2023-24 adopted budget did not include the CPI inflation factor, which 
FCMAT included in 2023-24 and subsequent years. Expenditures were reduced in restricted programs 
in each of the subsequent years of the projection whenever restricted resource expenditure budgets 
exceeded projected revenue.

Services and Other Operating Expenditures
FCMAT reviewed the services and other operating expenditures budget for reasonableness and compared 
it to the actual 2022-23 expenses and the prior three years’ actual expenditures. FCMAT increased the 
district’s budgeted 2023-24 unrestricted expenses by $765,393, which included underbudgeted utility cost 
increases in 2022-23 of $287,856 and consulting and communication costs of $545,721. The adjusted total 

6. A soft cap means that the district pays for certain benefits but employees must pay to buy up to a more expensive plan. In addition, if the 
employer-paid plan increases in cost in the subsequent year, the employer’s cap on the amount they will pay increases with it.
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was then increased by $100,000 for legal and settlement costs. Expenditures of $96,595 for a lease/pur-
chase contract for technology equipment were reduced from the lease expenses and reclassified to debt 
service. 

The district’s budgeted 2023-24 restricted expenses were increased by $1.1 million, which included the 
adjustments described below. Restricted expenditures were increased for special education by $349,584, 
routine restricted maintenance account (RRMA) by $450,921, and educator effectiveness by $176,300, 
based on 2022-23 actual expenditures and the prior three years’ actual expenditures. These adjustments, 
plus annual increases based on the CPI inflation factor, which were not in the original budget, form the 
basis of the second and third years of the projection.

Capital Outlay
FCMAT reviewed capital outlay budgets for reasonableness using 2022-23 actual expenditures and the 
prior two years’ actual expenditures. No capital outlay expenditures were incurred in 2022-23, and none 
were budgeted in 2023-24. FCMAT assumes no capital outlay expenditures for the current and subsequent 
years of its projection. Interviews indicate that the district has no formal capital outlay plan.

Other Outgo/Indirect Costs
FCMAT applied charges for indirect costs at the maximum allowable rate for each restricted program, 
except resource 6500, in the base year and subsequent years to ensure proper program cost account-
ing, even when this resulted in a contribution to a program’s resource from the unrestricted general fund. 
Indirect costs were based on the CDE’s approved rate for the district for 2023-24, which is 5.56%, and 
which, based on the 2022-23 unaudited actuals Form ICR, is projected to decrease slightly to 5.43% in 
2024-25. Indirect costs were increased by $367,000 in the current budget year.

Debt Service
On June 11, 2021, the district entered into a four-year lease-purchase agreement with Apple Computer, 
Inc. for personal computers, electronic devices, servers, and networking equipment. The first two years of 
lease payments were charged incorrectly as services and operating expenses. Expenditures of $98,033 
for this contract were added to the budget for debt service and reduced from the budget for services and 
other operating expenditures. This liability terminates upon the final payment in 2024-25. Incorrectly coded 
expenditures distort the district’s financial statements. 

Interfund Transfers

Transfers In
In 2022-23, the district incurred costs of $1.5 million for textbook purchases, which contributed to a signifi-
cant decrease in the unrestricted general fund balance. Although the district has reserves set aside in Fund 
17 that are assigned for curriculum adoption, no funds were transferred from Fund 17 to the general fund for 
these expenditures. 

The district made no transfers from other funds to the general fund in 2022-23, nor does the district’s 
adopted budget report include any transfers from other funds in 2023-24. FCMAT’s projection does not 
include any transfers to the general fund from other funds for the 2023-24 or subsequent years.
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Transfers Out
At the time of 2023-24 budget adoption, the district estimated a $1.4 million transfer to Fund 17 in 2022-
23 and an ending balance in Fund 17 of $9.1 million. The components of ending fund balance in Fund 17 
included assignments of $3.6 million for the 7% stabilization reserve, $2.7 million for strategic foundation 
support, $350,000 for technology replacement, and $2.4 million for curriculum adoption. 

In the 2022-23 fiscal year, the district transferred $950,000 from the unrestricted general fund to Fund 17 
in accordance with its reserve policy. The district’s 2023-24 adopted budget did not include any transfers 
from the general fund to other funds in 2023-24 or subsequent years. FCMAT’s projection does not include 
any transfers from the general fund to other funds in 2023-24 or subsequent years.

Contributions 
When revenues in restricted programs are insufficient to support program expenditures, a contribution 
from the unrestricted general fund is required. Restricted programs should be self-supporting, except for 
special education (state and federal funding for which is typically insufficient), ongoing and major mainte-
nance account, and any restricted program the district has made a deliberate decision to support with unre-
stricted general funds. The district is required to make a 3% contribution to the ongoing major maintenance 
account (resource 8150).

The district’s 2023-24 budget projects a contribution of $3.7 million to special education programs. FCMAT 
increased projected expenditures in 2023-24 to align with 2022-23 actual expenditures and increased the 
projected contribution to $4.1 million. The contribution is projected to increase to $4.3 million in 2024-25 
and to $4.4 million in 2025-26 because of increasing costs.

The district’s 2023-24 budget projects a contribution of $1.7 million to resource 8150. FCMAT increased pro-
jected expenditures in 2023-24 to align with actual 2022-23 expenditures, added expenditures for indirect 
costs, and increased the projected contribution to $1.8 million in 2023-24, $1.9 million in 2024-25, and $1.8 
million 2025-26.

In other restricted resources, when expenditure budgets exceed projected revenue in the subsequent 
years of the MYFP, FCMAT reduced expenditures in the 4000 (books and supplies), 5000 (services and 
other operating), and 6000 (capital outlay) object codes where possible to remain within the projected rev-
enue estimates. No reductions were made in salary and benefit budgets. A contribution was made from the 
unrestricted general fund to balance any restricted resource for which expenditures still exceeded revenue 
after these adjustments. Because of increasing costs year over year, the district may need to reduce expen-
ditures in several restricted resources in 2023-24 and 2024-25 to remain within the projected revenue esti-
mates. All programs that require a contribution from the unrestricted general fund need to be reviewed to 
determine whether they can be made self-sustaining. FCMAT found no evidence that the district monitors 
contributions to restricted programs to determine if expenditures can be reduced to eliminate contributions 
from the unrestricted general fund.

The table below shows contributions from the district’s unrestricted general fund to its restricted resources 
as projected in FCMAT’s MYFP.
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FCMAT MYFP — Contributions

Resource 
Code

Base Year
2023-24

Year 1
2024-25

Year 2
2025-26

Unrestricted Resources
Unrestricted 0000 (5,947,834) (6,385,844) (6,524,036)
Total Unrestricted (5,947,834) (6,385,844) (6,524,036)
Restricted Resources
Title I, Part A 3010  -           2,643         5,715 
ESSER III 3213 -   -           4,460 
Expanded Learning Opportunities (ELO) -  ESSER 
II - State Reserve 3216 -    61,749 63,260 
ELO - Governer’s Emergency Education Relief II 3217 -   -   12,299 
ELO - ESSER III State Reserve Emergency 3218  -   24,006 32,457 
ELO - ESSER III - State Reserve Learning Loss 3219 -        127,247      129,728 
Special Education Various   4,106,413   4,275,806   4,441,476 
Ongoing and Major Maintenance Account 8150   1,841,421   1,894,393   1,834,641 
Total Restricted   5,947,834   6,385,844   6,524,036 
Balance -   -   -   

Rounding used in calculations.

Multiyear Financial Projection Analysis
The primary purpose of an MYFP is to evaluate a district’s long-term financial sustainability. The MYFP uses 
current budget assumptions and projects revenues and expenditures over several fiscal years to determine 
whether the district can achieve and sustain a balanced budget and maintain its state-required reserve for 
economic uncertainties for the current and two subsequent fiscal years.

FCMAT analyzed all general fund sources and expenditure categories by resource. The unrestricted gen-
eral fund summary below indicates that, based on current assumptions, without revenue increases and/or 
expenditure reductions, the district will deficit spend $2.9 million in 2023-24, $3.2 million in 2024-25, and 
$2.4 million in 2025-26, and will not meet its required reserve for economic uncertainties in any of the three 
years of the projection.

Unrestricted General Fund
The district’s general fund budget is a combination of unrestricted general purpose dollars and restricted 
grants and categorical funding. However, when analyzing the district’s budget, much attention is focused 
on the unrestricted budget, in particular deficit spending and the unappropriated ending fund balance. The 
unrestricted general fund summary below shows FCMAT’s analysis of the district’s unrestricted resources.
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Unrestricted General Fund Summary

Description Object Code

Adjusted 
Base Year 
2023-24

Year 2 
 2024-25

Year 3  
2025-26

A. Revenues
  LCFF Sources 8010-8099 35,727,684 37,110,036 39,031,612
  Federal Revenue 8100-8299 - - -
  Other State Revenues 8300-8599 769,590 781,703 796,381
  Other Local Revenues 8600-8799 2,602,020 2,556,381 2,550,492
  Total, Revenue 39,099,294 40,448,120 42,378,485

B. Expenditures
  Certificated Salaries 1000-1999 18,780,700 19,146,924 19,520,289
  Classified Salaries 2000-2999 4,204,003 4,288,083 4,373,845
  Employee Benefits 3000-3999 8,222,755 8,539,549 8,855,543
  Books and Supplies 4000-4999 1,325,600 1,365,766 1,401,822
  Services and Other Operating Expenditures 5000-5999 3,839,290 4,089,271 4,352,179
  Capital Outlay 6000-6999 - - -

  Other Outgo (excluding Transfers of Indirect Costs)
7100-7299,  
7400-7499 98,033 98,033 -

  Other Outgo - Transfers of Indirect Costs 7300-7399 (403,819) (260,043) (231,745)
  Total, Expenditures 36,066,561 37,267,582 38,271,932

C. Excess (Deficiency) of Revenues over Expenditures  
before Other Financing Sources and Uses 3,032,733 3,180,538 4,106,553

D. Other Financing Sources/Uses
  Interfund Transfers

    Transfers In 8900-8929 - - -
    Transfers Out 7600-7629 - - -

  Other Sources/Uses
    Sources 8930-8979 -   -   -   
    Uses 7630-7699 -   -   -   

  Contributions 8980-8999 (5,947,835) (6,385,844) (6,524,036)
  Total, Other Financing Sources/Uses (5,947,835) (6,385,844) (6,524,036)

E. Net Increase (Decrease) in Fund Balance (2,915,102) (3,205,307) (2,417,482)
F. Fund Balance, Reserves

  Beginning Fund Balance
    As of July 1 - Unaudited 9791 2,436,590  (478,512) (3,683,819)
    Audit Adjustments 9793 -   -   -   
    As of July 1 - Audited 2,436,590  (478,512) (3,683,819)
    Other Restatements 9795 -   -   -   
    Adjusted Beginning Balance 2,436,590  (478,512) (3,683,819)

  Ending Balance/Net Position, June 30  (478,512) (3,683,819) (6,101,301)
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Description Object Code

Adjusted 
Base Year 
2023-24

Year 2 
 2024-25

Year 3  
2025-26

  Components of Ending Fund Balance
    Nonspendable 9710-9719 2,500 2,500 2,500 
    Restricted 9740 -   -   -   
    Committed

      Stabilization Arrangements 9750 -   -   -   
      Other Commitments 9760 -   -   -   

    Assigned
      Other Assignments 9780 -   -   -   

    Unassigned/Unappropriated
      Reserve for Economic Uncertainties 9789 1,681,233 1,652,308 1,669,287 
      Unassigned/Unappropriated Amount 9790 (2,162,245) (5,338,627) (7,773,088)

Rounding used in calculations.

Restricted General Fund
Income for new federal and state COVID-19 relief funds is included in the restricted MYFP. The district did 
not provide spending plans for the majority of the funds, so FCMAT assumed the funds would be spent on 
miscellaneous salaries as well as books and supplies and equipment before the funding expired. In the 
case of educator effectiveness funds, the district’s current budget estimated $334,727 in one-time salaries 
and benefits. FCMAT reduced the budget for salaries and benefits and increased services and other oper-
ating expenditures in accordance with the spending plan adopted by the district’s board in December 2021. 
The Arts, Music and Instructional Materials Discretionary Block Grant was projected to be spent evenly over 
the three-year period in the MYFP, because all expenditures must be committed by June 30, 2026. FCMAT 
did not eliminate expenditures in expiring resources unless it could determine through documents or inter-
views that the expenditures were one-time and contributions were made to those programs as needed. 

The following table summarizes FCMAT’s projections for the district’s restricted resources.

Restricted General Fund Summary

Description Object Code

Adjusted 
Base Year 
2023-24

Year 2  
2024-25

Year 3  
2025-26

A. Revenues
  LCFF Sources 8010-8099 2,853,485 2,987,467 3,135,573 
  Federal Revenue 8100-8299 1,214,445 910,530 910,530 
  Other State Revenues 8300-8599 4,882,661 3,851,133 3,868,759 
  Other Local Revenues 8600-8799 2,808,728 2,808,728 2,808,728 
  Total, Revenue 11,759,318 10,557,857 10,723,589 

B. Expenditures
  Certificated Salaries 1000-1999 5,110,684 5,240,927 5,373,710 
  Classified Salaries 2000-2999 2,224,486 2,268,976 2,314,356 

Fiscal Crisis and Management Assistance Team	 Burlingame Elementary School District	 21

Findings and Recommendations	 Multiyear Financial Projection



Description Object Code

Adjusted 
Base Year 
2023-24

Year 2  
2024-25

Year 3  
2025-26

  Employee Benefits 3000-3999 4,631,469 4,748,602 4,860,841 
  Books and Supplies 4000-4999 4,339,692 1,834,222 1,131,499 
  Services and Other Operating Expenditures 5000-5999 3,217,500 3,409,690 3,411,933 
  Capital Outlay 6000-6999 -   -   -   

Other Outgo (excluding Transfers of Indirect Costs)
7100-7299, 
7400-7499 46,891 46,891 46,891 

  Other Outgo - Transfers of Indirect Costs 7300-7399 403,819 260,043 231,745 
  Total, Expenditures 19,974,541 17,809,352 17,370,975 

C. Excess (Deficiency) of Revenues over 
Expenditures before Other Financing Sources 
and Uses (8,215,223) (7,251,494) (6,647,387)

D. Other Financing Sources/Uses
  Interfund Transfers

    Transfers In 8900-8929 -   -   -   
    Transfers Out 7600-7629 -   -   -   

  Other Sources/Uses
    Sources 8930-8979 -   -   -   
    Uses 7630-7699 -   -   -   

  Contributions 8980-8999 5,947,835 6,385,844 6,524,036 
  Total, Other Financing Sources/Uses 5,947,835 6,385,844 6,524,036 

E. Net Increase (Decrease) in Fund Balance (2,267,388) (865,650)  (123,351)
F. Fund Balance, Reserves

  Beginning Fund Balance
    As of July 1 - Unaudited 9791 5,323,582 3,056,194 2,190,545 
    Audit Adjustments 9793 -   -   -   
    As of July 1 - Audited 5,323,582 3,056,194 2,190,545 
    Other Restatements 9795 -   -   -   
    Adjusted Beginning Balance 5,323,582 3,056,194 2,190,545 

  Ending Balance/Net Position, June 30 3,056,194 2,190,545 2,067,194 
  Components of Ending Fund Balance 

    Nonspendable 9710-9719 -   -   -   
    Restricted 9740 3,056,194 2,190,545 2,067,194 
    Committed

      Stabilization Arrangements 9750 -   -   -   
      Other Commitments 9760 -   -   -   

    Assigned
      Other Assignments 9780 -   -   -   

    Unassigned/Unappropriated
      Reserve for Economic Uncertainties 9789 -   -   -   
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Description Object Code

Adjusted 
Base Year 
2023-24

Year 2  
2024-25

Year 3  
2025-26

      Unassigned/Unappropriated Amount 9790 -   -   -   

Rounding used in calculations.

Combined General Fund
The combined general fund summary below shows FCMAT’s analysis of all the district’s unrestricted and 
restricted general fund sources. The district will meet its reserve for economic uncertainties requirement 
in the base year only by using reserves from Fund 17. FCMAT projects that the district will neither be able 
to meet the minimum reserve requirement nor maintain a positive unrestricted ending fund balance in the 
subsequent years of the projection.

Combined General Fund Summary

Description Object Code

Adjusted 
Base Year 
2023-24

Year 2
2024-25

Year 3
2025-26

A. Revenues
  LCFF Sources 8010-8099 38,581,169 40,097,503 42,167,185 
  Federal Revenue 8100-8299   1,214,445   910,530 910,530 
  Other State Revenues 8300-8599  5,652,251 4,632,836 4,665,140 
  Other Local Revenues 8600-8799  5,410,748 5,365,109  5,359,220 
  Total, Revenue 50,858,612 51,005,977 53,102,074 

B. Expenditures
  Certificated Salaries 1000-1999 23,891,384 24,387,851 24,893,999 
  Classified Salaries 2000-2999   6,428,489   6,557,059   6,688,200 
  Employee Benefits 3000-3999 12,854,223 13,288,151 13,716,384 
  Books and Supplies 4000-4999  5,665,292  3,199,988 2,533,321 
  Services and Other Operating Expenditures 5000-5999  7,056,790  7,498,961   7,764,112 
  Capital Outlay 6000-6999 -   -   -   

  Other Outgo (excluding Transfers of Indirect Costs)
7100-7299, 
7400-7499  144,924 144,924  46,891 

  Other Outgo - Transfers of Indirect Costs 7300-7399 -   -   -   
  Total, Expenditures 56,041,102 55,076,933 55,642,907 

C. Excess (Deficiency) of Revenues over 
Expenditures before Other Financing Sources 
and Uses (5,182,490) (4,070,956) (2,540,833)

D. Other Financing Sources/Uses
  Interfund Transfers

    Transfers In 8900-8929 -   -   -   
    Transfers Out 7600-7629 -   -   -   

  Other Sources/Uses
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Description Object Code

Adjusted 
Base Year 
2023-24

Year 2
2024-25

Year 3
2025-26

    Sources 8930-8979 -   -   -   
    Uses 7630-7699 -   -   -   

  Contributions 8980-8999 -   -   -   
  Total, Other Financing Sources/Uses -   -    -   

E. Net Increase (Decrease) in Fund Balance (5,182,490) (4,070,956) (2,540,833)
F. Fund Balance, Reserves

  Beginning Fund Balance
    As of July 1 - Unaudited 9791 7,760,173 2,577,682 (1,493,274)
    Audit Adjustments 9793 -   -   -   
    As of July 1 - Audited 7,760,173 2,577,682 (1,493,274)
    Other Restatements 9795 -   -   -   
    Adjusted Beginning Balance 7,760,173 2,577,682 (1,493,274)

  Ending Balance/Net Position, June 30 2,577,682 (1,493,274) (4,034,107)
  Components of Ending Fund Balance 

    Nonspendable 9710-9719  2,500 2,500 2,500 
    Restricted 9740 3,056,194 2,190,545 2,067,194 
    Committed
      Stabilization Arrangements 9750 -   -   -   
      Other Commitments 9760 -   -   -   

    Assigned
      Other Assignments 9780 -   -   -   

    Unassigned/Unappropriated
      Reserve for Economic Uncertainties 9789 1,681,233 1,652,308 1,669,287 
      Unassigned/Unappropriated Amount 9790 (2,162,245) (5,338,627) (7,773,088)

Special Reserve Fund – Fund 17
      Stabilization Arrangements 9750 3,514,136 0 0

Total Available Reserves 3,033,124 (3,686,319) (6,103,801)

Rounding used in calculations.

Other Concerns

Expenditure Coding
The district coded significant expenditures to resources in 2022-23 with no current year revenues, or with 
insufficient revenue to cover the expenditures. In one example, the district charged more than $958,598 
in one-time COVID-19 bonuses to the In-Person Instruction Grant, but all the grant revenues had been 
received and spent in the prior year. In another case, large textbook purchases in 2022-23 were charged 
to multiple resources: $582,710 in expenses was charged to the Lottery Instructional Materials Grant even 
though available income was only $345,880; and $918,510 was charged to unrestricted lottery even though 
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the available balance was only $690,831. This caused major misstatements in the 2022-23 estimated 
actuals, which formed the basis of the 2023-24 budget. During the closing process, the district’s staff and 
consultants had to reconcile and transfer the expenditures to another funding source. Incorrectly coding 
expenditures to resources with insufficient revenues misrepresents the district’s financial position, and mis-
coded expenditures that must be transferred to the unrestricted resource reduce the unrestricted ending 
balance.

Cash Management
Board Policy 3105.1 requires the district to maintain a reserve balance of 10% of general fund expenses and 
transfers out, and requires that funds in excess of the 3% statutorily required reserve for economic uncer-
tainties be transferred from the general fund to Fund 17. During FCMAT’s interviews, district staff reported 
that the district’s practice is to transfer to Fund 17 any unrestricted general fund balances over the 3% 
required reserve. This practice has a detrimental effect on the cash flow in the general fund. The district 
needs to maintain adequate cash balances in the general fund to cover monthly operating expenses.

The county office’s oversight letters for the 2022-23 adopted budget, the 2022-23 first interim, and the 
2022-23 second interim stated that the cash flow projections received from the district with its financial 
reports contained errors and showed negative cash balances in multiple months. In addition, actual begin-
ning cash balances and actual receipts and disbursements did not align with amounts in the financial 
system.

The purpose of a cash flow projection is to project the timing of receipts and expenses so that an organiza-
tion can understand its cash flow needs. The cash flow projection shows the district’s liquidity and ability 
to meet its current payroll and other financial obligations. It is imperative for the district to monitor its cash 
regularly and complete monthly cash flow projections for the budget year and, at a minimum, one subse-
quent fiscal year, to ensure that it can meet its financial obligations. Cash is critical for operations; without 
sufficient cash, the district is effectively bankrupt and may require intervention from the state. 

Other Funds
FCMAT performed a basic review of other district funds to assess their financial impact on the district’s 
unrestricted general fund. Observations and recommendations regarding these are provided below, in con-
junction with the review of the district’s general fund.

Cafeteria Fund (Fund 13)
The cafeteria fund is a restricted fund used to account for the food service program. The district had a 
surplus of $670,169 in 2022-23 and budgeted a surplus of $80,851 in 2023-24. The fund does not require 
support from the district’s unrestricted general fund. Districts may charge the cafeteria fund the lesser of 
the district’s CDE-approved indirect cost rate or the statewide average rate. The 2022-23 unaudited actuals 
report shows that the district did not charge indirect costs to the fund.

Special Reserve Fund for Other than Capital Outlay Projects 
(Fund 17)
This fund is used primarily to accumulate general fund moneys for general operating purposes other than 
for capital outlay. For presentation in the audited financial statements, this fund is typically combined with 
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the general fund. Board Policy 3105.1, Reserve Policy, states that the district will maintain the minimum 
required reserve for economic uncertainties in the general fund and will transfer to Fund 17 an additional 
amount to bring the reserve balance to a minimum of 10%. The district transferred $950,000 to Fund 17 
in fiscal year 2022-23 but did not budget a transfer for 2023-24. The fund balance at the end of 2022-23 
was $8.6 million. The amount of the fund committed for stabilization arrangements7 is $3.5 million. The 
remainder of the fund balance is assigned for strategic foundation support ($2.7 million), curriculum adop-
tion ($350,000), and technology replacement ($2.0 million). The district receives approximately $2.7 million 
each year from the Burlingame Community for Education Foundation for teacher salaries and professional 
development. Part of the assigned fund balance is the amount of the donation received from the foundation 
to bridge any reduction in revenue that may be received from the foundation. 

Building Fund (Fund 21)
The building fund is used to account separately for proceeds from the sale of bonds, which may not be 
used for any purposes other than those for which the bonds were issued. Interviews and documents 
indicated that the building fund has sufficient resources to finish the projects in progress at the time of 
FCMAT’s fieldwork. 

Recommendations
The district should:

1.	 Develop a complete and detailed fiscal recovery plan as soon as possible, including a 
timeline for implementation, to eliminate the structural deficit in the general fund.

2.	 Develop and adopt a budget and MYFP that eliminate deficit spending and meet reserve 
requirements in the budget and projection years to prevent fiscal insolvency.

3.	 Monitor and project enrollment (based on known projection methodologies), ADA and UPP 
based on trends and adjusted for local factors at each financial reporting period to ensure 
the most recent data is included in its budget assumptions.

4.	 Analyze enrollment and ADA projections regularly, compare them to actual enrollment, and 
adjust budget and staffing as appropriate.

5.	 Continue to use the most current LCFF calculator, enrollment, ADA and UPC estimates 
when preparing and revising revenue projections.

6.	 Use the most current information available and assumptions that align with industry 
standards to develop budgets and MYFPs. 

7.	 Track and monitor one-time revenues and expenditures to ensure they are removed from 
budgets and projections.

8.	 Cease using one-time funds for ongoing costs, or ensure it has a board-approved plan to 
fund such ongoing costs or eliminate them when one-time funds are no longer available. 

9.	 Cease using one-time funds to provide ongoing increases in salaries or benefits.

10.	 Update revenue budgets throughout the year as award amounts become known, ensuring 
budgets match information provided by the CDE and award letters.

7. A stabilization arrangement is a portion of the fund balance that is set aside through formal action of the board that is more formal than the 
state required reserve for economic uncertainties. The use of the funds is constrained by the LEA and can only be modified or removed by board 
action.
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11.	 Continue to recognize carryover (unearned revenues) in the current year budget when the 
unaudited actuals are completed, and ensure that unearned revenue is not included in the 
subsequent two years of the MYFP.

12.	 Continue to budget local revenues conservatively, updating the budget throughout the 
year as needed to account for year-to-date receipts.

13.	 Develop and implement plans to fully expend grant monies in the fiscal year received.

14.	 Ensure that its position control system includes all board-authorized positions and 
the benefits associated with them. Ensure the correct account code is attached to the 
positions.

15.	 Properly code and post expenditures, particularly between restricted and unrestricted 
funds. 

16.	 Review available account balances before charging expenses, and do not charge expenses 
in excess of budget.

17.	 Ensure correct account coding for capital leases.

18.	 Use the MYFP to identify programs that may require a contribution from the unrestricted 
general fund in subsequent years, and act as needed to ensure programs are 
self-sustaining.

19.	 Continue to monitor and project revenues and expenditures for all other funds throughout 
the year. Ensure that the financial impact on the unrestricted general fund in the current 
and two subsequent years is included in all MYFPs.

20.	 Monitor current year and subsequent year cash flow at least monthly, and prepare accurate 
cash flow projections that extend at least 18 months into the future.

21.	 Consider discontinuing the practice of transferring any fund balance over the 3% required 
minimum reserve to Fund 17 to ensure that the general fund has sufficient cash balances to 
meet obligations.

22.	 Continue to commit funds in the general fund or Fund 17 in an amount equal to the annual 
donation from the foundation.
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Revenue Increases and Expenditure Reductions

Revenue Increases

Enrollment, Average Daily Attendance, and Unduplicated Pupil 
Percentage
Much of a school district’s revenue is based on enrollment, ADA, and UPP. By increasing enrollment, atten-
dance and the percentage of students properly identified as unduplicated pupils, a district may increase 
revenues.

As previously mentioned, enrollment in the district has declined since 2019-20. Interviews indicated that 
the district has lost some students to private schools in the area. An increase in enrollment will likely result 
in an increase in ADA and possibly UPC. Districts may increase enrollment by advertising innovative pro-
grams, low class sizes, and other educational strengths.

Various methods can also be used to increase student attendance, including incentives, parent education, 
and a system to notify parents immediately when students are absent. Increasing the attendance rate 
would provide additional revenue and additional time for student learning. The district may set an atten-
dance goal at each grade span or at each school that is higher than the statewide average attendance rate 
or higher than each school’s current rate. The district can display attendance graphs in prominent locations 
to show current attendance goals and comparisons between past and present school year attendance. The 
CDE website (https://www.cde.ca.gov/ls/ai/cw/attendstrategy.asp) identifies several strategies for improving 
attendance.

When developing its annual school calendar, the district needs to consider the effects of midweek holidays, 
religious and cultural holidays, staff development days, and other days students commonly miss school. 
Analysis of historical attendance trends can show times during the school year when attendance is below 
average. For students going on a planned leave of more than five days, it can be an effective practice to 
offer short-term independent study.

The district would benefit from ensuring it properly identifies all students who are eligible for free or 
reduced-price meals. The direct certification process can help, particularly when direct certification 
matches are performed at least monthly. Direct certification uses student information from LEAs that use 
a local data match with their county’s department of social or welfare services to identify children who are 
eligible for free meals without completing an application. For students who are not directly certified, the 
district can offer meal applications online, help parents who need assistance completing the application, 
and offer incentives to parents or students to submit applications. The district needs to retain documents to 
support any eligibility determinations and establish practices to audit samples of documents received.

In 2022-23 the state implemented the Universal Meals Program for schoolchildren, which requires districts 
to provide two meals a day to any student who requests a meal, regardless of income eligibility status. As 
a result, families have no incentive to complete the application for free or reduced-price meals. The best 
practice is to encourage these families to complete an alternate household income data collection form. 
The alternative form is simpler to complete, and the CDE has developed several sample forms to collect 
income eligibility information. The district will need to communicate with parents about how the collection 
of this data may increase revenue to the district and how the district may use the increased funding to pro-
vide improved or increased services to high-needs pupils.
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Accurately identifying and reporting students who are eligible for free or reduced-price meals and/or are 
foster youth, and/or are English learners (unduplicated pupils) can increase the district’s supplemental LCFF 
funding. Districts can help ensure that the data reported through CALPADS for these unduplicated pupils is 
accurate by having the appropriate departments review and correct CALPADS data before submission.  

Indirect Costs and Administrative Costs
All programs have general management costs, commonly known as indirect costs; these typically include 
administrative activities such as accounting, budgeting, payroll preparation, personnel services, purchas-
ing, and central data processing. An indirect cost rate gives LEAs an efficient and standard way to recover 
some general management costs from individual programs. The rates that can be charged to each program 
are established by the CDE for all LEAs in California. An LEA may claim up to its approved indirect cost rate 
unless a specific authority limits the rate (e.g., legislation or regulation). Charging each program and fund 
the maximum allowable rate allows an LEA to provide equitable indirect cost charges across the organiza-
tion, ensures all general management costs are adequately supported by the various programs, and allows 
the district to understand the true cost of each program.

Historically, the district does not charge indirect costs to most programs for which the district office pro-
vides support services. In 2022-23 the district charged indirect costs to only three out of 14 restricted 
programs. This causes a significant reduction in reimbursed expenses on behalf of the district, and it 
understates the operating costs of the restricted programs. The district could have collected approximately 
$624,000 in indirect costs for the unrestricted general fund (some of this amount would have been offset 
by additional contributions to restricted programs).

In addition,  EC 17620(a)(5) allows the district to use up to 3% of the developer fees collected in a fiscal 
year to reimburse itself for the administrative costs it incurred in collecting those fees, and to transfer those 
funds to its general fund. The district does not reimburse the unrestricted general fund for administrative 
costs related to developer fees. Failure to reimburse the unrestricted general fund for the costs associated 
with the collection of the fees makes the unrestricted general fund bear these costs rather than the devel-
oper fee fund.

Expenditure Reductions

Staffing Formulas
The district has not established staffing formulas for administrative or classified positions, and, although 
some maximum class size limits are included in the district’s collective bargaining agreement with certifi-
cated employees, interviews indicate that the formulas are not followed consistently. It would benefit the 
district to adhere to existing staffing plans and to develop staffing ratios for administrative and classified 
positions. This would help align staffing with enrollment, allow managers to anticipate the addition when 
new positions will be added and when an existing position will not be replaced, and facilitate employee 
training and delegation of job tasks so they are done in a thoughtful manner.

Spending Controls 
The district must make expenditure reductions to maintain fiscal solvency. The district has no processes 
or procedures to control spending, and expenditures often exceed budgets. Expenditure budgets need to 
be reduced, and spending controls must be implemented. The district needs to examine all discretionary 

Fiscal Crisis and Management Assistance Team	 Burlingame Elementary School District	 29

Findings and Recommendations	 Revenue Increases and Expenditure Reductions



expenditures in the budget including allocations to schools and departments and eliminate all one-time 
and nonessential expenditures. Contracts should be authorized only by a member of the superintendent’s 
cabinet. Spending controls must be implemented to avoid overspending. To control expenditures and 
ensure that they do not exceed the board-authorized budget, proper purchasing procedures need to be 
enforced. Schools and departments must not be allowed to make purchases without an approved purchase 
order, and credit card use policies must be developed and enforced. Implementing a hard stop feature in 
the financial system (that prevents spending if the budget code is invalid or the budget is insufficient) would 
prevent purchases that exceed the budget and help maintain control of spending. It would benefit the dis-
trict to require a purchase order for all expenditures, prohibit the processing of a purchase order when the 
budget is insufficient to support the expenditure, and enforce limited use of credit cards.

Purchase order cutoff dates can help reduce spending and make it easier to estimate the ending fund 
balances and reserves. The purchase order cutoff date needs to include all expenditures from all funding 
sources and needs to be early enough in the year (normally in March and April) that a thorough review of 
each resource can be made to ensure all restricted resource expenditure deadlines are met.

Restricted Funds
The district has carryover balances in many restricted programs, including Title IV Part A, Title III, English 
Learner Student Program, Expanded Learning Opportunities Program, Educator Effectiveness Program, the 
Arts, Music and Instructional Materials Discretionary Block Grant, and the Learning Recovery Emergency 
Block Grant. The district needs to ensure that all restricted funds are allocated properly to all qualifying 
expenditures before it expends unrestricted dollars. Title I is currently overcommitted to ongoing salaries 
and benefits, and thus requires a contribution from the unrestricted general fund. Restricted funds should 
always be spent in accordance with their respective program or funding guidelines. Ensuring that all qual-
ifying expenditures are coded to the correct restricted programs can make available unrestricted dollars 
that might otherwise have been used for a restricted purpose. This helps ensure maximum flexibility and 
availability of unrestricted funding, which can typically be used for any educational purpose.

Ongoing and Major Maintenance Account
Districts that participate in the state’s school facility program are required to contribute 3% of their total 
general fund expenditures and other financing uses (less certain resources) to the ongoing and major 
maintenance account (resource 8150). The district’s 2023-24 adopted budget shows a required minimum 
contribution of $1.5 million to resource 8150 but includes a contribution of $1.7 million. The district needs 
to consider reducing expenditures in resource 8150 and reducing its contribution to the minimum required 
amount. 

Health and Welfare Benefit Audit
The best practice is to conduct a verification and determination of eligibility for benefits for all active and 
retired employees every five years. FCMAT could not determine from interviews or documents whether 
the district has done this. Interviews indicated that in some cases employees’ benefits were not terminated 
upon separation from employment. Although a determination of eligibility requires staff time to complete, 
districts often find that they are paying for benefits for individuals who no longer qualify for them.
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Retiree Benefits
Governmental Accounting Standards Board (GASB) Statement 75, released in June 2015, established 
standards for employers to measure and report their costs and obligations related to OPEB, which include 
the costs for any post-employment medical, dental, vision, and prescription benefits. The district has made 
one payment to an OPEB trust, and it funds its OPEB expenditures on a pay-as-you-go basis. It may, per 
Procedure 785 of the California School Accounting Manual (CSAM), “allocate to all activities in proportion to 
total salaries or full-time equivalent positions (FTEs) in all activities” the current year benefit costs for retir-
ees. The district currently charges its entire OPEB expense to the unrestricted general fund, even though it 
could charge a portion to the restricted resources and to other funds in proportion to the salaries paid from 
those resources in the fiscal year. 

In addition, the Total Compensation Systems, Inc. OPEB actuarial report dated May 2022 recommends that 
the district isolate all costs of retiree health benefits. This would include CalPERS service fees, employee 
premiums, expenses, and claims. The report recommends that the district arrange for the rates or prices 
of all retiree benefits to be set on what is expected to be a self-sustaining basis. This is important because 
CalPERS service fees for administering the health benefit program for retirees continue to escalate. The 
district charges retired employees over age 65 the amount of the health benefit premium but does not 
include additional district costs such as service fees.

Special Education
The district’s contribution to special education programs for 2023-24 is projected to be $4.1 million, or 
50.93% of special education expenditures. This is well below the last published statewide average contri-
bution rate of 64.3% in 2021-22, as calculated by School Services of California. The district’s special edu-
cation costs in 2022-23 include significant costs related to settlements, negotiated placements in private 
schools, and legal fees. The district needs to review these one-time expenditures to determine if they 
should be included in the ongoing maintenance of effort for special education. 

Monitoring Maintenance of Effort
Federal law requires districts to spend at least the same amount of state and local funds on special edu-
cation services in each successive year. This requirement is commonly referred to as the maintenance of 
effort (MOE). There are limited exceptions to this requirement, and if a district is considering reductions to 
its total general fund contribution to special education, it is required to follow the guidelines in the Code of 
Federal Regulations (34 CFR 300.204). The CDE lists the following circumstances under which a district is 
allowed to reduce the amount of state and local funds spent on special education: 

i.	 Voluntary departure, by retirement or otherwise, or departure for just cause, of special 
education or related services personnel; 

ii.	 A decrease in the enrollment of children with disabilities; 

iii.	 The termination of the obligation of the agency to provide a program of special education 
to a particular child with a disability that is an exceptionally costly program, as determined 
by the state educational agency, because the child: 

I.	 Has left the jurisdiction of the agency; 

II.	 Has reached the age at which the obligation of the agency to provide free and 
appropriate public education (FAPE) to the child has terminated; or 
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III.	 No longer needs the program of special education; or 

IV.	 The termination of costly expenditures for long-term purchases, such as the acquisition 
of equipment or the construction of school facilities. 

In interviews, district staff shared their concerns regarding the district maintaining its MOE for the 2022-
23 school year. The district incurred significant expenditures in prior years for high-cost students placed 
in nonpublic schools (NPSs) and for legal settlements. Districts may reduce their MOE requirement for the 
reasons listed above, and it would benefit the district to use the exemption process to calculate a reduction 
to its ongoing MOE requirement. Alternatively, the district may increase the amount of state and local funds 
spent on special education by charging the maximum allowable indirect costs to the special education 
resources to help it meet the MOE. FCMAT could not determine who was responsible for the planning and 
monitoring of the district’s MOE throughout the year or for analyzing preliminary MOE calculations at first 
and second interim reporting periods. Such planning and monitoring should include taking advantage of 
opportunities to revise or reduce the ongoing MOE.

Special Education Transportation
The district’s special education transportation expenses in 2022-23 were $173,029, and a contract was 
approved by the district’s governing board on August 8, 2023 for $200,000 for the 2023-24 school year. 
This is an increase of approximately 16% over the prior year. EC 39802 requires transportation contracts to 
be bid when the total expenditure exceeds $10,000. FCMAT could not determine if the transportation con-
tract has ever been subject to formal bid. It is in the district’s best financial interest to follow the Education 
Code and issue a formal request for proposal (RFP) for these services. This issue is discussed in more detail 
in the “Purchasing and Accounts Payable” section of this report.

Extraordinary Cost Pool
As part of the AB 602 special education funding formula, the extraordinary cost pool program reimburses 
SELPAs for extraordinary costs of single placements in NPSs and for special education and related services 
for students who reside in licensed children institutions (LCIs) (EC 56836.21). The district needs to track 
and monitor these costs throughout the year and apply for reimbursement of these costs when applicable. 
FCMAT could not determine from interviews or documents whether the district was tracking such costs.

Recommendations
The district should:

1.	 Communicate its educational strengths and course offerings to parents, students and the 
community, and continue to explore other options to increase student enrollment.

2.	 Implement strategies to maximize attendance.

3.	 Ensure accurate identification and reporting of its UPP. Continue to ensure that schools 
and departments verify their respective CALPADS data and correct it as needed before the 
report submission deadlines.

4.	 Charge each restricted resource and fund the full allowable indirect cost rate, even if this 
results in a contribution from the unrestricted general fund.

5.	 Charge and transfer to the general fund a 3% administrative fee on developer fees.
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6.	 Consider adopting staffing ratios for administrative and classified positions and adjusting 
staffing as appropriate in alignment with enrollment and its developed staffing ratios.

7.	 Consider reducing discretionary budget allocations for schools and departments.

8.	 Require purchase orders for all expenditures, and prohibit the processing of requisitions 
and purchase orders when the budget is insufficient.

9.	 Review all budgeted expenditures, and remove or reduce all one-time or nonessential 
expenditures.

10.	 Ensure that restricted funds are allocated correctly to all qualifying expenditures before 
expending unrestricted dollars.

11.	 Consider reducing its expenditures in resource 8150 and reducing the contribution to this 
resource to the minimum amount required.

12.	 Conduct a verification and determination of eligibility for benefits for all active and retired 
employees and dependents every five years.

13.	 Review the CSAM and allocate the allowable cost of OPEB obligations to restricted 
resources and other applicable funds.

14.	 Consider charging retired employees over 65 the full district costs for providing insurance, 
including CalPERS service fees.

15.	 Review one-time special education expenditures including NPS placements, settlements 
and legal fees to determine if they should be included in the ongoing MOE for special 
education.

16.	 Assign an individual to routinely monitor special education MOE requirements.

17.	 Track and monitor the costs for students placed in NPSs and students residing in LCIs, and 
apply for reimbursement of these costs from the special education extraordinary cost pool 
through the SELPA.

18.	 Follow the Education Code regarding bidding for transportation services when the cost for 
those services exceeds $10,000.
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Business Services Operational Processes and 
Procedures

Budget Development
School districts are required to adopt their budgets within the statutory timelines established by EC 42127. 
Budget development is a detailed process that typically begins in or before January of the preceding fiscal 
year. During budget development, position control is revised and updated, revenues and expenses are 
estimated, and districts align their budget with categorical plans and their LCAP. The LCAP prioritizes each 
district’s goals and the actions planned to achieve those goals. Effective budget development includes 
using a budget calendar so each staff member is aware of and meets deadlines. 

Interviews and available documents indicate the district has a fiscal calendar that it uses as a checklist 
when items are completed. However, upon review, the calendar would best serve the district if it had addi-
tional deadlines and due dates. A calendar is not a statutory requirement; however, it is the best practice 
and provides a reminder to the district, its board, community, and stakeholders of critical deadlines and 
reports due throughout the fiscal year. Because the district has had substantial turnover of staff, it would 
benefit from updating its calendar to include tasks such as those listed below, deadlines for completion, 
and the staff member responsible for each one, such as the CBO, fiscal analyst, or other accounting staff.

	• Position control updates.

	• Student enrollment and attendance projections.

	• LCFF calculations.

	• Staffing projections.

	• Budget planning with departments and schools.

	• LCAP preparation timelines.

	• Community and stakeholder meetings for LCAP planning and preparation.

	• School and department budget meetings.

	• Interim reporting tasks, deadlines, and board meetings.

	• Attendance reporting deadlines.

	• Auditor meetings and deadlines.

	• Purchasing cutoff dates.

	• Federal funding reporting deadlines.

The superintendent and CBO have the main responsibility for budget development. The CBO and fiscal 
analyst handle the details, including the following: 

	• Attendance projections.

	• Revenue calculations.

	• Budget and interim forms preparation.

	• LCAP financial reporting.
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	• Salary and benefit expenditure calculations.

	• Multiyear general fund financial projections.

	• Cash flow projections.

	• Related board presentations.

During interviews, the fiscal analyst seemed to lack an understanding of some of the details and assump-
tions used to develop the budget. It would benefit the district to provide additional training to the fiscal 
analyst regarding budget preparation and monitoring, multiyear projections, and cash flow projections. This 
would allow the CBO to focus on review, analysis and oversight of projections and would strengthen the 
district’s internal controls through added cross-training and segregation of duties. 

Partnering with the Educational Services Department will provide accurate enrollment projections, which 
are needed to staff classrooms, schools and programs in a cost-effective manner, and to plan for and 
manage change. Enrollment and the associated ADA are the most important factors affecting LCFF reve-
nue, which is the district’s primary unrestricted funding source. The district did not provide documents to 
show that it tracks historical enrollment by school and uses it to develop enrollment projections, and staff 
were unable to identify the district’s methodology for enrollment and attendance projections. 

The district provided enrollment estimates by school and grade level for 2023-24, which it used to project 
enrollment for the subsequent years. The district applied a 97% yield rate for attendance projections, even 
though its ADA-to-enrollment ratio was 95% in 2022-23. The best practice is to develop enrollment pro-
jections and attendance assumptions based on historical trends, adjusted as needed for other reasonable 
considerations specific to the district. The COVID-19 pandemic has increased uncertainties about enroll-
ment and attendance forecasting. Enrollment has declined in districts across the state, and attendance 
rates in 2021-22 were historically low. Attendance rates have slowly begun to recover, but districts should 
use caution and consider local factors when projecting enrollment and attendance.

One of the most critical elements in budgeting for expenditures is accurately projecting the costs of 
employee salaries and benefits. In most school districts, 80% to 90% of the budget is spent on salaries and 
benefits, so budgeting accurately for these costs is crucial. The district maintains some salary and benefit 
information in a position control system; however, the data is neither entirely accurate nor integrated with 
the budgeting or financial system, so it is not used in budget development. The district would benefit by 
keeping the position control data up to date so that it can be used as an effective and accurate budget 
development tool. 

The district’s business office does not actively involve school and department managers in budget develop-
ment; rather, the department rolls the prior year budget forward and adjusts it with limited to no input from 
others. This practice results in the district staff having to process numerous budget revisions as soon as the 
fiscal year starts to make necessary purchases and pay employees on time. Although budget revisions are 
common and best practice for budget monitoring in school districts, establishing a budget through budget 
revisions is inefficient and unnecessarily takes district staff away from regular duties. 

Under the CBO’s leadership, budgets need to be developed for each department in collaboration with 
respective managers and staff. This collaboration would help create a sense of shared ownership and 
responsibility, a better understanding of budgetary issues, and possibly fewer budget transfers during the 
year. 

In addition to the need to meet annually for budget development with schools and departments, the district 
needs to provide annual training for school and department administrators and staff on its financial soft-
ware and account coding.
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FCMAT’s review of the district’s 2023-24 adopted budget documents found that some, but not all, key 
budget assumptions used in budget development were included in the presentation. The district could 
improve communication and ensure all parties gain a better understanding of the budget document if it 
included all key assumptions used in budget development. Board study sessions can increase board mem-
bers’ understanding of the budget and how resources are aligned with the district’s goals and objectives. 

Recommendations
The district should:

1.	 Develop and use a budget calendar that includes all dates for statutory deadlines and 
other budget development tasks, including the individual responsible for each task, so that 
administrators and staff are aware of deadlines.

2.	 Provide business services staff with training on budget development, MYFP preparation, 
cash flow projections, SACS, and basic school accounting principles.

3.	 Collaborate with the Educational Services Department to develop an accurate enrollment 
and attendance projection model based on historical trends and adjusted for known local 
factors.

4.	 Ensure that the position control system contains complete and accurate information, 
including account codes, for all salary and benefit costs.

5.	 Develop and implement a process to ensure school and department managers are involved 
in budget development.

6.	 Meet annually with school and department budget managers, and provide training on 
budget and financial management each year.

7.	 Use the most current data and assumptions to develop the budget and MYFP, and include 
all key assumptions in board presentation materials.

8.	 Improve communications regarding the district’s budget through clear narratives, periodic 
updates to staff, and board budget study sessions.

Budget Monitoring
School district budgets change throughout the year. Estimated revenues, expenses and ending balance 
for each fund can fluctuate with changes in state budget projections, district enrollment and attendance, 
personnel, and negotiated settlements of employee bargaining agreements. Budgets need to be monitored 
regularly during the fiscal year to ensure appropriations are not overspent, revenues remain appropriately 
projected, and actual expenditures are not materially different than those budgeted. Revisions to major 
expenditure classifications are subject to board approval, in accordance with EC 42600. 

Typically, many budget revisions are made during the fiscal year as additional information develops and 
district needs change. Budget revisions usually fall into the following three main categories:

	• Material increases and decreases to estimated income and expenditure appropriations 
resulting from the receipt of new grant awards or donations.

	• Budgeted carryover balances from prior years.

	• Increases in expenditure appropriations to prevent budget overruns.
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Interviews with staff indicate that department and school budget managers are not held responsible for 
independently managing their budgets, including the redistribution of budgeted resources to meet expen-
diture needs throughout the year. Department and school administrators need to monitor their budgets 
routinely to ensure resources are available and categorized correctly to pay for anticipated expenditures, 
with help from the business office when needed to ensure budgets are not overspent and activity is coded 
correctly.

In interviews, school and department administrators and staff stated that they have access to their budget 
information in the district’s financial system; however, they had no knowledge of how to retrieve the infor-
mation. Department and school staff do not use the financial system to access their budgets for routine 
monitoring or to assess available balances before initiating purchase requisitions. According to interviews, 
most rely on the business office to run financial reports and make budget transfers on their behalf when 
budget lines are insufficient to cover a submitted purchase requisition. This dependency on business office 
staff places an unnecessary burden on the Business Services Department. Budget managers will need to 
receive ongoing training on the financial system and account coding until they are proficient at generating 
and understanding financial reports. Schools and departments need to be made responsible for requesting 
budget transfers.

FCMAT’s review of the district’s 2022-23 second interim report showed that actual expenditures for books 
and supplies in the unrestricted general fund as of January 31, 2023 exceeded the projected budget by 
$358,000. The 2022-23 unaudited actual expenditures were $2.3 million greater than the estimated actual 
expenditures in certificated and classified salaries, books and supplies, and services and other operat-
ing expenses, and employee benefits expenditures were underestimated by $1.4 million. In addition, the 
district coded nearly $1 million in expenditures to a resource with no budget. The expenditures had to be 
transferred to another resource at year end. These examples indicate that the district was not adequately 
monitoring the budget. It is best practice to monitor budgets regularly during the year to ensure that expen-
ditures do not exceed budgeted appropriations. Regular budget monitoring and budget adjustments will 
minimize variances between budget and actual expenses at year-end closing. This will increase credibility 
with local employee associations, the community, and the governing board. Communication about budget 
adjustments and how they affect the district must be ongoing and transparent. 

The business office does not prepare a monthly budget-versus-actual summary report for presentation to 
the governing board. This practice would help the board and community understand that the budget is fluid 
and counter the perception that budget changes occur only at interim reporting periods. At a minimum, 
budget revisions need to be submitted to the governing board at the following times:

	• Within 45 days after the state budget is signed by the governor.

	• When carryover and deferred revenue are known after the close of the prior year.

	• With the first interim report (December).

	• With the second interim report (March).

	• In May, in preparation for closing the fiscal year.

	• In June, to assess what the projected fund balance will be.

	• Whenever the ending fund balance is materially affected.

	• Whenever transfers between funds occur.

	• Whenever negotiations conclude.
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The district did not provide documents outlining its budgeting procedures, and FCMAT could not determine 
from interviews how unrestricted and categorical program budget monitoring duties are distributed among 
the CBO, fiscal analyst, and other business staff. This lack of oversight and monitoring, combined with insuf-
ficient collaboration between business services and other departments, has led to a lack of communication 
and partnership between instructional and business services. 

The district provided FCMAT with a Microsoft Excel workbook that it used to prepare the 2023-24 adopted 
budget MYFP. Although it separates the general fund into unrestricted and restricted totals, the projection 
does not include revenue and expenditure information at the resource code level. Considering the signifi-
cant investment of one-time and ongoing restricted revenues in TK-12 education over the last three years, 
the district would benefit from developing its multiyear financial projections by resource code in partner-
ship with educational services. This type of collaboration can ensure restricted funding is used first to 
relieve the general fund of expenditures that can be made using restricted dollars. In addition, the resource 
detail would allow the district to eliminate expenditures in a resource that has an expenditure deadline 
and enable it to decide whether it wants to discontinue funding the activity, or continue it by moving the 
expenditures to the unrestricted general fund. A multiyear financial projection completed by resource code 
would help ensure the district spends restricted funds before unrestricted, efficiently plans for the best use 
of funds, and accurately projects its general fund balance into subsequent fiscal years. Such tracking can 
be accomplished in an Excel workbook, or by using FCMAT’s free online Projection-Pro software, which is 
available via FCMAT’s website. 

Recommendations
The district should:

1.	 Monitor budgets throughout the year to ensure budgets are not overspent, activity is 
coded correctly, and expenditures are not charged to expired resources or those with 
insufficient funding.

2.	 Hold department and school budget managers responsible for independently managing 
their budgets, including distributing budget resources to the correct SACS account codes 
to meet actual expenditure needs throughout the year.

3.	 Ensure that school and department budget managers receive ongoing training on 
the SACS account codes and the district’s financial system until they are proficient in 
generating and understanding financial reports.

4.	 Confirm that all school and department budget managers have online access to their 
budgets, and consider allowing school personnel to enter budget transfers, pending 
approval by business staff.

5.	 Review all sections of the budget monthly to help prevent large variances between 
budgeted and actual expenses at year-end closing.

6.	 Prepare a monthly budget-versus-actual summary report for all funds, to be presented at a 
regular board meeting in open session.

7.	 Regularly report at board meetings the need for various budget adjustments, their causes, 
and how they affect the ending fund balance. This includes changes in operating costs, 
active employee and retiree benefit trends, salaries and benefits as a percentage of all 
expenditures, contributions to restricted programs, ongoing versus one-time resources, 
general fund deficits, projected balances of reserve funds, and cash flow projections.
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8.	 Prepare general fund MYFPs by revenue source at the resource code level; consider using 
FCMAT’s Projection-Pro software.

Position Control
It is critical to maintain an effective position control system to manage the cost of salaries and benefits 
and to properly show those expenditures in the district’s budget. Salary and benefit costs are the largest 
component of any school district’s budget. Therefore, accurately projecting salary and benefit costs is 
important. 

An effective position control system will fully integrate with payroll and budget modules, facilitate the 
hiring and monitoring of staff, and be used to update the budget at each reporting period. When the 
Business Services and Human Resources departments use one system, staff time and duplication of effort 
is reduced, and information can be produced on time. Maintaining accurate data is essential for budget 
development, collective bargaining, and providing effective services. All reconciliation of data needs to 
include SACS coding so that the reviewer can verify the funding source of the position. Although an audit 
of position control detail was outside FCMAT’s scope of work, three positions that appear to be miscoded 
were identified during the review. This means that funding was not set aside in the districts’ budget to pay 
for these positions.

Position control should begin with board-approved staffing ratios based on school and department needs 
and should consider any collective bargaining agreements or legal requirements. Once the number of posi-
tions has been established, business and human resources need to collaborate on the number of employ-
ees who hold the correct credentials for the determined positions. This process should begin in January to 
give the district enough time to manage possible layoffs and recruitments within the required timelines. 

The district uses the Employee Position Information Collaborative System (EPICS), hosted by the county 
office, for position control to maintain salary and benefit data for regular permanent positions. Interviews 
indicate that this software is not fully integrated with the payroll, budgeting or financial systems, and the 
county office is considering a replacement system. FCMAT was unable to identify either through interviews 
or document review any ongoing reconciliation procedures to provide internal controls to compensate for 
this deficiency. None of the position control documents provided by the district included SACS coding or 
complete salary and benefit information. Staff make manual entries to the budget to adjust for all payroll 
costs including salaries, stipends, substitutes, extra duty, and overtime. 

Interviews indicated that the county office offers training on the position control system, and that several 
district staff members attended the training. However, many of the staff members trained are no longer with 
the district. The frequent staff turnover in the Business Services and Human Resources departments greatly 
hinders the district’s ability to maintain accurate information in the system.

Salary and benefit costs for overtime, substitutes, and stipend positions are budgeted based on prior-year 
actual expenses. A fully integrated position control system would help the district maintain accurate salary 
and benefit information for more accurate budget projections. Staff reported that when a position was 
vacant, the benefits for that position continued to be budgeted, causing the budget to be overstated. 
Maintaining a position control system that has all elements of salary and benefit data will reduce manual 
adjustments and improve efficiency and accuracy. The need to manually adjust position control data for 
budgeting purposes is laborious, inefficient, and creates the potential for errors in budgeting. It is vital to 
maintain an effective position control system to manage the cost of salaries and benefits and to properly 
show those expenditures in the district’s budget.
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Identifying new, additional positions is essential to budgeting. Currently, positions submitted for governing 
board approval do not identify if the positions are being added to the budget or are replacements for cur-
rent positions. It is important for the board to understand whether a position is newly created and therefore 
an additional expense to the budget, or a replacement for a vacant position and therefore already included 
in the budget, so that the board is aware of the impact to the unrestricted ending fund balance. They also 
do not indicate the funding source, frequently do not include the pay rate, and do not state whether the 
position is full time or part time. Three new positions added to the 2023-24 budget were budgeted from an 
incorrect funding source. 

The district uses a manual personnel requisition process to create new positions and fill vacant positions. 
Some school and department employees interviewed were not aware of the process or form and indicated 
they were never trained regarding it. Some interviewees indicated that until this year, school and depart-
ment managers just telephoned or emailed human resources about new positions. Staff training on the 
personnel requisition process is needed to ensure accurate information is entered into and maintained in 
the position control system. This issue is discussed in more detail in the “Personnel Requisition Form and 
Process” section of this report.

Position vacancy information the district provided was inconsistent throughout the review. Three of the 
positions listed on the New Positions report provided by the Human Resources Department were existing 
positions that had already been filled; they were not new, and they were not vacancies. Interviews indi-
cated the district maintained a Google spreadsheet of vacancies in the past, but it has not been updated. 
The district could not provide a complete list of all board-approved positions used to support the 2023-24 
budget. Interviews indicated that the business office was not involved in the approval of new positions and 
therefore could not budget for them accordingly. Some division directors interviewed indicated that they 
had been allotted new positions for the 2023-24 school year, but the business office had not budgeted the 
new positions and human resources was not advertising to fill the positions.

Regularly scheduled interdepartment meetings of human resources and business services staff and man-
agers are essential for developing a common understanding of the terms used (e.g., new versus vacant 
positions) and the process of effectively managing salary and benefit expenditures. Staff from the Business 
Services and Human Resources departments need to meet at least during budget development and at 
each interim reporting period to balance all positions with those paid through payroll. Ideally, regular meet-
ings ensure all parties are aware of any issues or discrepancies. Staff training on how each area affects 
fiscal and budget matters is important for budgeting appropriately and ensuring proper payment to employ-
ees, particularly since most of the staff recently trained by the county office are no longer with the district. 

Internal controls ensure the proper separation of duties between the two departments, which can provide 
reasonable assurance that material weaknesses, serious errors or fraud are unlikely to occur. The controls 
must ensure that only board-authorized positions are entered in the system, that human resources hires 
only for authorized positions, and that payroll pays only employees hired for authorized positions. 

Position control functions also need to be separated to ensure proper internal control. Position control is 
normally a process divided between a district’s human resources and business departments, and no one 
person holds a job with position control as its primary function. While this can be a problem for smaller 
districts where staff perform numerous duties related to budget, payroll, and human resources, these func-
tions can be separated at Burlingame Elementary. The Human Resources Department has demonstrated 
the ability to code a position and enter it into the payroll system without a business office review. For exam-
ple, the district provided FCMAT with a copy of a screenshot from the position control system that showed 
the former director of human resources was approving personnel, budget, and final approval. The position 
was for an instructional aide, but the account code in the system was for maintenance and operations. The 
business office staff believe that they have similar system access permissions.
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In a district the size of Burlingame Elementary, one position in the Human Resources Department should be 
responsible for creating the positions, ensuring they are board-approved, and entering employee informa-
tion into the newly created positions. This position can also establish salary schedule placements and work 
calendars, and close positions that are no longer needed. A different position, in the Business Services 
Department, should be responsible for confirming that the position is in the board-approved budget 
and then using the board-approved information to process payroll for the employee in that position. The 
commingling of these duties can create an opportunity for fraud, specifically by the creation of a fictional 
employee, which is a common fraud scheme in which a person who does not work for the district is entered 
into the payroll/position control system. The district lacks consistent processes and alignment of job 
responsibilities between the business office and human resources. It needs to establish internal controls to 
ensure the proper separation of duties between the two departments.

The following table has suggested assignments for position control tasks to establish checks and balances 
to help provide the necessary internal control structure. However, for the district, these tasks will need to 
be divided among the CBO, the Human Resources Department, and payroll. 

Suggested Assignments for Position Control Tasks 

Task Responsibility
•	 Approve or authorize a position.
•	 Staffing ratios.

Governing board

•	 Enter approved positions into position control, with 
estimated salary/budget.

•	 Assign each position a unique identification number.
Business Services Department

•	 Enter demographic data, such as:
•	 Employee name.
•	 Employee address.
•	 Social Security number.
•	 Credentialing information.
•	 Job classification.
•	 Salary schedule placement.

•	 Annually review and update step-and-column placement.
•	 Annually review employee work assignments.

Human Resources Department

•	 Update employee benefits.
•	 Review and update employee work calendars.
•	 Annually review and update salary schedules (this may 

need to be completed more frequently, such as in a 
collective bargaining settlement).

Business Services or Human Resources 
department

•	 Maintain budgetary account codes.
•	 Budget development and budget projections.
•	 Salary and multiyear projections.

Business Services Department
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Recommendations
The district should:

1.	 Audit position control data to ensure it contains accurate information regarding board-
authorized positions (including true vacancies), number of full-time equivalent positions 
(FTEs), account coding, employee information, work location, salary schedules, and work 
calendars.

2.	 Ensure that it accounts for all board-approved positions, including salary and benefit costs, 
in its position control system.

3.	 Ensure that all new positions and extra work assignments (e.g., stipends) not already 
included in the budget are approved by the governing board before positions are posted. 
Ensure the board is aware of each position’s funding source and its fiscal impact on the 
budget. 

4.	 Ensure that position control is reconciled with budget and payroll regularly, meaning at 
least during budget development and interim reporting periods. Train EPICS users to 
run reports that include position, name, FTE, and SACS coding information to aid in the 
reconciliation.

5.	 Develop appropriate internal controls to separate position control duties between the 
Human Resources and Business Services departments. This should include duties such as 
the authorization of new positions, budget coding, and tracking employee demographic 
information.

6.	 Train school and department staff on the proper use and completion of the personnel 
requisition form.

7.	 Establish interdepartment meetings of the Human Resources and Business Services 
departments’ staff and managers at least twice per year to reconcile position control with 
school and department staffing lists and payroll records. Provide school and department 
managers with position control reports, and ensure that data is reviewed and corrected 
as needed. Ensure that the reports include all the employees at each respective school or 
department.

Payroll
Responsibility for payroll lies with the payroll and benefits specialist, who has been in the position since 
July 1, 2022. Usually, the district’s Human Resources Department adds new positions and employees in 
the EPICS system, and the business services staff (which includes the payroll function) enters all employee 
data including pay rates and benefits, though sometimes human resources performs this function also. 
Interviews indicate that the superintendent or human resources director position confirms new salary infor-
mation and placement via email, and the primary source document is usually the job offer letter. 

The payroll and benefits specialist also performs form W-4 updates and can modify an employee’s infor-
mation in the payroll system, process a payment for that individual, and distribute a check to that person. 
Entering employees into the human resources system and paying those employees should each be per-
formed by separate positions in different departments. To strengthen internal controls, the district needs 
to segregate these duties, ensuring that no one employee has the ability to manage a transaction from 
initiation to check generation. 
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The fiscal analyst audits payroll by checking the math on individual time sheets, reviewing the check run 
against the list of teachers with expired credentials, and comparing the number of checks in the payroll run 
to the prior month. The CBO audits payroll if the fiscal analyst is absent.

The district typically processes two payrolls each month (an end-of-month run and a supplemental/substi-
tute run), and the county office generates the payments using the countywide EPICS system. When payroll 
warrants are received at the district, each school or department secretary is notified that checks are avail-
able. The secretaries notify employees who receive physical checks that they may sign for their checks and 
pick them up from the payroll and benefits specialist. Checks that are not picked up by the end of the day 
are mailed by the payroll and benefits specialist. 

Employee terminations are communicated to payroll via email, and the payroll and benefits specialist also 
checks board agendas for personnel actions such as new hires, promotions, demotions, resignations, 
retirements, or terminations. In the 2021-22 fiscal year, human resources failed to notify the payroll depart-
ment of a termination and the former employee continued to receive a paycheck; the district is trying to 
collect reimbursement for overpayment. Staff indicated that an onboarding/offboarding process checklist 
was recently created that includes a notification to payroll.

The district uses a software package called Frontline Education (AESOP) to track absences, but this 
system is not integrated with EPICS and the district does not reconcile data in AESOP to the EPICS system. 
Employees self-report absences in AESOP, and schools fill out absence forms to support the data in AESOP. 
In prior years, the payroll department would contact employees for missing documents (for example, sig-
natures and corrections) before payroll cut-off dates; however, staff reported they no longer receive those 
notifications from payroll. The payroll and benefits specialist acknowledged that payroll deadlines necessi-
tated using primarily the AESOP system for leave information and that the district was considering eliminat-
ing the paper absence forms. 

Staff reported concerns that some employees may not be self-reporting all absences in AESOP, possibly 
resulting in overpayments because they appear to have available paid leave but may not. To avoid overpay-
ments, supervisors need to be trained and held accountable for ensuring that all subordinate staff mem-
bers report all absences. During a recent vacancy in the payroll position, vacation leaves were not tracked 
accurately, resulting in overpayments to some employees when vacation balances in excess of the allow-
able balances were paid out. In addition, staff reported to FCMAT during interviews that there is no formal 
process for tracking compensatory time earned or taken. 

It would benefit the district to continue to use absence logs, forms, lists, or other documents to support the 
reconciliation of absence data in the AESOP system and improve internal control. Absence data could be 
recorded on a spreadsheet or a log and maintained by each school or department and submitted to payroll 
each month. The absence data from the absence logs could then be reconciled with the absence data in 
AESOP. Internal controls could also be improved by ensuring that all paid absences are entered correctly 
into the EPICS system by reconciling paid absences in payroll to entries in EPICS. 

The bargaining agreement with classified employees does not permit carryover of annual vacation bal-
ances except with the approval of the superintendent. If the employee is not allowed to take vacation, up to 
twice the annual entitlement may be carried over for use in the next year. Excess vacation days are typically 
paid out at the end of each fiscal year. At the end of the 2021-22 fiscal year, excess vacation balances were 
not paid out, so were added to the amount paid at the end of the 2022-23 fiscal year. 

The district lacks a comprehensive payroll procedures manual that outlines tasks. A procedures manual or 
desk manual would provide direction to another staff member performing the payroll function in case of 
an absence or vacancy. A comprehensive payroll procedures manual may have prevented the district from 
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neglecting to pay employees for vacation days that were in excess of allowable carryover at the end of the 
fiscal year.

The county office offers frequent professional development opportunities and assistance, and the pay-
roll and benefits specialist often participates in those trainings. The payroll and benefits specialist would 
benefit from additional training related to internal controls, STRS and PERS reporting, and leave track-
ing. Although one specialist who processes payroll may be sufficient for a district the size of Burlingame 
Elementary, it is imperative that adequate controls and coverage exist for this critical function. Cross-
training is especially important when one staff member occupies a specialized position for which there is 
little or no supporting coverage. The current fiscal analyst is cross-trained on the payroll system, and audits 
payroll and reviews the SACS coding for new positions. The district would likely need extensive assistance 
from the county office if its payroll and benefits specialist is ever absent, because the only other business 
office staff member who has the knowledge to perform a complete payroll is also responsible for auditing 
payroll. 

It would benefit the district to identify at least one additional business staff member who can provide emer-
gency coverage, and to ensure that this individual receives the training needed to perform the task so that 
the fiscal analyst is not put in a situation in which they audit their own work. The staff member will need to 
perform at least one payroll process in its entirety to ensure this is a functional alternative. The district will 
need to continue to provide ongoing training opportunities to the payroll and benefits specialist, as well as 
to the new cross-trained staff member, to further improve payroll knowledge and reduce the potential for 
payroll errors. 

Because of the payroll function’s limited coverage, the district also lacks sufficient internal controls over 
critical payroll processes. Although approvals are required for initial salary placement for staff, one posi-
tion is responsible for entering or changing employee salary data in EPICS as well as advising payroll in 
an unstructured, informal manner. When payroll warrants are printed and returned to the district, the same 
individual who generates the warrants also distributes the warrants to employees. 

Functions that need additional oversight restrictions and review include processing payroll and related 
functions, modifying the salary schedule, performing garnishments, and adding additional pay to an 
employee record, such as a stipend. Even though some of these modifications may occur infrequently, the 
fiscal analyst needs to review each action that may affect the pay or withholdings of one or more employ-
ees. The fiscal analyst also needs to regularly and carefully review each payroll to ensure adequate over-
sight of the whole payroll process. The fiscal analyst should not be the primary backup to the payroll and 
benefits specialist with the potential to audit their own work.

Recommendations
The district should:

1.	 Ensure that the functions of entering new employees into the system, processing payment 
for employees, and receiving and distributing checks to employees are always segregated.

2.	 Strengthen internal controls by reviewing EPICS access permissions, ensuring formal 
routing of payroll information and notifications, and overseeing and reviewing functions 
that affect employee pay.

3.	 Ensure that human resources communicates regularly with payroll, and implement a 
process to ensure that payroll is notified promptly of all employment actions (e.g., new 
hires, separations, promotions, and demotions).
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4.	 Ensure that the CBO or fiscal analyst continues to review each payroll, including supporting 
documentation.

5.	 Consider continuing to use absence logs, forms or lists to aid in the reconciliation of 
absence data in AESOP. Ensure that compensatory time earned and taken is tracked.

6.	 Identify and fully cross-train another business office staff member to cover critical payroll 
functions. 

7.	 Offer the payroll and benefits specialist and school and department staff additional and 
ongoing professional development and training in payroll regulations and procedures, 
internal controls, and leave tracking.

8.	 Develop and maintain a payroll procedural manual specific to the district that can be used 
by both the payroll specialist and any individual covering payroll functions. Ensure that it 
includes internal control procedures so they are not overlooked.

Purchasing and Accounts Payable
Accounts payable work includes accurately tracking amounts owed to vendors, ensuring vendor payments 
are properly approved, and processing timely payments to vendors. The accounts payable process origi-
nates when a purchase is made to obtain supplies or services from a vendor.

School districts use purchase requisitions and/or purchase orders to initiate purchases from vendors. A 
purchase requisition is most commonly used to start a request and complete an approval process to make 
a purchase. Purchase orders are used to communicate the order to the vendor. A purchasing process 
that uses a purchase order system integrated with the financial system is the best practice because such 
systems automatically encumber the district’s budget when a purchase order is prepared. This is essential 
to controlling spending and managing and monitoring the budget. When used to its fullest, an integrated 
purchasing system can also be used to document and track the receipt of goods and services and provide 
information to accounts payable to support the authorization for payment and for auditing purposes.

Because of the nature and volume of work, purchasing and accounts payable functions are at high risk for 
errors and fraud. Effective purchasing and accounts payable processes and procedures include activities to 
ensure that all expenditures are approved based on available budgeted resources and that only legitimate 
and accurate invoices are authorized and paid.

During FCMAT’s interviews, staff reported that purchase orders are required for all purchases. However, 
school and department staff do not always follow established procedures, so business office personnel 
receive many invoices that cannot be matched to a purchase order because a requisition was not created. 
In interviews, staff reported receiving invoices through US mail, email, interoffice mail, and from in-person 
drop-offs at the office. When an invoice cannot be matched to a purchase order, district office staff must 
spend time attempting to determine which school or department ordered the materials or services and 
obtaining confirmation of receipt of goods and approval to pay the invoice. 

The board-approved budget is the spending authority for the district. EC 42600 specifies that school 
districts may not spend more than authorized in the adopted budget as adjusted during the fiscal year. All 
district staff need to adhere to district procedures, which require a purchase order for all purchases. When 
unauthorized purchases are made by ordering goods and services without a purchase order, the approval 
process is circumvented and the district is in danger of overspending the board-authorized budget. 
Informing district staff that they may be held personally responsible for the payment of unauthorized pur-
chases would limit such purchases and provide better controls. 
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School and department staff have access to the financial system to input requisitions, which are routed 
electronically for approval before purchase orders are printed in the district office. Business office staff 
reported that school and department staff frequently do not enter the correct account number on the 
requisition, so business office staff must change the account code on the requisition before it is processed 
or journal the expense to the correct account after the payment has been processed. This places a burden 
on business office staff and reduces operational efficiency. Training school and department staff in proper 
coding of requisitions would benefit the district because it would help reduce coding errors and increase 
purchasing efficiencies.

The district’s financial system’s purchasing module has a hard stop function available that prevents creation 
of a purchase order when budget coding is invalid and/or the remaining budget account string provided 
has insufficient funds for the purchase. However, the district has not implemented this function. Instead, 
if the budget account on the purchase requisition has insufficient funds, business office staff review the 
budget manager’s assigned budgets to identify other account strings with available budget balances and 
then prepare one or more budget transfers on behalf of the budget manager. This practice places the 
district at risk of spending more than has been approved by the governing board, and it creates additional 
work for the business office staff because it requires them to prepare budget transfers for budget managers 
rather than holding the budget managers accountable for allocating their resources to accounts from which 
their spending is expected to occur.

Implementing the hard stop function during the purchase requisition and purchase order process would 
benefit the district by holding school and department budget managers accountable for their budgets. 
When the available balance on a budget line is insufficient to cover a purchase request, a hard stop would 
require the budget manager to initiate a budget transfer to reallocate the resources under their control 
before the purchase request can be finalized.

Board Policy 3314, Payment for Goods and Services, states: 

The Board of Trustees recognizes the importance of developing a system of internal control 
procedures in order to help fulfill its obligation to monitor and safeguard district resources. 
To facilitate warrant processing, the superintendent or designee shall ensure that purchasing, 
receiving, and payment functions are kept separate.

At the time of FCMAT’s fieldwork, three business office employees had access to the accounts payable 
system, and each one was able to create a vendor in the system, edit vendor information such as remit 
address or bank information, create a requisition, print a purchase order, pay a vendor invoice, and distrib-
ute vendor warrants. Thus, one employee could create a vendor, submit an invoice for payment, generate 
the payment, and remove it from the batch of warrants without the district’s knowledge. This lack of internal 
controls creates an opportunity for fraud by allowing an employee to create and pay a fictitious vendor.

Effective internal controls include segregating duties to prevent any one employee from handling a transac-
tion from initiation to reconciliation, or having custody of an asset (such as cash or warrants) and maintain-
ing the records of related transactions. This prevents the same person from initiating, processing and mail-
ing warrants, and posting those transactions in the accounting records. Proper separation of duties would 
include assigning different employees to create and maintain vendor information, process requisitions and 
purchase orders, initiate payment of vendor invoices, and distribute vendor warrants. 

Board policy 3350, Travel Expenses, authorizes payment for actual and necessary travel expenses incurred 
by employees performing authorized services for the district. The district’s Request to Attend Conference/
Workshop Reimbursement form is to be completed and received in the district office a minimum of eight 
working days before the early registration deadline for a conference or workshop. A copy is returned to the 
employee to complete the expense reimbursement section within ten days after travel and to include origi-
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nal, itemized receipts. A purchase order is typically used for registration, or a district credit card is used if a 
purchase order is not accepted. Airfare is also charged to a district credit card. 

Interviews indicated that the mileage rate is set each year to match the Internal Revenue Service (IRS) rate; 
however, the form provided by the district shows a rate of $0.54 per mile even though the IRS rate for 
2023 is $0.655 per mile. The travel request form needs to be updated to match the current IRS mileage 
rate. The maximum amount of reimbursements for breakfast, lunch, and dinner are printed on the form, and 
interviews indicated that if an employee turns in a receipt that exceeds the maximum, the reimbursement 
is adjusted to pay up to the maximum. The form instructions state that reimbursement will not be made for 
meals if meals are provided by the conference, and that meals will be reimbursed only for travel out of the 
area that requires an overnight stay. A best practice is to establish specific travel times to qualify for break-
fast and dinner. For example, a traveler must have a departure time of before 6:30 a.m. to qualify for the 
breakfast per-diem payment and a return time of after 6:30 p.m. to qualify for a dinner.

The district participates in the state’s Department of General Services’ CAL-Card program. CAL-Cards are 
credit cards used by state government entities such as school districts and may be used wherever Visa 
cards are accepted. CAL-Cards are typically issued to employees so they can make purchases from ven-
dors that do not accept purchase orders, or to expedite certain purchases such as conference registration 
fees. It is possible to restrict the use of any CAL-Card so it can be used only for certain commodities and 
vendors; different restrictions can be set for each cardholder. Used appropriately, with proper internal 
controls, CAL-Cards can be an effective way to purchase goods and services in a timely manner. However, 
if adequate internal controls are lacking, district credit cards could be used to circumvent established 
purchasing processes and procedures. Districts that participate in the CAL-Card program must ensure that 
proper internal controls are in place.

CAL-Cards must be issued in each individual cardholders’ name, and more than one card can be issued per 
district. Each card may be set up with a maximum single transaction limit as well as daily, monthly, quarterly, 
and annual spending limits. By using merchant codes, the district can also restrict the types of purchases 
made with a CAL-Card. Usually there is no cost to a district to participate in the CAL-Card program; how-
ever, unpaid invoices (those later than 45 days) will accrue late penalties.

The district has issued credit cards to seven administrators, with a spending limit of $5,000 on each card. 
Each cardholder is required to sign a cardholder agreement when first issued their card. The agreement 
states that the card is to be used for authorized district business only and that a violation of the terms of 
use of the card may be cause for disciplinary action. The CAL-Card purchasing procedures accompanying 
the agreement state that complete and detailed itemized receipts for all credit card charges are required 
and are due within one week of receiving the statement. The procedures state that the card is intended for 
work-related travel expenses, conference registrations (if a purchase order is not accepted), and immediate, 
small purchases of single items valued at $500 or less. In addition, the procedures list prohibited purchases 
including personal purchases, gift cards or prepaid cards, cash advances, alcoholic beverages, and others. 

During FCMAT’s interviews, staff shared that assigned CAL-Card users often forward receipts for charges to 
the business office late and sometimes do not forward them at all. Business office staff reported that some 
CAL-Card invoices were paid despite missing documents, to avoid late fees and suspension of the account. 
An audit of CAL-Card payments was outside the scope of this study, so FCMAT was unable to verify the 
accuracy of staff statements. Based on a review of the monthly vendor reports included with board agen-
das, it appeared that CAL-Cards have been used over the past year for prohibited purchases including 
gift cards, service agreements, and purchases of items over $500. It also appeared that CAL-Cards had 
been used to purchase meals during travel. This allows cardholders to exceed the approved maximum 
reimbursement amount for meals. It would benefit the district to hold an annual training for cardholders 
regarding the use of CAL-Cards and to require cardholders to sign the cardholder agreement annually. 
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Cardholders who use the card inappropriately in violation of the agreement need to be held accountable, 
and their card privileges should be revoked.

The district has no written purchasing procedures. Board Policy 3300, Expenditures and Purchases, states 
that the district will comply with Public Contract Code (PCC) 20111, which requires competitive bidding for 
purchases over a specified amount. Board Policy 3311, Bids, states that equipment, supplies, and services 
will be purchased using competitive bidding when required by law and allows the district to piggyback onto 
the contract of another public agency as authorized by PCC 20118. The district’s Administrative Regulation 
3311, Bids, outlines requirements for advertising, bidding, and awarding of contracts (including transporta-
tion service contracts of more than $10,000), as well as alternative bidding procedures. 

Education Code 39802 includes a $10,000 threshold for transportation contracts and states the following:

In order to procure the service at the lowest possible figure consistent with proper and satis-
factory service, the governing board shall, whenever an expenditure of more than ten thou-
sand dollars ($10,000) is involved, secure bids pursuant to Sections 20111 and 20112 of the 
Public Contract Code whenever it is contemplated that a contract may be made with a person 
or corporation other than a common carrier or a municipally owned transit system or a parent 
or guardian of the pupils to be transported. The governing board may let the contract for the 
service to other than the lowest bidder.

On October 11, 2022, the district’s governing board approved a service agreement with a contractor for 
home-to-school transportation services for students who receive special education services. As discussed 
earlier, the agreement included a not-to-exceed amount of $115,000 for the 2022-23 school year. However, 
actual payments to this vendor in 2022-23 were $173,029. On August 8, 2023, the board renewed the 
agreement with a not-to-exceed amount of $200,000 for the 2023-24 school year. There was no evidence 
that the district went out to bid on this contract. This is a violation of the legal codes and the district’s own 
policies. The district needs to follow board policies, administrative regulations, Public Contract Code, and 
Education Code related to purchasing, and ensure that district employees are trained in proper purchasing 
procedures. It is also best practice for a district to include its insurance carrier when creating special edu-
cation transportation bid documents because of the insurance carrier’s expertise in student transportation 
risk management.

Recommendations
The district should:

1.	 Implement proper segregation of duties so no one employee handles a transaction from 
initiation to reconciliation. Ensure that it segregates the duties of creating and maintaining 
vendor information, processing requisitions and purchase orders, initiating payment of 
vendor invoices, and distributing vendor warrants.

2.	 Hold school and department staff accountable for following established procedures 
that require a purchase order for all purchases. Clearly communicate that unauthorized 
purchases may become the responsibility of the individual who initiates such a purchase.

3.	 Provide training to school and department staff on proper coding of expenditures. Hold a 
refresher training annually.

4.	 Implement the hard stop function in its financial system to prevent processing of 
requisitions and purchase orders if the available budget balance is insufficient and/or the 
account code is incorrect.
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5.	 Implement a system to allow school and department managers to request budget transfers.

6.	 Update the travel request form annually to include changes to the IRS mileage rate and per 
diem amounts for meals.

7.	 Consider establishing specific travel times to qualify for meal reimbursement.

8.	 Conduct an annual training for CAL-Card holders regarding the use of CAL-Cards, and 
require cardholders to sign the agreement annually. Emphasize appropriate use of the 
card, prohibited purchases, and the requirement for receipts to be submitted within a week 
of the statement date. Hold cardholders accountable if they use the card inappropriately, 
including suspending or revoking cardholder privileges for violations of the cardholder 
agreement.

9.	 Ensure that staff are trained in proper purchasing procedures, including adherence to 
board policies, administrative regulations, Public Contract Code, and Education Code.

Accounts Receivable
The district uses an external software program that is not integrated with its financial system to create 
invoices for items such as retiree health benefit payments, rentals, and facilities use. Typically, the fiscal 
analyst creates invoices using the software program, prints the invoices, and mails the invoices to custom-
ers. The district receives payments for invoices issued, as well as associated student body funds, developer 
fees, and other items. The district secretary opens mail in the district office and delivers checks and cash 
to the fiscal analyst. The district secretary does not write receipts or count the cash received. The fiscal 
analyst counts the cash and records payments in the invoicing system and/or financial system. Checks are 
sent to the county office for processing, and cash is deposited in a local bank account. In the case of cash 
deposits, a check for the amount deposited is written from the local bank account and sent to the county 
office. Cash deposits are made whenever large amounts of cash have accumulated. The fiscal analyst 
stated that cash is not received often, so bank deposits are infrequent. The fiscal analyst is also responsible 
for reconciling the bank account. 

FCMAT requested copies of bank reconciliations for February, March, and April 2023. The district provided 
copies of bank statements for the revolving cash account, the cafeteria revolving account, and the asso-
ciated student body account. However, check registers and reconciliation forms were not provided. The 
district provided a Microsoft Excel workbook with a tab for each account that shows the beginning balance, 
additions, subtractions, ending checkbook balance, bank balance, and reconciling items for the 2021-22 
fiscal year. Because the documents provided were undated, FCMAT could not determine if the reconcil-
iations were performed monthly. The fiscal analyst maintains the spreadsheet, but it is not reviewed by 
anyone else. It is best practice for the reconciliation to be completed within two weeks of the bank state-
ment date, and for both the person performing the reconciliation and the person reviewing the work to 
write their name, the date the work was performed, and their signature on the reconciliation.

The district needs to improve internal controls in accounts receivable to reduce the potential for errors and 
fraud. Adequate segregation of duties and oversight of essential functions are key factors in creating a 
strong system of internal control. The best practice is to ensure that duties of custody, recording, deposit-
ing and reconciliation of cash transactions are assigned to separate individuals. One individual should not 
have the ability to control a transaction from start to finish. The best practice also includes having a proce-
dure to assign a person who was not involved with the original transaction and recording to reconcile bank 
statements and account balances each month.
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The district’s 2022-23 unaudited actuals report indicates an approved balance of $2,500 in the revolv-
ing fund account. The account balance as of the April 2023 bank statement was $3,189.80. For the three 
months reviewed, there was no indication that the account is ever reconciled to the approved balance. 
Reimbursements to the account are not made in a timely manner. As disbursements are made from the 
account, the guardian of the account needs to request reimbursement to the account through the accounts 
payable process. This would ensure that the expenditures made from the account are properly recorded 
in the district’s financial statements and that the approved balance is maintained. The account needs to be 
reconciled to the authorized balance and actual balance monthly. As deposits are received, they need to be 
transferred to the cash in county treasury account monthly, so the imprest8 balance can be maintained at 
the authorized amount.

Improved internal controls are needed in accounts receivable to reduce the potential for errors and fraud. 
The CBO needs to maintain close oversight of these functions, and/or delegate regular monitoring and 
review to another staff member, to ensure district assets are protected.

Recommendations
The district should:

1.	 Ensure that the employee who receives the cash issues a receipt and that two individuals 
count cash together and at the same time.

2.	 Ensure that the individual assigned to reconcile bank statements does not also write and 
sign checks on the account.

3.	 Ensure that bank reconciliations are done monthly, preferably within two weeks of the 
statement date, and that any discrepancies in the underlying documents, or between the 
book and bank balances, are investigated thoroughly.

4.	 Ensure that bank reconciliations include the printed name, signature, and date the work 
was performed for both the preparer and the reviewer of the reconciliation.

5.	 Ensure that monies deposited to the revolving account are transferred to the county 
treasury at least monthly, and that reimbursements to the revolving account are requested 
in a timely manner using the accounts payable process. Ensure the account is reconciled to 
the authorized balance and actual balance monthly.

6.	 Ensure that internal control processes are implemented and that the duties of creating 
invoices, receiving payments for invoices, depositing receipts, and reconciling bank 
statements are separated.

8. The imprest system keeps a certain amount of money for use and replenishes it as needed after it is spent. This system is often used to 
account for petty cash.
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Human Resources Operational Processes and 
Procedures

Personnel Requisition Form and Process
Whenever there is a vacancy or the need to hire someone for a new position, the district uses a paper per-
sonnel requisition form that it calls a “Blue Form.” This form is completed and routed manually for approval; 
it includes vital information that is needed by human resources, business, and payroll. Because the form is 
essential to the district’s position control system, it is crucial that it be completed correctly and on time. A 
minor error in position control can have a detrimental impact on the district’s overall financial health. Below 
is a completed sample of the form. 

Personnel Requisition Form

Note: Signatures have been redacted.

During FCMAT’s fieldwork, staff indicated that they did not know the purpose of this form and were never 
trained on when and how to use it. 
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It would benefit the district to have human resources, working with business and payroll, develop personnel 
requisition training and/or a frequently asked questions (FAQ) document for management staff. This training 
would need to highlight the importance of accurate and timely information related to the personnel requi-
sition form and process. It would also benefit the district to develop a flow chart to indicate the steps in the 
personnel requisition form process. A sample flow chart is provided below: 

Sample Personnel Requisition Flow Chart

Employees also reported that multiple personnel requisition forms have been submitted for one vacancy. 
As mentioned previously, the district needs to identify which positions can submit a personnel requisi-
tion form, and communicate the purpose of the form. Also, the topics of staffing and recruitment need to 
be discussed routinely at executive and management meetings to ensure the correct positions are being 
replaced. To ensure the district’s position control system is accurate, human resources and business will 
need to meet with each school and department to ensure what is being reported in the financial system is 
accurate.

The district also needs to work with their county office of education to explore the possibility of automating 
the personnel requisition process. This is considered the best practice because of its numerous benefits, 
including streamlining of the recruitment process and reduced manual data entry. Automated systems also 
improve data management, allowing human resources and business to access information quickly and 
maintain an accurate list of positions in an organization. 

If the county office does not have an automated tracking system for personnel requisition, it would benefit 
the district to work with a third-party vendor to help develop such a system.

Recommendations
The district should:

1.	 Work with its human resources, business and payroll staff and managers to develop 
training and/or an FAQ on the purpose and use of the personnel requisition form. 

NO

Executive 
Team

Determines the 
Status of Position

Business
Closes the 

Position

Business
Confirms the 
Funding and 

Account String

HR
Confirms Salary 

and Opens a 
Recruitment

Position is Filled

Payroll 
is Notified

YES

Open Position
Due to Vacancy

Continue to 
Recruit?
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2.	 Ensure staffing and recruitment are standing meeting topics for the district’s executive and 
management meetings. 

3.	 Ensure that human resources and business staff and/or managers meet at least annually 
with each school and department to ensure their position control reports are accurate and 
that they include the total FTE of each position. 

4.	 Work with the county office to explore the possibility of automating the personnel 
requisition process. 

5.	 If the county office is unable to automate the personnel requisition process, explore third-
party applications for this function. 

Onboarding and Offboarding Checklists 
An onboarding checklist is designed to facilitate a smooth and successful transition for new employees. 
Its purpose is to help them integrate into the organization and become productive members of the school 
community. The checklist includes various essential elements, such as the following:

	• Ensuring compliance and documentation, which includes completing all necessary forms, 
contracts, and legal requirements (e.g., employment contracts, tax forms, and background 
checks).

	• Introducing new hires to the district’s policies, procedures, and guidelines, including topics 
such as employee conduct, attendance policies, and safety protocols.

	• Providing an orientation to the district’s culture, mission, vision, and values; creating a 
sense of belonging and alignment with the district’s objectives.

	• Arranging training and development opportunities to equip new employees with the knowl-
edge and skills required for their roles.

	• Facilitating introductions to colleagues, administrators, and personnel from different 
departments and schools to encourage collaboration and communication.

	• Ensuring new employees have access to essential resources, tools, software, and technol-
ogy needed for their job responsibilities.

	• Setting clear expectations regarding performance, job responsibilities and goals to provide 
a clear understanding of what is expected.

	• Offering mechanisms for feedback and support during the first months of employment, 
addressing any concerns or questions, and providing any assistance needed for success.

During interviews and review of documents provided by the district, FCMAT confirmed that the district has 
neither onboarding nor offboarding checklists. Staff acknowledged the value of having a checklist, because 
the district recently discovered fingerprint and tuberculosis (TB) clearance information was not completed 
in a timely manner. Staff also reported that the fingerprinting process was not done correctly before the 
current human resources director’s arrival, and some employees were allowed to start work without having 
the proper clearances. 

Administrative Regulation 4212.5 includes the first paragraph below, and Administrative Regulations 4112.5 
and 4312.5 include both paragraphs below: 
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The Superintendent or designee shall ensure that each person to be employed submits 
fingerprints, either electronically through the Live Scan system or on fingerprint identifica-
tion cards, for processing by the Department of Justice. If the district is using the Live Scan 
system, the Superintendent or designee shall also provide the applicant with a Live Scan 
request form and a list of nearby Live Scan locations.

The Superintendent or designee shall ensure that no person is hired in a position requiring 
certification qualifications or supervising positions requiring certification qualifications who 
has been convicted of a violent or serious felony as listed in Penal Code 667.5(c) or 1192.7(c), 
unless that person has obtained a certificate of rehabilitation and a pardon. (Education Code 
44830.1)

Administrative Regulation 4215.5 also states: 

The Superintendent or designee shall ensure that no person is hired who has been convicted 
of a violent or serious felony as listed in Penal Code 667.5(c) or 1192.7(c), unless that person 
has obtained a certificate of rehabilitation and a pardon. (Education Code 45122.1)

In addition, staff reported that employees were allowed to work with students without the proper TB clear-
ances. Administrative Regulations 4112.4, 4212.4 and 4312.4 state the following: 

No applicant shall be initially employed in a classified or certificated position unless he/
she has submitted to an intradermal or other tuberculin test licensed by the Food and Drug 
Administration within the past 60 days and, if that test was positive, has subsequently 
obtained an X-ray of the lungs. The applicant shall submit to the district a certificate signed 
by the examining licensed physician indicating that he/she is free of active tuberculosis. 
(Education Code 49406; 5 CCR 5503)

To allow staff to work with students without receiving proper fingerprinting or TB clearances is a violation of 
board policy and the Education Code. All staff must receive the appropriate clearances before working with 
any students. 

It would benefit the district to develop comprehensive onboarding checklists for certificated, classified, and 
management and confidential staff. It is best practice to ensure each checklist requires signatures of human 
resources staff and the new or terminating employee to ensure all necessary and required paperwork has 
been completed. A sample onboarding checklist is included in Appendix A.

Similarly, because the district lacks a formal written offboarding process, some essential tasks are not 
consistently completed when an employee separates from employment. During FCMAT’s interviews, staff 
reported that information technology (IT) is not always notified when an employee has separated from the 
district. At least one employee who resigned was still on paid status the following year, and some former 
employees still had access to the district’s various software programs. This is of concern because former 
employees could still have access to the district databases, and/or have equipment, keys, and other items. 
The district needs to develop standard lists of equipment for each classification to ensure that when an 
employee separates, the district keeps its property and equipment. 

An offboarding checklist is as important as an onboarding checklist. It serves as a structured process to 
ensure that departing employees have a smooth and organized exit from the district. An offboarding check-
list is important for many reasons, including the following:

	• Legal Compliance 
The checklist ensures that all legal and administrative requirements are fulfilled when 
an employee leaves the district. This includes processing necessary termination paper-
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work, final paychecks, and addressing any legal obligations related to the employment 
termination.

	• Protection of Sensitive Information 
Offboarding checklists help ensure that departing employees return all school property, 
equipment, and access to confidential information, including keys, credit cards, badges, 
and access cards, and that shared passwords are reset. This reduces the risk of data 
breaches or unauthorized access to sensitive information.

	• Knowledge Transfer 
When an employee leaves, they often take valuable institutional knowledge and expertise 
with them. An offboarding checklist can help ensure that the transfer of this knowledge to 
other team members occurs, and that critical information is passed on to those who will 
assume the responsibilities.

	• Exit Interviews 
Offboarding checklists may include exit interview procedures, through which departing 
employees have the opportunity to provide feedback about their experience working in the 
district. This feedback can be valuable for identifying areas for improvement and enhanc-
ing the organization's work environment.

	• Transition Planning 
For certain positions, especially those with specialized skills or responsibilities, an off-
boarding checklist can help create a transition plan. This plan can help maintain work conti-
nuity and prevent the departure of an employee from disrupting essential operations.

	• Compliance with Employee Benefits Requirements and Options 
The offboarding checklist ensures that departing employees are informed about their ben-
efits, such as healthcare coverage continuation or retirement options, helping them make 
informed decisions.

An offboarding checklist ensures that the departure of employees is handled professionally and with sensi-
tivity, and that it complies with legal requirements. It can help maintain the organization's reputation, retain 
institutional knowledge, and gather insights for ongoing improvement. In addition, it demonstrates respect 
and care for departing employees, and in doing so helps foster a positive and supportive work environment 
for current and future staff.

Recommendations
The district should: 

1.	 Develop comprehensive onboarding and offboarding checklists for certificated, classified, 
and management and unrepresented staff.

2.	 Ensure each checklist has signature lines for human resources staff who are processing the 
checklist.

3.	 Require signature lines for new or terminating employees to verify that they have received 
all required documents. 

4.	 Collaborate with individual departments to create a unified inventory of equipment, access 
privileges, and other resources tailored to each employee's classification. 
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5.	 Ensure both IT and payroll are notified when staff separate from employment or change 
positions within the district. 

Job Descriptions 
Accurate and updated job descriptions are essential for the following:

	• Role Clarity 
Job descriptions provide clear and detailed information about the roles and responsibili-
ties of each position in an organization. This ensures that employees understand their job 
expectations and duties.

	• Hiring and Recruitment 
Job descriptions are used during hiring to attract suitable candidates. They help potential 
applicants understand the requirements and responsibilities of the job.

	• Performance Evaluation 
Job descriptions form the basis for evaluating employee performance. They provide mea-
surable criteria against which an employee's job performance can be assessed. 

	• Salary and Compensation 
Job descriptions may be used to determine salary structures and compensation packages 
for different positions in an organization.

	• Legal Protection and Compliance 
Having clear and accurate job descriptions can help the district comply with labor laws and 
regulations, and they can be useful in case of disputes or legal issues.

In interviews, the district’s staff and labor partners indicated that the organization lacks a central reposi-
tory for job descriptions. Many staff also indicated that they do not know where to get a copy of their job 
description. If management does not know where the job descriptions are maintained, it could lead to con-
fusion, miscommunication, and potential issues with employee expectations and evaluations. FCMAT could 
not locate job descriptions on the district’s website.

In addition, FCMAT reviewed the district’s EDJOIN website. Some districts store their job descriptions on 
this website in addition to storing them on their own website’s human resources webpage. FCMAT could not 
determine if any of the district’s job descriptions on the EDJOIN website were board approved or when they 
were last reviewed or revised. FCMAT found a job description titled “Elementary RTI9 Teacher” did not match 
the job description on file at the district. The job description on file indicated that the title was “Response to 
Intervention Academic Specialist.” A job description titled “Human Resources Job Description” indicated that 
the title could be “HR Specialist, HR Coordinator, HR Director/Asst Sup,” based on experience. However, this 
job description did not indicate what experience is needed for each of these titles. The table below shows 
FCMAT’s job description findings from its review of the district’s EDJOIN website. 

District Job Descriptions on EDJOIN Website

Job 
Description 

Location Title Classification Other Dates

Board 
Approval 

Date
Revision 

Date
EDJOIN Chief Business Official Classified   None None
EDJOIN Chief Business Official - CBO Classified HR 6/26/23 None None

9. Response to Intervention
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Job 
Description 

Location Title Classification Other Dates

Board 
Approval 

Date
Revision 

Date
EDJOIN Chief Business Official, CBO Classified HR 6/26/23 None None
EDJOIN Chief Business Official, CBO Classified HR 6/26/23 None None

EDJOIN
Confidential Administrative Assistant to Ed 
Services Classified   None None

EDJOIN
Director of Innovation Teaching and 
Learning Classified   None None

EDJOIN Human Resources Job Description Classified   None None
EDJOIN Library/Computer Assistant Classified   None None
EDJOIN Library/Computer Assistant Classified   None None
EDJOIN Principal on Special Assignment Classified   None None
EDJOIN Special Education Instructional Aide Classified   None None

EDJOIN
Student and Community Engagement 
Coordinator Classified   None None

EDJOIN Art Teacher Certificated   None None

EDJOIN
ASSISTANT SUPERINTENDENT – 
EDUCATIONAL SERVICES Certificated 

 
5/23 None None

EDJOIN
ASSISTANT SUPERINTENDENT – 
EDUCATIONAL SERVICES Certificated   None None

EDJOIN
Assistant Superintendent of Educational 
Services Certificated 10/25/17 None None

EDJOIN Chief Business Official, CBO Certificated 
HR 
6/26/2023 None None

EDJOIN
Coordinator of Assessment and Special 
Projects Certificated   None None

EDJOIN
Director of Innovation Teaching and 
Learning Certificated   None None

EDJOIN Director of Student Support Services Certificated   None None
EDJOIN Elementary Principal Washington School Certificated   None None
EDJOIN Elementary (RTI) Teacher Certificated   None None
EDJOIN Elementary School Principal Certificated   None None
EDJOIN Elementary School Principal Certificated   None None
EDJOIN Elementary School Principal Certificated   None None
EDJOIN Human Resources Job Description Certificated   None None
EDJOIN Kindergarten Teacher Certificated 7/13/23 None None
EDJOIN Kindergarten Teacher Certificated 7/13/23 None None
EDJOIN Middle School PE Teacher Certificated   None None
EDJOIN Middle School Principal Certificated   None None
EDJOIN Middle School Principal Certificated   None None
EDJOIN Middle School Principal Certificated   None None
EDJOIN Middle School Principal Job Description Certificated   None None
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Job 
Description 

Location Title Classification Other Dates

Board 
Approval 

Date
Revision 

Date
EDJOIN Middle School Vice Principal Certificated   None None
EDJOIN Resource Specialist - District Office Certificated   None None

EDJOIN
Resource Specialist - Burlingame 
Intermediate School Certificated   None None

EDJOIN School Counselor Certificated   None None
EDJOIN Substitute Teacher On Call Certificated   None None

EDJOIN Third Grade Teacher Certificated 7/13/23 None None

Source: EDJOIN.

To address these issues, it is crucial that the district and its labor partners collaborate and work together to 
create, review and approve job descriptions before final board approval. Managers will need to work with 
their labor partners to develop and review all certificated and classified job descriptions and store them 
electronically where all interested parties can have access. In addition, involving the board in the approval 
process is essential to ensure that the job descriptions align with the district's goals and comply with rele-
vant regulations. Job descriptions will also need to be updated and revised regularly to include changes in 
job roles and responsibilities.

The job descriptions FCMAT reviewed lacked a board approval date or board revision date. In addition, 
some of the files were merely a recruitment announcement with a deadline for the application submission. 
Some of the job descriptions were categorized incorrectly, or were listed as classified when they should 
have been listed as certificated. It would benefit the district to correctly categorize all management, confi-
dential, certificated, and classified job descriptions.  

Recommendations
The district should:

1.	 Ensure that each job description title matches the information in the job description on file.

2.	 Develop accurate management, confidential, certificated, and classified job descriptions.

3.	 Work with its labor partners to develop, revise, and update all certificated and classified job 
descriptions.

4.	 Ensure that any newly developed job descriptions are stored electronically where all 
appropriate parties can access them. 

5.	 Ensure that job descriptions are accessible to all staff and management. 

6.	 Provide its board with regular updates and revisions to job descriptions that accurately 
show changes in job roles and responsibilities.

Salary Schedules
Board Policy 4151, Employee Compensation, requires that the board adopt a separate salary schedule for 
each employee classification. These salary schedules must comply with any relevant laws and, in some 
cases, relevant collective bargaining language. If an employee is paid outside of a board-approved salary 
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schedule or employment agreement, it can appear to be a gift of public funds. Article 16, Section 6 of the 
California State Constitution defines gifts of public funds.

On the district’s human resources webpage, all the listed certificated, classified and administrator salary 
schedules indicate that they are in draft format. Near the bottom of each page is a note stating, “Board 
Adopted: Draft.” FCMAT reviewed board agendas to determine if the salary schedules have been approved 
by the board; board minutes were not available at the time of fieldwork. The salary schedules were under 
the consent agenda on the June 13, 2023, board meeting agenda. It is the best practice to post salary 
schedules only after the board has approved them and then list the actual approval date on each salary 
schedule. 

On the human resources portion of the district’s website, some of the salary schedules are listed as certifi-
cated but should be listed under administrator. The certificated director and certificated coordinator posi-
tions are management and should be placed under the administrator tab for salary schedules. Similarly, the 
classified director position is filed under the classified tab but should be listed under the administrator tab.

Typically, a district’s certificated and classified salary schedules are developed jointly with the respec-
tive local union association. For clarity, the district needs to separate administrator and unrepresented 
employee groups from the represented groups’ salary schedules to avoid the appearance that they are 
represented by a bargaining group. 

Recommendations
The district should:

1.	 Ensure each salary schedule lists the board approval date. 

2.	 Ensure salary schedules are separated by represented certificated and classified, and 
unrepresented and administrator, employee groups.

Labor Relations
Interviews with staff revealed a lack of clarity about the identity of the district’s chief negotiator. Staff 
indicated that the vacant CBO position is the designated chief negotiator. Based on the various versions 
of the CBO position’s job description on the EDJOIN website, the position is a support position for labor 
negotiations. The job description states that the CBO is to “Develop strategies and proposals for collective 
bargaining and, as a member of the District’s negotiations team, facilitates, negotiates, and administers the 
contracts.” The job description does not list the position as the chief negotiator. It would benefit the district 
to clearly identify the CBO, superintendent, or human resources director as the chief negotiator, list that 
responsibility in the appropriate job description, and provide the employee in that position with the training 
needed to perform this function. 

Despite positive relations with its labor partners, the district does not provide them with information about 
its budget or its budget development process. According to interviews, there was little to no knowledge 
about how the district develops its budget. It would benefit the district to schedule meetings with its labor 
partners to review the budget and provide information on how it is created. The district and its labor part-
ners could also attend budget training together, such as School Services of California’s Governor’s Budget 
workshop.
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Recommendations  
The district should:

1.	 Clearly identify which position is its designated chief negotiator.

2.	 Ensure the chief negotiator has been trained appropriately. 

3.	 Schedule regular budget meetings with its labor partners. 

4.	 Annually attend budget workshops with its labor partners. 
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Interdepartment and Multidepartment Issues and 
Procedures

Organizational Culture
Organizational culture is broadly defined as a system of shared assumptions, values and beliefs that govern 
how people behave in an organization. These shared values strongly influence the people in the organiza-
tion and affect how they dress, act, and perform their jobs. Every school district has a unique culture that 
is usually informal but is shaped by the actions of leaders over time. A district’s superintendent sets the 
tone of the district and should ensure through their administration that staff receive the resources, training, 
direction, and communication needed to perform their duties. Before the district’s current superintendent, 
there seems to have been an erosion of direction and communication within the organization.

Effective communication is essential to providing a sense of stability and leadership. Without it, inaccurate 
information may circulate and be assumed accurate. During FCMAT’s interviews, some staff indicated they 
were unsure of what their responsibilities were and about expectations. Updated and accurate job descrip-
tions are essential to ensuring staff are aware of what they are supposed to do within an organization; this 
is discussed further on pages 55 and page 63 of this report.

Several staff members stated they do everything they can to ensure the district keeps operating. However, 
there was a lack of clear direction from the previous superintendent and other administrators. The district 
appointed a new permanent superintendent a little over a month before FCMAT’s fieldwork. 

FCMAT believes regularly scheduled meetings with departments, schools, and staff can help improve com-
munication, clarify expectations, and increase efficiency and effectiveness. At these meetings, managers 
and staff can prepare for upcoming board meetings, address current issues, and plan for upcoming events 
or challenges. In addition to these regularly scheduled meetings, a yearly calendar with timely topics, 
broken down by each division could be helpful. A sample ofsuch a calendar is provided below and can be 
used as a starting point that the district can customize for its own needs.

Sample Calendar of Tasks, Meetings, and Deadlines

Date August 1 August 15 September 5 September 19

Business Services •	 Warrant •	 Warrant

•	 Warrant
•	 Resolution 

No. xxxx 
adoption 
of the 
appropriation 
(Gann) limit 
for the district 

•	 Unaudited 
actuals

•	 Warrant
•	 45-day revised 

budget

Educational 
Services

•	 Nonpublic school (NPS) 
Placement 

•	 Independent 
study

•	 Consolidated 
Application
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Date August 1 August 15 September 5 September 19

Human Resources

•	 Certificated and classified 
HR report 

•	 Quarterly Report 
— Williams Uniform 
Complaints report (April-
June)

•	 Certificated and 
Classified HR 
Report 

•	 Certificated 
and classified 
HR report 

•	 Resolution 
week of the 
administrator

•	 Certificated and 
classified HR 
report 

Superintendent

•	 Minutes
•	 Superintendent’s 

employment 
agreement (Report 
out)

•	 Interim superintendent 
employment agreement 
(Report out)

•	 Minutes
•	 Closed session
•	 Employee 

recognition
•	 Superintendent's 

evaluation
•	 Negotiations 
•	 Association of 

California School 
Administrators 
involvement

•	 Minutes
•	 Location 

and grade 
configuration 

•	 Minutes

Board 

•	 Annual committee 
assignments (LCAP/fiscal 
efficiency)

•	 Student board member 
oath

•	 Closed session
•	 Multiyear instructional 

calendar
•	 Superintendent’s 

employment 
agreement

•	 Board workshop 
– strategic 
planning and 
board priorities 
(4:30 p.m.)

•	 Closed session 
Superintendent’s 
council — SSC.

Study Session

•	 Outdoor learning and 
nutritional spaces

•	 Organizational priorities
•	 Strategic action plan
•	 Study session planning for 

2023-24

•	 Beginning 
of school 
staffing update 
(Certificated and 
classified)

•	 Teacher of the 
Year 

•	 High school 
credit analysis

•	 Summer 
school 2023 – 
summary

•	 Strategic 
planning

•	 Technology 
•	 Regional 

occupational 
program annual 
report 

To ensure monthly meetings are effective, agendas need to be prepared in advance. Agendas can include 
upcoming and/or ongoing issues. To promote collaboration, it is best to distribute a draft agenda a week 
before a meeting with a request for topics. This allows attendees to be prepared to discuss the items that 
may be their responsibility. 

The agenda also needs to relate in some manner to the district’s vision, mission, and goals, to emphasize 
their importance and demonstrate how the work performed is related to student learning and outcomes. 
Meetings can be used to communicate essential information and answer questions from staff. This is also 
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an efficient and effective way to train new staff and build communication and collaboration between and 
among leaders and staff.

Recommendations
The district should:

1.	 Establish a meeting schedule with departments and staff. 

2.	 Establish expectations of management and staff.

3.	 Ensure each decision aligns with the district’s mission, objectives and goals. 

4.	 Develop a yearly calendar with timely topics, broken down by each division.

5.	 Ensure meeting agendas are shared in advance with the relevant staff and departments. 

Training, Cross-Training, and Desk Manuals

Staff Training
An important way for an organization to improve efficiency, outcomes and customer service is to invest in 
a structured staff development program that is based on organizational needs and goals and that focuses 
on the needs of individual departments and staff members. Training can improve employees’ skills, knowl-
edge, abilities, and customer service. Given the amount of turnover within the district office, it would greatly 
benefit the district to invest in its newly hired staff. Part of this investment should include identifying its 
training needs annually, developing a written training plan, and ensuring staff receive training so they can 
better support the district.

The district needs to offer its board members informational meetings about financial management and the 
budget so they can understand how board policies affect the budget. Items related to reserves, staffing 
and positions should be areas of focus. The board needs to be asked if they desire training on topics not 
currently offered.

The district lacks training for its school and department staff. It would benefit the district to offer district 
office employees training in duties related to position control, employee termination, payroll, accounts pay-
able, and accounts receivable. School and department staff need to receive training in the requisition pro-
cess and account coding. School and department managers need to be trained in how to read and under-
stand budgets, in part so they can act as secondary reviewers to the business office. In addition, school 
and department management need to be notified when board policies have been added or amended.

Over the past several years, the district has experienced frequent turnover in all positions in its Business 
Services and Human Resources departments. In interviews, district staff reported that training opportuni-
ties were available through the county office, School Services of California, California Association of School 
Business Officials, and PowerSchool (the district’s student information system provider), and that several 
staff members had taken advantage of these. The district needs to continue allowing and encouraging 
staff to attend such trainings, as well as workshops on issues related to the CalSTRS, CalPERS, and the 
Commission on Teacher Credentialing (CTC). The district needs to develop a training schedule for new and 
existing human resources and business staff.

Because most of the employees in the Human Resources and Business Services departments are relatively 
new, the district can establish best practices and procedures for the staff. Staff requested more access to 
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Microsoft Excel professional skill training to improve their skills and increase productivity. Training would 
allow both human resources and business staff to understand their roles, provide better customer service, 
and provide correct information in a timely manner. In addition, both departments have highly technical 
tasks in which even a minor mistake could be costly for the district.

All staff members can benefit from formal training to ensure they completely understand the expectations, 
responsibilities, and duties of their respective positions. Appropriate training will also provide staff mem-
bers with the resources to develop the skills and knowledge needed to succeed in their positions and to 
prepare for potential advancement.

Staff Cross-Training
Cross-training is essential to ensure district operations continue uninterrupted when an employee is absent 
or a position is vacant, and to ensure employees can use their accrued vacation time. Cross-training staff 
would also enable employees to become well versed in various district operations and processes.

Interviews with FCMAT indicated that cross-training with staff does not occur. Given the district’s size, 
cross-training staff is vital. As discussed earlier in this report, one employee is assigned to payroll. If this 
employee goes on vacation or an extended leave, no other trained or dedicated position could process 
payroll in a timely and appropriate manner without compromising internal controls.

Staff need to understand the importance of collaborating with human resources and business staff from 
other districts and asking questions to better understand processes and procedures. Schools and depart-
ments that are clients of the Human Resources and Business Services departments need to be given the 
opportunity to provide feedback. These measures would help the departments develop best practices and  
could also increase the departments’ efficiency and morale by allowing the employees to work together; 
support one another; understand both the differences between their roles and how they are interdepen-
dent; respect one another’s expertise and knowledge; and provide better service to external staff.

Along with cross-training, management will need to provide clear written expectations and review job 
descriptions and work calendars regularly so staff members are clear about what they are expected to 
learn and accomplish. It is often difficult to make updating job descriptions a priority, but doing so regularly 
is the key to ensuring that essential work is performed and that staff are trained appropriately. Updated job 
descriptions also provide clear expectations of job performance and functions for staff. Some staff mem-
bers interviewed were uncertain about their job functions and duties.

Policy and Procedure Manuals, and Desk Manuals
Effective policies protect and guide employees when performing their duties. Policies may paraphrase law, 
explain a procedure, clarify a principle, or express a desired goal. Policies and procedural manuals give 
a district the ability to plan and diagram internal controls and written standards for schools and district 
departments to follow. They allow employees to see where their duties fit into a process, who provides the 
information that comes to them, and where the information they generate goes. Policies and procedures 
standardize processes and ensure the most accurate and efficient method is used to accomplish a task. 
Interviews with district staff indicate it does not maintain a written policies and procedures manual. It would 
benefit the district to create a policies and procedures manual for business and human resources.

Desk manuals document how employees are able to perform each of their specific duties. These docu-
ments help staff with duties that are infrequently performed and are a resource when duties are redis-
tributed or when new employees are hired. Desk manuals help ensure tasks are completed with equal 
effectiveness regardless of who is performing them, and they eliminate confusion that can lead to differing 
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processes for the same task. Desk manuals could help bridge the training gaps that sometimes occur after 
employee turnover, and they are especially helpful to new staff. These documents can provide training and 
cross-training, help preserve institutional knowledge, eliminate dependency on one person, ensure staff 
members follow the latest and most efficient procedures, and effectively document and monitor segre-
gation of duties. Once established, desk manuals need to be made available to department staff to help 
ensure best practices. 

Most district staff reported that there were no policies and procedures manuals or desk manuals for their 
roles. There has been significant employee turnover in the district, and only two or three staff members 
have historical knowledge of procedures and knowledge of accounting, payroll, and position control 
software programs. The best practice is to have staff create step-by-step procedures for each of their job 
duties and include workflow diagrams in their desk manuals to ensure a better understanding of these 
duties and their timelines.

Each position in human resources and business needs to have a desk manual, which needs to be updated 
consistently and be easy for other staff members or new employees to access and understand. 

There should be no lag in training new employees if the manuals are used as intended. The district will 
need to create a workflow that identifies the positions assigned to cover other positions when there is a 
vacancy or an extended leave of absence.

A sample payroll timeline and process workflow diagram is included in Appendix B. The district will also 
need to develop procedure templates to use for each process and procedure. A sample procedure tem-
plate is included in Appendix C.

The template should include, but not be limited to, the following:

	• Creation date.

	• Owner of process and procedures.

	• Title.

	• Purpose.

	• Scope.

	• Responsibilities.

	• Definitions.

	• Referenced documents.

	• Forms.

Some best practices for creating desk manuals include the following:

	• Create individual documents for different processes and procedures.

	• Include screenshots.

	• Include feedback from other staff and departments.

	• Include on the first page the date the file was created and the author of the most recent 
updates.

	• Use job titles instead of employees’ names when documenting workflow.
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	• Keep the formatting simple so it can be edited easily.

	• Keep the master copies in a shared location so other employees can access them easily.

	• Keep both a local and a cloud-based secure backup of the files.

	• Review and revise desk manuals once a year as needed.

Because of the turnover the Human Resources and Business Services departments have experienced, 
documenting how tasks are performed is especially important. The district can establish best practices and 
procedures for the staff more easily because many are new to the district. Ensuring staff members follow 
the latest and most efficient processes and procedures will increase consistent results, help when train-
ing new employees and cross-training current employees, and eliminate dependency on one employee. 
The district would also benefit from conducting regular meetings with all employees to discuss any new or 
revised procedures.

Recommendations
The district should:

1.	 Identify human resources and business staff training needs annually in writing, and create a 
professional development schedule for all employees, including management.

2.	 Design and budget for staff and management training.

3.	 Ensure human resources and business staff receive training in all essential job 
responsibilities and topics related to their functions to better support the district.

4.	 Distribute new or revised board policies to employees, and provide training as needed in 
how to implement the policies.

5.	 Implement cross-training for each position in the district office to ensure essential tasks 
and functions can be completed without interruption when an employee is absent, a 
position is vacant, or additional help is needed to complete tasks on time.

6.	 Develop clear, written expectations for all employees.

7.	 Meet annually with employees and management to ensure job descriptions accurately 
describe the required knowledge, skills, and abilities of each position.

8.	 Develop comprehensive policies and procedures manuals for business and human 
resources, and review and revise the manuals at least once a year.

9.	 Develop desk manuals that describe each employees’ duties, and ensure that each 
employee includes step-by-step procedures for all assigned duties. Review and revise the 
desk manuals at least once a year.

10.	 Consider using a third party to help prepare desk manuals to ensure they are consistent in 
format and do not detract from the time staff members need to perform assigned duties.

11.	 Create a template to be used for each process and procedure.

12.	 Ensure workflow diagrams are created to help employees better understand coordination 
with other departments and positions.

13.	 Store all desk manuals in one location that staff can access as needed.
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14.	 Ensure at least one other employee can understand and perform all duties when an 
employee is absent or needs assistance, or when a position is vacant.

15.	 Identify the positions assigned to cover other positions when there is a vacancy or an 
extended leave of absence, and ensure employees in those assigned positions receive 
cross-training.

16.	  Conduct regular meetings with all employees to discuss any new or revised procedures.
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Fiscal Health Risk Analysis
For TK-12 School Districts
Dates of fieldwork: July 31 – August 1, 2023

District: Burlingame Elementary School District

District Fiscal Solvency Risk Level: High

About the Analysis
The Fiscal Crisis and Management Assistance Team (FCMAT) has developed the Fiscal Health Risk Analysis (FHRA) as a 
tool to help evaluate a school district’s fiscal health and risk of insolvency in the current and two subsequent fiscal years.
The FHRA includes 20 sections, each of which contains specific questions. Each section and specific question is included 
based on FCMAT’s work since the inception of AB 1200; they are the common indicators of risk or potential insolvency for 
districts that have neared insolvency and needed assistance from outside agencies. Each section of this analysis is critical, 
and lack of attention to these critical areas will eventually lead to a district’s failure. The analysis focuses on essential 
functions and processes to determine the level of risk at the time of assessment.
The greater the number of “no” answers to the questions in the analysis, the greater the potential risk of insolvency or fiscal 
issues for the district. Not all sections in the analysis and not all questions within each section carry equal weight; some 
areas carry higher risk and thus count more heavily in calculating a district’s fiscal stability. To help the district, narratives 
are included for responses that are marked as a “no” so the district can better understand the reason for the response and 
actions that may be needed to obtain a “yes” answer.
Identifying issues early is the key to maintaining fiscal health. Diligent planning will enable a district to better understand its 
financial objectives and strategies to sustain a high level of fiscal efficiency and overall solvency. A district should consider 
completing the FHRA annually to assess its own fiscal health risk and progress over time.

Areas of High Risk
The following sections on this page and the next duplicate certain questions and answers given in the “Fiscal Health 
Risk Analysis Questions” later in this document and identify conditions that create significant risk of fiscal insolvency. The 
existence of an identified budget or fiscal status or a material weakness indicated by a “no” answer to any of these items 
supersedes all other scoring and will elevate the district’s overall risk level.

Budget and Fiscal Status: Is district currently without the following?:	 Yes	 No

Disapproved budget .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ✓	 ☐

Negative interim report certification.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐

Three consecutive qualified interim report certifications.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐

Downgrade of an interim certification by the county superintendent .    .     .     .     .     .     .     .     .     .     .     .   ✓	 ☐

“Lack of going concern” designation.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐

Material Weakness Questions	 Yes	 No	 N/A

2.5	 Has the district’s budget been approved unconditionally by its county office of education  
in the current and two prior fiscal years?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

3.4	 Following board approval of collective bargaining agreements, does the district make  
necessary budget revisions in the financial system to reflect settlement costs in  
accordance with Education Code Section 42142?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐
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3.6	 Has the district addressed any deficiencies the county office of education has identified  
in its oversight letters in the most recent and two prior fiscal years? .    .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

4.3	 Does the district forecast its general fund cash flow for the current and subsequent year  
and update it as needed to ensure cash flow needs are known? .    .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

4.4	 If the district’s cash flow forecast shows insufficient cash in its general fund to support its  
current and projected obligations, does the district have a reasonable plan to address its  
cash flow needs for the current and subsequent year? .    .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

5.2	 Has the district fulfilled and does it have evidence showing fulfillment of its oversight  
responsibilities in accordance with Education Code Section 47604.32?.    .     .     .     .     .     .     .     . ☐	 ☐	 ✓

5.3	 Are all charters authorized by the district going concerns and not in fiscal distress? .    .     .     .    ☐	 ☐	 ✓

6.3	 Does the district accurately quantify the effects of collective bargaining agreements  
and include them in its budget and multiyear projections? .    .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

6.4	 Did the district conduct a presettlement analysis and identify related costs or savings,  
if any (e.g., statutory benefits, and step and column salary increase), for the current and  
subsequent years, and did it identify ongoing revenue sources or expenditure reductions  
to support the agreement?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

7.2	 If the district has deficit spending in funds other than the general fund, has it included in  
its multiyear projection any transfers from the unrestricted general fund to cover any  
projected negative fund balance? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ☐	 ✓

8.3	 If the district has deficit spending in the current or two subsequent fiscal years, has the  
board approved and implemented a plan to reduce and/or eliminate deficit spending  
to ensure fiscal solvency?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

10.6	 Are the district’s enrollment projections and assumptions based on historical data,  
industry-standard methods, and other reasonable considerations?.    .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

11.2	 Does the district have sufficient and available capital outlay and/or bond funds to cover all  
contracted obligations for capital facilities projects? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

12.1	 Is the district able to maintain the minimum reserve for economic uncertainty in the current  
year (including Fund 01 and Fund 17) as defined by criteria and standards?.    .     .     .     .     .     .     . ✓	 ☐	 ☐

12.2	 Is the district able to maintain the minimum reserve for economic uncertainty in the two  
subsequent years? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

12.3	 If the district is not able to maintain the minimum reserve for economic uncertainty,  
does the district’s multiyear financial projection include a board-approved plan to  
restore the reserve? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

19.1	 Does the district account for all positions and costs? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐
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Score Breakdown by Section
Because the score is not calculated by category, category values provided are subject to minor rounding error and are 
provided for information only.

1. 	 Annual Independent Audit Report	 0.0%

2.	 Budget Development and Adoption	 4.3%

3.	 Budget Monitoring and Updates	 6.5%

4.	 Cash Management	 6.5%

5.	 Charter Schools	 0.0%

6.	 Collective Bargaining Agreements	 3.9%

7.	 Contributions and Transfers	 2.0%

8.	 Deficit Spending (Unrestricted General Fund)	 3.5%

9.	 Employee Benefits	 1.2%

10.	 Enrollment and Attendance	 1.0%

11.	 Facilities	 0.2%

12.	 Fund Balance and Reserve for Economic Uncertainty	 2.9%

13.	 General Fund - Current Year	 2.7%

14.	 Information Systems and Data Management	 1.0%

15.	 Internal Controls and Fraud Prevention	 7.0%

16.	 Leadership and Stability	 3.5%

17.	 Multiyear Projections	 2.0%

18.	 Non-Voter-Approved Debt and Risk Management	 0.0%

19.	 Position Control	 5.5%

20.	 Special Education	 2.0%

Score	 55.6%	
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Fiscal Health Risk Analysis Questions	

Budget and Fiscal Status: Is the district currently without the following?:	 Yes	 No

Disapproved budget .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ✓	 ☐

Negative interim report certification.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐

Three consecutive qualified interim report certifications.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐

Downgrade of an interim certification by the county superintendent .    .     .     .     .     .     .     .     .     .     .     .   ✓	 ☐

“Lack of going concern” designation.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐

1.	 Annual Independent Audit Report	 Yes	 No	 N/A

1.1	 Has the district corrected the most recent and prior two years’ audit findings without  
affecting its fiscal health? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ☐	 ✓

1.2	 Has the audit report for the most recent fiscal year been completed and presented to  
the board within the statutory timeline? (Extensions of the timeline granted by the State  
Controller’s Office should be explained.).    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

1.3	 Were the district’s most recent and prior two audit reports free of findings of  
material weaknesses?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

1.4	 Has the district corrected all reported audit findings from the most recent and prior  
two audits?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ☐	 ✓

2.	 Budget Development and Adoption	 Yes	 No	 N/A

2.1	 Does the district develop and use written budget assumptions and multiyear projections  
that are reasonable, are aligned with the county office of education instructions, and have  
been clearly articulated?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

The district’s 2023-24 adopted budget multiyear projection presentation given 
at its June 6, 2023 governing board meeting, and its accompanying assumption 
spreadsheet, did not align with the changes in the district’s projection MYFP. The 
presentation also did not address the changes in revenues and expenditures each 
year. The only detail included in the presentation was that a transfer from Fund 17 was 
needed to meet the required 3% reserve for economic uncertainties in the 2023-24, 
2024-25 and 2025-26 fiscal years.

2.2	 Does the district use a budget development method other than a prior-year rollover budget,  
and, if so, does that method include tasks such as review of prior year estimated actuals by  
major object code and removal of one-time revenues and expenses?.    .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

In interviews, staff indicated that the district uses a rollover budget method. FCMAT’s 
analysis of the budget found no indication that the district used any method to review 
actuals by major object code or to remove one-time revenues and expenditures.

2.3	 Does the district use position control data for budget development? .    .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

Staff reported in interviews that the district does not use position control for budget 
development. 

2.4	 Does the district calculate the Local Control Funding Formula (LCFF) revenue correctly?.    .     . ✓	 ☐	 ☐
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2.5	 Has the district’s budget been approved unconditionally by its county office of education  
in the current and two prior fiscal years?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

2.6	 Does the budget development process include input from staff, administrators, the  
governing board, the community, and the budget advisory committee (if there is one)? .    .     .   ☐	 ✓	 ☐

Interviews indicated that there is no formal budget development input from staff, 
or administrators who are not in charge of a department budget, or the governing 
board. Community input is limited to the LCAP process, and the district lacks a budget 
advisory committee.

2.7	 Does the district budget and expend restricted funds before unrestricted funds?.    .     .     .     .    ✓	 ☐	 ☐

2.8	 Have the Local Control and Accountability Plan (LCAP) and the budget been adopted  
within statutory timelines established by Education Code Sections 42103 and 52062 and  
filed with the county superintendent of schools no later than five days after adoption or  
by July 1, whichever occurs first, for the current and one prior fiscal year?.    .     .     .     .     .     .     .  ✓	 ☐	 ☐

2.9	 Has the district refrained from including carryover funds in its adopted budget?.    .     .     .     .     . ✓	 ☐	 ☐

2.10	 Other than objects in the 5700s and 7300s and appropriate abatements in accordance  
with the California School Accounting Manual, does the district avoid using negative or  
contra expenditure accounts?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

2.11	 Does the district have a documented policy and/or procedure for evaluating the proposed  
acceptance of grants and other types of restricted funds and the potential multiyear impact  
on the district’s unrestricted general fund? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district did not provide evidence of a documented policy or procedure for 
evaluating grants. Staff indicated in interviews that the district does not  evaluate the 
potential multiyear impact of proposed grants on its unrestricted general fund before 
it accepts them.

2.12	 Does the district adhere to a budget calendar that includes statutory due dates, major  
budget development tasks and deadlines, and the staff members/departments responsible  
for completing them?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district provided a budget calendar; however, it lacks some statutory deadlines 
(such as first interim, due December 15), and some major budget development tasks 
and deadlines. The tasks that are included do not indicate the staff position(s) or 
department responsible for completing them.

3.	 Budget Monitoring and Updates	 Yes	 No	 N/A

3.1	 Are actual revenues and expenses consistent with the most current budget?.    .     .     .     .     .     . ☐	 ✓	 ☐

An analysis of the district’s 2022-23 second interim report showed that unrestricted 
books and supplies expenses were significantly underbudgeted. Expenditures as of 
January 31, 2023 for books and supplies were greater than the projected budget by 
$358,000. 

FCMAT’s review of general ledger reports showed that actual expenditures as of 
May 31, 2023 were greater than the estimated actual budget for certificated salaries, 
classified salaries, books and supplies, and services and other operating expenses. 

Employee benefits appeared to be significantly overbudgeted. 

3.2	 Are budget revisions posted in the financial system at each interim report, at a minimum? .    .  ✓	 ☐	 ☐
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3.3	 Are clearly written and articulated budget assumptions that support budget revisions  
communicated to the board at each interim report, at a minimum?.    .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district does not include all pertinent assumptions in its board presentations at 
budget adoption or interim reporting periods. Its 2022-23 first and second interim 
presentation materials did not include explanations for increases or decreases to 
revenues and expenditures for the subsequent years of the MYFP. 

3.4	 Following board approval of collective bargaining agreements, does the district make  
necessary budget revisions in the financial system to reflect settlement costs in accordance  
with Education Code Section 42142?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ✓	 ☐	 ☐

3.5	 Do the district’s responses fully explain the variances identified in the criteria and standards?.☐	 ✓	 ☐

Many of the district’s responses are vague and do not fully explain the variances 
identified in the state criteria and standards for fiscal solvency. For example, the 
district responded to an increase in state revenues by addressing a decrease 
in revenue, and to an increase in expenditures by addressing a decrease in 
expenditures. The district’s response to deficit spending did not explain the reasons 
for the deficit or how it plans to address its structural deficit and ensure that 
subsequent years have balanced budgets. In addition, the principal balance and 
annual principal and interest payments of the district’s long-term commitments were 
entered incorrectly.

3.6	 Has the district addressed any deficiencies the county office of education has identified  
in its oversight letters in the most recent and two prior fiscal years? .    .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district has not addressed the deficiencies the county office identified in its 
oversight letters. In its oversight letters for the 2022-23 adopted budget, first interim, 
and second interim, the San Mateo County Office of Education noted that the 
district’s cash flow projections were not completed correctly and directed the district 
to submit corrected cash flow projections with the next report.

3.7	 Does the district prohibit processing of requisitions or purchase orders when the budget  
is insufficient to support the expenditure? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

In interviews, staff stated that requisitions and purchase orders are processed even 
when the budget balance is insufficient. In these cases, business office staff make 
budget transfers to cover the expense.

3.8	 Does the district encumber and adjust encumbrances for salaries and benefits?.    .     .     .     .     . ✓	 ☐	 ☐

3.9	 Are all balance sheet accounts in the general ledger reconciled at least at each interim  
report and at year-end close?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district did not provide evidence that all balance sheet accounts in the general 
ledger were reconciled at least at each interim report and at year-end close. FCMAT’s 
review of the district’s 2022-23 general ledger also found no evidence of this.

3.10	 For the most recent and two prior fiscal years, have the interim reports and the unaudited 
actuals been adopted and filed with the county superintendent of schools within the  
timelines established in Education Code?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

The district’s pulled its 2022-23 second interim report from its March 14, 2023 board 
agenda at the request of the county office because it did not accurately reflect the 
district’s settlement with its bargaining groups. The district’s board approved its 
2022-23 second interim report on April 11, 2023, which was after the due date of 
March 15, 2023.
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4.	 Cash Management	 Yes	 No	 N/A

4.1	 Are accounts held by the county treasurer reconciled with the district’s and county office  
of education’s reports monthly?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

4.2	 Does the district reconcile all bank (cash and investment) accounts with bank statements  
monthly?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

The district did not provide evidence that all bank accounts and all cash with fiscal 
agent accounts were reconciled monthly. The district provided a spreadsheet 
showing bank activity and balances for the 2021-22 fiscal year, and bank statements 
for the 2022-23 fiscal year. 

4.3	 Does the district forecast its general fund cash flow for the current and subsequent year  
and update it as needed to ensure cash flow needs are known? .    .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

At the 2022-23 adopted budget, first interim and second interim reporting periods, 
the district projected its general fund cash flow for the current and subsequent year. 
However, according to the county office’s oversight letters, the cash flow projections 
were completed incorrectly and showed negative cash balances in multiple months 
without a plan to address cash flow needs. In addition, the first and second interim 
cash flow projections included actual beginning cash balances and monthly actual 
receipt and disbursement activity that did not match the amounts in the financial 
system.

4.4	 If the district’s cash flow forecast shows insufficient cash in its general fund to support its  
current and projected obligations, does the district have a reasonable plan to address its  
cash flow needs for the current and subsequent year? .    .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

According to the cash flow projections submitted with its 2022-23 budget, first interim 
and second interim reports, the district will be negative in several months, and it has 
no plan to address the projected cash shortfalls.

4.5	 Does the district have sufficient cash resources in its other funds to support its current  
and projected obligations in those funds?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

4.6	 If interfund borrowing is occurring, does the district comply with Education Code  
Section 42603?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

4.7	 If the district is managing cash in any fund(s) through external borrowing, does the district’s  
cash flow projection include repayment based on the terms of the loan agreement? .    .     .     .   ☐	 ☐	 ✓

5.	 Charter Schools	 Yes	 No	 N/A

5.1	 Does the district have a board policy or other written document(s) regarding charter  
oversight?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ☐	 ✓

5.2	 Has the district fulfilled and does it have evidence showing fulfillment of its oversight  
responsibilities in accordance with Education Code Section 47604.32?.    .     .     .     .     .     .     .     . ☐	 ☐	 ✓

5.3	 Are all charters authorized by the district going concerns and not in fiscal distress? .    .     .     .    ☐	 ☐	 ✓

5.4	 Has the district identified specific employees in its various departments (e.g., human  
resources, business, instructional, and others) to be responsible for oversight of all  
approved charter schools?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ☐	 ✓

6.	 Collective Bargaining Agreements	 Yes	 No	 N/A

6.1	 Has the district settled with all its bargaining units for the past two fiscal years? .    .     .     .     .    ✓	 ☐	 ☐
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6.2	 Has the district settled with all its bargaining units for the current year?.    .     .     .     .     .     .     .     . ✓	 ☐	 ☐

6.3	 Does the district accurately quantify the effects of collective bargaining agreements and  
include them in its budget and multiyear projections?  .    .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

Written communication from the county office and FCMAT interviews with county 
office staff indicate that the public disclosure of collective bargaining agreement form 
approved by the board on March 14, 2023 was not completed correctly, and the costs 
of the agreement were not accurately quantified. The disclosure form did not include 
the costs of the previous agreements, and thus understated the total costs of the 
settlements.

6.4	 Did the district conduct a presettlement analysis and identify related costs or savings, if any  
(e.g., statutory benefits, and step and column salary increase), for the current and  
subsequent years, and did it identify ongoing revenue sources or expenditure reductions 
 to support the agreement? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

6.5	 In the current and prior two fiscal years, has the district settled the total cost of the  
bargaining agreements including step and column increases at or under the funded  
cost-of-living adjustment (COLA)? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

According to the public disclosure of collective bargaining agreement forms, the 
settlements for 2021-22 approved by the board on November 16, 2021 for certificated, 
classified, and classified unrepresented groups exceeded the funded COLA. The 
total cost was 5.68% for the certificated employee group, 7.06% for the classified 
employee group, and 5.38% for the classified unrepresented group. Funded COLA in 
2021-22 was 5.07%.

6.6	 If settlements have not been reached in the past two years, has the district identified  
resources to cover the costs of the district’s proposal(s)? .    .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ☐	 ✓

6.7	 Did the district comply with public disclosure requirements under Government Code  
Sections 3540.2 and 3547.5, and Education Code Section 42142? .    .     .     .     .     .     .     .     .     .   ✓	 ☐	 ☐

6.8	 Did the superintendent and CBO certify the public disclosure of collective bargaining  
agreement prior to board approval? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

Neither the superintendent nor the CBO signed the bargaining agreement disclosure 
certification form for classified unrepresented employees or for classified employees, 
both of which were approved by the board on March 14, 2023.

6.9	 Is the governing board’s action consistent with the superintendent’s and CBO’s certification?.☐	 ✓	 ☐

Neither the superintendent nor the CBO signed the bargaining agreement disclosure 
certification form for classified unrepresented employees or the bargaining 
agreement disclosure certification for classified employees, both of which were 
approved by the board on March 14, 2023.

7.	 Contributions and Transfers	 Yes	 No	 N/A

7.1	 Does the district have a board-approved plan to eliminate, reduce or control any  
contributions/transfers from the unrestricted general fund to other restricted programs  
and funds?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

The district has no board-approved plan to eliminate, reduce or control any 
contributions or transfers from the unrestricted general fund to restricted programs 
and funds. Transfers from the unrestricted general fund to Fund 17 are determined 
each year based on the unrestricted general fund ending fund balance. Board Policy 
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3105.1 requires the district to maintain a reserve of 7% of general fund expenditures 
plus transfers out in Fund 17. This policy cannot be followed without significant 
ongoing reductions to the unrestricted general fund. 

7.2	 If the district has deficit spending in funds other than the general fund, has it included in its  
multiyear projection any transfers from the unrestricted general fund to cover any projected  
negative fund balance? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ☐	 ✓

7.3	 If any contributions/transfers were required for restricted programs and/or other funds in  
either of the two prior fiscal years, and there is a need in the current year, did the district  
budget for them at reasonable levels?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district did not maintain reasonable levels of budgeting. The district projects 
that contributions to restricted programs will remain unchanged in each year of its 
2023-24 adopted budget MYFP. However, costs in restricted programs will increase 
naturally because of step-and-column changes to salaries, the consumer price index 
(CPI), and other factors.

Shortfalls in budgeted levels of 2022-23 COVID-19 expenses, plus underbudgeting 
in unrestricted and restricted lottery, necessitated a transfer of expenses to the 
unrestricted general fund.

8. 	 Deficit Spending (Unrestricted General Fund)	 Yes	 No	 N/A

8.1	 Is the district avoiding deficit spending in the current fiscal year?.    .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

The district’s 2023-24 adopted general fund budget projected deficit spending of 
approximately $827,000. FCMAT’s revised 2023-24 general fund budget projects 
deficit spending of $2.9 million.

8.2	 Is the district projected to avoid deficit spending in both of the two subsequent fiscal years?. ☐	 ✓	 ☐

The district’s 2023-24 adopted budget MYFP shows a surplus of $33,000 in 2024-25 
and a surplus of $220,700 in 2025-26. However, FCMAT projects deficit spending of 
$3.2 million in 2024-25 and a deficit of $2.4 million in 2025-26.

8.3	 If the district has deficit spending in the current or two subsequent fiscal years, has the  
board approved and implemented a plan to reduce and/or eliminate deficit spending to  
ensure fiscal solvency?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

At the time of FCMAT’s interviews, the district was unaware of deficit spending in 
the 2023-24 and subsequent fiscal years and did not have a board-approved plan to 
reduce and/or eliminate deficit spending.

8.4	 Has the district decreased deficit spending over the past two fiscal years?.    .     .     .     .     .     .     . ☐	 ✓	 ☐

The district did not project deficit spending in 2022-23 after negotiating increases 
in salaries and benefits, and it had no deficit spending in the prior 2021-22 year. 
However, the district projects deficit spending in fiscal years 2023-24, 2024-25, and 
2025-26.

9. 	 Employee Benefits	 Yes	 No	 N/A

9.1	 Has the district completed an actuarial valuation in accordance with Governmental  
Accounting Standards Board (GASB) requirements to determine its unfunded liability  
for other post-employment benefits (OPEB)? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ✓	 ☐	 ☐
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9.2	 Does the district have a plan to fund its liabilities for retiree health and welfare benefits  
with the total of annual required service payments (legal, contractual or locally defined  
such as pay-as-you-go premiums, trust agreement obligations, or a board adopted  
commitment) no greater than 2% of the district’s unrestricted general fund revenues? .    .     .    ✓	 ☐	 ☐

9.3	 Has the district followed a policy or collectively bargained agreement to limit accrued  
vacation balances? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

The bargaining agreement with classified employees states that employees are not 
allowed to carry over their vacation from year to year without prior approval from the 
superintendent. If an employee requests but is not permitted to take their full annual 
vacation, the employee may carry over an amount not greater than twice their annual 
entitlement. In interviews, staff reported that vacation had been allowed to accrue in 
excess of the bargained limits for 2021-22, and the balances were paid out on July 31, 
2023.

9.4	 Within the last five years, has the district conducted a verification and determination  
of eligibility for benefits for all active and retired employees and dependents? .    .     .     .     .     .   ☐	 ✓	 ☐

The district did not provide evidence that a verification of eligibility for all active and 
retired employees and dependents had been conducted within the last five years.

9.5	 Does the district track, reconcile and report employees’ compensated leave balances? .    .     .   ✓	 ☐	 ☐

10.	 Enrollment and Attendance	 Yes	 No	 N/A

10.1	 Has the district’s enrollment been increasing or remained stable for the current and  
two prior years? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

According to DataQuest, district enrollment was 3,387 in 2020-21, 3,312 in 2021-22, 
and 3,284 in 2022-23 — a decline of 103 students. According to the district’s 2023-24 
adopted budget documents, 2023-24 enrollment is projected to be 3,316.

10.2	 Does the district monitor and analyze enrollment and average daily attendance (ADA)  
data at least monthly through the second attendance reporting period (P2)? .    .     .     .     .     .     . ✓	 ☐	 ☐

10.3	 Does the district track historical enrollment and ADA data to establish future trends?.    .     .     . ✓	 ☐	 ☐

10.4	 Do school sites maintain an accurate record of daily enrollment and attendance that is  
reconciled monthly at the site and district levels?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

10.5	 Has the district certified its California Longitudinal Pupil Achievement Data System  
(CALPADS) data by the required deadlines (Fall 1, Fall 2, EOY) for the current and  
two prior years? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

10.6	 Are the district’s enrollment projections and assumptions based on historical data,  
industry-standard methods, and other reasonable considerations?.    .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

10.7	 Do all applicable sites and departments review and verify their respective CALPADS data  
and correct it as needed before the report submission deadlines? .    .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

10.8	 Has the district planned for enrollment losses to charter schools?  .    .     .     .     .     .     .     .     .     .    ☐	 ☐	 ✓

10.9	 Does the district follow established board policy to limit outgoing interdistrict transfers and  
ensure that only students who meet the required qualifications are approved?.    .     .     .     .     .   ✓	 ☐	 ☐

10.10	 Does the district meet the student-to-teacher ratio requirement of no more than 24-to-1  
for each school in grades TK-3 classes, or, if not, does it have and adhere to  
an alternative collectively bargained agreement?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐
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11.	 Facilities	 Yes	 No	 N/A

11.1	 If the district participates in the state’s School Facilities Program, has it met the required  
contribution for the Routine Restricted Maintenance Account? .    .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

11.2	 Does the district have sufficient and available capital outlay and/or bond funds to cover all  
contracted obligations for capital facilities projects? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

11.3	 Does the district properly track and account for facility-related projects?.    .     .     .     .     .     .     .    ✓	 ☐	 ☐

11.4	 Does the district use its facilities fully in accordance with the Office of Public School  
Construction’s loading standards? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

According to documents provided by the district, it is not using its facilities fully 
in accordance with the Office of Public School Construction’s loading standards. 
Capacity at all district schools is 4,121 students, while enrollment in 2022-23 was 
3,282. Facility use is above 80% at two schools, between 70% and 80% at three 
schools, and between 60% and 70% at two schools. Excess capacity can result in 
unnecessary operating expenditures for cleaning, utilities, and maintenance.

11.5	 Does the district include facility needs (maintenance, repair and operating requirements)  
when adopting a budget? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ✓	 ☐	 ☐

11.6	 Has the district met the facilities inspection requirements of the Williams Act and resolved  
any outstanding issues?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district did not provide evidence that school site inspections were completed.

11.7	 If the district passed a Proposition 39 general obligation bond, has it met the requirements  
for audit, reporting, and a citizens’ bond oversight committee? .    .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

11.8	 Does the district have a long-range facilities master plan that reflects its current and  
projected facility needs? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

12.	 Fund Balance and Reserve for Economic Uncertainty	 Yes	 No	 N/A

12.1	 Is the district able to maintain the minimum reserve for economic uncertainty in the  
current year (including Fund 01 and Fund 17) as defined by criteria and standards?.    .     .     .     . ✓	 ☐	 ☐

12.2	 Is the district able to maintain the minimum reserve for economic uncertainty in the  
two subsequent years?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

The district’s 2023-24 adopted budget MYFP projected a reserve of 3.09% in 2024-
25 and 3.08% in 2025-26. The required reserve for a district of Burlingame’s size is 
3.0%. However, FCMAT’s MYFP projects a reserve of  negative 6.69% in 2024-25 and  
negative 10.97% in 2025-26.

12.3	 If the district is not able to maintain the minimum reserve for economic uncertainty, does  
the district’s multiyear financial projection include a board-approved plan to restore  
the reserve? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

At the time of FCMAT’s review, the district was not yet aware of the structural deficit 
and reduced fund balance; therefore, no plan has been adopted by the board.

12.4	 Is the district’s projected unrestricted fund balance stable or increasing in the two  
subsequent fiscal years? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

The district’s 2023-24 adopted budget projected a deficit of $826,881. District 
multiyear projections for the general fund unrestricted fund balance projected 
surpluses of $33,159 and $220,694 for the 2024-25 and 2025-26 fiscal years, 
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respectively. However, FCMAT’s MYFP projects deficit spending in all three years and 
an unrestricted fund balance decline from $2.4 million at the beginning of 2023-24 to  
negative $6.1 million at the end of 2025-26.

12.5	 If the district has unfunded or contingent liabilities or one-time costs other than  
post-employment benefits, does the unrestricted general fund balance include  
sufficient assigned or committed reserves above the recommended reserve level?.    .     .     .     . ☐	 ☐	 ✓

13.	 General Fund – Current Year	 Yes	 No	 N/A

13.1	 Does the district ensure that one-time revenues do not pay for ongoing expenditures? .    .     .   ☐	 ✓	 ☐

District board members and staff indicated that district policy prohibits paying for 
ongoing expenditures with one-time dollars. However, ongoing salaries and benefits 
have been charged in recent years to one-time COVID-19 resources. Additionally, the 
2023-24 salary schedule increases are being paid for with reserves, which is a one-
time source of funds.

13.2	 Is the percentage of the district’s general fund unrestricted expenditure budget that is  
allocated to salaries and benefits at or below the statewide average for the current year? .    .   ✓	 ☐	 ☐

13.3	 Is the percentage of the district’s general fund unrestricted expenditure budget that is  
allocated to salaries and benefits at or below the statewide average for the two prior years?. ☐	 ✓	 ☐

The district’s budgeted unrestricted salaries and benefits in 2024-25 amount to 
88.81% of total expenditures. In 2025-26, this percentage is projected to be 89.01%. 
These are higher than the latest (2021-22) statewide average rate of 86.62% 
published by School Services of California, inc.

13.4	 If the district has received any uniform complaints or legal challenges regarding local  
use of supplemental and concentration grant funding in the current or two prior years,  
is the district addressing the complaint(s)? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ☐	 ✓

13.5	 Does the district either ensure that restricted dollars are sufficient to pay for staff assigned  
to restricted programs or have a plan to fund these positions with unrestricted funds? .    .     .   ☐	 ✓	 ☐

As stated in item 13.1, district board members and staff indicated that the district 
has a policy prohibiting one-time dollars from being used for ongoing expenditures. 
However, one full-time middle school counselor position and approximately $100,000 
in aide salaries and hourly aide wages were charged to one-time restricted funds. The 
district did not provide FCMAT with any plan to pay for these positions when funding 
was exhausted. Approximately $150,000 in hourly salaries and stipends that are not 
in the position control system have been charged to one-time COVID-19 dollars.

13.6	 Is the district using its restricted dollars fully by expending allocations for restricted  
programs within the required time?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

13.7	 Does the district account for program costs, including the maximum allowable indirect  
costs, for each restricted resource and other funds?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

In 2021-22, the district charged indirect costs to only six out of 25 allowable 
programs. The 2023-24 budget charged indirect costs to only five programs.

14. 	 Information Systems and Data Management	 Yes	 No	 N/A

14.1	 Does the district use an integrated financial and human resources system?.    .     .     .     .     .     .    ✓	 ☐	 ☐

Fiscal Crisis and Management Assistance Team	 Burlingame Elementary School District	 79

Fiscal Health Risk Analysis	



14.2	 Does the district use the system(s) to provide key financial and related data, including  
personnel information, to help the district make informed decisions?.    .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

In interviews, staff indicated that neither the MYFP nor other related financial 
information is used when discussing decisions that will have a fiscal impact.

14.3	 Has the district accurately identified students who are eligible for free or reduced-price  
meals, English learners, and foster youth, in accordance with the LCFF and its LCAP?.    .     .     . ✓	 ☐	 ☐

14.4	 Is the district using the same financial system as its county office of education?.    .     .     .     .     . ✓	 ☐	 ☐

14.5	 If the district is using a separate financial system from its county office of education, is there  
an automated interface that allows data to be sent and received by both the district and  
county financial systems?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ☐	 ✓

14.6	 If the district is using a separate financial system from its county office of education, has  
the district provided the county office with direct access so the county office can provide  
oversight, review and assistance?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ☐	 ✓

15.	 Internal Controls and Fraud Prevention	 Yes	 No	 N/A

15.1	 Does the district have controls that limit access to its financial system and include multiple  
levels of authorization?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

In interviews, staff indicated that the county office provides a form that the district 
uses to request employee access to the financial system. However, staff indicated that 
new employees sometimes complete the form themselves, and could request access 
to the system that they do not need. The form is signed by a district administrator and 
sent to the county office.

15.2	 Are the district’s financial system’s access and authorization controls reviewed and updated  
upon employment actions (e.g., resignations, terminations, promotions or demotions) and at  
least annually? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

Interviews indicated that the district does not have a process to update access to the 
financial system when employee assignments are changed or employees separate 
from the district. No evidence was provided to show that the district reviews access 
and authorization controls at least annually.

15.3	 Does the district ensure that duties in the following areas are segregated, and that they  
are supervised and monitored?:

•	 Accounts payable (AP) .  .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   . ☐	 ✓	 ☐

Multiple employees have sufficient access to the financial system to add vendors, 
change vendor information, initiate purchase requisitions and print purchase orders, 
pay vendor invoices, and mail payments to vendors. Proper segregation of these 
duties will reduce the risk of fraud or misappropriation of assets. 

•	 Accounts receivable (AR).  .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   ☐	 ✓	 ☐

The same employee creates invoices in a standalone system, mails invoices and 
statements to customers, receives payments from customers, records customer 
payments in the invoicing system, deposits the payments in the bank, and reconciles 
the bank statement. This practice creates an opportunity for fraudulent activity.

•	 Purchasing and contracts.  .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   ☐	 ✓	 ☐

Although the district requires a purchase order for all purchases, some staff indicated 
that district office staff often receive vendor invoices that cannot be matched to 
an approved purchase order. Unauthorized purchasing puts the district at risk of 
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overspending authorized budget amounts and violating state and federal legal 
purchasing requirements. School and department staff should be held accountable 
for following district procedures.

•	 Payroll.  .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   .   ☐	 ✓	 ☐

The employee who filled in temporarily for several months a year ago when the 
payroll position was vacant still has access to the payroll system. Staff reported that 
one former employee received paychecks after they were no longer employed.

•	 Human resources (i.e., duties relative to position control and payroll processes).  .   .   .   .   .   .   ☐	 ✓	 ☐

One employee has sufficient access to input an employee in the position control 
system, approve for personnel, approve for budget, and process the final approval. 
As mentioned earlier in this report, an employee who was no longer working for the 
district continued to receive a paycheck because the district lacks a process to notify 
payroll when an employee has separated from employment.

15.4	 Are beginning balances for the new fiscal year posted and reconciled with the ending  
balances for each fund from the prior fiscal year?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

15.5	 Does the district review and work to clear prior year accruals throughout the year?.    .     .     .     . ✓	 ☐	 ☐

15.6	 Has the district reconciled and closed the general ledger (books) within the time prescribed  
by the county office of education? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ✓	 ☐	 ☐

15.7	 Does the district have processes and procedures to discourage and detect fraud?.    .     .     .     .  ☐	 ✓	 ☐

The district did not provide evidence of processes and procedures to discourage and 
detect fraud.

15.8	 Does the district have a process for collecting reports of possible fraud (such as an  
anonymous fraud reporting hotline) and for following up on such reports?.    .     .     .     .     .     .     . ☐	 ✓	 ☐

The district lacks an established process to collect reports of possible fraud or to 
follow up on such reports.

15.9	 Does the district have an internal audit process?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

The district lacks an internal audit process.

16.	 Leadership and Stability	 Yes	 No	 N/A

16.1	 Does the district have a chief business official who has been with the district as chief  
business official for more than two years? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

The former CBO was employed by the district for approximately two years but 
resigned before the start of FCMAT’s fieldwork, during which the district was 
recruiting for a new CBO.

16.2	 Does the district have a superintendent who has been with the district as superintendent  
for more than two years? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

The former superintendent was with the district for approximately 2.5 years. On July 
1, 2023, the district appointed a new superintendent.

16.3	 Does the superintendent meet on a scheduled and regular basis with all members of their  
administrative cabinet? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐
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16.4	 Is training on financial management and budget provided to site and department  
administrators who are responsible for budget management?.    .     .     .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

Interviews indicated that budget training has not been provided to school and 
department administrators who are responsible for budget management. Some 
department managers do not have access to their budgets; however, they indicated 
that they receive budget reports from the business office.

16.5	 Does the governing board adopt and revise policies and administrative regulations annually?.✓	 ☐	 ☐

16.6	 Are newly adopted or revised policies and administrative regulations implemented,  
communicated and available to staff?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

Staff indicated that the district lacks a process to effectively communicate newly 
adopted or revised board policies and administrative regulations to ensure all 
employees receive this information.

16.7	 Do all board members attend training on the budget and governance at least every  
two years?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ✓	 ☐	 ☐

16.8	 Is the superintendent’s evaluation performed according to the terms of the contract?.    .     .     . ✓	 ☐	 ☐

17.	 Multiyear Projections	 Yes	 No	 N/A

17.1	 Has the district developed multiyear projections that include detailed assumptions aligned  
with industry standards? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

The district’s 2022-23 first interim presentation materials include many of the 
standard assumptions but are missing CPI, lottery rates per ADA, and Mandate Block 
Grant rates per ADA. The district’s MYFP does not appear to include an increase to 
expenses for CPI in the subsequent years. 

The district’s 2022-23 second interim presentation materials include many of the 
standard assumptions but are missing CPI, lottery rates per ADA, and Mandate Block 
Grant rates per ADA. The assumptions table was not updated to include the most 
recent information available from the governor’s proposed budget. The district’s 
MYFP does not include an increase to expenses for CPI in the subsequent years. 

The district’s 2023-24 adopted budget presentation materials include many of the 
standard assumptions but are missing CPI, lottery rates per ADA, and Mandate Block 
Grant rates per ADA. The district’s MYFP does not appear to include an increase to 
expenses for CPI in the subsequent years. Contributions are projected to remain the 
same for all three years of the projection, which is unlikely because costs in restricted 
programs naturally increase for step and column and CPI.

17.2	 To help calculate its multiyear projections, did the district prepare an accurate LCFF  
calculation with multiyear considerations? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

17.3	 Does the district use its most current multiyear projection in making financial decisions? .    .    ☐	 ✓	 ☐

Staff indicated that the district does not use its most current multiyear projection 
when making financial decisions.

17.4	 If the district uses a broad adjustment category in its multiyear projection (such as line B10,  
B1d, B2d Other Adjustments, in the SACS Form MYP/MYPI), is there a detailed list of what is  
included in the adjustment amount and are the adjustments reasonable? .    .     .     .     .     .     .     .  ✓	 ☐	 ☐
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18.	 Non-Voter-Approved Debt and Risk Management	 Yes	 No	 N/A

18.1	 Are the sources of repayment for non-voter-approved debt {such as certificates of  
participation (COPs), bridge financing, bond anticipation notes (BANS), revenue  
anticipation notes (RANS) and others} stable, predictable, and other than unrestricted  
general fund? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ☐	 ✓

18.2	 If the district has issued non-voter-approved debt, has its credit rating remained stable or  
improved during the current and two prior fiscal years? .    .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ☐	 ✓

18.3	 If the district is self-insured, has the district completed an actuarial valuation as required  
and have a plan to pay for any unfunded liabilities?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ☐	 ✓

18.4	 If the district has non-voter-approved debt (such as COPs, bridge financing, BANS, RANS  
and others), is the total of annual debt service payments no greater than 2% of the district’s  
unrestricted general fund revenues? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ☐	 ✓

19.	 Position Control	 Yes	 No	 N/A

19.1	 Does the district account for all positions and costs? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

FCMAT reviewed the position control report provided by the district and found that 
positions were not identified by resource, and that increases in staff added to the 
2023-24 adopted budget were not coded to the correct funding source. FCMAT’s 
analysis found that the adopted budget did not include positions that had been 
added since budget adoption, and none of the position control reports, staffing 
reports or vacancy reports were updated. None of the supplied data supported 
the budgeted amounts. In addition, FCMAT’s review of the financial reports found 
significant overbudgeting in benefits; by its nature, the overbudgeted amount was not 
tied to specific positions.

19.2	 Does the district analyze and adjust staffing based on staffing ratios and enrollment?.    .     .     . ☐	 ✓	 ☐

The district usually uses ratios to determine certificated staffing. However, it has no 
staffing ratios for classified positions. Interviews indicate that the superintendent 
approves staffing levels greater than the ratios. FCMAT found no evidence to indicate 
that staffing levels have been adjusted based on enrollment.

19.3	 Does the district reconcile budget, payroll and position control regularly, at least at budget  
adoption and interim reporting periods? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

No evidence was provided to show that the district has a process to reconcile its 
position control report with budget. The position control reports provided lacked the 
SACS coding data needed to audit them for accuracy.

19.4	 Does the district identify a budget source for each new position before the position is  
authorized by the governing board?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

The district did not provide evidence or documents to indicate that it identifies a 
budget source for each new position before it is authorized by the board.

19.5	 Does the governing board approve all new positions and extra assignments (e.g., stipends)  
before positions are posted?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .  ☐	 ✓	 ☐

The district did not provide evidence or documents to indicate that the board was 
aware of all new positions and extra assignments before they are posted.
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19.6	 Do managers and staff responsible for the district’s human resources, payroll and budget  
functions meet regularly to discuss issues and improve processes? .    .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

The district provided evidence that the relevant managers were all trained by the 
county office in position control; however, it did not provide documents to show that 
they meet regularly to discuss and improve processes.

20.	 Special Education	 Yes	 No	 N/A

20.1	 Does the district monitor, analyze and adjust staffing ratios, class sizes and caseload sizes  
to align with statutory requirements and industry standards?.    .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

At the time of interviews, the district was not able to provide 2022-23 Special 
Education Information System (SEIS) pupil counts, broken down by services 
provided. The district was also unable to provide a list of special education staff (both 
certificated and classified) with complete caseload information or that tied to the 
2023-24 budget. On June 6, 2023 the district took contracts to the board to procure 
services for up to 12 positions; however, information provided by human resources 
in August 2023 indicated that only three vacancies existed, and special education 
department documents indicated that only three positions were contracted out.

20.2	 Does the district access available funding sources for costs related to special education  
(e.g., excess cost pool, legal fees, mental health)?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The district does not track the expenses of high-cost students or apply for 
extraordinary cost pool reimbursement. Also, the district’s special education data 
on the number of high-cost students in private placement differed from the state-
reported CALPADS data.

20.3	 Does the district use appropriate tools to help it make informed decisions about whether  
to add services (e.g., special circumstance instructional assistance process and form,  
transportation decision tree)?.    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ☐	 ✓	 ☐

The director of special education and school staff indicated that the director 
determined whether to add aides or transportation. No decision trees were provided.

20.4	 Does the district budget and account correctly for all costs related to special education  
(e.g., transportation, due process hearings, indirect costs, nonpublic schools and/or  
nonpublic agencies)? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .    ☐	 ✓	 ☐

One clerical support employee who does not support special education was charged 
to this budget in 2022-23. Salaries and benefits costs in the district’s adopted 2023-
24 budget appear to be overbudgeted by approximately $297,600, and supplies and 
contracted services appear to be underbudgeted by $1.3 million. 

20.5	 Is the district’s contribution rate to special education at or below the statewide average  
contribution rate? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

20.6	 Is the district’s rate of identification of students as eligible for special education at or below  
the countywide and statewide average rates? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     . ✓	 ☐	 ☐

20.7	 Does the district analyze whether it will meet the maintenance of effort requirement at  
each interim reporting period? .    .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .     .   ☐	 ✓	 ☐

Staff indicated at the time of the 2022-23 closing that the maintenance of effort 
requirement may not be met. FCMAT offered suggestions regarding indirect costs 
and potential changes to the maintenance of effort amount because of the potential 
absence of high-cost students.  Historically, the district has charged special education 
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settlements to special education, and a large percentage of its special education 
expenses have been for these settlements. During the year, the district does not 
analyze whether it will meet the maintenance of effort requirement.

Risk Score, 20 numbered sections only:	 55.6%	

Key to Risk Score from 20 numbered sections only:				  

High Risk: 40% or more

Moderate Risk: 25-39.9%

Low Risk: 24.9% and lower

District Fiscal Solvency Risk Level, all FHRA factors:	 High
(The existence of any condition from the Budget and Fiscal Status section, and/or a material weakness, will 
supersede the score above because it elevates the district’s risk level.)
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Appendices

Appendix A

Onboarding Checklist
Click here to download a Microsoft Word file of the checklist.

Appendix B

Payroll Timeline Process Chart
Click here to download an Adobe Acrobat (pdf) file of the process chart.

Appendix C

Process and Procedure Template
Click here to download an Adobe Acrobat (pdf) file of the template.
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Appendix D

Study Agreement
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