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December 5, 2008

Terry B. Grier, Ed.D., Superintendent
San Diego Unified School District
4100 Normal Street, Room 2219
San Diego, CA 92103-2682

Dear Superintendent Grier:

In June 2008, the Fiscal Crisis and Management Assistance Team (FCMAT) entered into an 
agreement with the San Diego Unified School District for a study that would perform the fol-
lowing:

Conduct a review of the district’s 2008-09 fiscal year budget processes for all 1. 
funds, in the following areas:

Board policies, goals and objectives
Budgeting model
Basis of formulas and allocations and consistent application thereof
Collaboration
Budget development calendar, including assignment of responsibilities at all 
levels
Monitoring and accountability
Financial reporting
Trend analysis
Reserves
Provide recommendations and guidelines to achieve best practices

Position Control2. 

What model is currently in use? 
Does it provide accurate information on the total cost of employee compensation 
and benefits? 
Options for an integrated and collaborative system shared and maintained by the 
Human Resources and the Business Department. 
Provide recommendations and guidelines to achieve best practices.



Technology3. 

Verify systems in use within the district
Verify hardware and software needs
Identify options for integrated systems
Provide recommendations and guidelines to achieve best practices.

Organization and Structure4. 

Review roles and responsibilities in the Budget Operations Department.
Provide recommendations and guidelines to achieve best practices.

Communications5. 

Review formats used to communicate budget information throughout the year.
Review in-service and staff development training for site staff on budget 
monitoring.
Provide recommendations and guidelines to achieve best practices.

This report is the result of that agreement. Thank you for allowing us to serve you, and 
please give our regards to all the employees of the San Diego Unified School District.

Sincerely,

Joel D. Montero
Chief Executive Officer
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Foreword
FCMAT Background
The Fiscal Crisis and Management Assistance Team (FCMAT) was created by legislation 
in accordance with Assembly Bill 1200 in 1992 as a service to assist local educational 
agencies in complying with fiscal accountability standards. 

AB 1200 was established from a need to ensure that local educational agencies throughout 
California were adequately prepared to meet and sustain their financial obligations. AB 1200 is 
also a statewide plan for county offices of education and school districts to work together on a 
local level to improve fiscal procedures and accountability standards. The legislation expanded 
the role of the county office in monitoring school districts under certain fiscal constraints to 
ensure these districts could meet their financial commitments on a multiyear basis. AB 2756 
provides specific responsibilities to FCMAT with regard to districts that have received emer-
gency state loans. These include comprehensive assessments in five major operational areas and 
periodic reports that identify the district’s progress on the improvement plans.

Since 1992, FCMAT has been engaged to perform nearly 700 reviews for local educational 
agencies, including school districts, county offices of education, charter schools and community 
colleges. Services range from fiscal crisis intervention to management review and assistance. 
FCMAT also provides professional development training. The Kern County Superintendent of 
Schools is the administrative agent for FCMAT. The agency is guided under the leadership of 
Joel D. Montero, Chief Executive Officer, with funding derived through appropriations in the 
state budget and a modest fee schedule for charges to requesting agencies.
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Introduction
Background
The San Diego Unified School District has 206 school sites along with several other 
support operation facilities. The district, which is one of the largest school districts in 
the nation and the second largest in the state, projects that it will have an enrollment of 
131,949 students in the 2008-2009 fiscal year. This represents a decrease of 160 students 
from the previous year’s enrollment. San Diego Unified has experienced an enrollment 
decline of 5%, or 6,664 students, over the last six years.
In May 2008, the Governor’s projected budget deficit required the district to cut its 
operating budget by $53 million. The Governing Board, Superintendent and staff worked 
diligently to make the following program and department reductions:

School Budget reductions    $9 million•	
Central Office reductions    $17 million•	
Special Education reductions    $13 million•	
Other Program reductions    $14 million•	
Total Budget Reductions    $53 Million

Most of the district’s budget reductions were in salaries and benefits. The district 
eliminated 525 classified and 207 certificated employees to balance the budget. 
Employees representing approximately 25% of the workforce were either laid off or 
moved to previously held positions beginning in 2008-09 fiscal year. 

In June 2008, the district entered into an agreement with the Fiscal Crisis and 
Management Assistance Team (FCMAT) for a study that would perform the following:

Conduct a review of the district’s 2008-09 fiscal year budget processes for all 1. 
funds, in the following areas:

Board policies, goals and objectives
Budgeting model
Basis of formulas and allocations and consistent application thereof
Collaboration
Budget development calendar, including assignment of responsibilities at 
all levels
Monitoring and accountability
Financial reporting
Trend analysis
Reserves
Provide recommendations and guidelines to achieve best practices



Fiscal Crisis & Management Assistance Team

INTRODuCTION2

Position Control2. 

What model is currently in use? 
Does it provide accurate information on the total cost of employee 
compensation and benefits? 
Options for an integrated and collaborative system shared and maintained by 
the Human Resources and the Business Department. 
Provide recommendations and guidelines to achieve best practices.

Technology3. 

Verify systems in use within the district
Verify hardware and software needs
Identify options for integrated systems
Provide recommendations and guidelines to achieve best practices.

Organization and Structure4. 

Review roles and responsibilities in the Budget Operations Department.
Provide recommendations and guidelines to achieve best practices.

Communications5. 

Review formats used to communicate budget information throughout the year.
Review in-service and staff development training for site staff on budget 
monitoring.
Provide recommendations and guidelines to achieve best practices.

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

Deborah Deal     Diane Branham
FCMAT Fiscal Intervention Specialist FCMAT Fiscal Intervention Specialist
San Luis Obispo, CA    Bakersfield, CA 

Anthony Bridges     Andrew Prestage   
FCMAT Deputy Executive Officer  FCMAT Management Analyst  
Atascadero, CA    Bakersfield, CA    

Margaret Rosales    Jan Brannen*
FCMAT Consultant    Director of Human Resources
Kingsburg, CA    Grossmont Union High School District
      San Diego, CA
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Janice Hutchinson*    Terry Manges
Principal Analyst    FCMAT Consultant  
San Francisco Unified School District Chula Vista, CA
Berkeley, CA     

Leonel Martínez
FCMAT Public Information Specialist
Bakersfield, CA

*As members of this study team, these consultants were not representing their employers 
but were working solely as independent contractors for FCMAT.

Study Guidelines
The FCMAT study team visited the district August 25-29, 2008 to conduct interviews, 
review documents and collect data. This report is the result of those activities and is 
divided into the following sections: 

Executive Summary•	
Budget Processes•	
Position Control•	
Technology•	
Organization and Structure•	
Communications•	
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Executive Summary
The San Diego Unified School District is the second largest school district in the state and 
one of the largest in the nation. For the last five fiscal years, the district has experienced 
declining enrollment and projects a decrease of 160 students in the current fiscal year. 
The district has 121 elementary, 22 middle school, 19 high school and 44 charter school 
sites in addition to several operations and service departments. 

According to the latest information from the California Department of Education, 
minority students make up 74.6% of the student population, which is approximately 6.2% 
higher than the average for all other state school districts. English learners comprise 
29.5% of the enrollment or 4.8% more than the average for other state districts. The 
district has improved Academic Performance Index (API) base scores for several years. 

The Governing Board consists of five members, each elected for a four-year term 
from one of five geographical areas. The board establishes the district vision and 
develops a mission statement that reflects core values and goals to maximize student 
achievement. The school board establishes policy, regulations and procedures to 
guide the administration and its operations. The board also selects and evaluates the 
Superintendent. 

During the last year, the district experienced turnover in several key administrative 
positions, including the Superintendent and the Chief Business Official. Several other 
senior management-level positions are new or newly created. Within the last five years, 
the district has had five superintendents, including two interim superintendents; three 
chief financial officers, including one interim position; and experienced several changes 
in the organizational structure. This has prompted frequent changes in processes and 
procedures.

As a result of the state budget crisis, the district was forced to transfer several central 
office positions to school sites and implement layoffs for 525 classified and 207 
certificated employees. This reduction in force caused massive movements throughout the 
school sites due to the “bumping” rights of employees with seniority status. More than 
3,900 employees representing approximately 25% of the workforce were either laid off or 
moved to previously held positions beginning in the 2008-09 fiscal year. 

The district uses a site-based budgeting model that allows school sites to determine 
staffing needs with some exceptions. Staffing information is downloaded into Excel 
workbooks for each school site and department. The workbook includes estimated full-
time equivalents (FTEs) for staffing based on projected enrollment along with average 
salary by classification and a total dollar allocation for each site. However, the average 
salary amounts printed on the hard copy of the Excel workbooks do not agree with 
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the total cost of these positions because the district does not allocate the total cost of 
positions.  

This was the result of budget reductions in the 2004-2005 school year. Teachers were 
assigned by grade level in accordance with the negotiated agreement, but funding was 
allocated by the district at 93% for middle and high schools and 97% for elementary 
schools.  The district implemented site-based budgeting during this same fiscal year. 
The projected cost to correct this budget shortfall is approximately $21 million. Another 
budget reduction occurred in 2006-2007, when secondary schools were reduced by 2½% 
and elementary school by 1½%. The approximate cost to restore this reduction is $11 
million.

The average salary method of budgeting eliminates the need for school sites to make 
staffing decisions based on the actual cost of individual employees and is reportedly 
easier to maintain by the Budget Department. Total average salaries and total position 
control records only agree at budget adoption.  After budget adoption, this method results 
in disparities between the budget and position control records at all times during the 
fiscal year. The average salary method is an antiquated process and should include at a 
minimum, quarterly reconciliations to ensure accurate budget projections.

Budgets should be monitored during the fiscal year to ensure that appropriations are not 
overspent and that revenues received and expenditures made are the same as projected. 
Department and site budgets should be reviewed and updated monthly to reduce the 
chances of overspending the authorized budget amount.  

Encumbrances are a major source of budgetary control and are important in preventing 
overexpenditure in an appropriation and major object category.  An encumbrance is a 
commitment to purchase goods and/or services.  Encumbrances are an effective way to 
monitor budgets to ensure that commitments against the budget are not expended twice.

The district’s 2006-07 and 2005-06 independent audit reports each include a note 
reporting an excess of expenditures over appropriations. The district should monitor each 
account more closely throughout the year and run a financial summary report by fund 
and major object before closing the books to help ensure that proper adjustments are made 
prior to closing.

The principal mechanism for deterring fraud or illegal practices in any organization is a 
strong system of internal controls. Effective internal control processes provide reasonable 
assurance that a district’s operations are effective and efficient, that the financial 
information produced is reliable, and that the district complies with all applicable laws 
and regulations.  A comprehensive internal control structure includes the policies and 
procedures used by the district staff, accounting and information systems, the work 
environment and the professionalism of employees.
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Internal controls include separation of duties and cross-training for key positions within 
the organization.  It appears that minimal or no cross training is occurring in some key 
areas in the Financial Services Division. Two key employees process and prepare a 
number of reports using data output files from other departments and make journal entry 
corrections to data before it is posted in the general ledger. These employees are critical 
to financial operations, and many other departments rely on the information they produce. 

Another component of effective internal controls is insuring that the financial information 
is both reliable and timely for management to assess the current financial position and 
make changes if necessary.  Several of the district’s financial processes require manual 
manipulation of data to produce information and usable reports. These processes require 
the staff to manually combine different data files from various operating systems. Data 
integrity is diminished when original data files are manually transferred and combined 
with other files. 

California school districts average 92% of the unrestricted operating budget on salaries 
and benefits.  Therefore, the single most important component in any financial projection 
for school districts is accurately calculating these costs.  

A position control system incorporates all board authorized positions and creates a unique 
position control number for each authorized position.  A properly maintained position 
control system prevents overstaffing by ensuring that district standards and formulas for 
staffing align with the budget, remain within employee contract guidelines, meet student 
needs and coincide with approved district goals and objectives. An effective position 
control system is fully integrated with the budget development process and the payroll 
systems. 

In the 2003-2004 fiscal year, the district implemented PeopleSoft, an integrated 
financial, human resources and procurement application. The HR Department utilizes 
PeopleSoft for position control and employee demographic information. Human Capital 
Management (HCM) is a PeopleSoft module that interfaces with the district’s payroll 
system. The position control information feeds into the payroll module by employee. The 
Budget Operations Department downloads the position control information into Excel 
spreadsheets and prepares data on average salary by job classification. This information is 
uploaded into the district’s budget, and workbooks are prepared for sites. 

Each individual, board-authorized position lacks a unique position control number, 
making it impossible to determine the total number of vacancies by classification at 
any given point in time utilizing the computerized system. Positions are identified in 
PeopleSoft utilizing a position number for groups of employees that have the same 
location and job classification. For example, all general fund teachers at a given school 
site have the same position number. This does not reflect the standard industry practice of 
assigning each employee a unique and separate position control number.  
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District administration acknowledges the importance of timely and efficient technology 
systems and the appropriate delivery of support services to enhance the instructional 
environment. Stable and reliable technology resources are essential to improving student 
performance. 

In the 2003-04 fiscal year, the district transitioned from an in-house financial software 
system to PeopleSoft for data processing and external reporting. PeopleSoft is an 
enterprise-grade administrative system that was initially developed for human resource 
management and has evolved to include general ledger, payroll, budget, position control 
and various other modules. Not all of these modules are fully integrated and/or utilized by 
the district.

The Technology Department’s organizational structure is fragmented primarily into 
two separate groups, curriculum and business, and should be consolidated for optimum 
efficiency, effective delivery of service, elimination of decentralized decision-making, 
enhanced security controls and districtwide standardization.

The FCMAT study team focused on the integration of essential operating systems at the 
district level between position control, payroll and budget. The position control system 
populates the payroll module by employee through Job Data; however, the same system 
does not interface with budget. According to the district staff, the PeopleSoft software 
does not adequately fulfill the needs of the Budget Operations Department. As a result, 
the Budget Operations Department creates Excel spreadsheets and downloads them to the 
budget system through a series of uploads from position control. Serious concerns exist 
related to the lack of interconnectivity of position control to budget as described more 
fully in this report.

The Budget Operations Department develops the district’s multifund budget, prepares 
budget allocations for school sites and support departments and monitors budgets 
throughout the fiscal year.  The department has four divisions: System Control 
Administration; Categorical and Central Office Administration; Research and Reporting; 
and School Operations.

Several employees in this department are critical to financial operations and information 
delivery throughout the district.  These employees have not fully cross-trained other 
employees in these functions to ensure smooth operations in their absence.   

The financial system has some standardized reports, however, many departments rely 
on the Business Operations Department to prepare customized reports to obtain the 
information they need.  Many of these reports should be standardized so that end users 
could produce their own reports when needed.
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The Budget Operations Department downloads position control information from the 
Human Resources Department to prepare average salary instead of using actual salary 
from position control to prepare site workbooks in Excel.  Using Excel spreadsheets to 
track almost a billion dollars in salaries and benefits places the district at great risk and 
calls into question the integrity of the data uploaded into the budget.

Effective communication is essential to any well functioning school district, particularly 
one the size of San Diego Unified.  In a district this large, communication between 
departments at the district level and between the district and the school sites can be 
challenging.

Because the district has experienced turnover in key administrative positions within the 
last five years, effective communication is essential when implementing new direction 
and structural changes within the organization.    
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Findings and Recommendations

Budget processes
The district adopts its annual budget within the statutory time lines established by 
Education Code Section 42127. This code section requires that on or before July 1, the 
Governing Board hold a public hearing on the budget to be adopted for the subsequent 
fiscal year. No later than five days after adoption or by July 1, whichever occurs first, the 
Governing Board must file the budget with the County Superintendent of Schools. The 
budget should reflect goals and objectives that are developed annually and approved by 
the Governing Board. No later than 45 days after the Governor signs the annual Budget 
Act, the district is required to make available for public review any revisions in revenues 
and expenditures made to its budget to reflect funding available by that Budget Act. 

The district’s budget development cycle begins in the fall with research for the framework 
of the budget book and development of resource and appropriation estimates for all school 
sites and departments. The district’s annual budget calendar is included in the budget 
book along with an outline of the budget development process. While the budget calendar 
includes some key time lines, it does not provide specific time frames for several budget 
development components such as enrollment and staffing projections, nor does it include 
a column designating the responsible party for each budget task. 

The 2008-09 budget book is an extensive document that includes information such as 
student test scores, school site enrollment and collective bargaining history in addition 
to other budget information. The book provides budget information by fund, school site, 
districtwide programs and departments. The 2008-09 budget book includes a statement of 
unaudited actuals and budget for several funds, including actuals for prior years, current 
year estimated actuals and budget year data by object code. However, this information 
is not included for the general fund. General fund information should be included by 
unrestricted resources, restricted resources and total of combined resources so the reader 
can better understand the district’s overall budget. 

Recognizing budget trends is essential to maintaining a school district’s fiscal health. 
The budget book includes graphs reflecting year-to-year trends in district enrollment 
and percentage of expenditure by major object. The district should consider including 
additional charts and graphs to depict year-to-year trends in key areas such as net ending 
fund balances for both the unrestricted and restricted general fund, net change in the 
ending fund balance/deficit spending for both the unrestricted and restricted general 
fund, special education encroachment and any other programs or funds that require a 
contribution from the general fund. 
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Proper enrollment tracking and analysis of Average Daily Attendance (ADA) are essential 
to providing a solid foundation for budget planning. When enrollment and ADA are flat 
or declining, the district must exercise extreme caution regarding budgetary issues such 
as negotiations, staffing and deficit spending to ensure fiscal solvency. When developing 
the budget, the district should consider Education Code provisions that allow for use 
the current or prior year ADA for revenue limit funding, excluding the net effect of 
district students entering and exiting charter schools. The district’s 2008-09 adopted 
budget includes revenue limit ADA of 110,080, which is 521 less than the district’s 2007-
08 P-2 ADA of 110,601.67. Although the budget book acknowledges that the district 
is experiencing a slight decline in enrollment and may be entitled to the higher ADA, 
the adopted budget is based on the lower ADA. As a result, the current budget has 
underestimated revenue by $3,188,705.  

The district uses a site-based budgeting model that allows school sites to determine 
staffing needs with some exceptions. Teacher staffing ratios are determined by the 
bargaining unit contract, and custodial allocations are decided centrally. Principals base 
staffing on the perceived needs of the individual site. In some instances, this practice 
has resulted in unbalanced staffing conditions. When a position is vacated, the site 
administrator is permitted to trade it for one in another classification and may choose a 
position in another bargaining unit. Principals can reduce a classified employee’s work 
year or workday to balance the site allocation, which causes districtwide “bumping” every 
year based on seniority. According to the collective bargaining agreement, members 
affected by a reduction in force have the right to assume another position (bump) in an 
equal or lower classification in the same bargaining unit based on seniority. The employee 
with the least amount of seniority ultimately loses his or her job when positions are 
eliminated. Employees that are eliminated or experience a reduction in hours are included 
in an excess pool that is managed with an Excel worksheet in the Human Resources (HR) 
Department. School sites that need additional staffing interview candidates included in 
the excess pool. Certificated employees that have tenure and remain in the excess pool at 
the end of the bumping process are assigned to cover leave of absences, retiree vacancies 
or may become teachers on special assignment at the district level. 

During budget development, the Budget Operations Department extracts the position 
control records for salary and benefits from the Human Resources (HR) module in the 
PeopleSoft system. The Budget Analyst takes the average salary for each classification 
to be funded by unrestricted resources and bases staffing allocations on projected 
enrollment numbers. The average salary method of budgeting unrestricted resources 
eliminates the need for school sites to make staffing decisions based on the actual cost 
of individual employees and is reportedly easier to maintain by the Budget Department. 
However, this method also results in disparities between the budget and position control 
records at all times during the fiscal year except at budget adoption, when total average 
salaries equals total position control. The average salary method is an antiquated process 
and should include at a minimum, quarterly reconciliations to ensure accurate budget 
projections.
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Staffing information is downloaded into Excel workbooks for each school site and 
department. The workbook includes estimated full-time equivalents (FTEs) for staffing 
based on projected enrollment along with average salary by classification and a total 
dollar allocation for each site. However, the average salary amounts printed on the hard 
copy disagree with the electronic version of the workbook for 2008-09 because the 
allocations had been reduced by 3-5% districtwide. This caused a great deal of confusion 
at the site level and ultimately produced inaccurate data for each site.

The Budget Operations Department uploads completed workbooks to the PeopleSoft 
budget module. The department does not utilize the PeopleSoft budget module during 
budget development because the system does not adequately fulfill the department’s 
needs. This practice prevents position control data from being uploaded to the budget 
module. Uploading position control information directly into the budget system would 
help ensure the budget is up to date at each major reporting period and reduce the chances 
of including unauthorized personnel in the budget. Utilizing Excel spreadsheets to 
develop a billion dollar budget is of great concern and provides a margin of error that is 
unacceptable under any budget-development scenario. The district should explore how 
the PeopleSoft system could adequately fulfill department needs or review third-party 
application software that can directly interface with the district’s financial software.

When manual calculations are performed to determine salaries and benefits, data integrity 
is compromised. At San Diego Unified, one employee performs the highly complex 
task of extracting and downloading HR data to Excel, converting the data into average 
salary and uploading this information into the budget. The process is not integrated with 
the budget system and places the district at extreme risk. In the 2008-09 fiscal year, 
the district is projected to expend $975.9 million for salaries and benefits. Although the 
process is documented, and PeopleSoft has the ability to calculate the average salary cost, 
only a single employee is trained in this process. As a result, almost $1 billion in payroll-
related expenditures is processed manually from PeopleSoft to Excel spreadsheets.  . 

This component of the budget development process is complex and labor intensive. A 
review of several files and pivot tables found that the salary and benefit information 
included in position control did not reconcile with the data contained in the budget 
documents for the 2008-09 fiscal year. Appendix A demonstrates the discrepancy of files 
provided to the team, totaling 636 full-time equivalent employees (FTEs). Appendix B 
depicts the justification for the discrepancy subsequent to the budget adoption; however, 
this information has not been verified by board minutes reflecting that the Governing 
Board has taken action on these changes.

One of the most critical elements in budgeting for expenditures is accurately projecting 
employee salary and benefit costs. These costs are the largest part of school district 
budgets, averaging approximately 92% of the unrestricted budget in unified school 
districts throughout California. A reliable position control system establishes positions 
by site or departments and helps prevent overstaffing by ensuring that staffing levels 
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conform to district-approved formulas and standards. To be effective, the position control 
system must be integrated with other financial modules such as budget and payroll. 
Position control functions must be separated to ensure proper internal controls. The 
controls must ensure that only board authorized positions are entered into the system, 
that Human Resources hires only employees authorized by the board, and that the payroll 
staff pays only employees hired for authorized positions. Proper separation of duties is 
important in creating strong internal controls and a reliable position control system.

Internal controls help ensure efficient operations, reliable financial information and legal 
compliance. They also help protect the district from material weaknesses, serious errors 
and fraud. The district lacks appropriate internal controls in this area and should review 
the effectiveness of its position control system as well as the interaction between the 
Budget, Human Resources and Payroll departments. Proper checks and balances should 
be in place to ensure separation of duties in the Budget Department. No employee should 
handle a transaction from beginning to end. In addition, the position control system 
should be fully integrated with the budget system.

Many districts experience salary savings during the fiscal year as employees vacate 
positions and are not replaced for a period of time. Districts that utilize position control 
effectively capture these savings during interim reporting periods, adding to the ending 
fund balance. As depicted in Appendix C, the district budgets an average vacancy factor 
of approximately 2.1% as an offset line item in the general fund expenditure section. 
This amount is also budgeted as a component of the ending fund balance and totals 
$11,811,625 or 17.6% of that balance. Budgeting a vacancy factor does not conform to 
best practices in the industry and should be avoided because it puts the district at risk 
of overcalculating the salary savings in any single year. With this practice, the amount 
budgeted in position control disagrees with the amount of salaries and benefits presented 
in the budget. Preparing and entering manual calculations into the budget system could 
lead to inaccurate assumptions and/or input errors. The district should ensure that the 
budget includes only valid, up-to-date position control data.

The district could consider using a modified, formula-based budgeting method to 
allow some site-based flexibility instead of the current site-based decision model that 
allows staffing to be determined by each individual site. The modified budget method 
would centralize core staffing allocations for each site and provide a site allocation for 
discretionary items. This method would eliminate the average salary calculation, help 
ensure appropriate staffing levels for all employee classifications and decrease employee 
“bumping” throughout the district so that the HR Department would not have to focus 
so much effort on tracking these movements. The bumping process is disruptive to 
employees and creates additional work by many departments each fiscal year. 
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Staffing
When developing the budget workbooks, the district utilizes staffing formulas, but there 
is no districtwide process for reviewing site deviations judging from the formulas that 
were provided to FCMAT. Staffing formulas should be used as a guide to determine 
staffing levels for each site and department. These formulas should include variables 
such as projected site enrollment, collective bargaining agreements, square footage of 
buildings and numbers of acres to be maintained. It may be necessary to deviate from the 
formulas due to budget constraints or individual site needs. However, a process should be 
in place to review the effect of deviations on a district level.

The approval process for adding new positions is not clearly delineated and consistently 
followed. Better communication between the school sites, Finance and HR departments 
is needed to ensure the proper hiring processes are followed. To help facilitate better 
communication, the district conducts monthly meetings with staff members from the 
HR and Finance departments. The two departments should create a simplified flow chart 
that outlines the step-by-step approval process for new positions. All managers and 
administrators should be provided with these charts, and all managers should be held 
accountable for following the district-approved procedures.

Account Codes
The Budget Department has 32 digits in its account code structure while the HR 
department uses a modified 25-digit structure. The information that transfers from HR to 
the finance module has an interface that maps the two systems together. The HR module 
of PeopleSoft has the ability to be upgraded so that all departments use the same number 
of digits. Using two different account code structures is confusing to employees who 
must work with both structures. If the codes are not mapped correctly, this practice also 
may lead to errors when moving information between the HR and Finance modules.
 

Budget Monitoring
The Education Code requires the amounts budgeted in each major object category to be 
the maximum amounts that can be expended under each classification. Budgets should be 
monitored during the fiscal year to ensure that appropriations are not overspent and that 
revenues received and expenditures made are the same as expected. Budgets should be 
reviewed and updated monthly to reduce the chances of overexpenditure. If revisions are 
made, they should be subject to board approval. Budget reviews should be at the resource 
and object code levels to ensure the district knows its projected fund balance at any given 
time. Budget transfers, adjustments and journal entries should be completed monthly.
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An encumbrance is a commitment to purchase goods and services, including salary and 
employee benefit obligations. Encumbrances are a major source of budgetary control 
and are important in preventing overexpenditure in an appropriation and budget line. 
Encumbrances are also an effective way to monitor budgets to ensure that committed 
monies are not accidentally expended twice. 

Revenues and expenditures for categorical programs should be reviewed and evaluated 
in the same manner as the unrestricted general fund. Carryover and deferred revenue 
of categorical programs should be similarly monitored. Categorical program budget 
development should be integrated with the district’s goals and objectives and used to 
address student needs. It is important to ensure that funds are specifically allotted to cover 
expenditures that are consistent with categorical funding guidelines and restrictions. 
Categorical funding should be spent in the year it is earned whenever possible. In some 
cases, the district deliberately uses carryover for a large, future purchase. These cases 
should be approved by district administration, and sites should understand that carryover 
of large restricted balances is an exception to the usual practice.

The district’s financial reports indicate the restricted carryover balance for the budget 
year is significant at 16% of restricted revenue and is projected to grow over time. The 
following depicts the restricted carryover balances as reported in the prior year unaudited 
actuals and the 2008-09 budget book:

For the 2006-07 fiscal year unaudited actuals   $55,551,190
For the 2007-08 fiscal year unaudited actuals    $68,486,758
For the 2008-09 fiscal year adopted budget     $68,437,100
For the 2009-10 fiscal year multiyear projection   $79,546,420
For the 2010-11 fiscal year multiyear projection   $89,567,127

School sites and departments have online access to the PeopleSoft system and have the 
capability of running budget reports. The system does not provide the option of running 
detailed budget reports for a given month without printing the detail from all the previous 
months in the fiscal year. It is not possible for sites to review items charged to the salary 
and benefit accounts because the individual payroll transactions are not reflected in the 
PeopleSoft finance module. They are instead grouped by account number when uploaded 
from the payroll to the finance module.

Each audit finding is classified as a material weakness, a reportable condition or an area 
for management improvement. These classifications are provided to help the district 
develop a corrective plan of action. The district’s plan should first address the material 
weaknesses, then the reportable conditions, and finally, the areas for management 
improvement.
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Material Weakness - Material weaknesses are deficiencies in the district’s internal 
controls that are so serious, errors or fraud may occur and may not be detected in a timely 
manner by employees during the normal course of business. A material weakness may 
also be a violation of current laws or regulations. A material weakness is the most serious 
type of finding.

Reportable Condition - A reportable condition is a significant deficiency in the design 
or operation of the district’s internal control processes that could adversely affect the 
district’s ability to record, process, summarize and report financial data.

Management Improvement - A management improvement is not a material weakness or 
reportable condition, but provides suggestions for improving the district’s operations to 
conform to the industry best practices.

The district’s 2006-07 and 2005-06 independent audit reports each include a note reporting 
an excess of expenditures over appropriations. The district should monitor each account more 
closely throughout the year and run a financial summary report by fund and major object 
before closing the books to help ensure that proper adjustments are made prior to closing.

The 2006-07 independent audit report also contains audit adjustments and 
reclassifications of six funds to the ending fund balance, and the 2005-06 independent 
audit report contains adjustments and reclassifications to 10 funds. The district should 
exercise extreme caution when monitoring the budget throughout the year and during the 
annual closing process to help ensure that the unaudited actual report accurately reflects 
each fund balance and to minimize audit adjustments.

Staff assignments should be made for each audit exception, including a recommendation 
and time line for completion prior to the end of each fiscal year.

To measure a district’s risk potential, FCMAT developed a Fiscal Health and Risk 
Analysis, which gauges a district’s fiscal condition using several key indicators. A copy 
of this analysis is attached as Appendix D to this report. Budget monitoring is one of the 
document’s most important components.

Multiyear Financial Projections
Multiyear financial projections (MYFP) are required by AB 1200 and AB 2756 as part of 
the budget and interim reporting process. They should be produced accurately and timely 
and contain the most current fiscal information available. These projections allow the 
district and the county office to project revenues and expenditures and help ensure that 
the district will be able to meet its financial obligations in the current and two subsequent 
fiscal years. In developing and implementing the multiyear financial projection, the 
district’s primary objectives are to achieve and sustain a balanced budget, improve 
academic achievement and maintain local governance.
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If a district is not able to 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 Governing Board and the Superintendent of 
Public Instruction (SPI). The county office of education must follow Education Code 
42127.6 when assisting a school district in this situation. Assistance may include assigning 
a fiscal expert to advise the district on financial issues, conducting a study of the district’s 
financial and budgetary conditions and requiring the district to submit a proposal for 
addressing its fiscal condition. In the case of a district that does not meet its required 
reserve levels, the MYFP is intended to help the county office and the district formulate 
a plan to regain fiscal solvency and restore the required reserve level for economic 
uncertainties.

The district’s 2007-08 second interim report reflected a positive certification. However, 
the second interim multiyear projections indicated that the district would not meet its 2% 
reserve standard in 2008-09 and 2009-10 and would have a negative unrestricted ending 
fund balance in 2009-10. Information included in the criteria and standards section of 
the second interim report states, “The District has identified budget reductions that will 
address the negative balances in the 2008/09 and 2009/10 fiscal years.” If the budget 
reductions were approved by the Governing Board, they should have been included in 
the district’s MYFP. If the reductions had not yet been approved in the second interim 
reporting period, the district should have filed a qualified certification.

Internal Controls
The principal mechanism for deterring fraud or illegal practices in any organization is a 
strong system of internal controls. Effective internal control processes provide reasonable 
assurance that a district’s operations are effective and efficient, that the financial 
information produced is reliable, and that the district complies with all applicable laws 
and regulations. The internal control structure includes the policies and procedures used 
by the district staff, accounting and information systems, the work environment and the 
professionalism of employees. 

Ineffective internal controls include, but are not limited to, the following practices:

Failure to segregate duties and responsibilities of authorization•	
Unrestricted access to assets or sensitive data (such as cash, fixed assets, or •	
personnel records)
Failure to record transactions, resulting in lack of accountability•	
Failure to reconcile assets with the appropriate records•	
Unauthorized transactions•	
Unimplemented controls because of unqualified personnel•	
Collusion among employees where little or no supervision exists•	
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A system of internal controls consists of policies and procedures designed to provide 
management with reasonable assurance that the school district achieves its objectives 
and goals. Traditionally referred to as hard controls, these include segregation of 
duties, limiting access to cash and other assets, management review and approval, and 
reconciliations. Other types of internal controls include soft controls such as management 
tone, performance evaluations, training programs, and maintaining established policies, 
procedures and standards of conduct. The internal control environment also includes the 
integrity, ethical values and competence of personnel; the philosophy and operational 
style of management; the way management assigns authority and responsibility; how 
management organizes and develops its people; and the attention and direction provided 
by the Governing Board and senior management.

Effective internal controls are designed to ensure the following:

Effectiveness and efficiency of operations•	
Reliability of financial reporting•	
Compliance with applicable laws and regulations•	

Internal controls can provide reasonable assurance, but not absolute assurance, that the 
district will be successful in achieving its goals and objectives.

To build a solid internal control structure, districts should use the following basic 
concepts and procedures in its transactions and reporting processes:

A system of checks and balances.•	  Formal procedures should be implemented 
to initiate, approve, execute, record and reconcile transactions. The procedures 
should identify the employee responsible for each step and the time period 
for completion. Key areas of checks and balances include payroll, purchasing, 
accounts payable and cash receipts.

Segregation of duties.•	  Adequate internal accounting procedures must be 
implemented, and necessary changes made to segregate job duties and properly 
protect the district’s assets. No single employee should handle a transaction 
from initiation to reconciliation, and no single employee should have custody 
of an asset (such as cash or inventory) and also maintain the records of related 
transactions. Responsibilities for the maintenance of the position control system 
should be segregated between the business office and human resources with key 
administrators involved in the process.

Staff cross-training.•	  More than one person should always be capable and trained 
to perform each task. All staff members should be required to take periodic 
vacations, and another staff member should temporarily perform the vacationing 
employee’s duties. Inadequate cross-training is often a problem, even in the largest 
central business offices.
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Use of prenumbered documents•	 . Checks, sales/cash receipts, invoices, purchase 
orders, receiving reports and tickets should be preprinted by an outside printer. 
Physical controls should be maintained over the check stock, cash receipt books 
and tickets. It is not sufficient to simply use prenumbered documents. A log of 
the documents and numbers should be maintained, and reconciliation performed 
periodically.

Asset security.•	  Cash should be deposited daily, computer equipment should be 
secured and access to supplies/stores, purchase cards, credit cards, food stock, 
tools and gasoline should be restricted to designated employees.

Timely reconciliations.•	  Bank statements and account balances should be 
reconciled monthly by a person independent of the original transaction and 
recording process, and these processes should be reviewed by management. For 
example, a central office accountant should reconcile ASB accounts every month, 
and the district office employee reconciling the revolving checking account should 
be different from the employee who maintains the check stock.

Comprehensive annual budget.•	  The annual budget should include sufficient 
detail for revenues and expenditures (by school site, department and resource) 
to identify variances, determine whether goals were achieved and evaluate 
performance. Material variances in revenues and expenditures should be 
investigated promptly and thoroughly. This includes ensuring that potential 
revenues and expenditures for ASB funds are identified at the start of each year.

Inventory records.•	  Inventory records should be maintained that identify both the 
items and quantities purchased and the items and quantities requisitioned or sold. 
Periodic physical inventory should be taken and reconciled with inventory records. 
Typical inventoried items include computer equipment, warehouse supplies, food 
service commodities, maintenance and transportation parts and student store 
goods.

Minimal or no cross training appears to be occurring in some key areas in the Financial 
Services Division. For example, two key employees process and prepare a number of 
reports using data output files from other departments and make journal entry corrections 
to data before it is posted in the general ledger. These employees are critical to operations, 
and many other departments rely on the information they produce. The district is at risk 
because other employees have not been cross-trained in these functions. When either 
of these employees is on leave, a burden is placed on other departments because the 
reception of important information is delayed.
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Several processes require manual manipulation of data to produce information and usable 
reports. These processes require the staff to manually combine different data files from 
various operating systems. Data integrity is diminished when original data files are 
manually transferred and combined with other files. Several customized reports prepared 
by one employee in the Budget Operations Department could be standardized and made 
available through a menu-driven report generator so that other departments can run their 
own reports as needed. 

Staff Development/Training
All employees should be provided with proper training in their respective job functions, 
including an orientation of the district’s policies and procedures. Appropriate internal 
control expectations should be communicated to employees throughout the organization, 
and all employees should be held accountable for following proper policies and 
procedures. 

Districts should develop and implement professional development plans for site and 
department personnel. Topics should include relevant business procedures and internal 
controls. The plan should be updated annually and should include input from fiscal 
services, site and department personnel. Staff development can include in-house training, 
one-on-one mentoring and outside workshops and conferences. 

The district offers several staff training opportunities on business functions, both online 
and in group settings. However some staff members do not attend these training sessions. 
With the current-year reduction in personnel at the district and site levels, some staff 
members have been assigned to unfamiliar job functions with processes and procedures 
that have changed over time. These changes make it even more important to receive 
appropriate training.

Some areas where additional training is needed include the PeopleSoft modules, including 
Time & Labor and E-Pro, as well as PeopleSoft’s Query system. Additional training is 
also needed for account coding and entering personnel action requests into PeopleSoft. 
The district should consider making this training mandatory, especially for those who are 
new to these systems.

Board Policies
The district’s board policies and procedures are not in the standard format used by 
most California school districts. Most districts use a format of board policies and 
administrative regulations that includes a specific numbering series, for example, 
the Business 3000 Series and the Personnel 4000 Series. The district utilizes policy 
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statements and administrative procedures with a numbering system that can be confusing. 
Several policy statements appear to be outdated and do not always include references to 
legal citations.  Policy statements cross reference related procedures that are maintained 
in a separate manual. 

The district should ensure that its board policy(ies) statements are kept current, that 
they include appropriate legal citations, and that there is a proper correlation between 
these policies and the applicable administrative regulations. The district should also 
consider using an online board policy tool such as Government and Management Using 
Technology (GAMUT), available through the California School Boards Association, to 
ensure that its policies include all key areas of operation.

Recommendations
The district should:

Ensure that the budget development calendar includes all key budget activities, 1. 
time lines for completion and the party responsible for each task.

Include the prior years’ actual ending balance, current year estimated actuals 2. 
and budget year data by major object code in the budget book by unrestricted, 
restricted and combined resources of the general fund.

Include additional charts and graphs in the budget book depicting year-to-year 3. 
trends for items such as the general fund unrestricted and restricted ending 
balances, the net change in ending fund balance/deficit spending for both the 
unrestricted and restricted general fund, special education encroachment and any 
other programs or funds that require a contribution from general fund.

Ensure that the amounts printed on the hard copy and the electronic version of 4. 
the budget workbooks are the same for sites and departments in future budget 
development cycles.

Explore the use of the PeopleSoft Budget module system instead of Excel 5. 
workbooks for the budget development process.

Ensure that appropriate internal controls are in place for proper separation of 6. 
duties in the Budget Operations Department. No one employee should handle a 
transaction from beginning to end. 

Ensure that the position control system is fully integrated with the budget system.7. 



San Diego Unified School District

23BuDGET pROCESSES

Avoid budgeting for an average vacancy factor so that the information in position 8. 
control is the same as the information in the budget documents throughout the 
fiscal year.

Consider using a modified formula-based budgeting method to allow some site-9. 
based flexibility instead of the current site-based budgeting model. The modified 
budget method would centralize the core staffing allocations for each site and 
provide a site allocation for discretionary items.

Review the ADA projection used in calculating the 2008-09 adopted budget 10. 
revenue limit compared to the 2007-08 funded ADA to ensure that the correct 
ADA figure is being utilized.

Ensure there is a district process to review the effect of site deviations from 11. 
staffing formulas.

Continue to conduct monthly meetings with staff from the HR and Finance 12. 
departments to help facilitate the flow of information.

Assign the Finance and HR departments to create a basic flow chart outlining 13. 
the process for requesting new staff positions. This flow chart should be provided 
to all managers and administrators, and the process should be followed for each 
request.

Upgrade the HR module of PeopleSoft so that all departments are using the 14. 
32-digit account code structure.

Ensure that categorical program budgets are aligned with the district’s goals and 15. 
objectives, are monitored regularly and are spent in the year earned whenever 
possible.

Create a detailed budget report that can be run for a specified time period without 16. 
printing detail for the entire fiscal year.

Work with PeopleSoft to provide the system with the capability of uploading 17. 
individual payroll transactions from the payroll to the finance module.

Monitor each account more closely during the year, run a financial summary 18. 
report by fund and major object code prior to closing the books, and prepare 
budget adjustments as needed throughout the year and before closing the books to 
ensure that expenditures do not exceed appropriations.
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Exercise caution when monitoring the budget throughout the year and during the 19. 
closing process to help ensure the accuracy of the fund balances for the unaudited 
actuals report and minimize audit adjustments for all funds.

Work with the county office to ensure that the appropriate certification of the 20. 
district’s financial condition, positive, qualified or negative, is reflected in the 
district’s future interim reports.

Ensure that employees are cross-trained in all key areas of responsibility.21. 

Standardize current customized financial reports and make them available through 22. 
a menu-driven report generator so that departments can run their own reports as 
needed.

Offer additional training in PeopleSoft modules including Time & Labor, E-Pro, 23. 
and the Query system as well as account coding and personnel action requests. 
The district should consider making this training mandatory for those staff 
members who are new to these systems.

Ensure that board policies and policy statements are kept current, and consider 24. 
using an online board policy tool such as GAMUT, available through California 
School Boards Association.
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position Control
The largest expenditure for California school districts is salaries and benefits, which 
average 92% of the unrestricted general fund budget. Accurately calculating and 
projecting these costs is the single most important component in any financial projection. 

A reliable position control system incorporates all authorized positions by site and 
department, preventing overstaffing by ensuring that district standards and formulas for 
staffing align with the budget, remain within employee contract guidelines, meet student 
needs and coincide with approved district goals and objectives. An effective position control 
system is fully integrated with the budget development process and the payroll systems. 

After the budget is adopted, the position control system should be updated throughout the 
fiscal year for changes in staffing and personnel. This information should be integrated 
into the payroll system and periodic internal controls audits should be conducted to 
compare the two systems. 

The position control functions must be separated to ensure that strong internal controls 
exist between departments, creating proper checks and balances. The internal controls 
should be designed so that only board-authorized positions are entered into the system by 
the Personnel Department and paid by the Business Department. 

Responsibilities for the maintenance of the position control system should be segregated 
between the business office and Personnel Department, with key administrators involved 
in the process. To ensure proper checks and balances between these two departments, the 
following sample of separation of duties provides the necessary internal control structure:

Responsibility Task
Governing Board Authorizes position
Personnel Department Input employee demographic information including:

  Employee name
  Social security number
  Address
  Salary classification
  Salary schedule placement
  Credential information

Business Department   Assign account codes
  Roll position control into budget development
  Prepare budget projections
  Prepare multiyear projections
  Prepare salary and benefit projections
  Review employee work calendars
  Calculation of annual compensation and benefits
  Annually update salary placement
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Strong internal controls help ensure efficient operations, reliable financial information and 
legal compliance. They also protect the district from material weaknesses, serious errors 
and fraud. 

A fully functioning position control system has several advantages. Using this system, the 
district can create accurate budget projections in the current and subsequent fiscal years. 
Open positions are known at any point in time. Employee demographic data such as type 
of credential and renewal information can be extracted. Staffing needs can be evaluated 
by grade levels. A fully functioning system also provides the appropriate checks and 
balances on employee costs.

A system that validates newly authorized positions, resignations, changes in work 
assignments, changes in budget codes, adjustments to salaries or benefits and termination 
of positions should be fully documented. 

FCMAT’s Fiscal Health and Risk Analysis covers the critical area of position control. The 
district’s current practice lacks several critical components of an effective position control 
system. To meet industry standards and best practices, the following questions should be 
asked:

Does the district maintain a reliable position control system? •	
Is position control integrated with payroll?•	
Does the district control unauthorized hiring?•	
Are the appropriate levels of internal controls in place between the Business •	
and Personnel departments to prevent fraudulent activity?
Does the district use position control data for budget development?•	
Is position control reconciled with the budget during the fiscal year?•	

In the 2003-2004 fiscal year, the district implemented PeopleSoft, an integrated 
financial, human resources and procurement application. The HR Department utilizes 
PeopleSoft for position control and employee demographic information. Human Capital 
Management (HCM) is a PeopleSoft module that interfaces with the district’s payroll 
system. The position control information feeds into the payroll module by employee. The 
Budget Operations Department downloads the position control information into Excel 
spreadsheets and prepares data on average salary by job classification. This information is 
uploaded into the district’s budget, and workbooks are prepared for sites. 

Each individual, board-authorized position lacks a unique position control number, 
making it impossible to determine the total number of vacancies by classification at any 
given point in time. HR is unaware of a vacancy until a site sends a Personnel Action 
Request (PAR). If the site does not wish to fill the vacancy immediately, no PAR form is 
sent, and HR remains unaware of that vacancy.



San Diego Unified School District

27pOSITION CONTROL

Positions are identified in PeopleSoft utilizing a position number. Because position 
control numbers are established by location, job classification and funding source, several 
employees at the same location and job classification have the same position control 
number. For example, all general fund teachers at a given school site have the same 
position number. This does not reflect the standard industry practice of assigning each 
employee a unique and separate position control number.  

As previously stated, the Budget Department and HR Department use different account 
code structures. The district should evaluate the feasibility of upgrading the HR module 
so that both departments are using the same account code system and reduce the margin 
of error and account code validation process.

Utilizing position control by grouping employees places the district at risk of hiring 
employees in positions that are unauthorized and have not been properly cleared through 
the HR Department. When unauthorized employees do not receive a payroll warrant, HR 
becomes aware of the issue after the fact. However, these employees go undetected in 
the budget until the budgeted FTEs are reconciled with the actual payroll records, which 
could be several months after the employee started work. 

This practice is of great concern for two reasons. In using it, the district lacks the 
appropriate internal controls necessary to ensure all positions are reflected in the 
budget at any given time. In addition, California state law requires all employees to be 
fingerprinted for criminal background and cleared through the Department of Justice 
before the hire date. 

The lack of unique position control numbers limits the HR Department’s ability to extract 
from position control additional employee information. The absence of a unique position 
identifier for each board-authorized position prevents the system from supporting many 
standard administrative reporting requirements and requests that depend on the unique 
identification of each position. Several reporting capabilities that are limited by the 
existing system include the following: 

The ability to calculate the total number of authorized FTEs by classification, type •	
of credential, or teachers by grade level.
The ability to identify total vacant positions utilizing PeopleSoft. As a result, the •	
HR Department created an Excel spreadsheet to track and post vacancies.
The ability to search for vacancies in a subject area.•	
The ability to define individual position characteristics including location, job •	
code/title, shift and workdays, and related account code information.
The ability to create accurate budgets by position, job code, or location.•	
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The PeopleSoft system is capable of utilizing a unique position identifier (position 
number). However, when PeopleSoft was implemented, the district decided to implement 
the existing position numbering system because of time constraints and the fact that 
creating unique position control numbers would have been labor-intensive to update 
and maintain. During the last software upgrade, the Finance Department decided not to 
upgrade the system because of the large volume of transactions, the work involved and 
anticipated conversion issues.

The current modified account code system creates coding exceptions that necessitate 
manual intervention and cause delays in posting the actual payroll activity to the financial 
system until the proper account code can be validated. Invalid entries must be researched 
and corrected before the payroll can be uploaded to the general ledger. Employees 
indicate current error rates between 300 and 500 per month. There errors are extremely 
labor intensive to correct, and only one employee is assigned to do so, which increases the 
district’s exposure in this process. The resulting delays affect other departments that rely 
on this information. The district should ensure that appropriate internal controls are in 
place for separation of duties and cross-training in this area. 

The FCMAT study team found that the following four employer-paid payroll deductions 
are not calculated correctly in the payroll system: 

PERS reduction1. 
Workers Compensation2. 
Unemployment Insurance3. 
Post retirement benefits (OPEB). 4. 

The district staff became aware of this problem in October 2004, but the PeopleSoft 
system was never corrected. As a result, the Budget Operations Department extracts 
these deductions from the original payroll records, recalculates them and uploads the 
recalculated benefits directly to the general ledger. Since the integrity of the data is at 
question, this practice exposes the district to errors. There are no internal controls to 
validate the original records with the correcting entries. 

The district uses a complex system of electronic PARs to control the flow of information 
and authorization required to accomplish personnel actions such as hiring, transfers, and 
requests to fill a vacancy. The PAR may take several forms depending on the intended 
action. PAR forms are initiated at the site level. HR often does not learn that a position 
has been created or is vacant until a site submits a PAR. The timely and accurate 
preparation and submission of PAR forms from the sites is critical to the maintenance of 
current accurate data on the status of vacant positions. 
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Because the processes for creating a PAR are lengthy, sites and departments sometimes 
do not follow the PAR procedure. The Information Technology Training and Support 
Team provides formal training for the central office and school site personnel responsible 
for completing the electronic PAR. User support is provided by HR. However, new 
employees hired or assigned to work with the PAR sometimes do not receive the 
necessary training. The district should require training for all employees that complete or 
process PAR forms.

An HR work unit is dedicated to routing PAR forms for action. Approval is indicated 
when HR enters data into the PeopleSoft Job Data module, which includes data elements 
pertaining to individual employee demographics and assignment. Job Data is also 
essential to accurate payroll processing that is accomplished using the PeopleSoft Time 
and Labor module. Some of the district’s payroll error rate is attributable to incorrect 
application of compensation rules or inaccurate data entered into Job Data. Data from the 
PAR is not copied to the Job Data module because the position control numbers are not 
unique. The majority of errors is caused by incorrect input data from sites.

Because the principle users perceive the PeopleSoft Time and Labor module to be 
complicated and cumbersome, several sites and departments have developed and maintain 
their own spreadsheets and databases to supplement PeopleSoft personnel and financial 
transactions. The district should identify the issues with the Time and Labor module and 
make the system more user-friendly and responsive to user needs.

The district periodically receives upgrades called “bundles” to the PeopleSoft system. 
Although the bundles are tested by the district, some still create major issues in HR and 
the Payroll Department. Before implementation, the district should parallel test utilizing 
a prior period payroll file to eliminate as many errors as possible before live activation of 
software upgrades. 

Recommendations
The district should:

Ensure there is a distribution and separation of duties between the Business and 1. 
Personnel departments for position control functions. The district should also 
ensure that proper checks and balances exist between personnel decisions and 
budgeted appropriations, and ensure that key administrators are involved in the 
position control process.

Adopt a process that periodically compares the data in the budget, position control 2. 
and payroll. Ideally, this should be performed at budget adoption, first and second 
interim and estimated actual reporting periods.  
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Make appropriate modifications to the PeopleSoft HR module to accommodate 3. 
unique position numbers for each board-authorized position.

Evaluate the feasibility of upgrading the PeopleSoft HR module to use a 32-digit 4. 
account code structure.

Identify the issues with the PAR system to make it more user friendly.5. 

Re-evaluate the practice of using local site development of spreadsheets and 6. 
databases to supplement PeopleSoft personnel and financial applications. The 
district should determine what site/department needs are not met by existing 
systems and whether those needs can be addressed by existing or modified 
PeopleSoft applications.

Investigate the possibility of performing additional testing for PeopleSoft update 7. 
bundles using a copy of a prior-period payroll file to eliminate as many errors as 
possible before actual implementation.

Staffing
In the last six school years, the district has experienced a declining enrollment of 
approximately 5%, but the number of teachers has increased. The district estimates that it 
overstaffed in teachers by approximately 10%. Approximately 350 teachers are on leaves 
of absence, and 25 to 30 teachers have no annual assignment. 

Two hundred probationary teachers were nonre-elected for the 2008-2009 school year. 
These teachers are being offered temporary (leave replacement) contracts this year, 
not to exceed the number of teachers who are on leaves of absences. The district used 
certificated central office and categorically funded certificated positions to replace the 
200 teachers that were nonre-elected for the 2008-2009 school year. HR will reportedly 
hire temporary teachers instead of probationary teachers this year. 

The district should closely monitor teacher staffing costs and establish intervals 
throughout the fiscal year to perform this task. New teachers should not be offered 
contracts until teachers without assignments have been placed, and temporary leave 
replacement contracts have been fully utilized.

The district implemented the layoffs of 525 classified and 207 certificated employees last 
spring, and employee “bumping” affected approximately 3,900 employees. Because many 
employees filled positions that they did not recently hold, they will require additional 
training.
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Each year, principals receive staffing allocation worksheets and budget workbooks from 
the Budget Operations Department. Sites receive tentative staffing allocations based on 
low-range ADA projections. Principals work with their school site councils to determine 
total staffing needs by job classification for categorically funded positions. Existing 
personnel beyond the staffing needs are redirected to the excess pool for redistribution to 
other school sites or used to fill in for leaves of absence.

The district uses a site-based budgeting model that allows the school sites to determine 
staffing needs with some exceptions. Teacher staffing ratios are determined by the 
bargaining unit contract, and custodial allocations are decided centrally. The practice 
of using an average-salary budgeting method for positions funded by the unrestricted 
general fund relieves the school sites of making staffing decisions based on the actual cost 
of individual employees and is reportedly easier to maintain by the Budget Operations 
Department. However, this method also creates disparities between the total dollar value 
of salaries and benefits included in the budget and the total dollar value of position control 
records at all times during the fiscal year except at budget adoption, when total average 
salaries and benefits equals total position control.

Site principals base staffing on the perceived needs of the individual site. In some 
instances, this practice has resulted in unbalanced staffing conditions. When a position is 
vacated, the site administrator is permitted to trade that position for another classification, 
sometimes between bargaining units. Principals can reduce the work year, or workday, 
of a classified employee to balance the site allocation. This causes districtwide bumping 
every year based on seniority. Employees that are eliminated or reduced in hours are 
placed in excess pool that is managed in an Excel worksheet in the HR Department. Other 
school sites that need additional staffing, interview and select candidates from the excess 
pool. Certificated employees that remain in the excess pool and have tenure at the end of 
the process are assigned to cover leave of absences, retiree vacancies or become teachers 
on special assignment at the district level.

Because of the district’s budget constraints, school improvement officers (SIOs) could 
be used to provide close monitoring and assistance to principals in evaluating staffing 
plans. Principals and SIOs should be held jointly accountable for ensuring that staffing 
allocation changes are justified based on student improvement.

Each site works with a designated Budget Analyst who provides resources and assistance 
pertaining to budget development and administration. Depending on the assigned 
Budget Analyst, sites experience inconsistent levels of customer service orientation and 
responsiveness. The Principal and the Budget Analyst make some decisions that involve 
hiring staff without providing timely notice to HR. As a result, HR may not become 
aware of changes affecting existing positions or new or vacant position until the site 
creates a PAR. 
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Prior administrative recommendations provided for a formula-driven staffing process, but 
staffing formulas were subsequently abandoned to implement a greater level of site-based 
decision-making. Staffing in some areas such as custodial services and special education 
paraprofessionals has been centralized and returned to formula-based allocations.

In the past few years, a committee with districtwide representation met to develop a 
specific classified staffing allocation for a school. The committee developed a report, but 
the cost of staffing was determined to be higher than available resources, and the effort 
was abandoned because of the district’s need to subsidize funding for this type of model.

The district could evaluate its options in increasing standardization of school staffing 
while preserving the ability of sites to have some site-based decision making. The 
goal should be to standardize staffing to decrease the complexity of displacement and 
reassignment after reductions in force. A modified, formula-based budgeting method 
would still allow some site-based flexibility where it is logical while providing several 
advantages over a completely site-based decision model that allows staffing to be 
determined by each individual site. 

A modified, formula-based method would also eliminate the average salary calculation, 
help ensure appropriate staffing levels for all employee classifications, reduce employees 
bumping throughout the district and substantially decrease HR’s efforts to track these 
movements. The bumping process is disruptive to employees and creates additional and 
unnecessary work by many departments each fiscal year.

Recommendations
The district should:

Continue to closely monitor teacher staffing levels. The district should not 1. 
offer new teacher contracts until the teachers without assignments have been 
placed, and temporary leave replacement contracts have been fully utilized 
(equal to the number of teachers on leave of absence).

Manage the costs of teacher overstaffing through diligent monitoring of 2. 
staffing formulas and actual instead of projected enrollment numbers.

Assign SIOs to provide close monitoring and assistance to principals 3. 
in evaluating staffing plans. Principals and SIOs should be held jointly 
accountable for ensuring that staffing allocation changes are justified based on 
student improvement.

Reconsider utilizing formula-driven staffing for certificated and classified 4. 
positions with actual cost data instead of the average cost method currently 
utilized. 
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Re-evaluate the recommendations of the report produced by the districtwide 5. 
committee on model staffing in light of current circumstances. The district 
should consider requiring certain types of core staffing instead of using 
the existing approach, which provides the sites with unlimited authority to 
configure staffing. 

Evaluate the options to increase standardization of school staffing while 6. 
preserving the ability of sites to have some site-based decision making. 
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Technology 
The district administration acknowledges the importance of timely and efficient 
technology systems and the appropriate delivery of support services in enhancing the 
instructional environment. Stable and reliable technology resources are essential to 
improving student performance. 

The Technology Department’s organizational structure is fragmented and should 
be consolidated for optimum efficiency, effective delivery of service, elimination 
of decentralized decision-making, enhanced security controls and districtwide 
standardization.

In the 2003-04 fiscal year, the district transitioned from an in-house financial software 
system to PeopleSoft for data processing and external reporting. PeopleSoft is an 
enterprise-grade administrative system that was initially developed for human resource 
management and has evolved to include general ledger, payroll, budget, position control 
and various other modules. As previously discussed, not all of these modules are fully 
integrated and utilized by the district.

Since the implementation of PeopleSoft, the district has added other enterprise-grade 
information systems to meet data and reporting requirements. These systems include:

Zangle: A student information system•	
Cognos: A data warehouse system•	
Encore: A specialized academic instruction software•	

The district also utilizes several isolated single-purpose software systems such as E-Pro 
and Direct Connect for procurement purposes. 

Organizational Structure 
The district’s organizational structure for technology support staffing is primarily divided 
into the curriculum and business divisions. Several central office departments also have 
dedicated technology support staff, including Human Resources, Finance, Accounts 
Payable and Procurement. 

The Educational Technology Department (EdTech) focuses on providing instructional 
technology and professional development opportunities for the certificated staff. The 
Information Technology Department hosts all administrative systems and provides 
infrastructure and workstation support to users throughout the district. The district 
recently hired a Chief Information and Technology Officer to oversee the central office 
Information and Technology Department.
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This fragmented organizational structure has interfered with the district’s ability to 
provide timely and efficient technology support services. Because of the critical nature 
of their work, some central office departments have hired their own system analysts to 
provide troubleshooting, technical support and training to their department users. These 
departments and staffing levels are as follows:

Department  FTE     
Human Resources Four system analysts
Finance  Two system analysts
Procurement  One system analyst (vacant)
Accounts Payable One Microcomputer Programmer

If a staff member in one of these departments encounters a technology problem, it is first  
reported to the appropriate Systems Analyst. If the Systems Analyst cannot resolve the 
problem, a Customer Support Request (CSR) is created and forwarded to the Information 
Technology Department (IT). An IT staff member reviews the CSR, studies the problem, 
and develops a proposed solution.

Chief Information 
and Technology 

Officer

Confidential 
Administrative

 Assistant II

Executive Director 
(Vacant)Director

Software System 
Coordinator

Program Manager

IT Supervisor

Systems
 Operations

Software System
 Coordinator

System
 Development 
Coordinator

System
 Development 
Coordinator

Project Manager
 DWA

Project Manager
 DWA

San Diego Unified School District
Information Technology Department Management Team
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In practice, the fragmented organizational structure has created several technology 
support staff members that work independently of one another. (It is reported that all IT 
staff members follow security controls and authorized standards.) This leads to problems 
related to standardization of policies and procedures, and in many instances, creates 
overlapping duties. Some staff members have developed methods of solving technology 
problems that work around the software systems. Lack of uniformity can lead to 
increased exposure to security risks, reduced data integrity, potential errors in the general 
ledger, lack of effective oversight of district security controls by the IT Department.

The district should analyze the divisions and various levels of personnel in its 
organizational structure and develop a plan to restructure the Technology Department. In 
selecting a new organizational model, the district should do the following:

Choose a structure that provides the highest possible level of service in an •	
effective, timely and cost-efficient manner.
Ensure the structure provides maximum support to the classroom.•	
Staff the structure with sufficient personnel to provide effective customer service •	
and increase student performance.
Prioritize service requests and clearly communicate with end users.•	
Align the department with district goals. •	

FCMAT believes the Chief Information and Technology Officer should be responsible 
for the Technology Department as a whole. The organizational structure should include 
a manager for each of the following functional areas under the direct supervision of the 
Chief Information and Technology Officer: 

Instructional Technology•	
Administrative Technology•	
Technical Services•	

Recommendations
The district should:

Consolidate all aspects of instructional, administrative and technical services 1. 
under the direct supervision of the Chief Information and Technology Officer. 

Divide the consolidated department into the three functional areas of Instructional 2. 
Technology, Administrative Technology, and Technical Services.

Consider implementing a structure that assigns one manager over each of the 3. 
three functional areas of Administrative, Instructional and Technical Services.



Fiscal Crisis & Management Assistance Team

38 TEChNOLOGy

Systems 
FCMAT focused on the integration of essential operating systems at the district level 
between position control, payroll and budget. The position control system populates 
the payroll module by employee through Job Data; however, the same system does not 
interface with budget. According to the district staff, the PeopleSoft software does not 
adequately fulfill the needs of the Budget Operations Department. As a result, the Budget 
Operations Department creates Excel spreadsheets and downloads them to the budget 
system through a series of uploads from position control. In addition, the department 
prepares specialized reports to develop budget documents for the Governing Board and 
county office. Serious concerns exist related to the interconnectivity of position control to 
budget, including the following:

The amounts computed by the PeopleSoft system for Unemployment, Workers •	
Compensation, PERS retirement and OPEB are incorrect. An Accounting 
Department staff member must prepare journal entries each pay period to correct 
these amounts. The incorrect amounts for these deductions and taxes are deleted, 
recomputed, and imported into the general ledger. As a result, payroll is not in 
balance with accounting entries. There is no process to balance the payroll totals 
to the journal totals before posting to the general ledger.

If a mistake is made in assigning an account code to an employee’s payroll, the •	
Accounting Department creates journals on the finance side to move the payroll 
charges from one account to the other. A notation to the original payroll file 
should show the change to the record along with a link to the journal number with 
an explanation. Ideally, system reports detailing expenditures should show the 
same information in both the payroll and finance modules.” 

The length of the account string used by Human Resource and Payroll •	
Department staff members is not the same as the account string length used by 
Accounting Department staff members. As a result, communication between the 
departments is unnecessarily complicated.

The district’s position control system is set up so that a single position number can •	
have several employees assigned to it. This makes it difficult to obtain accurate 
position accounting data. Position information would be more accurate if each 
position had a unique number.

To accomplish this task, the district will need to carefully plan and coordinate 
a process to convert the job, position and budget data at one time. The 
following table provides an example of how this could be accomplished to avoid 
unnecessary disruption.
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Responsibility Task 
Number Task

Information 
Technology 
Department
Budget Department
Accounting 
Department
Human Resources 
Department
Payroll Dept

1

Decide which data elements will be kept on the new position 
record. Some fields that default from the position record on 
PeopleSoft can be overwritten by Human Resources while 
others cannot. This step will require careful consideration 
of the position record fields to be maintained by the 
budget/position management office. Some fields pertain 
to reporting lines that can be used to generate a directory 
of district staff. Regardless of the method selected by 
the district, the edits can be easily modified to reflect the 
business practice;

Information 
Technology 
Department
Budget Department
Accounting 
Department
Human Resources 
Department

2

Write an extract of all positions, joining to the incumbents’ 
job records to extract the necessary fields for the new 
position records. Include the old position number, employee 
ID and record number;

Information 
Technology 
Department

3 Change the installation table to start the numbering of 
positions at a new number;

Information 
Technology 
Department

4 Change any editing code that has been identified in Task 1;

Information 
Technology 
Department

5 Use a robot to add the new positions to position data and 
inactivate the old ones;

Information 
Technology 
Department

6 Use a robot to add a new row to the employee Job record, 
changing the position number;

Information 
Technology 
Department

7 Change the funding level on the Department Budget from 
“by job code” to “by position”;

Information 
Technology 
Department

8
Extract existing position funding from the department 
budget. Join to the new position record, using the old 
position number, and extract the new position number;

Information 
Technology 
Department

9 Use a robot to insert rows into the department budget.
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Use of a system robot as an input tool should be considered because this process 
completes all the internal edits that would otherwise be performed manually by a staff 
member. A robot would be particularly beneficial when editing the job file, where 
large amounts of processing occur. An example of a robot input tool is IBM’s Rational 
Robot. Information about this product can be found online at: https://www.ibm.com/
developerworks/rational/products/robot/

Another issue is that cash offset lines are sometimes missing from the payroll journals 
and must be entered manually. The district should correct or rewrite the program that 
creates journal entries to calculate all cash offset lines with no exceptions.

District staff members are still in the process of implementing the Cognos data warehouse 
system. The base data is stored in the Zangle student information system (SIS), 
PeopleSoft HR, financial databases, Encore special education database, and transportation 
database. 

Some data from the PeopleSoft HR database is imported regularly into the Zangle 
database. However if additional information is needed, a custom interface file must 
be created. The data from Zangle is loaded regularly into the Data Director software, 
which has good potential for end user report writing. Several staff members expressed 
frustration regarding inaccessibility of data. Staff members must be trained and 
experienced regarding this complex data warehouse system to locate the desired 
information and determine how to report it.

Recommendations
The district should:

Correct the inaccurate computation of Unemployment Insurance, Workers 1. 
Compensation, PERS RLR and OPEB deductions. Unemployment Insurance, 
Workers Compensation and OPEB should be set up as a fixed deduction as a 
percentage of the payroll. This process can be automatically added to employee 
deduction records nightly using a SQL Stored Statement to avoid data entry 
issues. Problems with the incorrect calculation of PERS RLR deductions should 
be researched by Information Technology staff members working with the 
PeopleSoft technical support staff.

Ensure that payroll entries (earnings, employer tax, and employer deductions) are 2. 
balanced to the journal before the journal entry is posted. A program should be 
written to balance each check to its distribution record.

Develop policies and procedure for correcting errors. Possible solutions include 3. 
the following:
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Write a program to generate journal entries that contain enough detail to link •	
them with individual earnings, taxes and deductions on specific checks;

Write a program to insert detail lines into the tables showing a full record of •	
the original, reversal and replacement charges.

Ensure that the same account code structure is used by the Accounting/Budgeting, 4. 
HR and Payroll departments. The field will need to be expanded to accommodate 
the longer accounting string.

Move toward the assignment of a unique position control number for each 5. 
authorized position. This would ensure that no more than one employee is 
assigned to one position number at any given time. 

Correct the program that creates journal entries or rewrite it to calculate all cash 6. 
offset lines.

Continue efforts to complete implementation of the Cognos data warehouse 7. 
system. The technology support staff should develop a simple and intuitive 
interface for end users that makes data accessible and easy to retrieve and report. 
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Organization and Structure – Budget Operations Department
The Budget Operations Department develops the district’s multifund budget, prepares budget 
allocations for school sites and support departments and monitors budgets throughout the 
fiscal year to ensure that Generally Accepted Accounting Principles (GAAP) are followed. 
The department has four divisions: System Control Administration; Categorical and Central 
Office Administration; Research and Reporting; and School Operations. 

System Control Administration
The System Control Administration Division is primarily responsible for correcting and 
updating the payroll files in the general ledger. This division is managed by a Budget 
Systems Analyst and one other employee. Each month, the payroll file contains anywhere 
from 300 to 500 errors that must be corrected before the interface file is posted to the 
general ledger. This process takes an average of three to 14 days to complete and places 
undue pressure on the Accounting Department to meet deadlines. The Accounting 
Department must wait until the payroll is posted to the general ledger and balanced 
by resource through the Research and Reporting Unit before it can produce the state-
required reports. Only the analyst thoroughly understands this process. The district 
should ensure that more than one employee is trained in this function for adequate 
internal control procedures. 

Categorical and Central Office Administration
The Categorical and Central Office Administration Division manages the central office 
budgets and all state/federal categorical and grant programs. This division is managed by 
a Budget Supervisor and 14 analysts. 

Research and Reporting
The Research and Reporting Division uploads data from various databases throughout 
the district, prepares average salary and benefit calculations, assists with the periodic 
interim reporting, creates customized reports upon request and researches problems or 
concerns. This Budget Operations Department provides essential information to several 
other departments that are required to prepare reports for the county office and the state 
Department of Education. This division is managed by an analyst and includes four 
other employees. The Budget Analyst in the Budget Operations Department has worked 
extensively with spreadsheets to allow external analysis of PeopleSoft data. Although 
expedient for user reporting purposes on an ad-hoc basis, this makes users increasingly 
dependent on a single employee who manipulates and/or combines data from spreadsheet 
files and databases throughout the district. As an end-user application, the spreadsheet-
based data introduces data integrity problems. Several reports produced by this division 
could be standardized and made available to users, allowing them to produce their own 
reports when needed.
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The Budget Operations Department receives data from HR position control and 
downloads it into an Excel file. The data is sorted by location and job code to produce 
average salary cost information that is utilized by the schools sites in workbooks. This 
becomes the foundation of a school site budget. Manipulating position control data 
through Excel spreadsheets to derive the average cost of positions is a complex and 
lengthy task. The district should consider other methods of site-based budgeting that do 
not involve average salary.

This division downloads several independent databases, using the data to prepare 
specialized reports that many managers rely on to make decisions. All departments 
should use common database programs. The information stored in these databases should 
be periodically downloaded into one common data warehouse. The district currently uses 
the Cognos data warehouse system, which stores the student information from the Zangle 
software. The district should store the data from Finance, Human Resources, Payroll, and 
all other databases managed by departments in the Cognos system. 

The functions described above are primarily prepared and controlled by one employee. 
When this employee is on leave, department managers must wait for reports or other 
information critical to their department or state reporting. For adequate internal controls, 
the district should ensure that other employees are cross-trained in these critical 
functions. 

School Operations
The School Operations division is managed by a Budget Supervisor and has 14 analyst 
positions. Each analyst is assigned to several school sites. Any questions about the school 
site budget or budget transfers must be authorized by the analyst. 

Two of the four divisions are overseen by an analyst. Each division should be managed by 
a supervisor who reports to the Budget Operations Director. The district could reorganize 
the department as follows:

Combine the Research and Reporting with the System Control Administration and •	
appoint a supervisor to oversee the division.

Cross-train every position so that more than one employee can perform the duties •	
of another employee on leave.

Recommendations
The district should:

Ensure that more than one employee is trained in correcting payroll errors for 1. 
adequate internal control procedures. 
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Standardize the reports produced by the Research and Reporting Division and 2. 
make them available to other departments. This would give end users the ability to 
produce their own reports when needed.

Consider implementing other methods of site-based budgeting that do not involve 3. 
average salary. Using Excel spreadsheets to track almost a billion dollars in 
salaries and benefits places the district at great risk and calls into question the 
integrity of the data uploaded into the budget.

Store the data from Finance, Human Resources, Payroll, and all other databases 4. 
managed by departments in the Cognos system. 

Ensure that employees are cross-trained in all critical reporting functions so that 5. 
internal controls are effective.

Combine the Research and Reporting Division with the System Control 6. 
Administration Division and assign a supervisor to oversee the new division.



Fiscal Crisis & Management Assistance Team

46 ORGANIzATION AND STRuCTuRE - BuDGET OpERATIONS DEpARTmENT



San Diego Unified School District

47COmmuNICATIONS

Communications
Effective communication is essential to any well functioning school district, particularly 
one the size of San Diego Unified. The district, which has more than 200 school sites and 
departments, is one of the largest school districts in the nation and the second largest in 
the state. In a district this large, communication between departments at the district level 
and between the district and the school sites can be challenging.

In the last five years, the district had five superintendents, including two interim 
superintendents; three chief financial officers, including one interim position; and 
experienced several changes in the organizational structure. This prompted frequent 
changes in processes and procedures. Each leadership change brought with it new 
direction on how best to maximize and achieve the delivery of educational services to 
students and provide effective leadership. Stability of leadership is another key area of 
FCMAT’s Fiscal Health and Risk Analysis (attached as Appendix D to this report).

Most of these changes have occurred at the district level and have been made more 
difficult because of deep cuts in central office staffing. The cuts were implemented to 
balance the budget as a result of the state deficit and subsequent loss of funding for school 
districts. Change is challenging and requires effective inter-departmental communication 
to implement successfully.

Until recently, the Chief of Human Resources and Chief Information and Technology 
officers were not members of the cabinet, but the Superintendent recently reorganized 
the group to include both positions. Since most decisions involve one or both of these 
departments, they are crucial to achieving the district’s goal of fostering effective 
communication throughout the organization. This change will facilitate greater 
communication of district goals and objectives throughout the affected units as well as 
enable these administrators to more effectively communicate with the leadership in other 
district operating units.

Until recently, principals reported directly to an area superintendent and had limited 
access to additional leadership and direction. Because of the high ratio of principals to 
superintendents, the superintendents were able to provide principals with only a limited 
amount of support. However, the district recently established School Improvement Officer 
positions (three at the high school, three at the middle school and eight at the elementary 
school levels) to provide additional oversight, leadership and direction to site principals. 
This change will give principals greater access to district support resources and increase 
the program and fiscal accountability of the sites.

A complex system of electronic Personnel Action Requests (PARs) controls the flow of 
information and authorization required to accomplish personnel actions. As a result, 
several forms are required to hire or transfer personnel or make a request to fill a vacancy. 
The sites initiate many PARs, and HR often does not learn that a new position has 
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been created or is vacant until these forms are submitted. Submitting PARs in a timely 
and accurate manner is critical to the maintenance of up-to-date data on the status of 
budgeted positions. The sites submit some PARs that are neither timely nor accurate.

An HR work unit is dedicated to routing PARs for action and approval. This unit 
enters PAR data into the PeopleSoft Job Data module, including elements pertaining to 
individual employee demographics and assignment(s). Job Data is also essential to the 
accurate payroll processing that is accomplished using the PeopleSoft Time and Labor 
module. A portion of the payroll error rate is attributable to incorrect application of 
compensation rules or inaccurate data input to Job Data. Some data from the PAR is not 
copied to the Job Data module because the position control numbers are not unique. The 
majority of errors is caused by incorrect input of data from sites.

The Time and Labor PeopleSoft module is perceived to be complicated and cumbersome 
by its principal users. Time keepers at the site enter information into the Time and Labor 
module of the PeopleSoft system.

The district implemented layoffs for 525 classified and 207 certificated employees last 
spring, and subsequent “bumping” affected approximately 3,900 employees. Many 
employees have been placed in positions that they have not recently held and will require 
training to succeed.

Each site works with a designated Budget Analyst who provides resources and assistance 
pertaining to budget development and administration. Depending on the assigned 
Budget Analyst, sites experience inconsistent levels of customer service orientation 
and responsiveness. The Principal and the Budget Analyst make some decisions on 
hiring without providing timely notice to HR. As a result, HR may not learn of changes 
affecting existing, new or vacant positions until the site initiates a PAR.

In some cases employees must determine what training and support resources are 
available and how to access them.

Recommendations
The district should:

Improve communication between the Human Resources and Budget operating 1. 
units and the school sites to promote better understanding and coordination 
of efforts. The heads of Instruction, Human Resources and Finance should be 
held accountable for achieving this goal through the evaluation process.

Provide orientation and training to budget analysts who are assigned to 2. 
provide support to the school site staff. This training should emphasize the 
analyst’s support role as a consultant to the site staff and the importance of 
customer support in interacting with the sites.
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Provide mandatory initial training and training updates for users of the Time 3. 
and Labor module of PeopleSoft.

Provide PAR users with mandatory initial training and updates. This training 4. 
should emphasize the importance of processing PARs in a timely and accurate 
manner to maintain essential budget and human resources data.

Establish a rigorous training plan for displaced workers who will be 5. 
responsible for utilizing the PAR and Time and Labor modules of PeopleSoft.

Consider orienting new employees concerning the training and support 6. 
resources available to them and how to access these resources. 
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Appendices

A:  File Discrepancy
B: Justification for Discrepancy
C: Average Vacancy Factor
D. Fiscal Health Risk Analysis
E. Study Agreement



Fiscal Crisis & Management Assistance Team

52 AppENDICES



San Diego Unified School District
2008/09 Adopted Budget vs 2008/09 Adopted SACS Report

0809_OG_BDGT_FTE_ALL_FDS File Data July 1 Adopted Budget SACS Report Difference / In SACS not in Adopted Budget
Fund Data Certificated Classified Grand Total Certificated Classified Grand Total Certificated Classified Grand Total
01000 FTE 7,442.879 4,986.987 12,429.866

AMOUNT $499,959,878.40 $193,509,765.84 $693,469,644.24 $527,369,899.88 $203,533,175.00 $730,903,074.88 $27,410,021.48 $10,023,409.16 $37,433,430.64
11000 FTE 6.500 7.878 14.378

AMOUNT $389,014.00 $259,840.00 $648,854.00 $403,014.00 $259,840.00 $662,854.00 $14,000.00 $0.00 $14,000.00
12000/12001 FTE 189.545 285.032 474.577

AMOUNT $9,199,312.00 $7,661,538.00 $16,860,850.00 $9,199,312.00 $7,661,538.00 $16,860,850.00 $0.00 $0.00 $0.00
13000 FTE 612.308 612.308

AMOUNT $15,296,790.00 $15,296,790.00 $16,868,964.00 $16,868,964.00 $0.00 $1,572,174.00 $1,572,174.00
25000/25001 FTE 54.750 54.750

AMOUNT $1,891,889.00 $1,891,889.00 $2,161,889.00 $2,161,889.00 $0.00 $270,000.00 $270,000.00
35000 FTE 41.016 41.016

AMOUNT $2,610,518.77 $2,610,518.77 $2,610,518.76 $2,610,518.76 $0.00 -$0.01 -$0.01
40003 FTE 53.521 53.521

AMOUNT $2,449,735.00 $2,449,735.00 $2,917,735.00 $2,917,735.00 $0.00 $468,000.00 $468,000.00
67001/02/03 FTE 11.100 11.100

AMOUNT $744,424.00 $744,424.00 $745,424.00 $745,424.00 $0.00 $1,000.00 $1,000.00

Total Sum of FTE 7,638.924 6,052.592 13,691.516
Total Sum of AMOUNT $509,548,204.40 $224,424,500.61 $733,972,705.01 $536,972,225.88 $236,759,083.76 $773,731,309.64 $27,424,021.48 $12,334,583.15 $39,758,604.63
San Diego Unified School District San Diego Unified School District
Summary Analysis / HR - Adopted Budget FTEs Active - Approved / Frozen Position FTEs
as of:  July 1, 2008 as of:  July 1, 2008

FD/TYP TYP
 HR Position 

Control 7/1/08 
 Adopted Budget   

7/1/08 

Difference         
HR / Adopted  

7/1/08 Active   TYP GF/Unrestricted GF/Restricted OTR/Funds Grand Total
GF/UNRES Certificated 5,274.129                4,872.754                (401.38)                   Approved Certificated 5,270.629              2,683.713           221.920              8,176.262           

Classified 2,018.503                1,995.726                (22.78)                     Classified 2,014.503              3,036.208           1,073.105           6,123.816           
GF/Unrestricted Total 7,292.632                6,868.480                (424.152)                 Approved Total 7,285.132              5,719.921           1,295.025           14,300.078         
GF/RES Certificated 2,702.813                2,570.125                (132.69)                   Frozen Certificated 3.500                     19.100                22.600                

Classified 3,037.978                2,991.261                (46.72)                     Classified 4.000                     1.770                  5.770                  
GF/RestrictedTotal 5,740.791                5,561.386                (179.405)                 Frozen Total 7.500                     20.870                28.370                
OTR/FDS Certificated 221.920                   196.045                   (25.88)                     

Classified 1,073.105                1,065.605                (7.50)                       
OTR/Funds Total 1,295.025                1,261.650                (33.375)                   Grand Total 7,292.632              5,740.791           1,295.025           14,328.448         
Grand Total 14,328.448              13,691.516              (636.932)                 

0809_OG_BDGT_SAL__HRLY_ALL_FDS (2) FCMAT.BudgetvsSACS



San Diego Unified School District
Analysis of Full Time Equalvant Variation
For The Fiscal Year 2008-09
Prepared by the Budget Operations Department

Classification Difference Justification

Certificated 16.32                   Carry Over From Prior Year
Certificated 11.50                   Central Office Restoration
Certificated 98.81                   Enrollment Change
Certificated 32.53                   Misc changes back dated to 07.01.08
Certificated 27.81                   New agreement After Budget Adoption
Certificated 45.40                   New Schools
Certificated 3.00                     New Suzuki Program
Certificated 13.80                   Nurse Allocation Increase
Certificated 26.50                   PI Schools' restructuring Plans Approved After Budget Adoption
Certificated 5.10                     Program Design was not known at time of budget adoption funds will come from supply budgets
Certificated 176.70                 School Site Restoration
Certificated 6.35                     Schools' Changed Budget After Budget Adoption
Certificated 7.40                     Schools' Changed QEIA Budget After Budget Adoption
Certificated 1.72                     Site alignment of certificated
Certificated (5.78)                    Special Educational Certificated Realignment
Certificated 14.44                   VP Formula Change
Certificated 77.00                   Year Round
Certificated 558.61                 Total

Classified 6.75                     Central Office Restoration
Classified (24.06)                  Closed Prep Kitchen
Classified 3.60                     Enrollment Change
Classified 20.43                   FTE not known at budget adoption time, funds to be moved from classified hourly
Classified 13.87                   FTE not known at budget adoption time, funds to be moved from supplies
Classified (3.98)                    Misc changes back dated to 07.01.08
Classified 11.99                   New agreement After Budget Adoption
Classified 2.50                     New need at a school site funds from central office
Classified 22.13                   New Schools
Classified 4.00                     New Suzuki Program
Classified 2.70                     PI Schools' restructuring Plans Approved After Budget Adoption
Classified 1.26                     Schools' Changed Budget After Budget Adoption
Classified 1.00                     Site alignment of classified
Classified (0.66)                    Special Educational Paraed. Redistribution
Classified 16.81                   Year Round
Classified 78.32                   Total

636.93                 Total



San Diego Unified School Districct
General Fund - Salary Adjustments
Adopted Budget - 2008-09

OBJ Unrestricted Restricted Grand Total
1107 Classroom Teachers ($10,279,810.00) ($232,454.00) ($10,512,264.00)
1109 Pull/Out Push In ($64,279.00) ($47,907.00) ($112,186.00)
1128 Resource Specialist ($36,076.00) ($36,076.00)
1201 Librarian ($40,790.00) ($40,790.00)
1210 Counselor ($338,162.00) ($5,834.00) ($343,996.00)
1220 Psychologist ($43,157.00) ($43,157.00)
1230 Audiologist/Audiometrist ($5,716.00) ($3,838.00) ($9,554.00)
1240 Nurse ($198,240.00) ($11,213.00) ($209,453.00)
1301 Superintendent ($5,918.00) ($5,918.00)
1302 Chief SIO/Deputy Superintendent ($16,830.00) ($16,830.00)
1305 Executive/Director/Admin ($52,588.00) ($52,588.00)
1308 School Principal ($428,703.00) ($428,703.00)
1309 Vice-Principal ($163,651.00) ($163,651.00)
1311 Manager ($24,155.00) ($24,155.00)
1907 Non Clsrm Teacher ($76,313.00) ($2,049.00) ($78,362.00)
1929 Diagnostic Resource Teacher ($6,819.00) ($8,296.00) ($15,115.00)

Sub-Total Certificated Contracted ($11,701,974.00) ($390,824.00) ($12,092,798.00)

1118 Prep Time Teacher Allocation ($385,819.00) ($385,819.00)
1157 Classroom Teacher Hrly $7,532,582.00 $4,491,444.00 $12,024,026.00
1159 Pull Out/Psh in Hrly $10,000.00 $10,000.00
1162 Short Term Leave Visiting Tchr $4,465,694.00 $694,128.00 $5,159,822.00
1163 Long Term Leave Visiting Tchr $5,000.00 $5,000.00
1170 Prof&Curriclm DevClsrm Tchr $53,495.00 $1,416,418.00 $1,469,913.00
1178 Resource Specialist Hrly $498,085.00 $498,085.00
1189 Retired Clsrm Teacher Hrly $10,210.00 $175,604.00 $185,814.00
1192 Prof&Curriclm Dev Visit Tchr $356,346.00 $2,696,137.00 $3,052,483.00
1197 Clsrm Cert Hrly Undist/Contra $11,965,195.48 $11,965,195.48
1251 Librarian Hrly $72,778.00 $500.00 $73,278.00
1260 Counselor Hrly $101,436.00 $232,242.00 $333,678.00
1270 Psychologist Hrly $177,944.00 $177,944.00
1280 Audiologist/Audiometrist Hrly $25,185.00 $25,185.00
1290 Nurse Hrly $4,016.00 $149,791.00 $153,807.00
1358 Principal Hrly $12,500.00 $44,865.00 $57,365.00
1359 Vice-Principal Hrly $127,932.00 $17,005.00 $144,937.00
1361 Manager/Admin Hrly $23,619.00 $23,619.00
1386 Retired Admin Hrly $122,231.00 $38,272.00 $160,503.00
1957 Non Clsrm Tchr Hrly $108,468.00 $2,411,890.00 $2,520,358.00
1971 NonClsrm Prof&Curriclm DevHrly $120,902.00 $723,738.00 $844,640.00
1975 Inservice Trainer Hrly $48,000.00 $629,925.00 $677,925.00
1986 Retired NonClsrm Tchr Hrly $47,000.00 $278,061.00 $325,061.00

Sub-Total Certificated Hrly/Other $24,762,966.48 $14,739,853.00 $39,502,819.48

Total Certificated Staff $13,060,992.48 $14,349,029.00 $27,410,021.48

2101 Classroom PARAS ($10,562.00) ($224,714.00) ($235,276.00)
2104 Special Ed Technician Clsrm ($476.00) ($248,850.00) ($249,326.00)
2109 Instructn Asst Individual Inst ($72,536.00) ($72,536.00)
2112 Special Ed Instr Behavior Tech ($3,001.00) ($44,901.00) ($47,902.00)
2115 Behavior Support Specialist ($15,659.00) ($15,659.00)
2118 Behavior Support Assistant ($26,130.00) ($26,130.00)
2121 Interpreter Deaf Classroom ($23,539.00) ($23,539.00)
2126 Classroom OTBS ($11,621.00) ($11,621.00)
2158 Work Incentive Trainee $40,000.00 $40,000.00
2201 Custodians ($410,385.00) ($410,385.00)
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San Diego Unified School Districct
General Fund - Salary Adjustments
Adopted Budget - 2008-09

OBJ Unrestricted Restricted Grand Total
2202 Landscaper Pesticide Tech ($33,565.00) ($33,565.00)
2205 Maintenance OSS ($19,403.00) ($1,541.52) ($20,944.52)
2206 Maintenance OTBS ($4,781.00) ($4,781.00)
2207 Mechanic Technician ($28,339.00) ($28,339.00)
2210 Operations Driver ($13,792.00) ($13,792.00)
2211 Bus Driver ($875,066.00) ($875,066.00)
2215 School Police Sworn ($53,196.00) ($53,196.00)
2216 School Police NonSworn ($9,983.00) ($9,983.00)
2226 Employer Outreach Specialist ($3,915.00) ($3,915.00)
2230 Libry Media & Tech OTBS ($32,294.00) ($32,294.00)
2231 Other Support Prsnl PARAS ($11,248.00) ($6,561.00) ($17,809.00)
2232 Other Support Prsnl OTBS ($1,118.00) ($1,118.00)
2235 Health Prsnl OTBS ($5,508.00) ($110,186.00) ($115,694.00)
2236 Health Prsnl PARAS ($3,245.00) ($27,361.00) ($30,606.00)
2301 Board Members ($1,980.00) ($1,980.00)
2305 Executive/Director/Admin ($70,629.00) ($70,629.00)
2306 Police Management Sworn ($2,872.00) ($2,872.00)
2310 Deputy/Admin/Asst Director ($5,185.00) ($5,185.00)
2315 Manager ($63,429.00) ($2,784.00) ($66,213.00)
2320 Supervisor ($179,045.00) ($18,249.32) ($197,294.32)
2401 Clerical OTBS ($489,372.00) ($36,259.00) ($525,631.00)
2402 Clerical Confidentl ($37,732.00) ($37,732.00)
2403 Clerical OSS ($13,101.00) ($679.00) ($13,780.00)
2404 Guidance/Attendance Asst ($18,160.00) ($18,160.00)
2405 Technical Professional OTBS ($282,869.00) ($24,559.00) ($307,428.00)
2410 Technical Personnel OSS ($8,675.00) ($8,675.00)
2905 Other Nonclsrm PARAS ($940.00) $152.00 ($788.00)
2906 Other Nonclsrm OTBS ($1,897.00) ($1,897.00)
2910 Inspectors ($1,532.00) ($1,532.00)
2915 Campus Security Assistant ($37,436.00) ($37,436.00)

Sub-Total Classified Contracted ($1,858,547.00) ($1,732,161.84) ($3,590,708.84)

2151 Classroom PARAS Hrly $27,955.00 $712,269.00 $740,224.00
2154 Special Ed Tech Clsrm Hrly $797,796.00 $797,796.00
2159 Instructn Assist Individual In $285,074.00 $285,074.00
2162 Sp Ed Instr Behavior Tech Hrly $148,218.00 $148,218.00
2165 Behavior Support Hrly $35,401.00 $35,401.00
2171 Interpreter deaf Clsrm Hrly $12,822.00 $12,822.00
2176 Classroom OTBS Hrly $5,500.00 $21,913.00 $27,413.00
2183 Classroom NonUnion Hrly $11,500.00 $17,303.00 $28,803.00
2251 Custodian Hrly $51,896.00 $14,885.00 $66,781.00
2253 Operations Substitute OSS $1,085,000.00 $1,085,000.00
2255 Maintenance OSS Hrly $500.00 $790,000.00 $790,500.00
2256 Maintenance OTBS Hrly $3,000.00 $3,000.00
2257 Mechanic Technician Hrly $40,000.00 $40,000.00
2260 Operations Driver Hrly $5,000.00 $6,500.00 $11,500.00
2261 Bus Driver Hrly $78,188.00 $869,814.00 $948,002.00
2262 Bus Monitor Hrly $230,195.00 $230,195.00
2263 Other Pupil Transpt OSS Hrly $466,563.00 $466,563.00
2264 Other Transpt NonUnion Hrly $5,000.00 $40,246.00 $45,246.00
2265 School Police Sworn Hrly $127,197.00 $860,364.00 $987,561.00
2266 School Police NonSworn Hrly $80,000.00 $250.00 $80,250.00
2276 Employer Outreach Hrly $1,000.00 $42,202.00 $43,202.00
2280 Libry Media Tech OTBS Hrly $10,882.00 $23,918.00 $34,800.00
2281 Other Support Prsnl PARAS Hrly $18,705.00 $123,303.00 $142,008.00
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San Diego Unified School Districct
General Fund - Salary Adjustments
Adopted Budget - 2008-09

OBJ Unrestricted Restricted Grand Total
2282 Other Support Prsnl OTBS Hrly $20,010.00 $27,932.00 $47,942.00
2285 Health Prsnl OTBS Hrly $26,367.00 $26,367.00
2286 Health Prsnl PARAS Hrly $4,735.00 $4,735.00
2351 Construction Mgmt Suprv Hrly $2,000.00 $2,000.00
2352 Mgmt/Suprv Hrly $86,100.00 $97,190.00 $183,290.00
2356 Police Management Sworn Hrly $30,000.00 $30,000.00
2451 Clerical OTBS Hrly $2,333,848.00 $726,741.00 $3,060,589.00
2452 Clerical Confidentl Hrly $1,500.00 $1,500.00
2453 Clerical OSS Hrly $12,350.00 $56,590.00 $68,940.00
2454 Guidance/Attend Asst Hrly $1,757.00 $12,217.00 $13,974.00
2455 Tech Professional OTBS Hrly $181,920.00 $95,150.00 $277,070.00
2456 Clerical Substitute Hrly $939,569.00 $4,000.00 $943,569.00
2951 Noon Supervision $815,543.00 $436,230.00 $1,251,773.00
2955 Other Nonclsrm PARAS Hrly $9,240.00 $45,608.00 $54,848.00
2960 Inspector Hrly $3,000.00 $3,000.00
2965 Campus Security Asst Hrly $72,794.00 $44,008.00 $116,802.00
2972 Workshop Participt OSS Hrly $1,300.00 $1,000.00 $2,300.00
2973 Workshop Participt OTBS Hrly $500.00 $500.00 $1,000.00
2974 Workshop Partucuot PARA Hrly $100.00 $20,300.00 $20,400.00
2986 Other Clsfd NonUnion Hrly $63,189.00 $390,471.00 $453,660.00

Sub-Total Classifield Hrly/Other $6,118,043.00 $7,496,075.00 $13,614,118.00

Total Classified Staffing $4,259,496.00 $5,763,913.16 $10,023,409.16
Grand Total $17,320,488.48 $20,112,942.16 $37,433,430.64
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Fiscal Health Risk Analysis
Key Fiscal Indicators

Is the district’s fiscal health acceptable in the following areas? Yes No N/A

1. Deficit Spending  o o	 o

•	 Is	the	district	avoiding	deficit	spending	in	the	current	year?				 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•	 Is	the	district	avoiding	deficit	spending	in	the	two	subsequent	fiscal	years?				 			  			  			  		o	 o	 o

•	 Has	the	district	controlled	deficit	spending	over	the	past	two	fiscal	years?			 		 		 	 		 	 		 	 		o	 o	 o

•	 Is	the	issue	of	deficit	spending	addressed	by	fund	balance,	ongoing	revenues,		
or	expenditure	reductions?				 			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

-	 Has	the	board	approved	a	plan	to	eliminate	deficit	spending?

2. Fund Balance o o	 o

•	 Is	the	district’s	fund	balance	at	or	consistently	above	the	recommended		
reserve	for	economic	uncertainty?		 				 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	 Is	the	fund	balance	stable	or	increasing	due	to	ongoing	revenues	and/or		
expenditure	reductions?			 			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Does	the	fund	balance	include	any	designated	reserves	for	unfunded		
liabilities	or	one	time	costs	above	the	recommended	reserve	level?		 			 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

3. Reserve for Economic Uncertainty  o o	 o

•	 Is	the	district	able	to	maintain	its	reserve	for	economic	uncertainty	in	the	current	and		
two	subsequent	years	based	on	current	revenue	and	expenditure	trends?					 	 		 	 		 	 		 	 o	 o	 o

•	 Does	the	district	have	additional	reserves	in	Fund	17,	Special	Reserve	for		
Non	Capital	Projects?		 				 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•		If	not,	is	there	a	plan	to	restore	the	reserve	for	economic	uncertainties	in	the		
district’s	multiyear	financial	projection?					 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

The Fiscal Health and Risk Analysis was developed by FCMAT as a 
management tool to evaluate key fiscal indicators that will assist a school 
district in measuring its financial solvency for the current and two 
subsequent fiscal years as recommended by AB 1200. The presence of any single criteria is not necessarily an 
indication of a district in fiscal crisis. However, districts exceeding the risk threshold of six or more “No” responses 
may have cause for concern and require some level of fiscal intervention. Diligent planning will enable a district to 
better understand its financial objectives and strategies to sustain its financial solvency. A district must continually 
update its budget as new information becomes available from within the district or from other funding and 
regulatory agencies.

The Fiscal Health and Risk Analysis includes 17 components of key fiscal indicators to measure a district’s 
potential risk. Any of the 17 individual components receiving a simple majority of “No”  responses to the 
questions it contains should be rated with an overall “No” response.



4.  Enrollment  o o	 o

•	 Has	the	district’s	enrollment	been	increasing	or	stable	for	multiple	years?						 			 			 			 	o	 o	 o

•	 Is	the	district’s	enrollment	projection	updated	at	least	semiannually?				 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•	 Are	staffing	adjustments	for	certificated	and	classified	employee	groups		
consistent	with	the	enrollment	trends?						 			 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	 Does	the	district	analyze	enrollment	and	average	daily	attendance	(ADA)	data?		 			  			  		o	 o	 o	

•	 Does	the	district	track	historical	data	to	establish	future	trends	between		
P-1	and	P-2	for	projection	purposes?			 			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•		Has	the	district	implemented	any	attendance	programs	to	increase	ADA?		 			 	 		 	 		 	 		 	 o	 o	 o

•		Have	approved	charter	schools	had	little	or	no	impact	on	the	district’s		
student	enrollment?		 		 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•		Does	the	district	have	a	board	policy	that	attempts	to	reduce	the	effect		
that	transfers	out	of	the	district	have	on	the	district’s	enrollment?					 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

5.  Interfund Borrowing  o o	 o

•	 Can	the	district	manage	its	cash	flow	in	all	funds	without	interfund	borrowing?		 	 			  			  		o	 o	 o

•	 Is	the	district	repaying	the	funds	within	the	statutory	period	in	accordance		
with	Education	Code	section	42603?			 			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

6.  Bargaining Agreements  o o	 o

•	 Has	the	district	settled	the	total	cost	of	the	bargaining	agreements	at	or		
under	COLA	during	the	current	and	past	three	years?		 				 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	 Did	the	district	conduct	a	pre-settlement	analysis	identifying	an	ongoing		
revenue	source	to	support	the	agreement?						 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	 Did	the	district	correctly	identify	the	related	costs	above	the	COLA,		
(i e 	statutory	benefits,	step	and	column)?		 			 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Did	the	district	address	budget	reductions	necessary	to	sustain	the	total		
compensation	increase	including	a	board-adopted	plan?			 			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Did	the	superintendent	and	CBO	certify	the	agreement	prior	to	ratification?		 	 			  			  			  		o	 o	 o

•	 Is	the	governing	board’s	action	consistent	with	the	superintendent’s/CBO’s		
certification?		 			 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Did	the	district	submit	to	the	county	office	of	education	the		
AB	1200\2756	full	disclosure	as	required?		 		 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

Is the district’s fiscal health acceptable in the following areas? Yes No N/A



7.  General Fund o o	 o

•	 Is	the	percentage	of	the	district’s	general	fund	unrestricted	budget		
allocated	to	salaries	and	benefits	at	or	under	the	statewide	average?			 			  			  			  			  			  		o	 o	 o

Salary and Benefit Expense as a Percentage of Total Expense
  Unrestricted General Fund Total General Fund

Statewide Averages 2002-03 2003-04 2004-05   2005-06    2005-06

Unified	 89 53%	 91 26%	 92 03%	 91 38%	 82 63%

Elementary	 88 13%	 89 84%	 90 30%	 89 95%	 81 96%

High	School	 86 52%	 88 30%	 88 64%	 87 92%	 80 00%
      Source: School Services of California

•	 Is	the	district	making	sure	that	only	ongoing	restricted	dollars	pay	for		
permanent	staff?				 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Does	the	budget	include	reductions	in	expenditures	proportionate	to	one-time		
revenue	sources,	such	as	parcel	taxes,	that	will	terminate	in	the	current	or	two		
subsequent	fiscal	years?		 				 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	 If	the	district	receives	redevelopment	revenue	that	is	subject	to	AB	1290	and		
SB	617,	has	it	made	the	required	offset	to	the	revenue	limit?		 				 			 			 			 			 			 			 			 	o	 o	 o

8. Encroachment  o o	 o

•	 Is	the	district	aware	of	the	Contributions	to	Restricted	Programs	in	the		
current	year?	(Identify	cost,	programs	and	funds)		 	 			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Does	the	district	have	a	reasonable	plan	to	address	increased	encroachment		
trends?				 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•	 Does	the	district	manage	encroachment	from	other	funds	such	as	Adult,		
Cafeteria,	Child	Development,	etc ?					 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

9.  Management Information Systems o o	 o

•	 Is	the	district’s	financial	data	accurate	and	timely?			 			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Are	the	county	and	state	reports	filed	in	a	timely	manner?					 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Are	key	fiscal	reports	readily	available	and	understandable?		 				 			 			 			 			 			 			 			 	o	 o	 o

•	 Is	the	district	on	the	same	financial	system	as	the	county?		 		 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•	 If	the	district	is	on	a	separate	financial	system,	is	there	an	automated		
interface	with	the	financial	system	maintained	by	the	county?		 		 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

Is the district’s fiscal health acceptable in the following areas? Yes No N/A



10. Position Control o o	 o

•		Does	the	district	maintain	a	reliable	position	control	system?						 			 			 			 			 			 			 			 	o	 o	 o

•	 Is	position	control	integrated	with	payroll?		 			 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•		Does	the	district	control	unauthorized	hiring?		 			 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•		Are	the	appropriate	levels	of	internal	controls	in	place	between	the		
business	and	personnel	departments	to	prevent	fraudulent	activity?		 		 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•		Does	the	district	use	position	control	data	for	budget	development?					 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•		Is	position	control	reconciled	against	the	budget	during	the	fiscal	year?		 		 		 	 		 	 		 	 		 	 		o	 o	 o

11. Budget Monitoring o o	 o

•	 Are	budget	revisions	completed	in	a	timely	manner?		 	 			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Does	the	district	openly	discuss	the	impact	of	budget	revisions	at	the		board	level?		 	 			  		o	 o	 o

•	 Are	budget	revisions	made	or	confirmed	by	the	board	at	the	same	time		
the	collective	bargaining	agreement	is	ratified?			 			  			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Has	the	district’s	long	term	debt	decreased	from	the	prior	fiscal	year?		 				 			 			 			 			 	o	 o	 o

•	 Has	the	district	identified	the	repayment	sources	for	long	term	debt	or		
non	voter-approved	debt,	i e 	certificates	of	participation,	capital	leases?			 			  			  			  			  		o	 o	 o

•	 Does	the	district’s	financial	system	have	a	hard	coded	warning	regarding		
insufficient	funds	for	requisitions	and	purchase	orders?				 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•	 Does	the	district	encumber	salaries	and	benefits?			 			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

12. Retiree Health Benefits o o	 o

•	 Has	the	district	completed	an	actuarial	valuation	to	determine	the	unfunded		
liability	under	GASB	45	requirements?		 			 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Does	the	district	have	a	plan	for	addressing	the	retiree	benefits	liabilities?		 			 	 		 	 		 	 		 	 o	 o	 o

•	 Has	the	district	conducted	a	re-enrollment	process	to	identify	eligible	retirees?			 			  			  		o	 o	 o

13. Leadership/Stability o o	 o

•	 Does	the	district	have	a	superintendent	and/or	chief	business	official	that		
has	been	with	the	district	more	than	two	years?						 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•		Does	the	governing	board	adopt	clear	and	timely	policies	and	support		
the	administration	in	their	implementation?				 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

Is the district’s fiscal health acceptable in the following areas? Yes No N/A



14. Charter Schools o o	 o

•	 Has	the	district	identified	a	specific	employee	or	department	to	be		
responsible	for	oversight	of	the	charter?			 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•	Has	the	charter	school	submitted	the	required	financial	reports?	 				 			 			 			 			 			 			 	o	 o	 o

•	 Has	the	charter	school	commissioned	an	independent	audit?	 			 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Does	the	audit	reflect	findings	that	will	not	impact	the	fiscal	certification	of	the		
authorizing	agency?				 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Is	the	district	monitoring	and	reporting	the	current	status	to	the	board	to		
ensure	that	an	informed	decision	can	be	made	regarding	the		
reauthorization	of	the	charter?	 		 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

15. Audit Report o o	 o

•	 Did	the	district	receive	an	audit	report	without	material	findings?	 				 			 			 			 			 			 			 	o	 o	 o

•	 Can	the	audit	findings	be	addressed	without	impacting	the	district’s		
fiscal	health?					 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	Has	the	audit	report	been	completed	and	presented	within	the	statutory		
time	line?	 				 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	Are	audit	findings	and	recommendations	reviewed	with	the	board?		 			  			  			  			  			  			  		o	 o	 o

•	Did	the	audit	report	meet	both	GAAP	and	GASB	standards?		 			  			  			  			  			  			  			  			  		o	 o	 o

16. Facilities o o	 o

•	 Has	the	district	passed	a	general	obligation	bond?		 			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Has	the	district	met	the	audit	and	reporting	requirements	of	Proposition	39?		 			  			  			  		o	 o	 o

•	 Is	the	district	participating	in	the	state’s	School	Facilities	Program?		 			  			  			  			  			  			  		o	 o	 o

•	 Does	the	district	have	sufficient	personnel	to	properly	track	and	account	for		
facility-related	projects?	 		 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

•	 Has	the	district	met	the	reporting	requirements	of	the	Williams	Act?					 			 			 			 			 			 	o	 o	 o

•	 Is	the	district	properly	accounting	for	the	3%	Routine	Repair	and		
Maintenance	Account	requirement	at	the	time	of	budget	adoption?		 			  			  			  			  			  			  		o	 o	 o

•	 If	needed,	does	the	district	have	surplus	property	that	may	be	sold		
or	used	for	lease	revenues?		 			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 If	needed,	are	there	other	potential	statutory	options?		 			  			  			  			  			  			  			  			  			  			  		o	 o	 o

-	 Joint	Use:	Can	the	district	enter	into	a	joint	use	agreement	with	some	entities		
without	declaring	the	property	surplus	and	without	bidding?

-	 Joint	Occupancy:	The	Education	Code	provides	for	a	joint	venture	that	can		
authorize	private	development	of	district	property	that	will	result	in	some		
educational	use 

Is the district’s fiscal health acceptable in the following areas? Yes No N/A
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•	 Does	the	district	have	a	facilities	master	plan	that	was	completed	or	updated		
in	the	last	two	years? 		 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		o	 o	 o

17. General Ledger o o	 o

•	 Has	the	district	closed	the	general	ledger	(books)	within	the	time	prescribed	
by	the	county	office	of	education??	 				 			 			 			 			 			 			 			 			 			 			 			 			 			 			 			 	o	 o	 o

•	 Does	the	district	follow	a	year-end	closing	schedule?	 	 			  			  			  			  			  			  			  			  			  			  		o	 o	 o

•	 Have	beginning	balances	in	the	new	fiscal	year	been	recorded	correctly	for	
each	fund	from	the	prior	fiscal	year?				 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 		 	 o	 o	 o

•	 Does	the	district	adjust	prior	year	accruals	if	the	amounts	actually	received	(A/R)	
or	paid	(A/P)	are	greater	or	less	than	the	amounts	accrued?		 			  			  			  			  			  			  			  			  		o	 o	 o

•	 Does	the	district	reconcile	all	payroll	suspense	accounts	at	the	close	of	the	
fiscal	year?	 	 			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  			  		o	 o	 o

RISK ANALYSIS  
1.  Total the number of component areas in which the district’s fiscal health is not acceptable (“No” responses).
2. Use the key below to determine the level of risk to the district’s fiscal health.
 0 – 4  5 – 9 10 – 14 15 – 17
 Low  Moderate  High  Extremely High  

Total “No” 
Responses
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