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BOARD OF EDUCATION POLICIES AND PROCEDURES

Policy Manual

1. Does the board of education have a policy manual?



Yes___
No___


Standard:  Education Law, Section 1709 (2) requires the board of education to "establish such rules and regulations concerning the order and discipline of the schools, in the several departments thereof, as they may deem necessary to secure the best educational results."  These "rules and regulations" are established as policies and contained in the policy manual for the district.  Policy development should be looked upon as a never-ending process since changing conditions and priorities will bring about the need for new policy, the changing of an old policy, or the rescinding of policies that have become obsolete.  Policies should consist of broad guidelines to insure that the staff will follow the wishes of the board.  If more specific instructions are needed, they should take the form of administrative regulations promulgated by the superintendent.  Once policy has been adopted, it has the force of law within the district and the entire school staff is held accountable for operating in accordance with the established guidelines.


Review Procedure:  Obtain a copy of any existing manual from the district clerk.

2. Does the manual contain policies relating to all business management functions?



Yes___
No___

Standard:  Comprehensive policy in the business management area should include statements on budgeting, purchasing, accounting/auditing, transportation, school lunch, operation and maintenance, SOSHA, toxic substances, energy conservation, and disaster preparedness.


Review Procedure:  Review the manual for all of the above policies. 

3. Has the manual been updated in the last 12 months to reflect any changes in policy?



Yes___
No___

Standard:  In order to provide continuity of purpose and clear guidelines for staff performance, policies should be reviewed annually. 

Review Procedure:  Review the minutes for the past year in order to identify policy decisions made during that period.  These should be included in the manual.

4. Have copies of the manual been distributed to district officials and staff affected by the policies?



Yes___
No___

Standard:  The board should make provisions for the availability of the completed manual to all members of the staff.  Staff cannot be held accountable for adhering to the board's policies if they do not know what those policies are.  Thus, it is important that a copy of the policy manual be readily available to the entire staff.  The district clerk should maintain a log of the numbers and location of each copy of the manual.

Review Procedure:  Interview the district clerk or other custodian of the manuals to ascertain whether the manuals have been distributed and a log is maintained.

5. Does each policy statement contain the legal reference(s) on which the policy is based?



Yes___
No___

Standard:  If there is a legal basis for the policy, the legal reference(s) should be contained in the policy statement.  If the district purchases a service which provides a policy manual for the district, it is important that the district checks to see that the legal references are included and are correct.  It is also important that the district checks to be sure that the policies actually reflect their own district practices.

Review Procedure: Check references on business management policies such as purchasing and investments to see that such references are correct and current.

Minutes of Board Meetings

6. Do the official minutes of the board of education indicate for each meeting:  the time of convening; members present and absent; others present; and any late arrival or early departure by individual members?



Yes___
No___

Standard:  The official minutes of the board represent the legal and historical record of the actions of that corporate body.  They must always include the information relative to time of convening and members present in order to accurately reflect the actions of the board during their meetings.  It is unlikely that all board members arrive punctually for all meetings or that all members remain until adjournment.  The minutes should record late arrivals and early departures in the body of the minutes at the point in the proceedings when it occurs, in addition to noting it after the appropriate name in the heading.

Review Procedure:  Review board of education minutes for the past two years to see if the recommended information is routinely reported.

7. Do the official minutes record the "yes" and "no" votes on each resolution and whether or not the motion was carried, as well as the names of the members voting "no" or abstaining from voting?



Yes___
No___

Standard:  As in the standard Question #6, this information is extremely important to include in the minutes.  The official minutes are open to inspection by the public, subject to subpoena.  They must at all times be in a suitable condition for such review.


Review Procedure:  Same as #6 above.

8. Are the official minutes written in a clear and concise manner?



Yes___
No___

Standard:  The official minutes should be written in a clear and concise manner.  Extraneous information and details should be filed separately.  For example, the official minutes should not include specific objections made by individuals to proposed actions.

Review Procedure:  Review minutes of the board of education for the past two years to ascertain whether they meet this standard.

9. Do the official minutes for each board of education meeting indicate that the minutes of the previous meeting were approved?



Yes___
No____

Standard:  The minutes of each meeting should be approved by the board at the following meeting.  If the minutes are not approved "as presented," then the board, following appropriate action, should authorize the clerk to correct the minutes.  When corrections are made by the board, it is our recommendation that the district clerk draw a single line in ink through the word or phrase to be deleted.  The corrected word or phrase should be inserted directly above the portion deleted and the correction should be initialed and dated by the clerk.  This change, in concert with the board's resolution correcting the minutes, will serve to indicate the official nature of the alteration.  This should also be followed by a board motion to approve the minutes "as corrected."


Review Procedure:  Same as #8 above.

10. Do the official minutes contain topical marginal annotations to assist the reader in locating specific resolutions?



Yes___
No___

Standard:  The board of education should provide minute book paper for the district clerk to use which includes space for marginal annotations on the outside edges of the paper.  The efficient operation of a school district requires that the decisions of the board be consistent with past action.  Information retrieval will be facilitated if the minutes contain marginal annotations concerning the actions taken.

Review Procedure:  Review minutes of the board of education for the past two years to see if marginal notations are used.

11. Does the district clerk maintain an index to the official minutes so that resolutions and policies can be quickly located in the minutes book?



Yes___
No___

Standard: The district clerk should index the minutes of board action.  If this has not been done, the clerk should include those actions contained within the minutes of the past two to five years in the indexing system.  This, too, will facilitate information retrieval and assure consistency in the district's actions.

Review Procedure:  Consult District Clerk to see if an index exists. Test index against the official minutes for accuracy.

12. Is a supplemental file of documents referenced in the minutes book maintained so that the book itself does not become cluttered?



Yes___
No___

Standard:  The clerk should file all supporting documents relating to board meetings in a supplemental file and codify them appropriately.  The bulk of the official copy of the minutes is reduced to more manageable dimensions if supporting reports and materials are placed in a supplemental minute file.  Appropriate documents would be place in separate folders, each numbered with the date of the meeting.  Each document filed would be assigned a fiscal year reference number which is used in the appropriate place in the minutes to indicate that the item was filed in the supplemental file (i.e., FY 96-1 would mean the first document filed in the 1995-96 fiscal year).

Review Procedure:  Check minutes book for references. If references exist, sample the file to see if references are accurate and if documents can be easily located.

13. Do the official minutes indicate the required board of education action on the appointment and resignation of employees?



Yes___
No___

Standard:  The clerk of the board of education should make certain that resolutions of personnel appointments include the name of the appointee, tenure area, effective date of probationary/tenure service, expiration date if the appointment is probationary, and the certification status as part of the minutes.

Review Procedure:  Review minutes for the past two years to ascertain whether resolutions for appointment and resignation appear. Ascertain the extent to which resolutions meet the standard which appears above.

14. Do the resolutions appointing professional personnel conform to the requirements of Section 30-1.3 of the Rules of the Board of Regents?



Yes___
No___

Standard:  Section 30-1.3 requires the board of education to include the following information in each motion appointing a professional educator:



1)
The name of the appointee.



2)
The tenure area or areas in which the professional educator will devote a substantial portion of his/her time.



3)
The date of commencement of probationary services or service on tenure in such area.



4)
The expiration date of the appointment, if made on a probationary basis.



5)
The certification status of the appointee in reference to the position to which such individual is appointed.

Review Procedure:  Same as #13 above using the more stringent standard for the appointment of teachers, administrators, and supervisors.

15. Are the minutes signed by the school district clerk?



Yes___
No___

Standard:  The district clerk or clerk pro-tem should always sign the minutes to signify their official standing.  The board should designate a person as "clerk pro-tem" to serve in the absence of the district clerk.

Review Procedure:  Review minutes for the passed two years to ascertain that the are signed.

16. Are executive sessions of the board of education used only for the purposes contained in Section 105 of the Public Officers Law?



Yes___
No___

Standard:  There are only eight reasons included under Section 105 to justify convening to executive session.  The appropriate reason should be stated when moving to adjourn to executive session.  One of the most common violations is for a board to state that it is going into executive session to deal with "personnel matters."  In fact, the courts have ruled that by merely identifying the general area of the subject to be considered in executive session such as "personnel" or "personnel matters" without further amplification is insufficient to comply with Section 105 of the Public Officers Law.


Matters related to personnel in general or to personnel policy should be discussed in public as such matters do not deal with any particular person.  When entering into executive session to discuss a particular person or persons, the board is not required to reveal the identity of the person(s) but should make it clear that the reason for the executive session involves "a particular person(s)."  We recommend that motions to convene to executive session for discussing personnel state the area of confidentiality and that the decision concerns "a particular individual" or corporation.

Review Procedure:  Review minutes for the past two years for frequency of executive sessions and the reason for each seesion stated in the minutes.

17. Do the official minutes indicate the time of adjournment of the executive session and the time of return to regular session?



Yes___
No___

Standard:  It is important that the official minutes indicate the time of adjournment of the executive session and the time of return to regular session because the board cannot adjourn the regular meeting directly from executive session.

Review Procedure:  Review minutes for the past two years for return to regular session prior to adjournment.

18. Are the pages of the minutes book press pre-numbered?



Yes___
No___

Standard:  It is important that the integrity of the minutes be not only protected but be obvious to a reader.  One way to achieve this is to record the minutes on press pre-numbered pages.  The substitution of an altered page for one which is pre-numbered is more difficult and more easily detected.


Review Procedure:  Check minutes book for  type of page numbering.


19. Is the minutes book kept current?



Yes___
No___

Standard:  The minutes of a meeting should be approved at the next meeting so the minutes should be typed in official format within a week or two of the date of the meeting.

Review Procedure:  Review minutes book for approval of previous meeting minutes. Interview district clerk to determine when official minutes are actually available. 

Committees of the Board

20. Does the board of education use ad hoc committees to study specific issues, rather than using standing committees which tend to become administrative in nature?



Yes___
No___

Standard:  The ultimate success of a board of education in fulfilling its function as the policy-making, legislative body responsible to the residents of the community and to the people of the State for a quality program, efficiently managed, rests on its functioning as a unit.  All members should be equally aware of all problems and opportunities. Very often a board will operate with several standing committees.  It is our opinion that a board of education operates more effectively as a committee of the whole without such standing committees.  

The following indicates the weakness of a system of standing committees:


a.
It is not cost effective in terms of time.  If the whole board is to consider a report thoroughly, it repeats what the committee has already gone through.


b.
It creates "special interest" groups, each with areas they tend to carefully guard.


c.
It fragments the board, and unity declines because sub-boards are created.


d.
Board members are inclined to accept without careful scrutiny the reports and recommendations of standing committees, since the members of a committee are likely to be viewed as experts.  Final board action thus becomes a formality.  The entire board is denied the benefit of in-depth discussion.


e.
Standing committee members devote more time and energy to special assignments than to board problems as a whole.

f.
Standing committees foster independent action by the board with no input from the superintendent.  Often, the superintendent is not even kept informed of committee conclusions.

g.
Attendance at committee meetings, as well as at board meetings, adds to the time that must be devoted to being a board member.  Thus, inordinate time demands are made on board members.

h.
There is the danger of overlapping jurisdictions since school affairs are not neatly compartmentalized; all are interwoven.

i.
Standing committees tend not to stand--they tend to take action and become administrative.

j.
The public is inclined to contact board members rather than the superintendent when they have complaints or criticisms.

k.
The duties of standing committees are largely executive and/or administrative in nature.

The board should exercise care to use ad hoc committees instead of standing committees.  Ad hoc committees are formed for a particular purpose and their duration is usually fairly short-term.  Once the purpose has been fulfilled, the ad hoc committee is disbanded.

Review Procedure:  Review annual organizational meeting minutes for committee appointments and other meeting minutes for committee reports.  

Budget Status Reports

21. Does the board of education receive budget status reports for all funds, including special revenue funds, as specified in Section 170.2 of the Regulations of the Commissioner of Education?



Yes___
No___

Standard:  Section 170.2(p) of the Commissioner's Regulations requires the treasurer to render a report at least quarterly--and monthly in the event that budget transfers have been made since the last report--for each fund, including no less than the revenue and appropriation accounts required in the State budget form.  This report must show the status of these accounts in at least the following detail:


Appropriation Accounts


Original appropriations



Transfers and adjustments



Revised appropriations



Expenditures to date



Outstanding encumbrances



Unencumbered balance


Revenue Accounts



Estimated revenues



Amounts received to date of report



Revenues estimated to be received during balance of fiscal year


The budget status report, together with the treasurer's report of bank balances, is the best source of financial information in summary form available to the board and should be used as a basis for financial decisions.

Review Procedure:  Review minutes for receipt of the reports at the required intervals. Review a sample of the reports for format and completeness.  

Cash Reports

22. Does the board of education receive, on a monthly basis, a cash report and bank account reconciliations prepared by the district treasurer as required by Section 170.2 of the Regulations of the Commissioner of Education?



Yes___
No___

Standard:  Section 170.2(o) of the Regulations of the Commissioner of Education requires the treasurer to render a monthly cash report for each fund showing:



1)
the cash balance on hand at the beginning of the month;



2)
receipts by source during the month;



3)
total disbursements during the month;



4)
the cash balance on hand at the end of the month; and



5)
reconciliation with bank statements.


The report needs to show the district's total cash position, which would include checkbook balance, Certificates of Deposit, and government obligations.  Including the total cash position in the treasurer's report will comply with the Commissioner's Regulations and give the board a better idea of the district's fiscal status.


Review Procedure:  Same as #21 above.

Extraclassroom Activity Fund Report

23. Does the board of education receive a report of receipts and expenditures of the extraclassroom activity fund from the central treasurer of the fund, at least quarterly, in accordance with the provisions of Section 172.3 of the Regulations of the Commissioner of Education?



Yes___
No___

Standard:  The board should receive a report at least quarterly which indicates the receipts and expenditures for the extraclassroom activity fund.

Review Procedure:  Same as 21 above.

Tax Collector's Report

24. Is the tax collector's report received by the board of education?



Yes___
No___

Standard:  At intervals during the collection period, the board of education should be keep informed as to the status of tax collections by means of periodic reports filed by the collector. When the reports are received from the tax collector, the board of education shall cause them to be audited.  The clerk of the board or the business official is usually assigned this duty of comparing the collector's reports and listing of unpaid items with the amounts of unpaid tax bills and the items not marked as paid on the original tax roll.  The individual assigned the responsibility of checking the collector's reports should also verify the fact that all of the money reported as collected was deposited to the district's credit.  If the reports are found to be correct in all respects, this fact should be reported to the board at the time and in the manner it may specify.


By formal acceptance of the collector's report, the board: 

1. Discharges its duty to hold the collector accountable for the responsibilities established in the original or amended tax warrant; and,

2. Directs its president to sign the certification contained on the return tax claim and to file the claim with the office of the city and/or county treasurer within 20 days.

The board will want to take steps to ensure that all motions covering tax collection are in accordance with law.  

The tax warrant issued for each tax roll commands the tax collector to be accountable for the definite amount of taxes extended on the tax roll and it fixes the time and date when the collection period ends.  At the end of this collection period, the collector should file written reports with the board of education accounting for the amounts collected and the amounts remaining unpaid (Section 1332 of the Real Property Tax Law).  Each member of the board should sign the "Certificate of Trustees" at the end of the collection period.

Review Procedure:  Review the minutes to ascertain whether the reports are routinely received. Interview the business official or treasurer to determine the extent to which the reports are examined.

Annual Meeting--Appointments

25. Are officers of the board of education, including the district clerk, district treasurer, and, if appropriate, deputy treasurer, tax collector, and internal claims auditor, appointed at the annual organizational meeting, with the appointing resolutions listing the salary or stipend for each officer?



Yes___
No___

Standard:  The board should make the amount of compensation part of the appointing motion for those offices for which there is remuneration.

Review Procedure:  Review annual organizational meeting minutes for the past two years to determine whether officers are appointed at that meeting and whether the appointing resolutions include compensation.

Oaths of Office

26. Have all board of education members and board of education officers filed an oath of office with the school district clerk as required by Section 10 of the Public Officers Law?



Yes___
No___

Standard:  The oath of faithful performance in office should be administered at the organizational meeting, if at all possible, to those officials prescribed by Public Officer's Law, Sections 10 and 30, and the clerk should record the administration of the oath in the minutes.  The oath should be administered to new board members at the beginning of their first term of office before they take action as a board member and at the beginning of each subsequent term. The oath of the officers of the board--president, vice president--as well as the district clerk, treasurer, tax collector, and, if appointed, the internal claims auditor, must be administered upon appointment and before assuming duties.

Review Procedure:  Review minutes of the annual organizational meeting for the past two years and the oath book to determine that oaths are being routinely administered.

Annual Meeting--Other Appointments

27. Are other appointments--such as school district physician, attorney, census enumerator, central treasurer of the extraclassroom activity fund, purchasing agent, and independent auditor--routinely made at the annual organizational meeting of the board of education?



Yes___
No___

Standard:  The organizational meeting is the first regular meeting of the board held in the new fiscal year and its agenda should contain many items requiring attention at that time either because they are required by law or regulation or because this the is logical time to take care of them.  This includes these various appointments.


Review Procedure:  Same as #25 above.

Annual Meeting--Other Authorizations

28. Are other authorizations--including the a person authorized to certify payrolls, establishment of petty cash funds, authorization for the superintendent to make budget transfers, and the requirement for a second signature on checks--routinely accomplished at the annual organizational meeting?



Yes___
No___

Standard:  Again, this is the logical time--at the organizational meeting--for the district to take care of these important details.  They are extremely important to the efficient and effective operation of the district.

Review Procedure:  Review minutes of the two most recent organizational meetings to determine whether authorizations were made.

Official Banks and Newspapers; Meeting Dates

29. Does the board designate official depository banks and official newspapers and establish regular meeting dates at its annual organizational meeting?



Yes___
No___

Standard:  These designations should definitely be made at the organizational meeting.  It is also important that the board establish regular meeting dates so that board members can schedule their time accordingly and make appropriate arrangements so as to maximize their attendance at the meetings.


Sample Resolution Designating Official Depository Banks

[image: image2.wmf]


Upon motion made by              , seconded by               the following resolution was offered:

RESOLVED, that the following Banks and/or Trust Companies be and are hereby designated as the official depositories for the funds shown during the school year 19___ -___.


Bank or Trust Company
Fund 


_____________________
_________________


_____________________
_________________


VOTED on the foregoing resolution was:



Ayes       

Motion Carried       




    





 or



Nays      

Motion Defeated        

Review Procedure:  Review two most recent organizational meetings to determine whether the required designations were made.

Bonding Employees

30. Has the board of education by resolution or by policy established the amount of the faithful performance bond for the treasurer, tax collector, central treasurer of the extraclassroom activity fund and the internal claims auditor?



Yes___
No___

Standard:   Sections 2122 and 2130 of the Education Law and Section 170.2(d) of the Regulations of the Commissioner of Education require the board to set the amount of official undertaking/bond for the district treasurer, tax collector and internal claims auditor in accordance with the provisions of subdivision 2 of section 11 of the Public Officers Law.  In addition, Section 172.5 of the Commissioner's Regulations requires that at least the central treasurer of the extraclassroom activities be bonded.  Sections 2122 and 2130 of the Education Law and Sections 170.2 and 172.5 of the Commissioner's Regulations are included in the appendices.

Blanket Bonds and Public Official Bonds, otherwise known as Official Undertakings, can be confusing and not well understood parts of the school district's insurance programs.  The objective in both cases is the protection of the district against loss caused by dishonest acts (Honesty) or, alternatively, gross negligence in addition to dishonest acts (Faithful Performance), of employees.  This is not just loss of money, but covers loss of other property as well, such as spare bus tires stolen by employees.

Blanket Bonds, as the name implies, cover loss caused by all employees automatically.  Official Undertakings are separate bonds written on public officials.  Section 11(2) of the Public Officers Law requires that certain public officials be bonded, but permits inclusion of such public officials in Blanket Bonds.  Official Undertakings are written for Faithful Performance, and when officials required by law are included in Blanket Bonds, the Blanket Bond must be written for Faithful Performance.

Virtually all school districts and BOCES opt for this combined approach because it costs less and simplifies matters.  It is possible to carry excess amounts of coverage over and above the Blanket Bond limit on specified positions such as tax collector and treasurer.  Based on a 1972 study it is generally better to increase the Blanket Bond limit rather than add excess coverage for specific positions.

Besides the distinction between Honesty and Faithful Performance, there are two other alternatives related to Blanket Bonds.  The first is an option tailored to the needs of school districts called a Public School System form.  The basic Blanket Bond form is designed for the private sector and a Public Employee form is for use mainly by municipalities.  The Public School System form provides essentially the same protection as the Public Employee form, but also includes coverage for loss of student activities' funds caused by employees and students who have custody of those funds.

The other alternative deals with how the Blanket Bond amount will apply to a loss.  The Blanket Bond, also referred to as a Commercial Blanket Bond, affords its limit per loss, regardless of the number of persons involved.  The Blanket Position Bond affords its limit per person involved in the loss.  This latter approach potentially provides more protection and is, therefore, more expensive.  The decision as to which alternative should be chosen depends upon the relative likelihood of collusion losses versus losses caused by one person acting independently.

One other consideration related to Blanket Bond coverage is whether it covers all the financial assets handled by the district or just those that are "public" assets.  The Public School System form clearly covers extraclassroom funds, but questions exist relative to other financial assets, such as payroll deduction funds and funds, stocks, or bonds donated or bequeathed for scholarship purposes since those types of assets are not owned by the district but are held "in escrow" for others.  Given this uncertainty, school districts should request an endorsement to the effect that the Blanket Bond covers loss of all financial assets handled by the district.

The district should be sure to obtain additional bonding for the internal claims auditor, who is not a regular employee of the district and is, therefore, not covered under the Blanket Bond.

Review Procedure:  Interview the district clerk and the business official to determine the type and extent of bonds.

Code of Ethics

31. Has the board of education adopted a code of ethics for officers and employees as required by Section 806 of the Public Officers Law?



Yes___
No___

Standard:  The board should adopt a code of ethics for officers and employees and should ensure that all employees have a copy of it and understand it.  (Note:  There is a Code of Ethics for School Purchasing Officials which is on page 27 of the 1995 edition of the State Education Departments "Purchasing, School Business Management, Handbook.")

Review Procedure: Review minutes or policy manual to determine whether a code of ethics was adopted. Check with district clerk for distribution of the code to buildings and individuals.

Facilities--Regulations for Use

32. Has the board of education adopted regulations for the use of school facilities consistent with the provisions of Section 414 of the Education Law?



Yes___
No___

Standard:  Section 414 delineates the purposes for which the board of education may approve the use of the district's facilities.  The board should adopt a policy or policies for the use of the buildings and grounds of the district and should adopt administrative regulations as appropriate.

Review Procedure:  Review minutes, policy manual and administrative regulations to determine whether policy has been adopted. 

Orientation of New Board Members

33. Does the board of education have a program for the orientation of new members, and do such members participate in the program?



Yes___
No___

Standard:  The policy manual should contain a policy dealing with orientation of new school board members and the board should be sure that this policy is reflective of their actual practices and is being implemented as appropriate.

Above all, the superintendent and other appropriate staff members (such as the business official) should exert a determined effort to explain the board's proper legislative and judicial spheres of activity, and the accountability that is expected of the school staff and its executive officer.  A detailed explanation on how the board's policies are actually put into practice would be beneficial.

Review Procedure:  Review minutes or policy manual for appropriate policy and interview the superintendent to determine whether training is actually conducted and attended by new board members.

Board Meetings--Number and Length

34. Are board meetings conducted in a manner which keeps the number of meetings reasonable while providing sufficient time to conduct necessary policy-making activities?



Yes___
No___

Standard:  Numerous meetings typically indicate that the board has become more administrative than legislative in nature.
In general, we recommend that the number of regular board meetings held in a given year be kept to a reasonable limit, such as one or two per month. 

Review Procedure:  Review minutes for the past two years to determine length of meetings.

35. Is the length of each board meeting kept to a reasonable number of hours to assure maximum productivity, since productivity tends to diminish as members become fatigued?



Yes___
No___

Standard:   In general, we recommend that regular meetings of the board of education should be kept to a maximum of  2 1/2 hours, and should not go beyond 11 p.m.

Review Procedure:  Review minutes for the past two years to determine length of meetings and times of adjournment.

Board Meetings--Agenda

36. Is the agenda for each board meeting well organized and comprehensive, and does the board adhere to the agenda?



Yes___
No___

Standard:  Although it is not required by law, it is recommended that there by a formal agenda for each board meeting to keep the meeting focussed and to improve the efficiency and effectiveness of the board.

Review Procedure:  Interview district clerk regarding the use of agenda and obtain sample copies.


BUDGETING

Budgeting Policy

37. Does the district have a formal budgeting policy dealing with such items as budgetary objectives, budget preparation procedures, budget administration, and budget transfers?



Yes___
No___

Standard:  Most districts have these policies but they are often incomplete or inaccurate (that is, they do not reflect current practices).  All policies should be reviewed annually by the board and revised as necessary.  (Refer back to Standard under Question #2.)

Review Procedure:  Review any policy statement found to determine whether all of the elements listed in the standard are present.

38. Are copies of the policy made available to staff members involved in budget preparation and administration?



Yes___
No___

Standard:  Refer back to Standard under Question #4.  Staff cannot be expected to comply with rules and regulations if they do not know what those rules and regulations are.  It is extremely important that the board ensure that all policies which affect an employee are brought directly to the attention of the employee.

Review Procedure:  Interview the business official regarding whether policy statements have been made available to all individuals involved in the budget preparation and administration processes.

Budget Calendar

39. Does the board of education have a budget calendar listing dates by which the various phases of budget development are to be completed?



Yes___
No___

Standard:  There are two types of budgetary calendars for use in budget preparation.  One is an administrative budget calendar which lists the calendar dates and events which will be accomplished at this time.  An example would be specific: January 7--distribute budget documents to staff.  These dates, by necessity, would change each year.  A formal budget calendar is the one that is adopted by the board of education as part of the budget policy.  This formal board calendar does not use exact dates, only designated timeframes when budget events shall take place.  An example of a formal budget calendar timeframe would be:  First week in January--distribute budget documents to staff.  A formal budget calendar, when properly and completely developed, should indicate the start of the budgeting process. We suggest that it start early, in August or September, when the district facilities can be inspected and the operation and maintenance portion of the budget can be formulated.  Similarly, it should establish other time segments, spaced throughout the year, when specific budget items will be considered by the board of education.  The goal, of course, is a board approved budget prior to the time of the district's hearing on the proposed budget and final adoption.  The lack of a pre-established budget calendar for board use usually results in the pressure of many board meetings, in a short time span, with hurried budget decisions being made prior to the end of the fiscal year.

Having a formal budget calendar which is followed by the administrative budget calendar keeps the budget process uniform from year to year, on a schedule that has been found to be best suited for the district, and eliminates the need for constructing a new schedule with a change of administration.  The administrative timetable also provides the staff with target dates for the completion of budget data in time for presentation to the board.  This procedure will allow the board more time to study budget related items, resulting in a better informed board of education and will provide the superintendent and his/her staff with sufficient time to prepare budget data.

Review Procedure:  Obtain a copy of the budget calendar for the most recent year from the business official and determine whether the calendar is reasonably consistent from year to year.

Administrative Timetable

40. Does the district have an administrative timetable to assist the staff in implementing the budget calendar?



Yes___
No___

Standard:  An administrative timetable is sometimes referred to as an administrative budget calendar.  The importance of having an administrative timetable, as well as the difference between an administrative timetable and a formal budget calendar, is explained in the standard section under Question #39, above. 

Review Procedure: Obtain a copy of the administrative timetable from the business official and determine whether it is coordinated with the budget calendar.

Standard Supply Lists

41. Are standard supply lists which can be used for preparation of purchase orders utilized in the budget preparation procedure?



Yes___
No___

Standard:  Standard supply lists are composed of a grouping of similar items for which a standard of quality has been established.  The cost of maintaining the associated files, the receiving of the goods, the auditing of the claim, the encumbering of funds and the cost associated with the issuing of checks and the mailing of payments to the vendor is multiplied by the number of purchase orders issued. This process is costly, not only in terms of dollars, but also in terms of staff time.  In fact, one study estimated that the average cost of processing a single purchase order is $47.  Furthermore, each purchase order issued drives accounting transactions too numerous to mention, thus increasing the chance for accounting errors to occur.

Standard supply lists can be an effective tool in reducing the burden on the business office as well as producing efficiencies and economies in the budget development and purchasing processes.  The budgeting, accounting and purchasing functions are simplified through the use of standard supply lists.


To be effective, these lists should:



a.
Be developed cooperatively between the purchasing agent and representatives of the staff who will use the items contained on the list.



b.
Be printed on variously colored paper differentiating types of supplies, equipment, or textbooks.



c.
Make provision for addition of new items to the list.



d.
Be updated annually to retain their value.



e.
Reflect current price estimates.



f.
Contain a provision to indicate current inventories of items on hand.



g.
Be computerized for ease of maintenance.

After the staff members indicate their needs for the various items on the lists, and these are summarized by the building principals, the lists are further combined by the business office to develop the district budget.  After the budget is approved by the voters, the lists can then become the basis for solicitation of bids or quotations.  Such lists determine the need to formally advertise for bid under current law.  Use of such bids help develop accurate cost estimates, reduce the time required to compile budget requests and limit the number of purchase orders issued.  Standard supply lists should be developed for commodity groupings and used as Annual Requisition Forms.  Some of the specialized and pre-established annual 

requisition forms, or standard supply lists for recurring supplies and equipment needs that may be used, are shown below.  The group listings indicate the breakdown into items pertaining to the department or service named.

(1) General art and crafts.




(2) 
General school supplies.




(3) 
Industrial art supplies.




(4) 
Health supplies.




(5) 
Homemaking supplies.




(6) 
Kindergarten supplies.




(7) 
Library books and supplies.




(8) 
Various school equipment:  desks, chairs, tables, typewriters.




(9) 
Textbooks and workbooks.




(10)
Computer supplies and equipment.




(11)
Musical instruments.




(12)
Science supplies and equipment.




(13)
Audiovisual supplies and equipment, television, radio, etc.




(14)
Physical education and interscholastic sports supplies and equipment.




(15)
Custodial supplies.




(16)
Maintenance equipment.




(17)
Transportation supplies and equipment.




(18)
Cafeteria supplies and equipment.

The above standard lists, in addition to being computerized, should have a place to indicate quantity on hand, quantity needed, unit cost, and net order.  They should be approved by the school building principal before being sent to the business office.

Review Procedure:  Interview business official to determine areas in which standard supply lists are used as a part of the budget preparation process.

Long-Term Financial Plan

42. Does the district have a long-term financial plan for both operating expenses and capital items which is updated at least annually?



Yes___
No___

Standard:  Most districts do have such a plan but no one pays any attention to it!  It is a valuable tool for budgeting purposes and should be used by the board.  Long-term does not have to mean "5 years"; a plan for three years may be just as good and will be even better if it is used wisely by the board.

Review Procedure:   Check with the business official to determine whether a long term financial plan exists and whether it is updated regularly. Also determine whether the assumptions are reasonable.   

Popular Budget

43. Does the popular budget provided to district residents in connection with the annual meeting or the budget hearing have sufficient detail regarding both estimated revenues and appropriations to adequately inform the public?



Yes___
No___

Standard:  The primary purpose of a popular budget is to inform the voting public of the present educational program, any program changes anticipated, and the expenditures necessary to support the program.  The following is a list of suggested features of a popular (or popularized) budget:



a.
A statement of philosophy and objectives of the school system.  What is it that will be supported by the proposed expenditures?



b.
An overview of the educational services and programs of the district.



c.
The expenditure plan in at least as much detail as provided by the State budget form, but supplemented with explanations of the terms and components of the various proposed appropriations.



d.
A statement of the services and activities made possible by the proposed appropriations.



e.
The use, when possible, of non-technical language.



f.
The use of pictures, graphs, tables, and charts to provide an attractive and interesting format.



g.
The use of comparative statistics for one or two prior years with respect to actual expenditures, income, enrollment, valuations, and tax rates with proposed budget estimates.



h.
An explanation of any substantial increases or decreases in appropriations by reference to enrollment data, effects of inflation, program expansion or reduction, etc.



i.
The focusing of attention on past and present successful efforts to provide economy and efficiency in the district's operations.



j.
The clarification of the relationship of this year's budget to any long-range programs in such areas as buildings, transportation, insurance, program changes, etc.



k.
The mention of any reductions already made by staff and the board in original budget requests.



l.
A list of anticipated revenues with explanations.



m.
An explanation of State Aid in general terms.



n.
An indication of the estimated amount to be raised through local taxes.



o.
A list of administrative and supervisory salaries as required by Section 1716 of the Education Law. 

Review Procedure:  Obtain copies of popular budgets used at the last two district meeting or budget hearings for the past two years and review these for the items which appear above.  

44. Does the popular budget contain a summary statement of the district's educational plan, including at least some of the significant programs?



Yes___

No___

Standard:  The focus should always be on the educational services and programs of the district.  (See Standard under Question #43, above.)


Review Procedure:  Same as Question #43

45. Does the popular budget narrative explain the purpose of functional unit and object appropriations and any major appropriation or tax increases or decreases in easily understandable terms?



Yes___
No___

Standard:  The public is mainly interested in the result of the proposed budget on their taxes.  The program and expenditures should be described clearly in layman's terms.  The popular budget should meet the informational needs of the community's members. In addition, the district must comply with the plain language requirements of Section 1716 of the Education Law. 

Review Procedure:  Review the most recent popular budget for clarity and readability. 


Internal Controls Against Over-Commitment of Funds

46. Are internal controls sufficient to prevent over-commitment of individual function-object appropriations, so that no negative balances appear at any time during the fiscal year?



Yes___
No___

Standard:   The Uniform System of Accounts for School Districts, prescribed by Section 36 of the General Municipal Law, requires that an appropriation must be available before an expenditure is made.  This means that if there is an insufficient appropriation, transfers must be made before purchase orders can be released or a payment made.

Review Procedure:  Review a sample of budget status reports for the past year for commitments which exceed function-object appropriations. 

Revenue Estimates 

47. Are revenue estimates reviewed regularly during the fiscal year so that uncollected revenues are not overstated?



Yes___
No___

Standard:  It is extremely important to review revenue estimates regularly throughout the fiscal year to avoid an operating deficit due to overestimating revenues that have not yet been collected and may in some instances become uncollectible.

Review Procedure:  Review budget status reports the final month of the previous fiscal year and for the latest complete month of the current fiscal year to determine whether revenues are consistently overestimated.

Budget Transfers

48. Are budget transfers within the general fund made for only those items permitted by law and regulation?



Yes___

No___

Standard:   Since the budget is an estimated expenditure plan for underwriting the cost of education, it is not unusual that a condition may arise requiring transfers be made to maintain fiscal balance.  Transfers must be closely scrutinized to keep them in conformance with the restrictions of Section 170.2(l) Commissioner's Regulations and Chapter 436 of the Laws of 1997.  This allows:


a.
Transfers to be made between contingent expense codes.


b.
Transfers to be made from a noncontingent expense code to a contingent expense code.


This regulation does not allow:


a.
Transfers to be made from contingent expense codes to noncontingent expense codes.

b. Transfers to be made between noncontingent expense codes.

c. Transfers which will exceed the cap on the administrative expense in the event of a contingent budget.


The practice of the board approving budget transfers "after the fact" is totally improper as the district cannot expend any monies under any category without having an appropriation available in that category.

Review Procedure:  Review budget status reports, minutes and formal transfer request forms to determine whether transfers are properly authorized and are made only for teachers' salaries and ordinary contingent expenses and in accordance with the provisions of Chapter 436.

Has the superintendent been authorized to made transfers of function-object appropriations in order to facilitate the prompt payment of bills?



Yes___

No___

Standard: The superintendent should be granted the authority by the board to make transfers consistent with Section 170.2(p) of the Regulations of the Commissioner of Education.  We feel that the board should grant such authority to the superintendent up to the total amount of the budget.  Any transfer authorized by the superintendent would have to be shown in the transfers column of the budget status report submitted at the next board meeting and would be presented to the board as a whole. 

Review Procedure:  Review policy manual or minutes to determine whether the superintendent has been granted the power to make transfers and that the budget status report indicates that transfers have been made.

Budgeting--Staff Involvement with Adjustments

49. Are affected staff informed when increases or decreases in appropriations are made either in the budget preparation process or during the subsequent fiscal year?



Yes___

No___

Standard:  Good management practice requires good communication with affected staff throughout the budgeting process.

Review Procedure:  Review budget policy and administrative time table to determine whether provision is made for notification of appropriation increases or decreases

Fund Balance Projections

50. Are year-end fund balance projections using an estimated general fund balance sheet made regularly, beginning in January, so that the available balance which appears in the popular budget is as accurate as possible?



Yes___

No___

Standard:   One aspect of good budget administration is an accurate prediction of the year-end surplus--the amount of the unreserved fund balance.  Year-end surpluses are the result of revenues in excess of expenditures.  Thus, good stewardship starts with controlled spending of authorized appropriations to keep the level of expenditures below the revenues available.  Mass encumbering of all known contractual expenses anticipated for the fiscal year should be accomplished by the end of the first quarter in September.

Information concerning fund balance is particularly valuable to the board of education and the administration when making final decisions about the upcoming budget, since the amount of surplus available has a direct effect on the amount of taxes necessary to be levied.  We recommend that a fund balance projection be started in January of each year.  A revised fund balance projection should then be calculated each month until the next year's budget is adopted. 

Review Procedure:  Interview the business official to determine whether fund balance projections are made and the method used to make these projections.

51. Does the district adhere to the 2% limitation on undesignated fund balance as required by Section 1318 of the Real Property Tax Law?



Yes___

No___

Standard:   Section 1318(1) of the Real Property Tax Law permits boards of education to retain a portion of the fund balance not to exceed 2% of the proposed budget for the school year for which the taxes are being levied.  

Review Procedure:  Review the independent audit report for the past two years to determine whether excessive fund balance has been retained. Also test fund balance at the close of the last fiscal year against the original adopted budget for the current fiscal year. 

Budget Status Report

52. Does the budget status report submitted by the district treasurer cover all district funds  including capital projects and special revenue funds?



Yes___
No___

Standard:   Regularly presented, up-to-date, comprehensive, and accurate reports of the status of operating fund budgets are indispensable management tools for use by both the administrative staff and the board of education.  They are used in determining the fiscal status of appropriation function/object accounts.  However, they can also serve to signal adherence to board policy, law, and regulation; whether educational programs are suffering from lack of funds; and where there are unobligated monies for correcting insufficient budgeted appropriations.

Section 170.2(p) of the Commissioner's Regulations clearly places upon the treasurer of the district the responsibility for presenting to the board of education regular budget status reports. While the minimum frequency of the reports may be quarterly--unless there have been budget transfers since the last report, in which case the reports must be presented monthly. It is recommended that the board require the district treasurer to submit reports monthly.  The regulation cited above, as well as sound fiscal management practices, outline the format in which the budget status report must be presented.  The treasurer must provide the budget status report for each fund as prescribed by the Commissioner of Education.  The format is not optional; it is mandated.  This report shall show the status of accounts in at least the following detail:


Appropriation Accounts


Original appropriations



Transfers and adjustments



Revised appropriations



Expenditures to date



Outstanding encumbrances



Unencumbered balance


Revenue Accounts


Estimated revenues



Amounts received to date of report



Revenues estimated to be received during balance of fiscal year

Review Procedure:  Review minutes for receipt of reports. Obtain copies of the reports from the business office and review the documents for completeness. If this entire procedure was followed in connection with Question #21, skip this question and go to Question #53.

53. Is the budget status report submitted in at least as much detail as the format required by the State for reporting purposes?



Yes___
No___



Standard:  The report should have at least the level of detail required by the ST-3 Annual Financial Report.

Review Procedure:  Review a sample of the reports and compare them with the schedules in the most recent ST-3 filed by the district.

54. If individual administrators are held responsible for controlling other than personal services appropriations for specific buildings or programs, are budget status reports provided on a regular basis to these individuals?



Yes___
No___

Standard:  The phrase "other than personal services appropriations" includes operating expenditures other than salaries, such as supplies and materials, equipment, travel expenses, and miscellaneous costs associated with a particular program or area of the budget--such as the transportation program, the operation of the business office, the school lunch program, the maintenance of buildings and grounds, etc.

Review Procedure:  Review budget policy to determine whether program managers and principals are held responsible for location or program budgets. Interview several managers or principals to determine whether reports are regularly provided.

Budgeting--Inventory of Supplies/Materials

55. Are supplies and materials on hand inventoried as a part of the budget preparation process to assure that amounts budgeted for new purchases are actually necessary?



Yes___

No___

Standard:   The standard supply lists that we recommend for use by the district should contain a column to record inventory on hand.  Requests for items to be included in the coming year's budget should take into consideration the availability of similar materials, supplies, and equipment already on hand in the district.  It is inefficient and costly for the staff in one school, or in another room in the same building, to order items that are in excess or not being used somewhere else in the district.  The inventory column on the standard supply lists should be used in conjunction with the review of budget requests.

Review Procedure:  Review standard supply lists to determine if inventory information is collected at the time requests for material are made. Also interview the business official to ascertain whether existing inventory is taken into account in ordering supplies and materials.    

Budget Defeat--Appropriations by July 1

56. If the district voters have not adopted a budget by July 1, did the board adopt appropriations prior to expending or committing funds for the new fiscal year?



Yes___

No___

Standard:  The district cannot legally make any expenditures without first adopting appropriations.  It is important, therefore, that appropriations for necessary contingent expenses be adopted by the board before the new fiscal year begins.

Review Procedure:  Review minutes to determine adoption date of the budget for the past two years. If adoption date is after July 1, review minutes for the adoption of specific appropriations for expenditures or commitments made prior to the adoption of an entire general fund budget.

Contingent Budget

57. If a contingent budget was adopted, does it include only those appropriations permitted by law and set forth in Formal Opinion of Counsel #213 and Chapter 436 of the Laws of 1997?



Yes___

No___

Standard:  It is recommended that the board read the document entitled, Board of Education Responsibility for the Determination of "Ordinary Contingent Expenses," May 1995  which is put out by the State Education Department and includes Formal Opinion of Counsel #213.  A copy of this document may be obtained by calling the Management Services Unit at Area Code 518: 474-6541.  

Review Procedure:  Use the document cited in the Standard to review the district's appropriations for the current year, if the district budget was rejected in whole or in part by the voters.  Also review material provided by the State Education Department regarding Chapter 436 of the Laws of 1997.

58. If supplemental appropriations were made by the board of education after the beginning of the fiscal year, were they made only for those purposes permitted by law and regulation?  



Yes___
No___


Standard:  Refer to the Comments under Question #57, above.

Review Procedure:  Use the document cited in the Standard for Question #57 to evaluate any supplemental appropriations made during the last two fiscal years.

PURCHASING

Purchasing Policy

59. Does the district have a purchasing policy ?



Yes___
No___

Standard:  The policy manual should contain the policies necessary to cover the full range of purchasing procedures.  It is recommended that the board and appropriate staff become familiar with the State Education Departments handbook entitled, "Purchasing, School Business Management Handbook" (1995 edition) and be sure that there comprehensive policy and regulations adopted by the board.  A comprehensive policy should establish guidelines for at least the following:



a.
Responsibility for the development and administration of the purchasing program.



b.
Annual designation of the purchasing agent at the organizational meeting.



c.
Use of quotations and adherence to the bidding statute.



d.
Bidding procedure and criteria for evaluating bid proposals and award of competitive bids.



e.
Purchase of materials through State Contracts whenever such purchases are in the best interest of the school district.



f.
Standardization of frequently used items in the interest of  efficiency and economy.



g.
Utilization of a purchasing calendar to schedule the purchase of materials and services.



h.
Use of petty cash for only those items which require payment upon delivery (in compliance with Commissioner's Regulation 170.4).



i.
Prohibition against issuance of confirming orders except for emergencies approved by the purchasing agent.



j.
Maintenance of a specification file and lists of responsible bidders and suppliers.



k.
Handling of approved requisitions.



l.
Preparation and handing of purchase orders.



m.
Approval of all claims by the purchasing agent as "officer giving rise to claim" and the audit procedure for payment.



n.
Establishment of open purchase orders with local vendors for items of immediate need.



o.
Maintenance of an inventory of equipment.



p.
The procedure for receiving, storing, inventorying, and distributing of supplies, materials and equipment.

Review Procedure:  Review minutes or policy manual for purchasing policy and compare the existing policy to the contents of a policy statement which appear above.

60. Does the purchasing policy contain all the elements required by Section 104-b of the General Municipal Law?



Yes___
No___

Standard:   Section 104-b of the General Municipal Law requires boards of education to adopt internal policies and procedures governing all purchases of goods and services not required to be competitively bid pursuant to Section 103 of the General Municipal Law.  The policies and procedures must:



a.
Prescribe procedures for determining whether a procurement is subject to competitive bidding and, if not, document the basis for such determination, with certain exceptions (such as for county and State contracts or from a preferred vendor).



b.
Provide that when competitive bidding is not required the dollar limits for the use of verbal and written quotations and the required procedures and documentation supporting all decisions made by the purchasing agent are specified.



c.
Require justification and documentation when a contract is awarded to other than the lowest dollar offerer of the reason such award furthers the purpose of this section.



d.
Set forth any circumstances when alternative proposals and quotations will not be in the best interest of the district.

The board of education should annually solicit input from the purchasing agent regarding the purchasing policies and procedures, and annually review and readopt these policies.  There is a sample policy in the State Education Department's 1995 edition of the "Purchasing, School Business Management Handbook."

Review Procedure:  Review existing policy to determine that the requirements of Section 104-b listed above have been satisfied. 

Purchasing Agent--Designation

61. Has the district designated a purchasing agent as required by Section 170.2(b) of the Regulations of the Commissioner of Education?



Yes___
No___

Standard:  The board must designate the person to whom the purchasing function is delegated. The purchasing agent is the only person legally authorized to commit the school district for a purchase.  The appointment should be by a resolution duly adopted by the board at the annual organizational meeting.  Good purchasing procedures require that the purchasing agent exercise full authority as to how, when and where to purchase, and requisitioners should provide input by assisting with specifications and recommending suppliers to the purchasing agent.  The responsibilities of the purchasing agent should be included in administrative regulations.

Review Procedure:  Review the minutes of the last two annual organizational meetings as well as the purchasing policy and any administrative regulations to determine whether a purchasing agent has been appointed and to determine the duties assigned to the purchasing agent. 

Purchasing Calendar

62. Has the district established a purchasing calendar to assure that peak periods for both the business office and the vendors are avoided?



Yes___
No___

Standard:  The purchasing agent should initiate a purchasing schedule and develop a purchasing calendar to facilitate the purchasing function.  This will help coordinate the purchasing cycle on a weekly, monthly, and yearly basis.  In addition, the establishment of a weekly purchasing schedule will allow for the receipt of requisitions, encumbering, and the issuance of purchase orders on specific days.  This procedure will more evenly distribute the office workload and encourage the combining of small orders which, in turn, will result in fewer purchase orders and accounting records that will be more accurately maintained.


Review Procedure:  Interview the purchasing agent to determine whether a purchasing calendar exists or cyclical purchasing is used.

Purchasing Files

63. Does the district maintain alphabetical and numerical purchase order files, as well as an alphabetical file of paid claims?



Yes___
No___

Standard:  Certain types of information are used over and over in the purchasing process and should be readily available to the purchasing agent as the need arises.  This information should be kept in files for easy access.  A brief description of some of the more useful files is outlined below:

a. Vendor File - An alphabetical list of vendors used by the district when purchasing.  A listing of the kinds and types of goods and services supplied should be a part of this file, together with current address and telephone number.  If this file is kept on the computer, all staff in the business office should be trained in how to access this information.

b. Catalog File - A file of current vendor catalogs organized and filed by general item area will enable the purchasing agent and the staff to quickly locate items for purchase.  The file folders should be labeled consistently with either the name of the vendor or the category of items.  Care should be taken that catalogs are filed regularly and not simply piled on top of one another some place in the office.

c. Specifications File - A collection of previously constructed specifications developed by the purchasing agent which are organized by bid item or groups of items.  These serve as the basis for developing new specifications for bid.  The folders should contain complete bid information, including the "General Terms and Conditions."

d. State Purchase Contract File - A file of the latest State purchase contracts developed by OGS' Division of Standards and Purchase.  These should be organized by State contract order number.  An index of State purchase contracts should be located in front of the file.

e. Correction Industries File - A file of supplies and equipment produced by Correction Industries from which school districts may purchase without bid.

f. Industries for the Blind File - A file of supplies and equipment available from Industries for the Blind.

g. Industries for the Handicapped File - A file of supplies and equipment made by persons who are severely handicapped.

h. Alphabetical File of Purchase Orders - A file containing one copy of the purchase order organized alphabetically by vendor.  This copy will provide a cross-reference to determine the purchase order number and the requestor when invoices are received.

i. Numerical File of Purchase Orders - A file containing one copy of the purchase order filed by number.  Normally, as invoices are processed, corresponding copies of the purchase order are removed from the numerical file, the actual amount paid is entered and it is sent to the building principal or supervisor to be used to update their records.


j.
Alphabetical File of Paid Claims - A file containing all paid claims organized alphabetically by vendor.  This file enables the purchasing agent to quickly locate all claims paid a particular vendor during the fiscal year.  Each claim packet should consist of a vendor invoice, the receiving copy of the purchase order, and the duplicate copy of the check.

The establishment and use of all of the above files by the purchasing agent, as described in detail above, will contribute to improving the purchasing system. 

Review Procedure: Review filing system with the business official to determine whether they provide adequate documentation for audit purposes and are useful in determining items which need to be bid. The files should also make tracing unfilled orders easy and should be useful in locating information with regard to paid claims. Sample the various files to ascertain whether they follow the system which the business official has indicated is in place. 

State Contract Files

64. Does the district maintain a current file of State contracts as well as a current listing of Correction Industries, Industries for the Blind, and Industries for the Handicapped commodities?



Yes___
No___


Standard:  See Standard under Question #63, above.

Review Procedure: Interview the purchasing agent to determine if the files are maintained. Inspect those files which exist to determine whether they are complete and current.

Vendor Files

65. Does the district maintain a current file of vendors and vendor catalogues?



Yes___
No___


Standard:  See Standard under Question #63, above.


Review Procedure:  See Review Procedure under Question #64 above.

Purchase Requisitions

66. Are purchase requisitions used to generate purchase orders?



Yes___
No___

Standard:  A prime requirement of an efficient purchasing process is a controlled requisitioning procedure.  A duplicate-copy requisition form is recommended for use.  The requisition should be prepared in duplicate, with the originator retaining a carbon copy for reference.  To provide the best results, each staff member must carefully prepare original budget requests to reflect all program needs for the coming year.  Hopefully, once the academic year starts, most requests would be of an emergency nature, and the rest for something that the staff did not know about previously.

Review Procedure:  Review purchasing procedure with the purchasing agent to determine the extent to which requisitions are used. Obtain samples of the form and review them for format.

67. Are requisitions approved by the building principal for educational need?



Yes___
No___

Standard:  The staff should forward their requisitions to their supervisor, if applicable, and the supervisor would then forward them to the building principal.  The building principal should review the available inventory, the availability of funds, and the need for the items in terms of the educational offerings.  The building principal should then make recommendations regarding approval and forward any approved requisitions to the purchasing agent.

Review Procedure:  Review a sample of requisitions for the current year for recommended authorizations.

Purchase Orders--Signed by Purchasing Agent

68. Are all purchase orders signed by the purchasing agent?’



Yes___
No___

Standard:  The purchasing agent is the only person legally authorized to commit the school district for a purchase.  Note: The board may not appoint a “deputy” purchasing agent to act in the absence of the purchasing agent.

Review Procedure:  Review a sample of the current year's purchase orders to determine that they are signed by the purchasing agent.

Batching Requisitions

69. Are requisitions and other purchase requests batched to reduce the number of orders issued?



Yes___
No___

Standard:  Requisitions should be accumulated and processed once a week.  The purchasing agent should review the requisition for batching of similar items so as to cut down on the number of purchase orders issued, determine the most appropriate method for purchasing the items, and obtain the best possible price.

Review Procedure:  Review the procedure for handling requisitions with the purchasing agent to determine whether batching is used. 

Purchase Orders--When to Issue and Number to Use

70. Is the issuance of purchase orders scheduled so that orders are not issued daily?



Yes___
No___


Standard:  See Standard under Question #69, above.


Review Procedure:  See Review Procedure under Question #69

71. Are the number of copies of the purchase order held to the number actually needed to maintain numerical and claims files, as well as to provide the vendor with a copy and to provide for a receiving copy?



Yes___
No___

Standard:  We recommend that a four-copy purchase order be used.  Once per week the purchase orders should be typed, signed by the purchasing agent, and encumbered before being released to the vendor.  When the purchase order is issued, Copy 2 is forwarded to accounting for encumbrance posting before mailing the vendor's copy (Copy 1).  After encumbering, Copy 2 is filed numerically by purchase order number and separated by month to facilitate follow-up procedures.  After delivery of the goods is verified and the claim paid, Copy 2 is removed from the file and retained for the remainder of the fiscal year in an inactive numerical file.  Copy 3 of the purchase order is filed alphabetically by vendor in a "hold file" until receipt of goods and invoices.  This copy serves the business office for immediate reference.  After the claim is paid, notations of final cost, date paid, etc., should be made on  Copy 3 and it should be forwarded to the requisitioner for reference.  

Copy 4 is used as a receiving and payment copy.  After encumbrance, it is sent to the requisitioner or the person who will receive the goods, and that person will sign it noting the quantity and condition of the items and the date of receipt.  It is then returned to the business office for preparation of the paid claims packet.  Copy 4 is attached to the invoice and/or packing slip, and other supporting documents and used as the claim packet for payment.

Review Procedure:  Review purchase order forms to determine whether all the copies are necessary to maintain an adequate system of files.  

Standard Supply Lists--Used for Purchase Orders

72. Are standard supply lists used to prepare purchase orders so that the number of orders to a single vendor is reduced?



Yes___
No___

Standard:  Standard supply lists are composed of a grouping of similar items for which a standard of quality has been established.  The use of standard supply lists simplifies the budgeting and purchasing functions by serving in lieu of requisitions where appropriate.  They also contain a place to report the inventory of existing items, which aids in batching requests to reflect the true needs in the district for specific items.

Review Procedure:  Review purchasing procedure with the purchasing agent to determine the extent to which standard supply lists are used in preparing purchase orders.  

Purchase Orders--Confirmation Type 

73. Does the district avoid the use of confirmation type purchase orders, which tend to bypass the encumbrance process?



Yes___

No___

Standard:  The practice of issuing a confirming purchase order--one issued after the order is placed with a vendor, bypasses the encumbrance process and does not permit the purchasing agent to consolidate orders or obtain the lowest possible prices.  And invoice purchase order--a purchase order typed and processed from an invoice after the products have been delivered--also bypasses the purchasing procedures.

The invoice order procedure should never occur and the confirming order process should be used only in the case of a "real emergency" as they can easily lead to overexpenditure of appropriations and an eventual budget deficit.  In emergency situations, the district can limit the issuance of confirming orders by requiring requestors to visit the business office personally to receive a completed purchase order which has been encumbered for an estimated amount.

Review Procedure:  Review purchase order files and interview the purchasing agent to determine how frequently confirming orders are used.  

74. Are open purchase orders with a fixed monetary limitation used for local purchases of small dollar value?



Yes___
No___

Standard:  The open purchase order technique permits the purchasing agent to select vendors where authorized employees may purchase needed items on short notice.  The advantages of this type of purchase order are twofold:

a. It eliminates the necessity of issuing separate orders for a group of items which are purchased frequently from the same vendor but are not readily identifiable ahead of time.  An example of this condition would be the day-to-day needs of the custodians for minor repair items.



b.
It permits a staff person to acquire materials on an "as needed" basis when and where it is impractical to provide an inventory of such supplies ahead of time.

Open purchase orders should be encumbered immediately for a specific amount, limited to a specific time period, and authorized for use by specific individuals.

Review Procedure: Interview the purchasing agent and review purchase order files and schedules of claims to determine the extent to which open purchase orders are used and the effectiveness of the controls.

State and County Contracts

75. Does the district use State and county contracts where possible to avoid the cost of bidding?



Yes___ 
No___

Standard:  State laws make it possible for school districts to purchase supplies and equipment through the State Office of General Services (OGS) without competitive bidding.  The use of State Purchase Contracts is considered a good business practice in view of the generally lower prices available through this method of purchasing.  The costs of advertising, developing bid specifications and quality control of the items are not borne by the local district. OGS does not actively solicit participation by school districts in their purchase contracts, but welcomes inquiries and provides information on request.  Requests for copies of contracts, inquiries regarding availability of contracts, and questions regarding purchases under the State Contract system should be submitted in writing to:


Purchase Coordinator



Office of General Services



Standards and Purchase Group



38th Floor, Corning Tower Building



Empire State Plaza



Albany, NY 12242

There are other authorized sources of supply, which similarly exempt the district from the bidding requirements of General Municipal Law, Section 103, and which must be given consideration by the purchasing agent:


a.
Industries for the Blind of New York State, Inc.



1522-24 Central Avenue



Albany, NY 12205



(518)456-8671


b.
New York State Industries for the Handicapped



60 Madison Avenue



New York, NY 10010-1557



(212)889-6618/6640


c.
Department of Correctional Services



Division of Industries



550 Broadway



Menands, NY 12204



(518)463-6321

The Industries for the Blind of New York State, Inc., manufactures wet mops, industrial sponge mops, dust mops and other items which school districts normally purchase during a school year.  Also, a bindery service has been added.  Products available from these industries must be purchased from them and may be made without competitive bidding by school districts in compliance with Sections 175A and 175B of State Finance Law.

This same law applies to purchases made from the New York State Industries for the Handicapped.  Their catalog may be obtained by writing to the address previously noted.

Section 184 of the State Correction Law, as well as an interim opinion of the Attorney General, makes it mandatory for all subdivisions of the State, including school districts, to secure their requirements from the Department of Correctional Services to the extent such requirements can be supplied.  If the desired goods are not readily available, a "Certificate of Release" should be obtained from the Department of Correctional Services prior to open market purchases.  The catalog which describes the products available, may be obtained by writing to them at the address previously mentioned.

Under General Municipal Law, Section 103, subdivision 3, school districts are also permitted to take advantage of county purchasing contracts providing that the program has been authorized by the board of supervisors of the county legislature in which the school district is located.

Review Procedure:  Interview the purchasing agent and review purchase order and purchasing files to determine the extent to which State and county contracts and various State agencies are used in acquiring supplies, materials and equipment.

Competitive Bidding

76. Does a review of the purchases for the past 12 months indicate that the district adhered strictly to the provisions of Section 103 of the General Municipal Law with regard to competitive bidding?  (The thresholds for bidding for purchase and public works contracts are $10,000 and $20,000, respectively.)



Yes___
No___

Standard:  The district must be constantly vigilant to assure conformance to the requirements of Section 103 of the General Municipal Law.  There must be formal bidding with legal advertisement if a single item to be purchased exceeds $10,000 or the aggregate annual purchases of a reasonable commodity grouping will exceed that figure (Opinion of the State Comptroller 59-647).  The limitation on public works contracts is $20,000 before formal advertisement is required.

Should the value of the district's purchases exceed the limits established by General Municipal Law, Section 103, the district's board of education must award the bid and the advertisement must appear in a newspaper having general circulation within the district.  The spirit of competition can often result in a savings to the district which will offset the cost of the bidding process.  It is the purchasing agent's responsibility to use this process in all cases where a potential savings for the district can be realized.  The primary objective of the bidding law is to ensure cost effective, efficient management of the purchasing function and to increase competition by giving vendors equal opportunity to furnish the district's needs.

Review Procedure:  Review a sample of the purchase orders for the past year and the district bid files to determine adherence to the law.

77. Does the district consistently take written or verbal quotations for items not subject to competitive bid?



Yes___
No___

Standard:  The purpose of obtaining bids or quotations is to encourage competition in the procurement of supplies, equipment, and services which will be paid for from public funds.  It has the further purpose of discovering what a given item will cost, where it can be obtained, and when delivery will be made.  Quotation can and should be requested on items involving an expenditure that does not exceed the dollar limits established by law which require competitive bidding.  While the basic principles apply to all procurement, the procedure may vary in detail depending on the dollar value of the item purchased.

Review Procedure:  Interview the purchasing agent, review district files and the purchasing policy to determine the extent to which quotations are taken.

Were all formal bids taken within the past 12 months advertised in the official newspaper of the district with at least five intervening days between the first appearance of the advertisement and the opening of bids?



Yes___
No___


Standard:  This is required under Section 103 of the General Municipal Law.

Review Procedure:  Review bid files to determine dates of advertising and bid openings.

78. Do all bid packets provided to potential bidders contain general conditions of bidding and a statement of noncollusion to be signed by the bidder?



Yes___
No___

Standard:  General conditions and a noncollusive bidding certification are included in the appendices to the State Education Department's 1995 edition of the "Purchasing, School Business Management, Handbook."

Review Procedure:  Review a sample of bid packets and actual bids for the last year to ascertain that both documents provided and that the noncollusive bidding certificate is signed by the bidder.

Receiving Reports

79. Are receiving reports on file for all claims for equipment, supplies and materials in the paid claims file?



Yes___
No___

Standard:  When items have been received, the person receiving the shipment checks the items and indicates on the receiving copy the date of receipt, condition of the shipment, signs the copy, attaches it to the invoice and/or packing slip and forwards those documents to the business office.  The receiving copy and invoice are then checked for accuracy by the accounts payable clerk in preparation for audit by the internal claims auditor.  The purchasing agent then signs and approves each order or certifies the schedule of claims as "officer giving rise to the claim".  The receiving copy eventually becomes part of the paid claims file.  

Review Procedure:  Review a sample of paid claims for the past year to determine whether receiving reports are routinely included with the claim.

80. Are signatures and dates on receiving reports sufficiently legible to determine the person receiving the merchandise and date of receipt?



Yes___
No___

Standard:  The receiving report, or the copy of the purchase order used by the receiver when checking in the merchandise, should be signed and dated by the receiver, not initialed, and the signature should be legible so that anyone who looks at the receiving report can identify the receiver by name.

Review Procedure:  Review a sample of claims to determine whether signatures and dates are legible.

Purchase Orders--Outstanding

81. Is an employee assigned to follow up at regular intervals on outstanding purchase orders over 30 days old?



Yes___
No___

Standard:  A specific employee should be assigned to follow up at regular intervals on outstanding purchase orders which are over 30 days old.  Often the person assigned this task is the accounts payable clerk.  At periodic intervals, the person assigned this task should review the file of unfilled orders for those orders that have no notation concerning delivery date and have been on file more than 30 days.  A summary of the findings should be discussed with the purchasing agent to determine appropriate action.  In addition, the person assigned this task should check the files of numerical orders to verify that all purchase orders are accounted for.

Review Procedure: Review business office staff assignments to determine whether a specific employee is assigned to follow up on unfilled orders and review open purchase order files to determine if the task is being performed adequately.

Purchase Orders--Partial Delivery and Back Orders

82. Is there a system in place to handle partial delivery of orders, back orders, and partial payments?



Yes___
No___

Standard:  There should be a system in place whereby a decision is made as to what action to take when only a partial shipment is received.  For example, after a decision regarding partial payment has been made by the purchasing agent, a photo copy of the purchase order with an indication of all items received to date along with a corresponding invoice could be processed by the accounts payable clerk.  The original amount of the purchase order could then be liquidated and the remaining balance could be re-encumbered using the same purchase order number.

Review Procedure:  Review the system for handling partial shipments and partial payments and trace several partial deliveries through the system.

Purchase Orders--Timelines

83. Are goods generally ordered and received in time to be used in the programs for which they were ordered?



Yes___
No___

Standard:  Good business practice requires that total purchases of particular types of items be planned at times when the best prices can be obtained and prompt deliveries can be made so that the requisitioner will have these items available when they are needed.

Review Procedure:  Review a sample of purchase orders including those issued for delivery at the beginning of the school year for timely delivery. Also review a sample of special aid fund orders issued during the last three months of the fiscal year for delivery within the project period.

Lease-Purchase Agreements

84. Are lease-purchase agreements drawn and processed in accordance with law and regulation?  (See General Municipal Law, Section 109-b and Education Law, Section 1725-a.)



Yes___
No___

Standard:   Section 109-b of the General Municipal Law deals with installment contracts.  There are a few very important points to be heeded under this law including the fact that such contracts are subject to competitive bidding requirements; that the term of such contract cannot exceed the period of probable usefulness of the equipment, machinery or apparatus being financed under the contract; that the contract shall contain a clause limiting it to the extent of monies appropriated and available for the purpose of the contract; and that the authorization required for obligations to be issued to finance the equipment, machinery or apparatus is the same for entering into the contract itself.

Section 1725-a of the Education Law authorizes boards of education to enter into lease-purchase agreements for instructional equipment but requires the prior written approval of the Commissioner of Education before such agreements can be executed.  It also states that these agreements are subject to the bidding requirements of the General Municipal Law.

Review Procedure:  Interview the business official and review the most recent independent audit report to determine whether lease purchase agreements, installment purchase agreements or capital leases exist. Obtain copies and review them for compliance with the statutes. 
  

85. Are lease-purchase agreements approved by the qualified voters?



Yes___
No___

Standard:  The purchase of equipment must be approved by the voters in all but large city school districts and, therefore, a lease-purchase agreement for equipment must also be approved by the voters.  (Note:  Equipment is not generally considered to be an ordinary contingent expense.)

Review Procedure:  Review annual and special meeting records for the year in which the agreement was initiated to determine whether voter approval was obtained.  

Leases for Personal Property

86. Are personal property leases of more than one year approved by the qualified voters?



Yes___
No___

Standard:  Section 1725 of the Education Law deals with the lease of personal property.  A copy of that section is included in the appendices.  Section 1725(3) states that no such agreement shall be for a term of more than the current school year unless it is approved by the voters of the district either as a separate proposition or as an appropriation with indication that a lease is intended or possible, unless such lease is determined to be an ordinary contingent expense.

Review Procedure:  Interview business official to determine if the district leases personal property. Review annual and special meeting record to ascertain whether voter approval was obtained.

ACCOUNTING AND AUDITING

Accounting and Auditing Policy
87. Does the district have a formal policy regarding accounting and auditing which deals with such items as specific responsibilities of district officers and employees, audit procurement, audit scope, and internal controls?



Yes___ 
No___

Standard:  The staff should be provided with policy guidelines within which they should function so that necessary duties will be properly performed.  A comprehensive policy should cover all phases of the fiscal management process but the statements should not be so specific as to inhibit their administration.  Formal policy should include at least the following:



a.
adherence to the Uniform System of Accounts;



b.
delineation of responsibilities and duties for establishing and maintaining the accounting records for the district;



c.
annual appointment and duties of the treasurer and deputy treasurer;



d.
annual appointment and delineation of duties of the internal claims auditor and the procedure for approving claims for payment;



e.
responsibilities of various fiscal officers of the district, such as the business administrator and board president;



f.
annual designation of the superintendent to certify the payroll;



g.
annual designation of the superintendent to authorize budget transfers;



h.
annual establishment of petty cash funds and guidelines for their use;



i.
establishment of rules and regulations for the governance of the extraclassroom activity fund;



j.
safeguards concerning the supervision and handling of cash and other district funds;



k.
accounting, supervision and collection of student monies;



l.
designation of the signature of the treasurer and, where designated, the deputy treasurer, on district checks and rules for use of a facsimile check signer, should one be acquired by the district;



m.
responsibility for the development of cash flow projections for investment and borrowing;



n.
accounting and supervision of scholarship and trust funds donated to the district;



o.
procedure for approval and reimbursement for travel and conference attendance;



p.
establishment of fixed asset accounting of equipment and inventory control;



q.
establishment of the requirement for investment protection for third-party hold;



r.
issuance of periodic financial reports (cash reconciliation, budget status, annual financial report, fund balance projection, extraclassroom activity funds); and



s.
mandated requirements for publication of the annual financial report and submission of fiscal documents.

Again, care should be taken to ensure that adopted policies are in conformance with good business practices, other board policies, laws and regulations.

Review Procedure:  Review policy manual and minutes to determine the extent to which policy has been adopted and interview business office staff to determine whether they are familiar with the policy. 

Journals and Ledgers

88. Are the journals and ledgers kept current for all funds?



Yes____
No___

Standard:  If journals and ledgers are posted promptly, then when you look at those journals and ledgers they should include entries at least through the end of the previous month in order to be considered as "current."


Review Procedure:  Obtain ledgers and journals for the treasurer or account clerk and review documents for all governmental funds for last date of posting.

Trial Balances for Ledgers

89. Are trial balances taken weekly for general ledgers for all funds?



Yes___
No___


Standard:  Trial balance should be done on a weekly basis for all general ledgers.

Review Procedure:  Obtain record of trial balance for the most recent month from the treasurer or the account clerk.  

Encumbrances

90. Is there a system in place to assure that encumbrances are placed prior to the release of purchase orders, and does the system prevent the release of the order if the appropriation is insufficient?



Yes___
No___

Standard:  The encumbering process, as prescribed by the Uniform System of Accounts, is intended to guard against the creation of liabilities in excess of approved appropriations.  It further aids in identifying line item accounts where unencumbered appropriations are available for transfer and in the forecast of year-end fund balance.

In order for a school district to maintain budgetary control and to arrive at an accurate estimate of its uncommitted appropriations, it is necessary to encumber all of its known obligations.  Following mass encumbering, it may be necessary to make budgetary transfers among appropriations to insure that a proper balance is maintained in the expenditure side of the budget.  It is extremely important to keep in mind the fact that appropriations must be available before an obligation can be incurred.

In order for a district to determine its true financial condition, it is necessary to implement full  encumbrance accounting as suggested below:

a. The object codes for equipment (".2"), supplies and materials (".4(5)"), and contracted services (".4") should be encumbered from purchase orders prior to release.  In addition, there should be mass encumbering early in the fiscal year for all known contractual expenses, such as debt service payments, contracted services, utilities, employee benefits, and the like, in the amount needed for the entire year.

b. The physical education department should be contacted for a list of referee assignments and costs at the beginning of each sports season so that proper codes can be encumbered.

c. Amounts for recurring mileage reimbursement for approved staff travel should be encumbered monthly based upon previous payments.

d. Service agreements and outside contracts should be encumbered at contract amounts.

e. When requests for travel or attendance at conferences, workshops, or conventions have been approved, the appropriate accounts(s) should be immediately encumbered for the estimated cost of the trip.

Review Procedure:  Review the most recent budget status report to determine whether other than personal service codes have been overcommited through issuance of purchase orders where appropriations are insufficient.

91. Are known obligations, such as salaries and contracts, encumbered at the beginning of the year?



Yes___  
No___


Standard:  To insure that the budget and budget codes are not overspent, it is necessary to mass encumber all known contractual expenses in addition to salaries, such as debt service, utilities, service contracts, fringe benefits, and all other known obligations.  It is not unusual to note that 85-90% of the budget is already committed at the beginning of the fiscal year, leaving very little to take care of unexpected expenditures which may arise during the fiscal year.

Review Procedure:  Review budget status from a month early in the fiscal year to ascertain  whether encumbrances have been placed.

Treasurer's Receipts

92. Are treasurer's receipts issued in duplicate for all money received by the treasurer where no other adequate evidence of receipt is available?



Yes___  
No___


Standard:   Since the treasurer is ultimately responsible for the district's funds, the majority of district moneys should be received and deposited by the treasurer.  Upon receipt of moneys, one of the duties of the treasurer is to issue pre-numbered receipts printed in duplicate as required under Section 170.2(h) of the Commissioner's Regulations.  The receipt copies are distributed as follows:  original to the payer and second copy retained by the treasurer.  The treasurer should prepare and record receipts for all cash and checks received for all funds.  The revenue code should be written on the face of the receipt for ease in recording and should be recorded consistent with the procedures established in the Uniform System of Accounts.


Review Procedure:    Review treasurer’s receipt book and revenue account postings for several months to ascertain that receipts are issued for all cash transactions.

93. Are receipts in triplicate issued by employees, other than the treasurer, who collect cash, and is one copy of the receipt routinely provided to the treasurer?



Yes___  
No___

Standard:  The board may authorize persons other than the treasurer to receive money. However, they must use a pre-numbered triplicate form, pursuant to Section 170.2(i) of the Commissioner's Regulations.  The copies are required to be used in the following manner:  original to the payer; copy to the treasurer along with the money or bank deposit receipt; and a copy retained by the person authorized to receive money.


Review Procedure:  Review the method used in collecting income such as adult education tuition to ascertain whether or not three part receipts are used by persons other than the treasurer who receive cash on behalf of the treasurer.

94. Are used receipt books returned to the treasurer by other persons who receive money, and are they audited periodically by the treasurer?



Yes___  
No___


Standard:  Administrative procedures should be established to implement board policy concerning cash collection.  It is recommended that these procedures assign to the treasurer the responsibility of annually issuing and recalling receipt books.  A distribution log should be kept by the treasurer indicating to whom pre-numbered receipts have been issued.  All receipt books should be stored in a secure manner and all receipts accounted for.


Review Procedure:   Review treasurer’s  records  to determine whether a  control is maintained on three-part receipt books.

Petty Cash

95. Has the board of education adopted rules and regulations for petty cash funds as required by Section 170.4 of the Regulations of the Commissioner of Education?



Yes___  
No___

Standard:  Section 170.4(a) of Commissioner's Regulations states:  "a board of education which has established petty cash funds shall adopt rules and regulations regarding the operation of such funds.  These rules and regulations shall:


(1)
designate the person(s) responsible for the funds;


(2)
specify the maximum amount of each fund, subject to the restrictions set forth in subdivisions (b) and (c) of this section;


(3)
prescribe the method of recordkeeping; and,


(4)
provide for the kinds of payment which may be made from such funds subject to the provision (d) of this section."


Section 170.4(d) states:  "Payments from petty cash funds may be made for materials, supplies or services only when payment is required upon delivery."


Review Procedure:  Review board minutes and policy manual to ascertain whether or not regulations have been adopted.

96. Are petty cash funds operated on an imprest basis?



Yes___
No___


Standard:  Once a petty cash fund has been established for a specific amount, the person in charge of the fund should be required to turn in all receipts to the treasurer before additional moneys are given to that person to restore the fund to its full authorized amount.


Review procedure:  Review treasurer’s records and account A210, Petty Cash to determine whether or not receipts are on file to support moneys reimbursed.

Extraclassroom Activity Fund

97. Has the board of education adopted rules and regulations for the operation of the extraclassroom activity fund as required by Section 172 of the Regulations of the Commissioner of Education?



Yes___ 
 No___


Standard:  Section 172.2 requires the board of education of each school district having a population of less than one million and an educational program beyond the 6th grade to make rules and regulations for the establishment, conduct, operation, and maintenance of extraclassroom activities and for the safeguarding, accounting and audit of all moneys received.

Review Procedure:   Examine minutes of the Board of Education and the Policy Manual to determine whether regulations have been adopted.

98. Does each activity have a student president and treasurer?



Yes___
No___


Standard:  The State Education Department published a booklet entitled, "The Safeguarding, Accounting, and Auditing of Extraclassroom Activity Funds, Finance Pamphlet 2," Revised 1992, which suggests that each extraclassroom activity have student officers, including a president, vice president, secretary and treasurer. 

Review Procedure:  Use records of activity advisors and the extraclassroom activity treasurer to determine whether activities have officers.

99. Is the central treasurer of the extraclassroom activity fund bonded?



Yes___
No___


Standard:  It is considered good business practice for the board of education to require that the central treasurer of the extraclassroom activity fund be bonded for no less than the amount of the average cash balance of the fund.  In this way, the money belonging to the various student organizations would be protected.

Review Procedure:  Review insurance records to ascertain the amount of the faithful performance bond on the central treasurer.

100. Are reports showing receipts, disbursements, and balances for each activity provided to the board of education at least quarterly?



Yes___
No___


Standard:  Section 172.3(b) of the Commissioner's Regulations (a copy is in the appendices) requires that records of receipts and expenditures be maintained and that reports be made at least quarterly to the board of education.


Review Procedure:  Use Board of Education minutes for the last 12 months to ascertain whether reports are prepared and provided to the board of education at least quarterly.
101. Are idle funds invested, and is interest distributed to the various activity accounts at least annually?



Yes___

No___


Standard:  A study should be made of the extraclassroom activity fund to determine if it would be advisable to invest a portion of the fund in a time deposit account, a certificate of deposit, a savings account, or other investment approved by the board of education.  The investment of this money would have to be authorized by the board of education; and this, in turn, would mean that the board should enact a policy regarding the disposition of the interest earned by such investment.


Review Procedure:  Review cash balance for the previous four quarters to ascertain availability of funds for investment.  If investments are currently made, analyze the interest distribution.

102. Is an audit of extraclassroom activity funds performed annually in conjunction with the independent audit of school district records?



Yes___

No___


Standard:  Section 172.3(d) of the Commissioner's Regulations requires that an independent and impartial audit of the accounts for the extraclassroom activity fund be made at least annually in conjunction with the audit of the district's records.  Therefore, the independent auditor appointed by the board of education to make an annual audit of all school district finances should also be required to include the extraclassroom activity fund as part of that annual audit report.

Review Procedure:   Inspect most recent independent audit report to determine whether extraclassroom activity fund is included. 

103. Is there a procedure in place for the elimination of accounts where a student organization has ceased to operate, and for the disposition of any balance remaining in the account?



Yes___
 No___


Standard:  Section 172.3 of the Commissioner's Regulations requires that the board of education establish rules and regulations regarding the method of disposing of funds of defunct organizations.  A policy should be enacted by the board of education relating to the closing out of inactive extraclassroom activity accounts, which are usually inactive due to lack of student interest or because a graduating class leaves an unused balance.  Many boards of education have chosen to mandate the closing out of these accounts after a specified period of time and the transfer of the unused balance to the general student organization or student council.  Such funds reverting to the general student organization or student council should be expended in accordance with that organization's constitution.  For schools that do not have a general student organization or student council, the leftover funds may be transferred to a general student utility fund or a scholarship fund.

Review Procedures:  Review extraclassroom activity fund ledger to determine which accounts, if any, are inactive and determine the disposition of any remaining balance.

104. Are the extraclassroom activity funds free of accounts which are not legitimate student activities (e.g., scholarship funds administered by the board of education, faculty gift and flower funds)?



Yes___

No___


Standard:  Section 172.1 of the Commissioner's Regulations, a copy states that "an organization within a school district whose activities are conducted by students and whose financial support is raised other than by taxation or through charges of the board of education shall be known as an extraclassroom activity and the moneys received by it as extraclassroom activity funds."  As a general rule for determining extraclassroom activity status, only accounts having student officers, a student membership, and an appointed advisor would qualify as acceptable in this fund.


Review Procedure:  Examine ledgers and organization records to determine that the accounts included meet the criteria for student activities.

School Lunch Fund

105. Does the school lunch fund have a positive fund balance or a reasonable plan to eliminate any deficit that may exist?



Yes___

No___


Standard:  The school lunch fund should not have to depend on loans from the general fund to keep it going.  It should be able to operate with a positive fund balance from its own revenue sources.  If the school lunch fund does have to borrow moneys from the general fund, there should be a reasonable plan by which the deficit can be eliminated by the end of the fiscal year.


Review Procedure:  Examine school lunch fund balance sheet for the end of the last fiscal year. If there is a deficit, interview responsible personnel to determine whether a funding plan exists.

Special Aid Fund

106. Is the special aid fund used only for grants which meet the System of Accounts for School Districts and the types of funds designated by the Office criteria set forth in the Uniform of the State Comptroller for inclusion in that fund?



Yes___ 
 No___


Standard:  The Uniform System of Accounts requires that special projects or programs supported in whole or in part by federal funds or state-funded grants be accounted for in the Special Aid Fund.  The basis of accounting for this fund is substantially the same as that for the General Fund including the use of budgetary, revenue and expenditure accounts.  Each project must be accounted for separately.


Review Procedure:  Use  criteria set forth on Page F-1 of the Uniform System of Accounts for School Districts to determine whether each of the programs is eligible for inclusion.  It should be noted that summer programs under Section 4408 of the Education Law are also eligible for inclusion in the fund  even though they are entitlements.

Annual Financial Report

107. Is the annual financial report published as required by Sections 1721 and 2528 of the Education Law and Section 170.2 of the Regulations of the Commissioner of Education?



Yes___
No___


Standard:  Section 1721of the Education Law requires that union free and central school districts publish their annual financial report during the months of July or August and Section 170.2(s) of the Commissioner's Regulations, prescribes the publication format.  Education Law, Section 2528 prescribes the requirements for city school districts to publish their annual financial report.


Review Procedure:  Use the paid claims file to locate the  billing for advertising and a copy of the legal notice.

Annual Audit Report

108. Does the annual audit report contain all of the required schedules as outlined in the Reference Manual for Audits of General Purpose Financial Statements published by the New York State Education Department and the opinions required by OMB Circular A133.



Yes___

No___


Standard:  The Reference Manual and the Circular are designed to provide for compliance with the OMB Circular #133 and Section 2116-a of the Education Law.  The report should contain the opinions referenced in the Circular and in AICPA publications.

Review Procedure:  Obtain a copy of the  latest independent audit report and review letter from the State Education Department to ascertain whether or not the report meets State and Federal standards.

109. Is the annual audit report accepted by the board of education by resolution?


Standard:  The board must accept the annual audit report by formal resolution and must include a certified copy of that resolution with the audit report that is filed with the State Education Department.



Yes___ 
No___

Review Procedure:  :Review Board of Education minutes to determine whether the report was accepted.  State Education review letter will note any failure to file the resolution with the audit report.

110. Was the most recent audit report filed with the State Education Department prior to October 1?



Yes___ 
No___


Standard:  Section 2116-a(3) of Education Law and Section 170.2(r) of the Commissioner's Regulations require that the audit report be filed with the State Education Department and Section 170.2(r) further designates that the report must be filed "by October first." 

Review Procedure:  Use the most recent audit review letter from the State Education Department to determine whether the report was timely filed.

111. Where there were findings and/or questioned costs in connection with federally funded programs was a corrective action report filed with the audit report?



Yes___ 
No___


Standard:  If the report includes findings or costs being questioned in connection with a federally funded program, the board should direct that corrective action be taken as necessary and that a copy of a written report outlining the corrective action be taken should be sent along with the audit report to the State Education Department. 


Review Procedure:  Interview responsible staff to determine whether a corrective action report was filed if there were findings with regard to federal award programs.

112. Are the recommendations of the auditor contained in the management letter routinely reviewed and implemented, where appropriate?



Yes___ 
No___


Standard: The purpose of the management letter is to bring attention to the board of education findings, as observed by the certified public accountant, which require review and corrective action by the board.  The board should review the management letter, as well as the audit review memorandum sent by the State Education Department, to determine the need for corrective action to be taken.


Review Procedure:  Review each finding and recommendation to determine if corrective action was taken and the reason for not taking action on specific recommendations.

113. Where the findings of the auditor require adjustment to accounts or financial schedules, are the adjustments made promptly?



Yes___ 
No___


Standard:  Findings which require adjustment to accounts or financial schedules should be implemented immediately and all corrective actions should be accomplished before the next annual review begins.  

Review Procedure:  Compare annual financial report (ST-3) with the with the audit report and review the general journal for the next subsequent years to determine whether accounting corrections and adjustments were made.

Fixed Assets

114. Are fixed asset accounts posted currently?



Yes___  
No___


Standard:  In this instance, "currently" means once per year.

Review Procedure:  Review posting of fixed asset accounts and supporting documents on which changes are based. 

115. Are fixed asset values recorded at historical cost?



Yes___ 
No___


Comments:  The Uniform System of Accounts requires that fixed assets be recorded at historical cost or, if not available, at estimated historical cost.  Gifts of fixed assets are recorded at estimated fair value at the time of the gift.


Review Procedure:  Review inventory procedure for the most recent year to determine the basis of valuation used for accounting purposes.   Where a valuation base other than historical cost is used, the opinion of the independent auditor on the financial statement  will generally so indicate. 

116. Is a physical inventory taken periodically to verify fixed asset records?


Standard:  An effective control of fixed assets is an annual physical inventory.  This inventory would spot any equipment deletions and should be used to reconcile existing fixed assets against current inventory lists.  The physical inventory system should be designed to be consistent throughout the district.  Teachers and staff members should be held accountable for items within their areas of responsibility.  After each inventory the employee should forward the results to the Superintendent or his/her designee.  Discrepancies should be noted, traced and adjustments to the inventory entered.  Book values would then reflect a more accurate inventory and cost for the equipment portion of the fixed assets accounts.  The Uniform System of Accounts published by the Office of the State Comptroller recommends that a  physical inventory be  done annually.


Review Procedure:  Interview responsible staff to determine the  frequency at which inventory is taken.

Proceeds of Obligations--Cash Segregation

117. Is cash segregation maintained for proceeds of obligations as required by Section 165.00 of the Local Finance Law?



Yes___  
No___


Standard:   This section of law states that proceeds from the sale of bonds, bond anticipation notes, capital notes, urban renewal notes or budget notes shall be deposited in a special account and shall not be commingled with other funds of the issuer, and shall be expended only for the object or purpose for which such obligations were issued.


Review Procedures:  Review bank accounts to determine whether or not cash from capital obligation has been co-mingled with operating cash.  Review interfund loan and transfer accounts to determine whether restricted cash has been transferred or loaned to another fund.

118. Are the number of checking accounts where cash segregation is not required kept to a reasonable number?



Yes___  
No___


Standard:  The district may want to segregate cash and maintain separate checking accounts for certain things, such as for the school lunch fund and special aid, but should take care not to keep funds segregated by the use of an excessive number of rather small accounts.


Review Procedures:  Review number of bank accounts to ascertain whether account could be combined without lose of control.

Deputy Treasurer

119. Has a deputy treasurer been appointed to sign checks when the treasurer is unable to perform that duty?



Yes___  
No___


Standard:  Section 1720(2) of the Education Law,  permits a board of education to appoint a deputy treasurer who shall serve at the discretion of such board, to sign checks in lieu of the treasurer when the treasurer is absent or unable to serve, provided that the deputy treasurer so authorized shall execute and file an official undertaking (bond), in the same amount and manner as required of the treasurer, before acting in the place of the treasurer.


Review Procedure:  Review Board of Education minutes of the annual organizational meeting to ascertain whether a Deputy Treasurer has been appointed.

Investment Policy

120. Does the district have an investment policy which contains the elements listed in Section 39 of the General Municipal Law?



Yes___ 
No___


Standard:   Pursuant to this law, the board must adopt a comprehensive investment policy which includes, at a minimum, certain items--such as a list of the permitted types of investments, procedures for securing the districts financial interest, standards for written agreements, procedures for monitoring the investments, standards for security and custodial agreements, standards for diversification of investments, and standards for qualifying investment agents.


Review Procedure:  Compare the district’s policy with the policy model contained in Financial Management Guide for Local Government published by the Office of the New York State Comptroller.

Verification of Securities Pledged by Depositories

121. Is an official of the district assigned to verify periodically that securities pledged by depositories to cover the time deposits in excess of $100,000 meet the requirements of Section 11 of the General Municipal Law and that an adequate amount has been pledged and is in the possession of a third party holder?



Yes___ 
No___


Standard:  Section 10 of the General Municipal Law requires the pledge of eligible securities for municipal deposits in excess of $100,000 and a custodial agreement with the bank or trust company holding the pledged collateral.  A model custodial agreement is contained in the Financial Management Guide for Local Government.  


Review Procedure:  Interview the District Treasurer to determine whether a custodial agreement exists and whether reports of collateral are received regularly and that market value is sufficient to guarantee deposits in excess of FDIC guarantee.

Repurchase Agreements

122. If the district invests in repurchase agreements, is the basic agreement and the custodial agreement consistent with the recommendations of the State Comptroller and sufficient to assure the district a perfected security interest during the term of the agreement?



Yes___ 
No___


Standard:  Section 11 of the General Muncipal permits temporary investment of funds in repurchase agreements.  These investments are intended to be for a short term and the State Comptroller has recommended a format to be used for such agreements and any attendant custodial agreement.


Review Procedure:  Review State Comptroller’s recommendations and model documents in the Financial Management Guide and compare them with district procedures and   documents.

Checks

123. Are school district checks safeguarded against theft, loss, or misuse?



Yes___

No___


Standard:  Checks should be available only to authorized individuals and should be kept in a safe place, such as a locked vault.


Review Procedure:  Determine where unused checks are stored and whether or not security is adequate.

Cash Flow Chart--Investments

124. Is a cash flow chart prepared and used in determining the timing and term of investments?



Yes___

No___


Standard:  An important dimension of sound financial management is the ability to anticipate "cash flow" for the fiscal year.  This leads to prudent and effective investment of funds and borrowing, if need be.


A cash flow chart is similar to a fund balance projection except that it charts the expected cash position of the district throughout the year.  The cash flow chart should start in July with the beginning total cash position of the district.  To the beginning balance, the estimated monthly expenditures and revenues should be added or subtracted to arrive at the cash flow projection for each month.  The estimates would be based upon historical data and adjusted each month to correspond to the changes brought about by the actual results.  The cash flow chart would then indicate the anticipated surplus or deficit of funds at any given period throughout the fiscal year.


Under arbitrage regulations, a district may borrow at the beginning of the fiscal year its largest accumulated cash flow deficit plus the estimated next month's expenses.  This borrowing then can be invested to come due as the cash is needed.


The projection should be formalized in writing to serve as a basis for the investment program.  The chart should be updated monthly with actual figures for comparative purposes.  Copies of the cash flow chart should be presented to the superintendent and the board.


Review Procedure:    Review district records to determine whether cash flow chart is prepared and how often it is updated.

Signature Plates

125. Are there adequate internal controls over check signing devices and signature plates.



Yes___
No___


Standard:   Section 1720 of the Education Law authorizes a school district to use a "machine or device commonly known as a check-signer" to reproduce signatures on checks.  This section of the law requires the signature of the treasurer on each school district check.  A deputy treasurer is also authorized for the purpose of signing checks during the absence or the inability of the treasurer to serve.  The value of having a check-signing device is to reduce the time consumed in the signing of checks as well as provide increased security and control over the issuance of checks.  Along with the authorization of a check-signing machine, there are inherent safeguards which must be built in to its use.  These safeguards include authorization of its use, control and safeguarding the signature plate, and protection of the district's checks. 


Policy governing the use of the check-signing machine should be developed by the board of education with the assistance of the superintendent and the treasurer of the district to include all the following safeguards:

1) The treasurer should retain a key to the machine and should not surrender or delegate that responsibility to any other individual.  The treasurer should be present and should control the affixing of his/her signature when checks are run.

2) The check-signing machine should be maintained in a protected area.  This may be done by locking the machine with the plate in it and placing it in a safe place or by removing the plate and placing the plate in a safe place.

3) Checks and the check-signing machine should not be available to unauthorized individuals.  (If possible, these should be kept in a locked vault.)

4) A check-signature register should be maintained by the treasurer which will record the first and last number of checks run, the date of the run, the sequential number of voided checks within each run and the signature of the treasurer.  It should be audited by an individual who is not a member of the business office staff.  This audit should be conducted at intervals approximating the payroll periods to verify the accuracy of the register against the machine's tally counter.

5) The signing of blank checks should be expressly forbidden.

6) All void or spoiled checks should be marked and retained.


7)
Reconciliations should be made promptly (if possible, reconciliation should be completed the same day that canceled checks are received from the bank).


During the development of the administrative regulations concerning safeguards and use of the check-signer, particular attention should be given to the use of a check- signing register, security of the check-signing equipment and the need for the treasurer and/or the deputy treasurer to be present and supervise the operation of the check-signing machine.  Written procedures are needed to insure that proper practices for the check-signing process will be consistently followed.


Review Procedure:  Evaluate the security of check signing processes using the criteria listed above.

Bond and Note Register

126. Does the district maintain a bond and note register, and is it posted up to date?



Yes___ 
No___


Standard:  In accordance with Section 163.00 of the Local Finance Law as follows, the board of education should provide the treasurer with a register and require that he/she keep a complete record of each issue of bond or note authorized:

a.  Bond Register  -
Section 163 of the Local Finance Law requires a Bond Register to be maintained by the Treasurer.




Section 163.00 Record of obligations, a. The chief fiscal officer in  counties and cities, the clerk in towns and villages, the clerk or secretary or such other officer as the finance board shall designate in school districts and district corporations, shall keep a complete record of each issue of bonds and notes, which shall include:



The type thereof.



The amount thereof.



The number of obligations in the issue.




The rate of interest thereon



The date of issue thereof.



The date of maturity of each obligation in the issue.



The date of adoption of the resolution or resolutions, if any, pursuant 




to which the obligations are issued.


b.
Note Register



Section 170.2(g) of the Commissioner's Regulations requires a Note Register to be maintained containing the following information:



the dates of the resolutions authorizing notes;



the type of notes;



the dates on which notes are drawn;



the numbers of the notes;



the banks from which the money was borrowed;



the amounts of the notes;



the rates of interest;



the dates of maturity;



the dates the notes were paid; and

the amounts of principal and interest paid.

Review Procedure:  Determine the district official responsible for maintaining the bond and note registers and review the content to assure that all the required information is included and the postings are current.

Internal Claims Auditor

127. Has the district appointed an internal claims auditor to assure the prompt payment of bills and to improve the work flow in the business office?



Yes___ 
No___


Standard:  Section 1724 of the Education Law requires that the board of education audit and approve each claim except for contracted wages and debt service.  The board may, by resolution, authorize the payment in advance of audit claims for public utility charges, postage and cartage, provided that such claims are presented at the next regular meeting for audit.  If the board were to perform this auditing function themselves, it would take an inordinate amount of time.  Fortunately, Section 1709.20(a) of the Education Law further authorizes the board to adopt a resolution to appoint an internal claims auditor to perform this important function in their stead.  Both Section 1724 and Section 1709.20(a) of the Education Law are included in the appendices.


When an internal claims auditor is appointed, someone must take the time to instruct that individual in the correct auditing process to be followed.  Here is a list designed to help the internal claims auditor to test claims in order to ascertain whether or not they are ready for payment:


A.
Signatures necessary on a claim generated by a purchase order:

1. The first signature needed would be that of the purchasing agent.  The purchasing agent is the officer who initiates the contract between the vendor and the district and is the only person who is authorized to do so.



2.
The second signature needed is that of the person who received the order.  The receiver's signature denotes the fact that the order was complete and acceptable.

3. The third signature needed is that of the officer giving rise to the claim.  Section 1724 of the Education Law requires that prior to presenting the claim for audit, the claim must be approved by the "officer giving rise to the claim."  This is the purchasing agent and  his/her second signature specifies that the vendor has fulfilled the contract under the purchase order and that the claim has been processed for payment.  The internal claims auditor should not approve any claim without the signature of the officer giving rise to the claim.  This can be accomplished by having the officer sign each claim or sign the schedule of claims following the last claim listed.  The suggested statement to be signed is as follows:

Approval of Officer Giving Rise to Claims


I hereby certify that each claim numbered ________ to ________, inclusive, has been rendered in accordance with the respective contract, agreement, or accepted estimate and that the work has been completed and/or the materials delivered satisfactorily in each case.


___________________         

 __________________________



  Date                                  

 Purchasing Agent


B.
Signatures necessary on a claim which is not generated by a purchase order:



1.
The first signature needed is that of the individual authorized in initiate the claim, such as the director of athletics for hiring referees or the chief school officer for travel or attendance at conferences.



2.
The second signature needed is that of the claimant verifying that the service was performed.



3.
The third signature needed is that of the one who authorized the claim to indicate that the service has been completed.


All signatures should be clear and legible so that the internal claims auditor can identify the individuals who signed the documents.


The internal claims auditor must also review each claim to determine that:



a.
the schedule of claims includes the name of the claimant, the amount allowed, and the fund function and object account codes to be charged;

b. the proposed payment is for a valid and legal purpose;



c.
the charges are not duplicate of items already paid;



d.
the claim voucher agrees with the purchase order, if one was used to generate the claim;



e.
the district did, in fact, receive what it had requested;



f.
the discounts were taken, if applicable;



g.
the New York State sales tax is not being paid;



h.
the convention/conference attendance had written approval and claims are properly documented;



i.
the travel expenses are appropriate and are properly documented;



j.
the mathematical computations are all accurate.


This method of auditing claims, if done correctly, may provide many desirable features such as  saving of board time, prompt payment of bills, taking advantage of any discount offered for prompt payment and a leveling of the workload within the business office.


Review Procedure:  Review minutes of the district organization meeting to determine whether an internal claims auditor has been appointed.  Review a sample of paid claims and  warrants to determine that the procedure outlined above is being followed.

Claims

128. Regardless of whether an internal claims auditor is utilized, are claims subjected to sufficient scrutiny to assure their accuracy prior to their inclusion on a warrant and schedule of claims?



Yes___  
No___


Standard:  A review of the system being used should be made.  A comparison of that system to what is recommended under Question 130, above, should reveal the accuracy and validity of the current system.


Review Procedure:  See Item #129 above.


129. Are all claims certified by the officer giving rise to the claim (usually the purchasing agent)?



Yes___  
No___


Standard:  Section 1724 of the Education Law requires that prior to presenting the claim for audit, the claim must be approved by the "officer giving rise to the claim."  This is usually the purchasing agent and his/her second signature specifies that the vendor has fulfilled the contract under the purchase order and that the claim has been processed for payment.  The internal claims auditor should not approve any claim without the signature of the officer giving rise to the claim.  This can be accomplished by having the officer sign each claim or sign the schedule of claims following the last claim listed.  The suggested statement to be signed is included under the Comment section for Question #130 (part of item 3 under A.).


Review Procedure:  Review a sample of the schedule of claims to determine whether the officer giving rise to the claim has signed the required statement.

Payroll

130. Are payroll supporting documents adequate to assure that payment is made only for services actually rendered?



Yes___  
No___


Standard:  Section 1720 of the Education Law provides that payment for compensation for services of officers or employees engaged at agreed wages by the hour, day, week, month or year may be paid only upon presentation of a duly certified payroll.  There should be established procedures which include the forms required and instructions for collecting source data for payroll preparation, the steps in producing the payroll document and related reports, the creation and distribution of checks, certification of the payroll and titles of people responsible for each task in the payroll process.


Review Procedure:  Select several payrolls and review support documents, internal controls distribution of payroll checks, and required certifications.

131. Do district policy and practices preclude payments to employees in advance of the time service is actually rendered?



Yes___  
No___


Standard:  Section 3015 of Education Law expressly prohibits a board of education from paying employees in advance of service. 


Review Procedure:  Review the initial September payroll to ascertain that sufficient days are worked prior to payment.  Sample initial pay for non-employees to determine that payments are not made in advance of service.

132. Are there authorizations on file to support all deductions from payroll checks?



Yes___  
No___


Standard:  The district should develop comprehensive regulations to provide detailed procedures for authorization of payroll deduction consistent with laws and policy.


Review Procedure:  Select as sample of payroll items and compare deductions made with authorization on file.  Ascertain whether nor not a detailed written payroll procedure exists for authorization of deductions.

133. Are all payroll registers certified by an official designated by the board of education in accordance with the provisions of Section 170.2 of the Regulations of the Commissioner of Education?



Yes___  
No___


Standard:  In most districts, the superintendent is designated by the board of education as the person responsible for certifying the payroll.  A certified payroll is one that has been examined and approved by an administrator who certifies that the persons included in the payroll have regularly performed their duties in accordance with the terms of their employment by the board of education and that any additions to or deductions from normal salary payments have been made pursuant to the bylaws of the district and on the basis of personnel records that have been maintained by the district.


It is also recommended that procedures be put into place for verifying that the individuals on the payroll actually receive the checks which are issued by having each employee come into the business office once a year to pick up their check and sign for the check.


Review Procedure:  Review a sample of payroll registers to determine whether they are properly certified.

Expenses for Conference Attendance and Travel

134. Does the district have a policy governing authorization and reimbursement of expenses incurred by officers and employees in connection with conference attendance and other travel?



Yes___ 
 No___


Standard:  Many districts do not have a policy dealing with the authorization and reimbursement of travel expenses for officers and employees who attend conferences and workshops, but we highly recommend that every district put into effect a formal policy governing these types of expenses.  The policy should be formally adopted by the board, included in the policy manual, and all employees should be made aware of the content of such policy.


Review Procedure:  Review the board of education minutes and the policy manual to determine whether a travel policy has been approved.  Compare the contents of any existing policies with the provision of Section 777-b and 77-c of the General Municipal Law governing travel expenses of public officials and taxpayers.

ADMINISTRATIVE ORGANIZATION AND STAFFING

Organization Chart

135. Does the district have an up-to-dated organization chart which clearly illustrates line and staff relationships?



Yes___
No___


Standard:  In order to define decision centers and to relate human abilities in school organization, then a chart of the organization should be developed and reviewed with frequent regularity.  Many school districts have found that the very process of getting relationships down on paper and subjecting them to frequent review has revealed weaknesses that were previously unrecognized.


It is essential that the board of education adopt an organizational chart which will clearly indicate lines of authority and to whom employees will report.  In addition, this chart should portray the interrelationship that exists within the organizational structure.  A well constructed chart or the organization will:



a.
Fix responsibility;



b.
Establish lines of authority;



c.
Eliminate duplication of responsibility which can result in conflict;



d.
Reveal gaps and voids;



e.
Establish channels for communication;



f.
Depict departmental relationships; and


g.
Reveal a comprehensive picture of the total organizational pattern.

Review Procedure:   Review district documents to determine whether an organization chart has been developed and accepted.  Review actual lines and staff  relationships to determine whether the chart accurately depicts them.

Job Descriptions/Position Guides

136. Are there position guides and job descriptions for all employees in the business function which are current and accurately describe the qualifications for each position and the duties assigned to the position?


Standard:  One of the most important responsibilities of a school district is to provide each employee with an outline of the duties he or she is expected to perform during his or her employment with the district.  These outlines take the form of position guides and job descriptions.


Position guides are usually developed for those positions occupied by professional or teacher-certified personnel.  For these positions there is generally more responsibility involved and more of the duties to be fulfilled require judgmental ability as well as a higher level of formal academic training.


Job descriptions are developed for positions filled by individuals with Civil Service status and who are subject to a rather rigid classification system. 


Review Procedure:  Obtain a personnel list with job titles and determine whether position guides or job descriptions are available for each position.  Interview a sample of employees to determine whether they are familiar with the content of their position guide or job description.

Work Schedules

137. Are there work schedules for support staff and custodial employees to assure that work is completed in a timely manner?



Yes___  
No___


Standard:  Many employees should be provided with the specific duties that they are expected to perform on a daily, weekly, monthly or annual basis.  These specific duties are usually referred to as a work schedule.


Preparation of well defined position guides, job descriptions and/or work schedules based upon an analysis of work to be performed provides a valuable test for efficient and effective employee utilization.  They will:



a.
Assure that significant responsibilities are assigned to each employee.



b.
Prevent an overlap or conflict in future job assignments.



c.
Assist in specifying job qualifications.



d.
Aid in developing appropriate job training.

e. Serve as a basis for job evaluations and as a guide for establishing job objectives and performance ratings.


Review Procedure:  See Item #137 above.

Evaluation of Employees

138. Are staff members evaluated in accordance with the terms of existing negotiated agreements?



Yes___  
No___


Standard:  After an employee has been recruited, selected and trained for a particular position, he/she is entitled to know how he/she is measuring up to the expected standards of job performance, not only at the beginning of his/her employment, but on an annual basis throughout his/her service with the district.  Some basis reasons for evaluating employees are:



a.
To improve task performance.



b.
To screen employees for promotion and greater job responsibility.



c.
To refine staff assignments.



d.
To grant pay increases based upon merit.



e.
To provide a basis for tenure decisions.



f.
To advise the employees of what is expected of them and the degree to which the rater finds they are measuring up.



g.
To motivate employees to reach their potential.



h.
To gather data on strengths and weaknesses of employees for upgrading of the inservice training program.


It is considered good administrative practice for each employee of the district to be evaluated, at least yearly, by his/her immediate supervisor, and a written report should be made with a copy placed in the employee's personnel folder.  A conference should be held between the employee and his/her supervisor to discuss the evaluation.  Emphasis should be placed upon the quality of work desired, with both areas of strength and areas of suggested improvement properly identified.  Results of this type of evaluation procedure will be a better understanding between the employee and his/her supervisor, increase in quality of performance, and improved employee morale.


Whatever system is designed to evaluate the employees must reflect the terms of any existing negotiated agreements.


Review Procedure:  Review district policies, regulations and practices to determine whether employee evaluations are performed regularly.

139. Are results of the evaluations reviewed with the employee subsequent to each evaluation?



Yes___  
No___


Standard:  See next to last paragraph of the standard section for Question #139, above.  An evaluation system must always involve a discussion of the results with the employee in order to be effective in improving employee performance and to promote continuity of staff.  If the employees are not informed of the areas of their strengths as well as weaknesses, then management can't expect them to try to improve, confusion and misunderstanding will prevail, morale will be low, turnover will be high, and the overall organization will suffer.


Review Procedure:  Interview supervisor and employees to determine whether result of evaluations are regularly reviewed with the employee.

Inservice Training

140. Is there a formal program of inservice training for personnel in the business management function?



Yes___ 
 No___


Standard:  As school districts have grown more complex due to improved educational programs and more sophisticated equipment, it has become apparent that the duties of both instructional and support staff members have grown more complex and sophisticated as well.  In addition, new members of the staff need to be properly indoctrinated in the district's methods and procedures, while experienced staff members need to update their knowledge and skills.


Most districts have found that a comprehensive inservice training program is the best means for training and retraining a competent and efficient staff.  We recommend that the superintendent and appropriate staff develop and implement such a plan whereby each staff member will have the opportunity to improve knowledge and skills applicable to assigned tasks.  This plan should also transmit the district's attitude towards the work to be performed and the desired results.


Review Procedure:  Inteview district officials to determine the extent to which systematic in-service training is provided.

Staff Flexibility

141. Is there a formal program to cross-train business office personnel in the various functions to prevent interruption of service and to provide for better internal control through periodic exchange of duties?



Yes___  
No___


Standard:  It is considered to be a good business practice to have back-up for business office staff.  An organized plan should be developed whereby staff with similar functions can become familiar with each other's duties and assignments.  Then, if a person becomes ill or is otherwise absent for an extended period of time, there will be minimal interruption of the smooth operation of the business office.  This is especially important for preparing the payroll, paying bills and maintaining the accounting records.  In all cases, the exchanging of information will be easier and more effective when cross-training has occurred.  There should be a specific plan developed that identifies "the substitute" or "back-up person" for each of the key positions in the central office.  We also recommend that the substitutes for key positions in the business office be required to perform the tasks associated with their cross-training at least annually.  A good example of this is to have the payroll prepared by the payroll clerk's back-up person when the payroll clerk is on vacation.


Review Procedure:  Interview the business official to ascertain whether cross-training of personnel has been instituted and that the cross-training tasks are performed at least annually.

Location of Administrative Offices

142. Are the administrative offices of the district, including the business office, in a location which is convenient to other district facilities?



Yes___ 
 No___


Standard:  The administrative offices should be conveniently located and readily accessible to the superintendent, the public, and the staff.  The traffic flow between the business office and the superintendent's office should be smooth and unrestricted.  There should also be adequate space for appropriate record storage and sufficient work surfaces which satisfy the needs of the staff.


Review Procedure:  Conduct a  physical inspection of the administrative offices to determine  whether they meet the criteria listed above.

Condition of Administrative Offices

143. Are they clean and in good repair?



Yes___  
No___


Standard:  The administrative offices should be kept in a clean and orderly condition.  Repairs should be done immediately and should not be put off until the conditions affect the efficiency of the office or become almost intolerable to the staff, which results in low employee morale and loss of productivity.  


Review Procedure:  See Item #143 above.

Office Equipment

144. Is the office equipment, including computers, adequate to efficiently perform the various business management functions?



Yes___  
No___


Standard:  It is impossible to maintain a high level of efficiency and effectiveness when the office equipment is outdated or inappropriate for the functions being performed.  The equipment being used should be reviewed at least annually, prior to the formation of the budget for the next fiscal year so that equipment needs can be built into the budget formation process.


Review Procedure:  Inspect office equipment including computers and software to determine whether it is appropriate to the various tasks assigned to each office.

Staffing--Business Office

145. Is the staffing of the business office reviewed regularly at the time of budget preparation to assure appropriate staffing levels and to reevaluate the duties assigned to each position?



Yes___  
No___



Standard:  This should take place prior to the formation of the proposed budget so that any suggested changes can be built into the budget document.  Both the business official and the superintendent should be involved with this review of the staffing pattern in the business office.


Review Procedure:  Review the budget development process for the most recent year to determine whether staffing levels and staff assignments were reviewed as part of that process.

Records Retention

146. Are the financial and business records of the district stored in a secure fire resistant place?



Yes___  
No___


Standard:  The financial and business records of the district must be secured in a fire resistant place.  That area should be readily accessible to specific employees but should not be very accessible to the general public.


One of the most important aspects of the school district operation is the proper organization and maintenance of records pertaining to district functions.  A filing system must be developed for current materials; inactive records should be systematically filed with quick retrieval of information in mind.  Obsolete and no longer needed data should be disposed of so as to prevent the accumulation of unneeded records.


Materials must be carefully sorted in order to eliminate waste and duplication of labor.  It must not be assumed that once a system is established it will not need to be modified.


Inactive material must be moved periodically to a storage space in order that there be a minimum of interference with current work.  The close of each fiscal year is usually the most convenient time for such transfer and also the time to decide upon disposition of records.


The retrieval of information will be expedited if the Records Management Officer develops a log listing the records, where they are stored, and the retention period.


Review Procedure:  Determine whether records storage space is secure and adequate in size.  Review procedures for filing and disposition of obsolete material.

147. Has the district adopted a records retention schedule in accordance with the provisions of Section 65-b of the Public Officers Law?



Yes___  
No___


Standard:  Section 57.19 of the Arts and Cultural Affairs Law and the Regulations of the Commissioner, Section 185.2(1) require each school district and BOCES to designate a Records Management Officer to oversee records retention and disposition, including disposal.  Any storage areas will, within a few years, become overcrowded if an annual review is not done and unneeded records are not removed from the area.  The district must also provide for certain minimum retention periods as outlined in the State Archives and Records Administration's "Records Retention and Disposition Schedule ED-1."


Review Procedure:  Review board of education minutes to determine whether  a Records Management Officer has been appointed and a schedule adopted.  Interview Records Management Officer and review records disposition procedure to determine whether the retention and disposition schedule is followed.
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