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Agenda

• REVENUE
Millage and bond 
campaigns

• EXPENDITURES
Better Budgeting 
GFOA Best Practices 
in Budgeting

• REPORTING
Uniform Budgeting 
and Accounting Act

• LEGISLATION 
AFFECTING 
OPERATIONS



Agenda

• OFFICE STRUCTURAL 
DESIGN FOR BUSINESS 
AND HUMAN 
RESOURCES

Traditional

Shared Services

Finding scarce talent

• SUSTAINABILITY

Managing fund 
balance

Early warning



Agenda

• NEGOTIATIONS 
PREPARATIONS

Language review by 
counsel

Team makeup

Insurance

Insurance 
committee

Salary schedules

Modeling with 
Excel 



REVENUES
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Revenue 
Options 

Available
to School 

Districts

➢Building and Site Sinking 
Fund Millage - Revised
➢18 mill non-homestead 

millage
➢Headlee rollback 

restoration and renewal
➢Construction bond issues
➢Recreation and 

Playground Millage
➢Non-voted energy 

conservation bond 
➢Summer tax levy



Revenue 
Options 

Available
to School 

Districts

➢In cooperation with ISD:
• Regional enhancement 

millage
• County vocational millage
• County special education 

millage
• ISD Headlee restoration

➢Kindergarten roundup 
strategies

➢Ongoing school marketing
➢Educational foundation
➢Use of business plans
➢Grants
➢Shared services



Bond Issue / 
Sinking Fund 
Justification

Michigan’s aging 
educational infrastructure 
is in need of updating in 
the majority of Michigan 
school districts

Student success can be 
tied to the educational 
environment



Campaign
Toolkit
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District conducts feasibility study 
of needs with citizen participation

Feasibility

Engage communication 
professionals to conduct public 
information campaign for district

Engage

Establish communication calendarCalendar



Campaign
Toolkit
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Release pubic information on 
district needs over 6 month time 
period

Release

Conduct formal public opinion 
survey to develop messaging and 
assess voter understanding and 
support

Public

Opinion

Survey

Develop voter databaseDatabase

Form citizen-based campaign 
committee of 15 to 20 supportive 
advocates

Citizens



Campaign
Toolkit

13

Identify and Access Community 
and District Communications 
Network

Identify

Structure Two Informational 
Campaigns: 

a. Absentee Voters

b. Non-Absentee Voters

Structure

Practice Relentless Communication 
and Focus on Database of 
Supporters

Communi
cations / 
Database



Construction 
Bond / 

Millage 
Team

• Polling Organization

• Board, School Administration, 
and Employees

• Construction Manager

• Bond Attorney

• Architect

• Bond Underwriter

• Financial Consultant

• YES Citizen Group



School 
District 

Role

• Administrative leadership

• Develop needs assessment 

• Publish FACTUAL information

• Secure message approval from 
legal counsel

• Develop school communication 
network

• Hire professionals for team

• Database

• Provide factual information to YES 
Citizen Group / no public dollars
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Citizen 
Committee 

Role

• Involve community leaders

• Fundraising

• Voter ID

• Persuasive communications

• Non-school email list for 
communication

• Fund endorsement pages

• Door to door if necessary

• Get out the vote campaign



Campaign 
Marketing 
Tools

Message development

Prepare accurate Frequently Asked 
Questions

Publish factual information press releases

Media meeting scheduled by district –
request endorsement

Public presentations

Schedule issue-driven public meetings

Bond / millage Information Rally
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Campaign 
Marketing 
Tools

Visit service clubs, Booster, PTO’s, City 
Council, Chamber of Commerce, clergy

Identify “movers and shakers” to 
spread the word

School newsletters, email, of factual 
information

Website / social media

Invitation to join communication 
network

School open houses
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SCHOOL BUDGETING 
BEST PRACTICES



Current National Research on 
School Budgeting Best Practices

• Process should engage and communicate with 
stakeholders, along with prioritizing goals, 
allocating resources, and tracking progress

• The process is a plan, a tool for transparency, and 
a structure for ensuring accountability

• A partnership between business and academics

• Develop principles and policies collaboratively by 
the board and staff members who develop and 
recommend the budget

• Create the most student learning from                                 
the money available



Current National Research on 
School Budgeting Best Practices

• Select programs and service providers based on 
student outcomes

• Adhere to evidence based-decision making

• Prioritize strategies and programs with proven 
cost-effectiveness

• Make student-centered decisions

• Critically re-examine patterns of spending –
develop and implement program review and 
sunset process

• Equal chance to succeed:  Ensure Equality of 
Opportunity for students



Current National Research on 
School Budgeting Best Practices

• Take a long-term perspective

•Be transparent
• Make performance data readily available
• Consider all costs in evaluating the cost 

of educating students
• Use a consolidated budget
• Be clear on what actions are being 

funded and their intended outcomes



Current National Research on 
School Budgeting Best Practices

•Analyze current levels of student 
learning
• Performance data – summative 

assessments, which review what a student has 
learned over the course of a year, are the most 
important for budgeting and planning

• Measuring student performance – the 
most critical aspects of student performance 
with achievement testing are math and English 
Language Arts (ELA) assessment data 
conducted over multiple grade levels



Current National Research on 
School Budgeting Best Practices

• Identify root cause of gap between 
goal and current state

• Apply cost analysis to the budget 
process

• Budget presentation should 
communicate:
• Goals
• Strategies and programs being 

pursued
• The financial plan
• Risks to long-range financial 

sustainability

Source:  GFOA Best Practices in School 
Budgeting; Copyright 2017 



Current National Research on 
School Budgeting Best Practices

• Include a communications strategy to inform 
participants, stakeholders, and the general public 
about how the process works and why each 
decision is made

• Transparency is a key tenet of any budget process

• GFOA recommendation:
• Assess district strategic environment

• Set SMARTER goals for multi-year district-wide 
improvement

• Understand baseline performance at the school level

• Set school site goals



SMARTER Framework
• Format for Goals – SMARTER 

Framework:
• Specific - precise outcome or 

result
• Measureable - verifiable, ideally 

quantifiable
• Achievable - grounded in reality
• Relevant - focused on student 

achievement
• Time-bound - short and long-term 

objectives
• Engaging - reach for ambitious 

improvement
• Resourced - finances aligned with 

goals
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Define and 
Distribute 

Goals

• Defining goals for academic 
achievement and distributing 
goals to schools
• Assess the district’s 

strategic environment
• Set SMARTER goals for 

multi-year district-wide 
improvement

• Understand baseline 
performance at the school 
level

• Set school site goals



Academic Return On Investment (A-ROI)

• Basic formula:

S28

A-ROI = 
((Learning increase) x (Number of students helped))

Dollars Spent



GFOA Best 
Practices 

in                     
Budgeting 

Award

• Planning steps for budget 
process:

1. Plan and prepare
2. Set instructional 

priorities
3. Pay for priorities
4. Implement plan
5. Ensure sustainability



GFOA 
Award for 

Best 
Practices                
in School 

Budgeting

Analyze Current Levels of 
Student Learning

Use a well-rounded set of data 
that includes assessments data 
(summative and shorter-cycle), 
along with other forms of data 
to monitor against both 
performance standards and 
changes in performance over 
multiple years.

https://www.gfoa.org/school-budgeting

https://www.gfoa.org/school-budgeting


Smarter School Spending

Best Practices in School District Budgeting



REQUIRED 
READING

32



Why Do We Fight 
over Budgets?

• Focus on improving the process of 
budgeting in order to avoid or 
overcome push-back and technical 
barriers that typically stymie attempts 
to boldly shift resources.

• Historically, many school districts have 
equated improvement efforts with new 
funding.

• The term budget cutting implies doing 
less for students. The goal is to find 
ways to provide the same or more for 
students but at less expense.



Why Do We Fight over Budgets?
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….tug-of-war between two equally noble 

reasonable sets of  values: valuing organizational 

health and valuing student achievement.

“Organizational health means having pride in the school or 

district, wanting people to feel valued, caring about the 

feelings of  others, and ensuring financial stability for 

hardworking, dedicated staff.”



Eight Lessons  
1. Make change feel normal

2. Build a vision before building a 
budget

3. Engage and enlist principals

4. Take steps to minimize the pain

5. Win over supporters through joint 
fact finding

6. Make bold and comprehensive 
plans

7. Craft messages that resonate with 
stakeholders

8. Get the message out to all 
supporters and potential 
supporters



1. MAKE CHANGE FEEL NORMAL

• ….Some districts have created systems, procedures, 
and eventually cultures that are more open to change 
and thus more easily embrace big shifts in spending 
more easily.

• The more flexible districts that had normalized 
change had clear enrollment and need-driven 
guidelines for staffing.

• As budgets have gotten tight, the layering approach is 
much less of an option, but it has been replaced with 
another stability-enhancing strategy: across-the-
board cuts…..Unfortunately, the best use of limited 
dollars demands much more fluid use of funds.
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MAKE CHANGE FEEL NORMAL -
APPLICATION

37

Slide provided as a public service 

by Frederick R. Ignatovich, 

Professor Emeritus Michigan 

State University

Slide provided as a public service 

by Frederick R. Ignatovich, 

Professor Emeritus Michigan 

State University; 9/13/2017
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Slide provided as a public service 

by Frederick R. Ignatovich, 

Professor Emeritus Michigan 

State University; 9/13/2017



MAKE CHANGE FEEL NOMAL -
APPLICATION

• Normalize change through:
• Formalize staffing guidelines: clear enrollment and 

student need driven guidelines for staffing
• The same rules, applied in advance, depersonalize 

the decision and lowers anxiety and pushback
• Create a culture that assigns staff 

• where they are needed (based on student needs) 
• in the exact amount of FTE needed (stop rounding up)

• Regularly shifting building assignments as student 
needs shift, creates more cost-effective staffing and a 
culture that accepts changes more easily/less emotionally
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2. BUILD A VISION BEFORE                  
BUILDING A BUDGET

• By first building a shared vision and shared beliefs, 
district leaders an help close the divide and build 
support for smarter budgets.

• When dollars are in short supply, differing theories of 
action can drive a wedge between people with similar 
goals and create much pushback for any given 
spending plan.

• Good budget simulators force real-world trade-offs by 
calculating the actual financial impact of different 
decisions.
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The process of determining what an 
organization wants to be at some point in 

the future and how it will get there.  
Courtesy of  MASB

BUILD A VISION BEFORE BUILDING A BUDGET - APPLICATION



Letting Vision Drive Budget

• Budget is the financial representation of a district’s 
strategic plan.

• “We can pay for most anything but we can’t pay for 
everything.”

• Philosophical discussion on outcomes expected by the 
board and community.
• What constitutes a successful education?

• What is needed to make this vision a reality

42



The Governance Clock

Source: MASB



Goals Are Set To:

 Achieve the district’s mission and vision

 Serve as the foundation for decisions of  
the board

 Clarify and communicate district 
objectives

 Establish board and staff performance 
expectations 

Courtesy of  MASB



Long Range Projection with                     
Deficit Elimination Plan – Case Study

2011-12 2012-13 2013-14 2014-15

Balance July 1 $340,780 $(535,081) $1,311,179 $1,680,713

Revenues Projected 22,337,976 21,735,160 20,860,714 20,512,414

Expenditures
Projected

23,213,837 21,488,900 22,091,180 22,690,419

Compensation or 
Position Reductions

(1,600,000) (1,600,000) (1,600,000)

Shortfall (875,861) 1,846,260 369,534 (578,005)

Balance June 30 $(535,081)
-8 days / -2.3%

$1,311,179
24 days / 6.6%

$1,680,713
30 days / 8.2%

$1,102,708
19 days / 5.2%

45
Budget simulation helps others 

understand big picture.
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District Case Study



BUILD A VISION BEFORE                                
BUILDING A BUDGET - APPLICATION

To be sure, public engagement 
and strategic planning are 
important, but in a world of 
declining resources, the 
process must lead to 
prioritization, not proliferation, 
of needed changes driven by 
concise, unambiguous theory 
of action.



BUILD A VISION 
BEFORE BUILDING 

A BUDGET -
APPLICATION

• Budget Development 
Goals:
• Mission and Vision

• Goals

• Decision Making 
Parameters:
• Personnel

• Professional Development

• Supplies

• Capital Outlay

• Financial Integrity

BUDGET 
DEVELOPMENT 

GOALS AND 
DECISION MAKING 

PARAMETERS
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3. ENGAGE AND ENLIST PRINCIPALS

• …why do so few speak on behalf of the kids in need?  
A good part of the reason is that school leaders ---
including  principals ----aren’t included in the 
budgeting process in a meaningful way.

• Principals have significant sway and clout with 
parents and teachers.

• School leaders are more likely to support a plan that 
has broad support from building leaders.
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3. ENGAGE AND ENLIST PRINCIPALS

• Principals, of course, already have a role in budgeting, 
but in many districts it’s passive and often at odds 
with creating effective, student-oriented budgets.

• Principals talk.  They talk to teachers, parents, and 
school board members.  What they say matters a 
great deal to a great many.
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3. ENGAGE AND ENLIST PRINCIPALS

• To pass smart budgets----spending plans that raise 
achievement and support students’ other needs---
active, sincere, impassioned support from principals is 
a must.

• FORCE PRINCIPALS TO WRESTLE WITH THE TRADE-
OFFS:  A simple Excel spreadsheet or paper worksheet 
can go a long way in helping principals grasp the size 
of shifts needed and build support for the student-
centric changes.
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3. ENGAGE AND ENLIST PRINCIPALS
• When additions are combined with the subtractions, 

it’s easier for principals to engage in a passionate 
manner.

• RECRUIT AND HIRE PRINCIPALS WHO WILL MAKE 
TOUGH RESOURCE DECISIONS:  The connection 
between human capital decisions and practices and 
spending money smartly is real, and perhaps too 
often overlooked….Using personality and value 
assessments in the hiring process might seem very 
unorthodox, but it is a well-established practice 
outside K-12.
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4. TAKE STEPS TO                           
MINIMIZE THE PAIN

One of two realities exist: 

• Future budgets will fund 
fewer people

• Some people will be paid 
less than in the past.

Passing smarter budgets 
requires district leaders to 

thoughtfully balance the needs 
of students and the adults who 

educate them.

Staff can be impacted from 
budget changes in three ways 
and each dictates a different 
strategy to overcome it:      1. 

Job loss  2. Income loss   3. 
Diminished self-esteem

Attrition helps smooth the way
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APPLICATION – EXCEL NEGOTIATIONS SPREADSHEET HELPS STAKEHOLDERS 
UNDERSTAND THE RELATIONSHIP OF NUMBERS



5. WIN OVER SUPPORTERS THROUGH 
JOINT FACT FINDING

• A formal process of building shared understanding 
can end many budget fights before they start.

• ….many of the opponents have a different fact base, 
suggesting a particular change isn’t needed, isn’t 
legal, or has never worked.

• …having those most impacted by the potential 
changes participate in the joint fact finding can help 
them more readily accept the results and their 
implications.
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Win Over Supporters Through 
Joint Fact Finding - Application

• Track key performance indicators (KPI’s) as a real-time 
form of fact finding.

• A methodical, dispassionate, and patient process of 
evaluating what’s working, for which students, cost-
effectively can help stakeholders understand why 
some changes in spending are being 
recommended….start with a review of achievement 
and cost data.
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Win Over Supporters Through              
Joint Fact Finding - Application

• (At General Electric): As they formalized the review 
process, the culture started to shift.  Ending 
something that wasn’t needed or wasn’t as successful 
as a similar effort became a sign of strength, now 
weakness.

• As they trimmed in one area, they freed up funds for 
other, more promising and successful efforts.

• Academic return on investment (A-ROI) – see Traverse 
City Area Public Schools article.
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6. MAKE BOLD AND 
COMPRESHENSIVE PLANS

• The better the budget is for students, the easier it is to 
pass……if you can articulate why it is better

• Lessons learned:
1. Veteran staff in many districts have seen lots of 

big ideas result in little benefit
2. Effective implementation matters
3. Be convincing that the idea will be implemented 

well
4. Avoid the compromising trap – efforts to reduce 

pushback can make it less likely the effort will be 
implemented well
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6. MAKE BOLD AND 
COMPRESHENSIVE PLANS

• Four strategies to help convert opponents into strong 
supports:

1. Acknowledge past shortcomings
2. Build bold, comprehensive plans
3. Pilot, measure, and expand
4. Minimize “Big Idea” churn

a) Acknowledge past churn
b) Build off of existing efforts
c) Wait to finish what was already started
d) Look for an existing, worthwhile focus
e) Use sustainable funding sources (the effort ends when 

funds run out)
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7. CRAFT MESSAGES THAT RESONATE WITH 
STAKEHOLDERS

• How you talk about spending decisions can sway or 
discourage support

• …it’s critical that district leaders actively and 
effectively build support not only internally but 
externally with other key stakeholders, including the 
board, community, city and town officials, parents, 
teachers not directly impacted, administrators, and 
even students.
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7. CRAFT MESSAGES THAT                                
RESONATE WITH STAKEHOLDERS

• From the outside looking in, the need for a very 
different approach to communicating with 
stakeholders seems significant……There seems to be a 
disconnect between what others see and what 
districts observe when they look in the mirror.

• Create the right context:  It’ about helping kids, not 
balancing the budget.
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7. CRAFT MESSAGES THAT RESONATE                   
WITH STAKEHOLDERS

• …when the budget is consistently discussed as the 
blueprint for helping students be successful, more 
stakeholders will be positively engaged and the 
reasons for swallowing some tough medicine are 
never absent from the discussion.

• Again, in practice this means budget PowerPoint 
presentations might have fifteen slides outlining 
the district’s teaching and learning plan, before 
the first financial figure is shared.
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7. CRAFT MESSAGES THAT RESONATE                    
WITH STAKEHOLDERS

• The point is that what’s typical in K-12 can seem 
unreasonable to others

• Central office spending is often the most visible 
barometer of frugality.

• Creating multiyear budgets is the norm in the private 
sector, but uncommon in K-12.

• Finally, student enrollment is forecasted as well

• The framing can appeal to the heart.
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SJPS Application

64

Presentations include LOTS of graphs and charts

Info shared on a regular basis with board & 
community:
• History is included as well as projections  
• Enrollment information is constant



SJPS Application

65

Enrollment trends dictated 

that we needed to close a 

building.  We anticipated 

strong push back but these 

two slides made a big 

difference with parents.
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Application: Craft Better Messages that Resonate with Stakeholders
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Application: 
Craft Better 
Messages 

that 
Resonate 

with 
Stakeholders



68

CRAFT MESSAGES THAT RESONATE WITH STAKEHOLDERS - APPLICATION



8. Get the Message Out to                              
All Supporters and Potential Supporters

• Transparency, stakeholder engagement, and public 
input are the holy trinity of budget 
communications…..

• Four groups:
1. Friends

2. Undecided

3. Adversaries

4. Uninterested

• It’s best to concentrate communication efforts on the 
“engaged but undecided” group.
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8. Get the Message Out to All 
Supporters and Potential Supporters

• Trust—not just logic, charts, or graphs—can carry 
the day.

• View principals as key influencers and potential 
public spokespersons.

• Regardless of who delivers the budget message, it 
helps to share the tough choices, not just the final 
recommendations.

• Avoid jargon at all costs.
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8. Get the Message Out to All 
Supporters and Potential Supporters

• It’s hard to understand how little many budgets 
communicate……lots of numbers, little information, 
and even less understanding.

• Speak to people about what they care about.
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Get the Message Out to All Supporters and Potential Supporters –
APPLICATION
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REASON TO BE 
OPTIMISTIC
• Despite tight 

resources districts 
can find the new 
programs, services, 
and staffing they 
need.

• Because resources 
are tight districts will 
be more likely to 
fund more effective 
programs, services, 
and staffing
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Recommended Budget 
System

• Proactive, transparent, and 
collaborative budgeting

• User friendly data

• Cost centers 

• Focus on monthly financial 
statements 

• Budget development timeline
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Zero-Base Budget

• Involve stakeholders

• Budget amounts must be 
annually justified

• Assess costs while weighing 
benefits

• Various levels of service are 
presented so final decisions 
can be made in reaching 
balanced budget
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Traditional
Budgeting

Zero-Base 
Budgeting

Starts with existing base
(Rollover)

Starts with “clean slate”

Examines cost / benefits for 
NEW activities

Examines cost / benefits for 
ALL activities

Does not examine new ways 
of operating as a part of the 
budget process

Explicitly examines new 
approaches

Results in a “take it or leave 
it” budget approach

Results in a choice of 
several levels of service and 
cost
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Your View and Feedback
How similar are the 
budget concepts 
presented today to the 
practices used in your 
district?  Which 
concepts would you 
like to adopt?
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Sustainability



District 
status of 
financial 

health

•Trajectory

•Why have a fund 
balance?

•What is 
appropriate?

•Early Warning Law



Reasons 
for Fund 
Balance

• Provides stability and 
sustainability in a highly 
volatile school funding climate

• Helps cover unexpected 
expenses such as higher utility 
bills, unanticipated building 
maintenance, and one-time 
costs 

• Serves as a hedge to 
temporarily offset unplanned 
student enrollment loss

• Allows districts to pay bills , 
including payroll, until the first 
state aid payment is received in 
late October



Reasons 
for Fund 
Balance

• Helps to offset ordinary budget 
variances that occur in the 
normal course of business 

• Provides cash to pay for up 
front state and federal grant 
expenditures, primarily payroll, 
that are reimbursed after the 
fact

• General fund reserves help 
boost bond ratings and lower 
related borrowing costs



What is appropriate?

• Michigan School Business 
Officials recommends carrying a 
15 to 20 percent fund balance 
while 

• GFOA recommends no less than 
2 months of operating expense in 
reserve, or the equivalent of a 16 
percent reserve.  GFOA 
recommends a formal board 
policy on fund balance be 
adopted.



Budget Forecasting



Why 
Forecast?

Long-term financial 
planning combines 
forecasting with 
strategizing.  It is a 
highly collaborative 
process that 
considers future 
scenarios and helps 
governments 
navigate 
challenges.  Long-
term financial 
planning works 
best as a part of an 
overall strategic 
plan.



In the words of a 
superintendent

Established a true sense of 
pattern of finance

Opened up avenues of 
dialogue with administration 
and the union

Gave confidence to our Board 
of Education

Created a tool that is more 
reliable when building budgets 
and making assumptions



Early 
Warning 

Law

• Signed by governor July 1, 2015

• Provides option for ISD oversight 
of local district or PSA finances

• Budgetary assumptions must be 
reported by July 7 for any district 
without a positive fund balance of 
at least 5% for the two most 
recent school fiscal years

• Allows for withholding of certain 
payments

• Emergency manager appointment 
option by Treasury instead of 
State Superintendent 



Early Warning Legislation MCL 380.1219
Assessing Financial Health

1. Financial Practices (Uniform Budgeting 
and Actg Act, Bud Variance, Amendments)

2. Comparative staffing, wages, and 
benefit costs with other districts

3. School building student capacity 
utilization

4. Comparative non-instructional costs

5. Enrollment projection methods
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Early Warning Legislation MCL 380.1219
Assessing Financial Health

6. Deferred maintenance and capital 
investment needs

7. Substitute costs, workers comp, 
unemployment, insurance

8. Pupil transportation costs / routing

9. Bargaining agreement costs current 
and future
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Uniform Budgeting 
and Accounting Act
PA 621 of 1978 
Formerly Act 2 of 
1968

http://www.legislatu
re.mi.gov/document
s/mcl/pdf/mcl-act-2-

of-1968.pdf
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Uniform Budgeting and Accounting Act

• 14.422b Definitions:  Chief administrative officer 
means…..the superintendent of an intermediate school 
district

• 141.428 Contents of audit report…..(c) Disclose any 
material deviations by the local unit from generally 
accepted accounting practices or from applicable rules 
and regulations or any state department or agency…..(d) 
Disclose any fiscal irregularities, including but not limited 
to any deviations from the requirements of section 4; 
defalcations; misfeasance; nonfeasance; or malfeasance 
that came to the auditor’s attention.
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Uniform Budgeting and Accounting Act

• 141.434 Budget; preparation, presentation, and 
control of expenditures;.....Sec 14(1) Unless 
otherwise provided by law, charter, resolution, or 
ordinance, the chief administrative officer shall have 
final responsibility for budget preparation, 
presentation of the budget to the legislative body, 
and the control of expenditures under the budget and 
the general appropriations act.
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Uniform Budgeting and Accounting Act

• 141.437 General appropriations act; amendment; 
reports; recommendations……Subject to section 
16(2), the legislative body of the local unit shall 
amend the general appropriations act as soon as it 
becomes apparent that a deviation from the original 
general appropriations act is necessary and the 
amount of the deviation can be determined.
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Uniform Budgeting and Accounting Act

• 141.439 Expenditure of funds; transfers within 
appropriations…..Sec 19. (1) A member of the legislative 
body, the chief administrative officer, or an employee of a 
local unit shall not authorize or participate in the 
expenditure of funds except as authorized by a general 
appropriations act.  An expenditure shall not be incurred 
except in pursuance of the authority and appropriations 
of the legislative body of the local unit.

93



Uniform Budgeting and Accounting Act

• 141.438 Incurring debts or obligations;……....Sec 18. (1) A 
member of the legislative body, chief administrative 
officer, administrative officer, or employee of the local 
unit shall not create a debt or incur a financial obligation 
on behalf of the local unit unless the debt or obligation is 
permitted by law. 
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Legislation 
Affecting 
Schools



Growing 
Legal and                     
Regulatory 
Demands -
FINANCE

• ORS

• HSA’s

• Early audit 
due date

• Federal and 
state grant 
reporting

• Sections 457 
and 403b

• State aid 
borrowing

• FID

• REP

• CEPI 

• Early warning

• Collective 
bargaining

• SKE necessary 
to prepare 
financials

9
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Growing Legal 
and Regulatory 
Demands –
HUMAN 
RESOURCES

• ORS

• HSA’s

• Sections 457 
and 403b

• REP

• Collective 
bargaining

• PA 300

• COBRA

• ACA

• Section 125 
plans

• FMLA

• PA 106 of 
2007

• PA 152 of 
2011

• PWFBA MCL 
403.47

• Educator 
evaluations

9
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Office 
Structural 

Design 



Office Redesign Issues

• New leadership role
• Growing legal / regulatory demands
• Levels of engagement
• Fiscal distress from staffing issues
• Case studies: Office design by district size
• ISD business outsourcing
• Expectations / qualifications / process
• Talent acquisition and pre-employment 

assessments
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NEW CFO LEADERSHIP NEEDS

• Effectively deal with the people side of change 
management

• Boards are increasingly looking to CFO to participate, 
if not drive, corporate strategy development

• Communicate financial information to non-
accountants

• TRUST is to prerequisite for principled, effective 
leadership

Source:  MICPA CFO Series; 2018
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NEW CFO LEADERSHIP NEEDS                                    
MICPA 2018 CURRICULUM

•Essential Skills
•Driving and Managing Progress
•Leading with Integrity
•Working with or Serving on a Board
•Performance, Practice and 
Prevention

Source:  MICPA CFO Training Series 2018
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THE NEW CFO

• More operational roles

• Take the lead in identifying new metrics 

• Embrace automation

• Spend less time on transactional side 

• Harness zero-base budgeting to reduce costs

• Business partnering focus

• Define your role…..don’t wait for someone else to do 
it

CFO’s-In-Waiting: What Got You Here Won’t Get You There; Karen del Torre 
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THE CASE FOR TRUSTED LEADERS

Finance professional qualities needed:

• Understand the financial and operational drivers of 
success

• Reliable

• Technically competent

• Capable of providing business insight

• Communicate precisely what has and will likely 
happen
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THE CASE FOR TRUSTED LEADERS

• Help drive decisions that lead in the right direction at 
the right time

• It takes the right attitude – one that focuses on 
learning new skills and going beyond the task at hand 
to make the business successful

• Capable of working up and down the hierarchy, and 
comfortable dealing with opposing, and often 
conflicting, ideas

• Trusted leaders must not be afraid to lead
Source:  The Business Edge; David Elrod, CMA, CPA; Geoff Norby, CMA, CFM; June 28, 2013
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Ten Tips from the People on How to be a 
Winning Administrator

Have a vision Develop broad horizons and 
deep perspective

Be competent Be organized

Think service, inside and 
outside

Anticipate

Play defense and offense Champion children

Know what’s happening in 
the schools

Keep asking how your work is 
helping students achieve

105
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Harvard 
Business 

Essentials 
–

Managing 
Change 

and 
Transition

• General Questions: 
1. What is it that we do 

that creates value for 
other people?

2. What networking 
opportunities can be 
developed or 
strengthened?



School Business

Finance
Human 

Resources
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Business Office Levels of 
Engagement Statewide

Stable and 
Qualified

Staffing

District 
Communications

Strategic 
Financial

Planning

Financial 
Forecasting

Budget 
Collaboration

Transaction 
Processing
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Fiscal Distress from Staffing Issues

Stories from the Field
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Your View and Feedback

In your role as a school 
leader, what are the 
critical skills you desire 
the most in your finance 
and HR leadership?
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Business Office Staffing, Structure,                     
and Expectations
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Unsustainable Finance Office                       
Staffing Levels

District A District B District C

Students 1,980 2,473 6,651

FTE 1.5 3.0 4.0
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Successful Staffing Structure for                       
2,500 to 3,500 Student Districts

Chief Financial Accountant (BA degree in accounting) 1 FTE

Accountant (BA degree in accounting) 1 FTE

Payroll Accountant (min Associates Degree, BA in accounting preferred) 1 FTE

Accounts payable / Receivables / Purchasing (Associates Degree) 1 FTE

Human Resources Specialist (BA Degree or Contracted) 1 FTE

Facilities Supervisor 1 FTE

Transportation Supervisor 1 FTE

Benchmark: Fiscal Services 2016-17 (Function 252)                                                      
statewide average cost was $137 per pupil 

113



Case Study

DISTRICT A
Enrollment 150 students

2016-17 Gen Fund Expend $3.5 million

Finance Staffing 1.2 FTE

Human Resource Staffing 1 FTE - Supt / CFO

Per Pupil Business Office Cost 
2015-16 (Eidex)

$501 / pupil

Bus / Admin State Rank  
(Bulletin 1014 2015-16)

NA

Fund Balance % June 30, 2017 14%
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District A – Recommended Finance / 
HR Staffing

FINANCE HUMAN RESOURCES / CFO

1 FTE -District Clerk 1 FTE - Superintendent

.2 FTE Payroll Backup
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Case Study

DISTRICT B
Enrollment 1,000 students

2016-17 Gen Fund Expend $10.6 million

Finance Staffing 2.5 FTE

Human Resource Staffing .5 FTE

Per Pupil Business Office Cost 
2015-16 (Eidex)

$228 / pupil

Bus / Admin State Rank  
(Bulletin 1014 2015-16)

$1,400 / State Rank 422

Fund Balance % June 30, 2017 8.4%
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District B – Recommended
Finance / HR Staffing

FINANCE HUMAN RESOURCES

1 FTE CFO .5 FTE HR Supr

.5 FTE Acts Pay

.5 FTE Payroll
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Case Study

DISTRICT C
Enrollment 2,500 students

2016-17 Gen Fund Expend $25 million

Finance Staffing 3 FTE

Human Resource Staffing None

Per Pupil Business Office Cost 
2015-16 (Eidex)

$115 / pupil

Bus / Admin State Rank  
(Bulletin 1014 2015-16)

$1,068 / State Rank 692

Fund Balance % June 30, 2017 17.5 %
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District C – Recommended                               
Finance / HR Staffing

FINANCE HUMAN RESOURCES

1 FTE CFO 1 FTE Specialist

1 FTE Accountant

1 FTE Payroll

1 FTE AP / AR / 
Purchasing
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Case Study

DISTRICT D
Enrollment 7,000 students

2016-17 Gen Fund Expend $67 million

Finance Staffing 6.0 FTE

Human Resource Staffing 2.0 FTE

Per Pupil Business Office Cost 
2016-17 (Eidex)

$96 / student

Bus / Admin State Rank  
(Bulletin 1014 2015-16)

$1,069 / State Rank 689

Fund Balance % June 30, 2017 14.7 %
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District D – ACTUAL Finance / HR Staffing

FINANCE HUMAN RESOURCES

1 FTE Supt of Finance 1 FTE Exec Dir Labor 
Relations / Personnel

1 FTE Dir of Finance 1 FTE Secretary

1 FTE Payroll

3 FTE AP / AR / 
Purchasing
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Case Study 

DISTRICT E
Enrollment 15,000 students

2016-17 Gen Fund Expend $159 million

Finance Staffing 11 FTE

Human Resource Staffing 10 FTE

Per Pupil Business Office Cost 
2015-16 (Eidex)

$104 / pupil

Bus / Admin State Rank  
(Bulletin 1014 2015-16)

$1,156 / State Rank 609

Fund Balance % June 30, 2017 6%
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District E – ACTUAL Finance / HR Staffing

FINANCE HUMAN RESOURCES

1 FTE CFO 1 FTE Human Resources 
Officer

3 FTE Admin:   Budget, 

Accounting,                 Fiscal 
Services

1 FTE HR Manager

3 FTE Payroll 1 FTE HR Specialist

4 FTE AP / AR / 
Purchasing

7 FTE Coordinator, 
Clerks, Secretaries
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Business 
Service 
Models

• Local Traditional

• Charlevoix-
Emmet ISD–
provides all level 
of business 
office financial 
services for 
districts of 
2,000 or fewer 
students

• Modules

Sources:  Charlevoix-Emmet ISD 
Superintendent Jeff Crouse
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Best Practices for Shared Services:                  
Char-Em ISD

Keys to success:
• 100% support from Superintendents and Boards of 

Education in each districts

• Pay people the right wage rate for the right type of 
work

• Replace either retiring individuals or existing 
vacancies
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Best Practices for Shared Services:                  
Char-Em ISD

Keys to success:
• Create clear contracts (shared service agreements) 

that outline the distinct responsibilities of both 
parties

• Develop contracts with flexibility and revisit annually

• Staffing is key:  highly qualified individuals; some may 
be assigned part-time roles

• Employ a common software platform
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Best Practices for Shared Services:                  
Char-Em ISD

Advantages:

•“Instant” access to 13.5 finance office 
individuals with varying expertise and 
specialties

• Every function has a trained back-up 
person for emergencies or even 
vacations, thereby providing a natural 
replacement training system
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Best Practices for Shared Services:                  
Char-Em ISD

Advantages:

•Mix of part-time and full-time 
employees offers “extra” capacity 
during busy times of the year, and limits 
“idle” time during the rare slow times

•Accountants can see opportunity for 
advancement from within the operation
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Best Practices for Shared Services:                  
Char-Em ISD

Advantages:

•Professional development and other 
benefit opportunities are available 
through the ISD

•Smaller “D” size schools have access 
to multiple MBA/CFO/CPAs that they 
couldn’t normally “afford” to hire
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Best Practices for Shared Services:                  
Char-Em ISD

Advantages:
•Bidding process for school supplies, 
audit services, custodial services, 
energy procurement, and other 
purchases are streamlined
•Access to human resource services 
such as employee discipline, 403b/457 
investing, or retirement counseling 
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Best Practices for Shared Services:                  
Char-Em ISD

Advantages:
• In the Char-Em ISD formula, the districts 

have realized a direct financial savings on the 
cost of the service versus employing their 
own staff

•Vendors have one stop shopping, so they 
aren’t interrupting us 13 separate times.  
They have one point of contact for all 13 
districts
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Best Practices for Shared Services:                  
Char-Em ISD

Business Management Services
• Monthly reports

• Balance sheet

• Revenue reports

• Expenditure reports

• Program reports

• Cash flow

• Board reports
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Best Practices for Shared Services:                  
Char-Em ISD

Business Management Services

• Input budget data

• Assist in budget preparation/amendments

• Audit preparation

• Prepare state reports

• Monthly billings for federal grants

• Annual reports for federal grants

• Manage the various liability insurance programs
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Best Practices for Shared Services:                  
Char-Em ISD

Accounts Receivable

• Investment/transfers

• Bank reconciliation

• Input cash receipts

Accounts Payable

• Input invoices/prepare vendor checks

• Issue 1099’s

• Automatic payment of bills
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Best Practices for Shared Services:                  
Char-Em ISD

Payroll

• Compute contract changes

• Input payroll contract changes

• Verify/input time cards

• Input attendance data

• Prepare/print checks/direct deposits

• Prepare/print payroll related reports

• Input/prepare payroll liability checks
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Best Practices for Shared Services:                  
Char-Em ISD

Payroll

• Quarterly/annual reports (941, MPSERS, MESC, etc.)

• Electronic tax transmittals

• W-2’s

• Unemployment claim forms

• Verification of employment forms

• Maintain personnel/payroll files

• Provide required information for the REP report 
to local district
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Office Redesign 
Process
• Establish office service vision

• Define SKE needs

• Each employee completes Job 
Self-Analysis Questionnaire

• Review past performance 
appraisals

• Rewrite outdated job 
descriptions with legal review

• Issue new job descriptions

• Provide training

• Evaluate annually
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Essential Tenets for 
Sustainability

1. Develop a Proactive 
Financial Leadership 
Team

2. Properly Staff and Train 
Business Services 
Employees

3. Define our Challenges

4. Establish Fiscal 
Sustainability Goals

5. Adopt Successful 
Governance Models

6. Install Best Business 
Practices for Finance and 
Operations
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What Your Business Official Needs From 
the Superintendent and Board

• Understanding of staffing needs

• Public acknowledgment of business office success and 
financial credibility

• Appreciation for the value of accurate reporting

• Understanding the relationship of numbers

• A partnership

• Collaboration              

• Space to do a job well
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Business Office Expectations
•Develop and maintain metrics for big 

picture understanding and decision 
making
• Inform leadership of likely 

CONSEQUENCES for courses of action
•Proactively educate entire organization 

on long-range financial forecasting 
dynamics
•Provide real-time monthly reporting 

information of BUDGET versus ACTUAL
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Business Office Expectations

• CREDIBILITY and TRUST are our greatest assets

• Strive for minimal budget variance from actual

• Invite participation in budget process

• Serve as district financial representative for 
employee contract negotiations

• Serve not only as a historian, but as an 
insightful leader practicing collaboration
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Recommended Staffing Considerations

•Skills, Knowledge and Experience 
(SKE) for CFO

•Accounting degree required for CFO

•Associates degree or higher required 
for other business positions

•Mid-size districts (2,500 or more) will 
require two degreed accountants
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CFO Qualifications

• Bachelor degree in
Accounting with a CPA 
designation preferred

• 3 to 5 years school 
experience is preferred

• Intent to seek the Chief 
Financial Officer (CFO) 
designation through 
Michigan School 
Business Officials
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CFO Compensation 
Ranges

Mid-Michigan Salary Ranges with CPA

$68,850 to $115,000

Southeast Michigan and West 
Michigan Salary Ranges with CPA

Range up to $130,000+

Visit MSBO Website to view Hiring 
Solutions, LLC, Compensation Survey

1
4
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Summary of Redesign Process

• Redesign office to fit district size and needs

• Accommodate increased staffing needs from 
new legal demands

• Rewrite job descriptions considering 
outsourcing options

• Set expectations

• Test for leadership skills during                    
hiring process

• Evaluate annually
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Negotiations Preparations

• Language legal review by counsel

• Insurance
▪Compliance with law / avoid penalties
▪ Insurance committee

▪Salary schedules
▪Current Actual
▪Modeling with Excel
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Negotiations Preparations

• Language legal review
▪Compliance with law?
▪Prohibited subjects?
▪Best practices – leave language

• Seek feedback from administrators and 
supervisors on common problem areas
•Narrow your language “wish list”
• In closed session review major issues of 

language and cost with your board well in 
advance
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Negotiations Preparations - Team

•Consider your use of legal counsel
▪At the table
▪Behind the scenes

•Board members at the table?  Why?
▪Executive versus legislative roles

•Team at table
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Ongoing District Insurance Committee

▪ Address the health care 
affordability crisis

▪ Include members of all 
groups – it is in their 
best interest

▪ Include experts

▪ Examine alternatives

▪ Study fully insured 
versus self-funding

▪ Transparency

▪ Wellness

▪ Provide best health 
care for the dollar



NEGOTIATIONS PREPARATIONS

• Compute cost of 1 percent increase or decrease

• Include roll-up costs of steps, FICA, retirement

• Annually bid insurance for best buy for the 
dollar

• Prepare live excel negotiations spreadsheet

•Work with board on agreed parameters

• Provide transparent cost information for 
understanding by all parties
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$ Costing 
Your 

Proposal $
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Is Your 
Board-

Approved                     
Parameter 

Affordable?
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Other 
Negotiation 

Tools

Stanfred Enrollment Projection

Eidexinsights.com

Munetrix.com

CEPI Websites:
• cepi.state.mi.us/FidFormb/Index.aspx

Recommended Fund Balance:

• MSBO – 15 to 20%

• GFOA – Two to three months of 
operating expenditures or 
revenues

• Board of education policy

• Your auditor’s written 
recommendation



Final Question

What considerations presented 
today will improve the 

effectiveness of your finance and 
human resource functions with an 

eye on student achievement?
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Sources of Reference and Research

• MSBO School Finance Reference Manual: http://www.msbo.org/

• MSBO website: http://www.msbo.org/

• MDE State Aid and School Finance: http://www.michigan.gov/mde/0,1607,7-
140-6530_6605---,00.html

• CEPI Enrollment: https://cepi.state.mi.us/msds/AuditForm.aspx

• MDE / Administrators / Money Matters 
http://www.michigan.gov/mde/0,4615,7-140-5235_6093---,00.html

• Eidex: http://www.eidexinsights.com/

• Munetrix: www.munetrix.com

• Government Finance Officers Association: www.gfoa.org

• Hiring Solutions, LLC; www.hiringsolutionsllc.com

• Excel Consultant Group – Consulting on Food Service, Custodial, Facilities, 
Transportation – Email: excelconsult.group@gmail.com; (517) 627.5728 

http://www.msbo.org/
http://www.msbo.org/
http://www.michigan.gov/mde/0,1607,7-140-6530_6605---,00.html
https://cepi.state.mi.us/msds/AuditForm.aspx
http://www.michigan.gov/mde/0,4615,7-140-5235_6093---,00.html
http://www.eidexinsights.com/
http://www.munetrix.com/
http://www.gfoa.org/
http://www.hiringsolutionsllc.com/
mailto:excelconsult.group@gmail.com


Sources of Reference and Research

• School and Municipal Advisory Services, PC; Donald Sovey, CPA, CFO –
donsovey@gmail.com;(517) 231-0563; Bond/millage communications; 
Budget process training; Business office staffing review and mentoring; CFO 
search service; Distressed/deficit district technical assistance; Fact finding 
research and testimony; Financial mentoring for newer; superintendents and 
school boards; Interim business official service; Long-range financial 
projection training

• A Better Way to Budget – Building Support for Bold, Student-Centered 
Change in Public Schools; Nathan Levenson; Harvard Education Press; 
Copyright 2015; Available on Amazon.com

• Government Finance Officers Association, Best Practices in School 
Budgeting; Copyright 2017; Available on GFOA.org

• Informed Decision-Making through Forecasting: A Practitioner's Guide to 
Governmental Revenue Analysis; Shayne Kavanagh and Daniel W. Williams; 
Government Finance Officers Association; Copyright 2016

• A Budgeting Guide for Local Government; Robert L. Bland; ICMA Press; 
Copyright 2013

• What Does the Most Good….and for Whom?: A Guide to Academic Return on 
Investment Analysis; The District Management Council, Copyright 2014
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Questions?

Donald Sovey, CPA

(517) 231-0563

donsovey@gmail.com


