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SECTION 1:
REPORT OVERVIEW
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INTRODUCTORY COMMENTARY
This report is prepared based upon findings and observations from a two-day site visit to
the district. The overall goals of the report are articulated in the correspondence to, Interim
Superintendent Curtis Bates, which is located on page 3 in this section. A “General Overview”,
which briefly summarizes the demographics of the region, especially as related to the schools
throughout the district, is provided on page 5. This section also contains detailed information
that has been provided by various staff members, and which relates to the performance of
critical responsibilities. It is provided herein with the intent that the regional district can simply
cut and paste relevant areas and use them to create a Business Office Procedures Manual or to
expand upon any current documentation that is available.
The second section delineates “Report Findings” that the MASBO Team discovered
during their visit. This section includes topics ranging from “Special Education,” on page 9
through “Commendations,” on page 48. Issues that will require remediation by School District
Administration are also described throughout this entire section. The recommendations for this
remediation follows each Finding, and there is also a section for “Other Recommendations,”
which addresses areas where there are no pre-existing conditions cited.
The “Budget Management & Document Analysis” section, from page 50 to page 57,
contains extensive recommendations that are not only related to the actual structure of the
school district budget, but also to budget development and management procedures, which
MASBO developed for the Department of Elementary and Secondary Education and have been
adopted as “promising school district practices.”
Finally, several addenda and appendices add support to our conclusions and
recommendations.
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Nashoba Regional School District
50 Mechanic Street
Bolton, MA 01740
Attention: Interim Superintendent Curtis Bates
Dear Curtis:
On behalf of the MASBO Review Team and the MASBO Board of Directors, I would like to
thank the staff, administration and School Committee of the Nashoba Regional School District
for affording us the opportunity to conduct this Financial Operations Review. I am especially
grateful to your Assistant Superintendent for Finance, George King and Aleta Masterson, your
Executive Assistant, who were extremely helpful to us in conducting this review. They devoted
large blocks of their time in order to assist us in obtaining the information that we needed to
conduct a thorough review and their help was simply invaluable to us.
The Review Team recognizes that the two-day site visit was an imposition, and we are certainly
appreciative of the hospitality, cordiality and cooperation that was afforded to us during this time
period.
During my initial discussions with you, we were able to establish the primary objectives of the
review, which were:






To review current business office practices for the purpose of determining their
alignment with the statutory requirements of the Commonwealth that pertain to these
procedures;
To assess the effectiveness of the district’s processes associated with budget planning
and development, financial reporting, payroll and accounts payable, and cash
management and determine whether current staffing level is appropriate; (Did you
mean Central Office Staffing Levels?)
To review the current procedure pertaining to the management of student activity
accounts;
To acknowledge strengths, identify weaknesses, and recommend improvements to the
critical financial systems of the school district.

This review process also involved the completion of a Self-Assessment, and a copy of this
document is enclosed as Appendix B.
The Review Team, during its two day site visit, conducted interviews with the following
individuals: central office administration; high school administration (principal); district
treasurer; facilities management (director); human resources director and staff; school lunch
program; business office staff; special education personnel; personnel and budgeting (senior
3

accountant);technology management (manager); staff that oversee the student activity account,
the athletic revolving account and management of gate receipts, and School Committee
members.
We also reviewed budget planning, development and management processes; financial reporting
and procurement processes.
The result of this site visit review and document analysis is compiled in the enclosed report. I
sincerely hope that you find the information contained herein beneficial for your purposes.
Please contact me if you require any additional clarification regarding any aspect of this report.
Very truly yours,
John A. Crafton
MASBO Leadership Development & Training Coordinator
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General Overview
The Nashoba Regional School District is comprised of the towns of Stow, Lancaster and Bolton
Massachusetts. The Town of Stow has the Center School which serves students in elementary
grades PreK-5, and the Hale Middle School which serves students in grades 6-8. The Town of
Bolton is also home to the Nashoba Regional High School, which serves students in grades 9-12
from the three member communities.

The Town of Lancaster has the Mary Rowlandson Elementary School which serves students in
grades Pre-K to 5, and the Luther Burbank Middle School which serves students in grades 6-8.
The Town of Bolton has Florence Sawyer School and Emerson School, which services students
in grades Pre-K to 8.

The Nashoba Regional School Committee consists of 8 members of which one seat is currently
vacant. The Committee members are 3 from the Town of Lancaster, 3 from the Town of Stow
and two from the Town of Bolton. Lancaster has one open seat at this time. The Interim
Superintendent has worked in the district four months and the Assistant Superintendent has
worked in the district - ten years and a half years.

The Nashoba Regional School District Agreement was formulated in 2001 and amended in 2003.
The agreement includes sections addressing;


Powers and duties of the Committee



Terms of School Committee members and the number of members from each community
that sit on the Board.



Location and lease of school



Type of district



Method of Apportioning cost of the region school



Transportation



Admission to and withdrawal from the district
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Amendments



Budget



Admission of Students



Organization of the Regional School Committee



Audit Advisory Committee

The current Superintendent of the Regional School District has been hired on an interim basis
while the Regional School Committee conducts a Superintendent Search. The School
Committee's intention is to receive all superintendent applications by March 11, 2016. Interviews
with the semi-finalists will take place during the week of March 21, 2016 with the announcement
of finalists on March 30, 2016. School Committee site visits will take place during the week of
April 11-14 and finalist site visits and interviews will take place during the week of April 25-29,
2016. The School Committee will appoint a new superintendent on May 4, 2016 and the new
Superintendent will have an anticipated starting date of July 1, 2016.

There is currently a concern that the financial benefit realized from School Choice will
negatively impact the NRSD budget within the next two fiscal years due to the downsizing of the
School Choice option. School Choice revenues have dropped from $1.3m to $600,000 as of the
latest FY 17 projections. This being the case, the financial loss of that program will have to be
assumed by the operational budget or reverse the trend of school choice.

The Assistant Superintendent of Schools has been with the district since 2005. The Assistant
Superintendent of Schools is the financial administrator for the Regional School District;
however, he has an additional responsibility as middle school principal. The current situation
does not allow for the full administrative attention of either position. The Human Resources
Director has picked up some additional oversight of the Payroll Department as a result.

The Nashoba Regional School Department’s Actual Budget for FY 15 was: $50,139,639, and the
voted Budget for FY 16 was $52,642,187. The Requested Budget for FY 17 is $54,126,033. In
the school year 2014-15 the district spent approximately $200,000 for snow removal and
received a reimbursement of approximately $120,000 from FEMA. The Nashoba Regional
School District does have a Strategic Plan, which is aligned with the District Improvement Plan.
6

Nashoba Regional School District uses Budget Sense for the financial recording, tracking and
other finance related needs of the district.

Shared Services by the Nashoba Regional School District
Superintendent of Schools
Assistant Superintendent
Director of Human Resources
Director of Special Education
Athletic Director
Director of Facilities
Coordinator of Food Service
Technology Manager
High School Principal
Middle School Principals (3)
Elementary School Principals 3)
Elementary School Assistant Principals (4)
Teachers (316)
Nurses (8)
Paraprofessionals (95)
Facility Staff (28)
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SECTION 2:
REPORT FINDINGS
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Special Education
The Director of Special Education was appointed to the position in 2007. The Director, however,
has worked in the school district for over 14 years. The positions found in the Special Education
Office include:


Director of Special Education



Special Education Administrative Secretary



Administrative Assistant



Out-Of-District Coordinator



Team Chair



5 School Psychologists



Team Chairs (4 are in the SPED Office)

All positions are cross trained to the extent possible and office staff support and function in each
others roles as needed. The percentage of Special Education Students in the district as of 10/1/15
was 14%. The total number of Special Education students placed outside the district as of
10/1/15 is 30. The total number of students placed on IEP's in the district as of 10/1/15 was 457.
Circuit Breaker money received by the district was:


FY 15 $860,914 plus and additional $252,504 as extraordinary relief



FY 14 $542,824



FY 13 $488,197

Medicaid reimbursement received by the district was as follows:


FY 16: to date $81,740.95



FY 15: $144,560.95



FY 14: $139,541.15

The Special Education Department has been able to bring students back to the district by
introducing programs to accommodate student needs. The district has developed therapeutic
programming and programs for students with developmental disabilities. In addition, three new
preschool sessions have been added. Transportation is usually a very expensive part of the
Special Education budget. Over the past four years Special Education transportation costs have
been as follows:


FY15: $765,910
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FY 14; $732,233



FY 13: $832,302



FY 12: $825,163

The Special Education transportation figures above include McKinney-Vento Act transportation
which could be as high as $75,000 as it was in FY 15.

The Special Education Department works with the Assabet Collaborative to investigate
opportunities to reduce the cost of student services through the creation of low cost programs for
the out-of-district student population. There are 30 Special Education Students that attend
programs out-of-district. The Out-Of-District Coordinator is also the Team Chair for students in
five district programs as well as Educational Liaison for all students in group homes and those
that fall under the McKinney-Vento Act. Programs that NRSD students attend include: Public
Separate Day School (6), Private Separate Day School (20), Residential School (3) and
Residential Institutional (1).

Special Education Transportation
Transportation for Special Education students is contracted through Assabet Valley
Collaborative and provided by Van Pool. If a bus monitor is required (IEP) on a Special
Education bus the district makes the assignment. Currently two monitors are assigned at this
time. The district does use the share a ride concept for Out of District transportations which is
coordinated through the Collaborative. E Sped is a web based software used for transportation
and Out of District attendance.

The Special Education Director and the Assistant Superintendent do not meet on a regular
schedule to discuss Special Education students and programs, forecasting projected tuition costs,
transportation expenses or new students coming into the district or students moving or aging out
of programs. The MASBO team was told that the Special Education Department realized a
$400,000 cost overrun in FY 16 due to Out-of-District placements. This type of concern only
emphasizes the need for regular meetings between the Assistant Superintendent and other cost
centers so financial concerns can be identified and addressed early on. Of the 95
paraprofessionals working in the district 72 of them are Special Education employees.
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Special Education - Recommendations
We recommend that particular attention be paid to the following areas, which can have a major
impact on the budget. Some of these are general recommendations that are applicable for all
districts, and in this regard, they should not reflect upon the Special Education department in a
negative light. The full spectrum of recommendations provided herein are meant to be used as a
blueprint or guide for the Special Education department to use in the implementation of their
operational procedures.


Carefully monitor out-of-district placements concentrating on keeping students within
the district or the neighboring collaborative organizations where possible. Assure that
control of placements does not reside with subordinate staff.



Continue to focus on the development of in-district programs, where needed, to cost
effectively reduce out-of-district placements. Encourage the local collaborative
organizations to do likewise in the development of programs that would benefit their
member districts.



Continue the model of using Board Certified Behavior Analysts.



Convene regular meetings (perhaps monthly) with the Business Manager in order to
review the Special Education budget and project the status of said budget as of June
30, the end of the fiscal year. After close of the fiscal year, ensure that performance
with regard to the budget is discussed and communicated clearly ensuring all
stakeholders are properly informed.



Maximize claims to funds available through programs such as Circuit Breaker,
Medicaid Reimbursements, and Extraordinary Relief.



We recommend negotiating with the municipalities to share Medicare receipts with
the school district. It is our finding, in other districts, that those towns who receive a
portion, or all, of the Medicaid receipts do a more thorough job of applying for them.



Priority Item: Establish a process for tracking invoices and reconciling them
with Accounts Payable. Also institute a procedure for the regular and frequent
review of open purchase orders, especially in the area of contracted services.
This should have a positive impact upon the Special Education budget by freeing
up money that is “locked into” purchase orders, but due to circumstances such
as the cancellation of services due to weather, illness, etc., the “freed up money”
can be made available to support other areas of the budget. It is imperative that
encumbrances and purchase orders be used in all three districts.



Work with contractors, other districts and the collaborative organizations to maximize
the efficient use of out-of-district special needs and McKinney-Vento transportation.
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Utilize the DESE ride sharing database that has been recently developed for the
purpose of reducing transportation costs.


If it is necessary to contract out evaluations, the evaluators must be carefully
monitored by the director.



Carefully attend to data collection and reporting for the Circuit Breaker submission.
Develop methods to aggressively capture Circuit Breaker data for in- district high
cost placements. This can be accomplished by consulting with Special Education
Directors in other school districts.



Where appropriate, current fiscal year Circuit Breaker income should be reserved
until the next fiscal year as a reserve for unanticipated placements. Carefully monitor
and continually project special needs tuition costs. This information should be
frequently communicated to the Business Manager.
Scrutinize each special transportation decision to assure that it is only provided where
appropriate and in a “least restrictive” manner.

Human Resources
The Human Resources Department is very organized and has an advantageous office space plan
in that they are mostly co-located with the payroll department. The two departments, being in
close proximity, encourages communication, which leads to the resolution of concerns in a
timely manner. The HR Director is working with both departments to promote the efficiencies
and effectiveness of both. This model is one that serves the district well especially in that the
Human Resources and the Payroll Departments support the region. The school district uses
School Spring for advertising and application collection and PowerSchool for attendance
tracking.

School District Hiring Process





The HR Department maintains an excel database of all budgeted positions, salary, FTE,
Longevity, some stipends
As staff are hired, new hires are tracked on a separate excel spreadsheet, where their
salary is listed, as is the budgeted amount for that position enabling the HR Department
to track their spending/savings. This document is shared on Goggle with the
Superintendent and Assistant Superintendent.
When a position becomes vacant, the Principal/Director submits a “Request for
Personnel” form to the HR Department. This is checked for accuracy (someone resigned,
new position, etc) and given to the Superintendent for his signature.
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The HR Department posts the position on the District’s website and on School Spring.
The Principal/Director, with the HR Director, conducts interviews and selects the
recommended candidate. At this time, the CORI is completed and the Fingerprinting
process is started.
The Superintendent is given a “Request to Hire” form along with the successful
candidate’s resume for accurate step and column placement. The Superintendent has
“historically” interviewed every Unit A hire and every administrative hire.
The hire letter is generated by HR, with the Superintendent’s signature. The hire is
directed to contact HR to complete hire paperwork. This is done within five days
generally.
The benefit paperwork, tax forms, etc. are completed in the HR office and the person is
entered into Budget Sense, our payroll system.
New employees are given instructions regarding access to the HR portal where their pay
stub, W2, attendance will be tracked.

The Human Resources Department include, but are not limited to, the following responsibilities:
 Oversight of all phases of human resources for the district.
 Manage and maintain benefits for all staff and retirees.
 Implement workers compensation, employee benefits and unemployment programs.
 Participate in the collective bargaining process and adherence to agreements.
 Administer, update and maintain personnel records.
 Advise and support administrators in employee relation issues.
 Hiring and orientation processing.
 Track and maintain all staffing requirements.
 Oversight of attendance, performance evaluations, licensure of all staff.
 Manage sick bank for units A and C.
 Coordinate leaves of absence, lane changes, payroll placement and appointments.
 Work with vendors and benefit providers.
 Support administrators with employee relations, hiring, disciplinary actions.
 Manages deduction reporting to retirement systems.
 Collects and processes workers compensation and unemployment claims.
HR Department Efficiencies
 Communication
o The HR Department has established itself as a resource for all personnel related
issues across the District. Directors, Administrators and staff (including retirees)
alike communicate with the HR Department on all changes, requests, leaves of
absence, attendance related issues, etc. The HR Department is aware of any
personnel actions that impact salary and attendance as a matter of routine. Many
of these issues directly impact the budget and are controlled.


Attendance
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o The HR Department monitors attendance with vigilance. Time Sheets, school
attendance reports, daily sub reports and portal requests are monitored daily for
accuracy. No one overuses their leave time. Salaries are impacted if this does
occur.


Collaboration
o The HR Department works regularly with the Business Office as well as other
Departments, as necessary, to communicate and ensure checks and balances for
budgetary impact. We work on the salary projections, leave liabilities, etc. with
the Business Department and jointly create processes and protocols in accordance
with statutes and law.



Resources
o The HR Department is a resource for staff and retirees alike.



Audits

o The HR Department audits employee benefit bills monthly. Every bill is checked
against the payroll deduction record. The payroll process includes checks and
balances by the HR Department and the Business Office. Both review the register
and accounts for accuracy and budget compliance.

Job Descriptions
Job descriptions that were submitted for review were well written and reflect the current working
duties of the position. Other job descriptions, however, were described as reflecting some current
job duties, but not all. The job descriptions that have been periodically reviewed by the
individual employees have been in place for a while. Current job descriptions ensure that duties
being performed by employees are the actual duties being performed. Current job descriptions
help to document and evaluate job performance.

Job Descriptions for Business Office Personnel
All job descriptions need to be reviewed and updated. They should be in accordance with ADA
requirements including the level of education and expertise required to perform the role. Each
position description should clearly spell out the tasks required to perform the job including
knowledge of software programs such as Excel or Word. Accurate job descriptions ensure that
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staff members know and are capable of performing all physical and intellectual tasks required of
them; and consequently, they should contain an elucidation of physical requirements. Evaluation
Standards should also be stated in each job description.

Transportation
The District is in the final year of the yellow bus transportation contract. Market conditions
indicate the possibility that a large increase in cost could be in the offing. A review of scheduling
and utilization of resources before a bid document is developed is recommended. Any potential
changes can be weighed in terms of cost versus convenience. A three tier operating schedule is
one example that could be considered. This would lower costs, but possibly change culture.
Other significant options can also be considered during a review.

District Revenue Sources
Revenue is of course half of the entire budget process and an important place to start. The
District budget has two revenue components. The first is the district revenue derived from
assessments and Chapter 70, and the second is the budget offsets. In many ways they are similar,
but for accounting purposes regarding both the Department of Elementary and Secondary
Education (DESE) and the Department of Revenue (DOR) they must be accounted for
differently.

Revenue is straightforward, it is the stream of money that is used to meet (and must match) the
bottom line of the net expense budget. There are two sources of revenue, one is referred to as a
local revenue, namely the money that comes directly to the District from all non-assessment
sources. The second source is the assessment themselves, which is the difference between local
revenue and the total approved budget. That is the total amount assessed to the member towns.

Offsets are specific revenue sources such as grants, Circuit Breaker, School Choice and
particular revolving account funds with specific and restricted spending targets. These funds are
used to technically reduce the budget's bottom line, therefore reducing the need for revenue.

15

For the Fiscal Year FY 17 budget, the following are various components of revenue and what is
anticipated.

Chapter 70
Chapter 70 aid is the direct aid to schools from the state. At this time, absent any other guidance,
this line to be level fund. It is possible this could change as the budget process unfolds and the
state budget picture becomes clearer.

Chapter 70

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$6,492,305

$6,559,925

$6,559,925

Regional Transportation
This category of aid from the state reimburses the District for a large portion of the qualified
transportation expenses for general education (yellow bus) cost.

Transportation

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$987,626

$815,000

$950,000

SBA Reimbursement
This amount is received by the District as revenue.

SBA Reimburse

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$542,576

$542,576

$542,576

Medical Reimbursement
There are specific services offered by the special education department to students that are
eligible for Medicaid reimbursement.

Medicaid

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$161,968

$100,000

$100,000

Extended Day Program
Revenue from the extended day program is utilized to fund the general fund budget.
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Extended Day

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$165,000

$215,000

$215,000

Investment Income
This category reflects the income to the District received on bank and money market accounts.

Investment

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$21,360

$20,000

$20,000

Charter School Reimbursement
This is the amount of money the District receives based on the state formula that reimburses a
small amount of the tuition paid toward students enrolled in charter schools.

Charter School

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$26,744

$30,000

$30,000

Athletic Field Fees
This money comes from the rental of the turf field and some of the tickets sales at the turf field.
When the bonding for the fields was passed by the Town Meetings the District pledged to offset
some of the costs with related revenue.

Field Fees

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$35,500

$40,000

$50,000

School Choice Revenue
This is the money received for students coming to Nashoba for school choice. The program had
reserves over the years and they have been used in recent years to keep spending level.

School Choice

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$1,300,000

$1,100,000

$650,000

Pre School Tuition
This is the tuition paid by typical peers for our integrated pre-school program. It is used in
support of the programs and is recommended to remain level funded.
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PS Tuition

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$230,000

$230,000

$230,000

Third Party Reimbursement
There are many different items that the District gets reimbursed for each year.

Reimbursement

FY Actual

FY 16 Budget

FY 17 Recommendation

$75,000

$75,000

$75,000

Enhanced School Health
This item is reflective of state grant that Nashoba qualifies for in support of nursing services.

School Health

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$52,991

$30,000

$30,000

Title II Grant
This grant is used to offset salaries in the Teaching and Learning department.

Title II

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$46,221

$60,000

$60,000

E-Rate
This is the federal program that has refunded up to 40% of costs for things like telepone and
internet connectivity.

E Rate

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$99,193

$90,000

$90,000

Parking Lot Fees
This is money from the parking fee revolving fund at the high school.

School Health

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$15,000

$15,000

$30,000

Athletic User Fees
This is the amount of money collected for user fees from high school and middle school students.
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Athletic Fee

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$178,478

$185,000

$185,000

Circuit Breaker
This is the state program that reimburses districts for excessive special education costs.

Circuit Breaker

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$481,831

$537,000

$860,914

Title 1
This is an entitlement federal grant to assist with instruction of low income students.

Title 1

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$64,474

$90,000

$225,000

SPED Early Childhood
This is a grant received to reimburse for SPED services in the early childhood program.

SPED EC

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$17,000

$17,000

$17,000

SPED Tuitions
This is a line item that reflects money collected for SPED services paid by other Districts.

SPED Tuition

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$25,000

$25,000

$25,000

Excess and Deficiency
The District's Excess and Deficiency fund (E&D) is available as revenue to the budget. The
E&D fund for regional school districts is equivalent to the municipal free cash account. E&D is
certified by the DOR as of July 1st. As of last July 1st the District has $1,331,481 in certified
E&D. In recent years, the District had been spending about 50% of the certified balance as
revenue. Last year, to meet budget constraints, a larger amount, closer to 75%, was spent.
The District cannot spend the same amount as the last year in this line because the certified
amount is below the level spent. Although it would be prudent for the District to establish a
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policy to assure the spending of this revenue is as consistent and recurring as possible, a decision
must be made year to year at this point. Normally the recommendation would likely reflect
scaling back to closer to the 50% level. Doing so this year would make for a large structural
deficit in revenue, reducing this revenue item amount by almost $1,000,000.

One of the cautions last year regarding expending the higher amount represented a real concern
for how much of it would be replenished. Last year, the District was in the midst of a challenging
financial year with large cost overruns in special education, snow and unfunded salaries. Those
challenges (and the additional use of E&D) resulted in the July 1st certification being much
lower than recent years. This current fiscal year we are seeing opposite trends with surpluses to
date in areas such as health insurance, salaries and special education transportation.
Given what was spent last year and the positive trend in this fiscal year it is a moderate but
reasonable and informed risk to budget $1,000,000 of E&D revenue in this budget. Although that
is again nearing the 75% threshold, it allows a bridge to build towards a sustainable amount of
E&D funding without devastating the budget. It is likely that the certified amount at the end of
this fiscal year can be at least close to what it is now, making this a reasonable risk to add some
stability to the FY 17 budget.

E and D

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$1,000,000

$1,600,000

$1,000,000

Kindergarten Revenue
This is reflective of the money that is received for Kindergarten full day tuition. Early estimates
indicate a reduction of students over last year, therefore causing a decrease in the anticipated
funds to offset expenses. This revenue is a general estimate. It actually is deposited into a
revolving funded and transferred into the general fund budget.
As a general practice, the District has attempted to assure the balances in the operations
revolving funds contain one year of unencumbered income. This approach allows funds collected
in the previous school year to be used for the offset, allowing for an accurate funding level. This
goal has not been achieved in the Kindergarten fund, therefore causing more fluidity in the
number year to year.
FY 15 Actual

FY 16 Budget

FY 17 Recommendation
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K Tuition

$425,000

$500,000

$425,000

Kindergarten Enhancement Grant
This is a grant that was originally given to districts that offered full day kindergarten to offset
some of the added cost.

K Grant

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$52,200

$0

$60,000

PL 94-142
This named grant is reflective of the federal public law (PL) that financially supports special
education. This is an entitlement grant that comes to the District yearly. Most of the grant is
allocated to offset salaries. There is a portion of the grant that is spent directly by the special
education department.

PL 94-142

FY 15 Actual

FY 16 Budget

FY 17 Recommendation

$599,166

$618,870

$618,870

The aforementioned revenue sources in FY 2017 proposed budget will fund a minimal amount of
new initiatives. A few key components of the proposed budget include:


Funding for changes to the structure of high school department heads



The next year of funding for the one to one Chromebook initiative



Step and cost of living raises for the third and final year of the union contracts



A budget of 2% increases for administrative salaries, subject to approval of the school
committee



The assumption of exercising the option for the final year of the bus contract



An assumption of an 8% increase in medical costs



Level funding of state assistance in terms of Chapter 70



A transitional recommendation of use of Excess and Deficiency
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Accounts Payable
The Senior Accountant does all the accounting, general ledger work and the Student Activity
Accounts. It was noted that all purchases were made with a purchase order. The Senior
Accountant prepares the DESE End-of-Year Report. The Accounts Payable Specialist records
and tracks the following:


Full Day Kindergarten



Extended Day Program

The Accounts Specialist is MCPPO certified and is responsible for all aspects of the bidding
process. All invoices go through the cost center (Principal/Dept Head), the Accounts Payable
Specialist and the Assistant Superintendent.
Accounts Payable Process
(1) All invoices are received by the Business Office.
(2) Invoices are scanned into BudgetSense and attached to the corresponding Purchase
Order.
(3) Purchase Order goods/services are received at the cost centers and quantities are entered
into BudgetSense.
(4) The Accounts Payable Specialist reviews all received purchase orders and matches them
to the invoices scanned.
(5) Invoices are entered into BudgetSense.
(6) A Voucher is created from all invoices to create an Accounts Payable Warrant.
(7) Checks are printed (2 copies).
(8) Warrant reports are generated (4 copies) bi-weekly.
(9) One copy goes to Treasurer, one office copy, and two are presented for School
Committee signature.
(10)
An electronic copy of the expenditures is provided to the School Committee on
the Friday to review prior to the Thursday School Committee meeting.
(11)
One copy is returned to the Business Office and one to the Superintendent’s
Office where it is retained.
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Benefit Warrant Process
(1) Invoices approved by Human Resources are received by the Business Office.
(2) Invoices are entered into Infinite Visions
(3) A Voucher is created from all invoices to create a Benefits Payable Warrant.
(4) Checks are printed (2 copies).
(5) Warrant reports are generated (4 copies) bi-weekly.
(6) One copy goes to Treasurer, one Business Office copy, and two are presented for School
Committee signature.
Accounts Payable/Warrants - Recommendations
During our interview with the Accounts Payable Specialist, it was discovered that occasionally
the general practice of issuing a Purchase Order prior to expending funds is not followed. In this
regard, the Purchase Order is often created after the purchase. Our recommendation is to
encourage the usage of blanket P.O.s or simply preparing a P.O. and using an estimated amount
for the encumbrance if it is not immediately known. However, the utilization of purchase orders
is a primary budget control mechanism, and in our opinion, the practice needs to be strictly
adhered too. The following is a list of other procedures that would improve the efficiency of the
Accounts Payable process:


It is imperative that all purchases are subject to the development of purchase orders, and that
the orders be encumbered, and that there is online access to the status of these orders and
budget line items. This procedure is followed for the most part, but we have been informed
that, at times, purchases without a P.O. are made.



We recommend that the business office investigate emailing purchase orders to vendors.



We recommend that the business office periodically review all open purchase orders and take
appropriate actions to close them.



We recommend that open purchase orders be created for those vendors providing
maintenance supplies and other such materials rather than using confirming requisitions. In
general all purchases should have purchase orders that authorize the payment of an invoice.



We recommend that a system be devised, in the financial software packages, to prevent
multiple purchases to a single vendor reaching a dollar amount exceeding Chapter 30B limit
of $35,000 and above.
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We recommend that all business office staff, including payroll, be cross trained so that illness
or short notice departures won’t affect the financial integrity of the operations.



The Business Manager should be proactive in seeing that a procedures manual is developed,
kept up to date and followed by the staff.

Warrants
A question was posed by a School Committee member during the course of our interviews
concerning the School Committee’s role pertaining to the signing of warrants. Our view is that
School Committee member signatures on the warrant represent an endorsement of the
Administration’s work, particularly the work of the Superintendent, School Business
Administrator and Business Office staff. It is their responsibility in preparing the warrant to
assure that each expenditure has been appropriately encumbered within the budget, and that all
pertinent finance statutes have been followed with regard to each expenditure.
A level of trust must be established between the School Committee, which functions primarily as
the district’s policy making and oversight body, in order for the timely process of invoice
payments to take place. Our view is when a warrant is presented to the School Committee for
signature in the agreed upon form, their role is to review the listing of purchases, and question
items when more information may be needed. Individual School Committee members certainly
have the opportunity to inquire about particular expenditures prior to signing the warrant.

Gate Receipts
In discussion with the Nashoba Athletic Director the following procedures for collecting gate
receipts were noted:


A cash box is issued by the Athletic Director to the tickets sellers. The cash boxes are
stored in the Athletic Director's Office in a safe. (the safe should be bolted to the
floor)



Each cash box has $340.00 for making change



Tickets are sold at: $5.00 for adults and $3.00 for students and seniors



Tickets are numbered and a form is used to track starting and ending ticket numbers



Ticket colors change with each event; there are four different colored tickets used in
this process
24



One ticket taker collects all ticket stubs which are used for reconciliation purposes



There is a police escort to the Athletic Director's Office



Two people count the money and put it into a safe in the Athletic Director's Office



The money is again counted with another individual



A game report is filled out



Money, with the exception of the $340 bank, is deposited with the Clinton Savings
Bank

The gate receipt procedures are not in a written format which should be a requirement of any
financial transaction involving money. The written format will focus on the importance of being
able to verify and establish a money trail which creates a Chain of Custody as money changes
hands.

Nashoba Regional School District does have athletic participation fees which are as follows:


High School level: $150.00 per student (no family cap)



Skiing, Hockey and swim all have extra fees



There is a fee reduction to accommodate students with financial needs



The fees are paid mostly on line but checks and cash are also received



The same Chain of Custody procedures utilized with gate receipts should be used with
the collection of cash

Athletic Gate Receipts
It is recommended the Athletic Director develop a procedures manual that explains, in fine
detail, the gate receipt process from beginning to end. In this document emphasis should be
given to the use of a form for the custody verification process as collected gate receipts are
exchanged from person to person, and in practice this process should be followed very closely to
avoid problems. In an effort to improve internal fiscal controls the responsibility of system
administrator should be transferred to the business administrator.

It is recommended the Athletic Director use all possible resources to ensure that the office and
the safe where the gate receipts are stored, are both secure. The safe needs to be adequate in
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weight and size, and placed it in a strategic location. It should be bolted to the building structure
as securely as possible.

Payroll
Payroll employees are cross trained; Payroll employees fill in or assist in the payroll process as
necessary, although, not regularly. The payroll process does not include the handling of cash.
Payroll "Best Practices" would include:


Timely submission of time sheets and payroll vouchers



Custodial time card policy



Original signatures of supervisors/principals on time cards and attendance



The Schedule for payment of stipends; stipend appointment letters and vouchers sent
annually



Annual contracts sent to all staff indicating salary, title and full compensation



Electronic attendance taking

Payroll Procedures


Time sheets are printed and sent out to all of the schools for the staff, bi-weekly on
Friday afternoon.



. Monday morning of the payroll week - time sheets, time cards, extra duty vouchers, etc.
are due to the Central office no later than noon on the Monday of the payroll week.



All time sheets are checked off against a master list of time sheets. Any schools missing
time sheets are notified via email.



Custodial time sheets are matched to their time cards.



All time sheets are checked for accuracy.



Corrections are made if necessary.



Time/hours are entered in BudgetSense.



After all hours have been entered, the payroll process is run in BudgetSense.
1. Time entry
2. Leave plan accrual
3. Employee leave plan docking
4. List of errors will print, if there are any
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5. Calculate pay period
6. Print payroll reports
7. Check for accuracy, check it against prior payroll
8. Close pay period
9. Generate direct deposit pay receipts
10. Post to the general ledger
11. Create deduction invoice Give payroll report to Human Resource Director for
review.
Once all the above steps (1-11) are complete, print deduction checks.
Print Deduction reports
Give reports to Treasurer and Accountant
Create ACH file to UNIBANK
1. UNIBANK sends email to Treasurer and Accountant confirming upload of ACH file.
2. Treasurer and Accountant verify with UNIBANK
On the pay date:


Email staff that their direct deposit voucher is ready for view in the HR portal.



Mail/email deduction checks and reports.

Payroll Process


The payroll is prepared and paid on a biweekly basis on Friday afternoon.



Roughly an average of 560 staff are paid.



Teachers are given the option to be paid on a 22 pay cycle, a 26 paid cycle with a lump
sum payout in June or a 26 pay cycle with summer pays.



Attendance is tracked and submitted electronically via the attendance module, the HR
portal, an add-on to BudgetSense.



There are 27 custodians (including Head Custodians) on the payroll.



There are three maintenance staff on the payroll (HVAC, Electrician and Custodial
Services Manager).



Maintenance and Custodial personnel report to the Director of Facilities.



Employees’ salaries are tracked in a HR Database and a New Hire Database. Lane
changes are submitted by February of the previous year so that they can be budgeted.
New positions are budgeted based upon early entry into the Teacher's scale (B3).
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The payroll process does not include the handling of cash.



Payroll "best practices" for NRSD include:
a. Timely submission for time sheets, payroll vouchers
b. Custodial time card policy
c. Original signatures of supervisors/principals on Time sheets and attendance
d. Schedule for payment of stipends; stipend appointment letters and vouchers sent
annually
e. Annual contracts sent to all staff indicating salary, title and full compensation
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f. Electronic attendance tracking


Efficiencies



Average payroll, $1,200,000. Average number of personnel is 560



New teachers are assigned to a step based upon their years spent as teachers using their
certification coupled with their level of education



The HR Director is involved in the New Teacher Orientation



The warrant is signed by the Superintendent and a minimum of three members of the
school committee



An annual HR database is rolled each year moving staff on their scales, etc.



The District does not have any midyear employee contract increases usually. This year,
Unit A has bargained a split scale. The first 90 days is a 1% COLA, the second 90 is 2%
COLA.



560, including subs (which can vary) average on the payroll.

Payroll Warrant
(1) The Administrative Assistant processes, reviews, and compiles payroll journal.
(2) Completed Payroll Journal is presented to Senior Accountant.
(3) A Payroll Summary Warrant Cover Sheet, Payroll Summary and Posted Journal Entries
are combined to create the Payroll Warrant.
(4) Administrative Assistant to Finance uploads the ACH payments for employees. Checks
are generated if necessary.
(5) Tax and Withholding Checks are generated.
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(6) Senior Accountant reviews ACH transmittal and verifies for payment.
(7) Four copies of warrant are generated.
(8) One copy goes to Treasurer, one Business Office copy, and two are presented for
School Committee signature.
Warrant Signatures
A cover sheet with Superintendent and Assistant Superintendent's approval. All present School
Committee Members sign all warrants at the scheduled School Committee Meeting. If there is
not a meeting, School Committee Finance Committee members sign. A minimum of three
signatures is required.
Payroll Process -Recommendations
Based on the payroll discussions it was discovered that NRSD has many pieces in place to better
automate the payroll process. While the system that is in place seems to be working well, there
are efficiencies that can be realized. The time and attendance system is predominantly paper
based. Paper time sheets are used to get information to the Payroll Department from the
schools. Paper records are maintained at the schools as well as at the Central Office.

Consideration should be given to placing more emphasis on the use of laptops at the cost center
level as a way of automating and improving the efficiency of the entire process. In addition,
there is also a module in the Infinite Visions application that can be used toward this end and
should be investigated as a solution eliminate manual timesheets.

Some thought should also be given to automate the Substitute Management system and tap into
that system for use as an “attendance system”. There are districts in Massachusetts where all
employees use their substitute management to record absences not only for substitutes, but for all
employees. Absentee information flows into a time and attendance program and then sent to the
payroll module for processing.

It is recommended the district make use of the Position Control module in the Infinite Visions
suite. Position Control can be viewed as the budgeted need for human resource in a district.
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Endeavor to move all viable Payroll and Human Resources processes to Infinite Visions. By
integrating processes and data, you will have much more information to help manage and control
the district efficiently.

Food Service
The food service program services six schools and approximately 3500 students. This program
also services a private school in Hudson, MA. The free and reduced percentage for the district is
6%. The participation rate for the school district is between 35-40% district wide. It is believed
the reason for the low participation rate is demographics. The Food Service Coordinator does not
have a lot of time to focus on marketing the food service program with all of his other
administrative responsibilities. The Food Service department does not have an assistant.

The high school does offer a breakfast program due the early time arrival times associated with
the high school bus schedule. High school student participation in the food service program
stands at 32%. The high school late start also has had an impact on sales.

The Food Service Coordinator would like to introduce a pilot breakfast program at the Center
School sometime in the future. There are working kitchens in all of the schools. The Food
Service Coordinator reports to the Superintendent. The budget for the food service program is
$1m. The district does have a point of sale cash register system: Power School which was
reported to need a software upgrade. The district accepts either on line payments or checks: no
cash is accepted. When a student does not have payment for lunch they are given a full meal. The
Food Service Coordinator than becomes responsible for collecting the missing payment. The cost
of meals at all levels has been $2.75 for the past six years; next year the price will increase to
$3.00.

The food service department has the following positions:


Food Service Coordinator
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4 managers to run six schools (1 HS, 2 Stow, 1manager)



Cook/baker



Asst Cook/baker



General workers

Food Service Questionnaire
The following information was obtained from a questionnaire that was administered to the Food
Service Director at the time of the MASBO team site visits.
What is the current percentage of Free/Reduced meals?
As of 3-3-16, the percentage of free/reduced student
is 9%.
Does the food service program make money over the course of the year?
The Food Service Department at Nashoba has been in the black for the past 6 years.
How much is carried forward, on average, from one fiscal year to the next?
There is currently over $332,000.00 in the School Food & Nutrition revolving account.
What are the current prices of breakfast and lunch?
Breakfast @ High School only $2.00 paid $.30 reduced $2.25 staff
Lunch @ all schools $2.75 paid $.40 reduced $3.50 staff
Does the district use government commodities?
Yes, Nashoba Regional School Food & Nutrition takes advantage of the USDA Brown Box
program, USDA Foods Diversion Program as well as the DOD Fresh Program.
Does the food service program get charged for custodial fees, repair of equipment and
electricity?
Custodial Fees = No
Electricity Fees = No
Equipment Repair = Yes
How many employees are employed by the school lunch program?
There are 22 employees in the Nashoba School Food & Nutrition department including the
Coordinator of Food Services.
Are the food service workers employees of the district?
Yes, all of the school Food & Nutrition employees are employed by the school district.
Who carries the health insurance for the school lunch employees?
The district pays the employers share of health benefits for it’s employees.
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Does the school lunch program use a Point of Sale, computerized software system?
Yes, the school Food & Nutrition department uses Power-School as its POS system.
How many meals on average does the school district serve daily?
The district serves approximately 1400 meals daily.
How is cash collected, accounted for, and deposited?
The School Food & Nutrition Department accepts Online payments through UNI-PAY/UNI
Bank. Each day, the bank forwards this payment information by school, to the district treasurer.
The district treasurer then informs the Food Service Coordinator. Each School Nutrition
Manager applies the on-line payment to the corresponding account. The Coordinator of Food
Services in copied on these transactions. This is the preferred method of payment. The program
also accepts checks. These checks go to the Food & Nutrition Manager at each school where
they are applied to the corresponding account. Checks may be mailed to the school or placed in a
sealed envelope in the lock box located in each school office and in the cafeteria at the high
school as well. This is the second most preferred method of payment.
The program also accepts cash. The cash goes to the Food & Nutrition Manager at each school
where it is applied to the corresponding account. Cash may be mailed to the school or placed in a
sealed envelope, in the lock box located in each school office and in the cafeteria at the high
school as well. This is the least preferred method of payment. All checks and cash must be sent
in a sealed envelope with the student’s name, grade and PIN on the front of the envelope.
Each day every manager completes a reconciliation statement which is compared with the online payment receipts, the cash report from Power School and the deposit slip from the bank.
Along with the reconciliation statement, the manager also sends a copy of all checks received on
a daily basis.
*Please see enclosed copies of reconciliation sheet, Power School cash report, on line deposit
sheet, bank deposit and payment envelope
Is there a cash collection policy in place?
There is no signed policy by the school committee for collecting cash.
Are the food service employees, handling money, bonded?
No, school food & nutrition employees are not bonded.
What is the meal per labor hour rate for the district?
The meal per labor hour rate is 15 meals per hour for the month of October 2015 and 16 meals
per labor hour for the month of December 2015 district wide.
Does the food service program do any outside catering?
The school food & nutrition department does not do any outside catering at this time.
Does the food service program do any catering inside the district?
Yes, the school food & nutrition department does cater many events within the district.
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Food Service –Recommendations
The following recommendations are submitted after consideration of the low participation rate,
which was mentioned by the Food Service Director during our interview. They are suggested
measures that have been employed by other districts to address the low participation issue.


We recommend consideration be given to hiring a part time assistant. The intended
effect would be to provide additional time for the department to focus on increasing
participation rates through the development of creative marketing strategies.



The aforementioned findings emphasize the need to develop a district charge policy.
This “Owed Lunch Money” policy should be created by a committee that includes the
School Nutrition, Principal, staff members and the Business Administrator. The policy
should be as specific as possible, and meet the goals of the school district. It should also
be reviewed and approved by the school committee. Once approved, policy training for
staff is needed and the policy should also be extensively publicized and shared with
affected stakeholders, i.e. parents, students and staff. The policy should also be included
in student handbooks and should appear on the district website.
School Nutrition revolving accounts are forbidden, by statute, from carrying negative
balances at the end of the fiscal year. Any negative balance accrued through owed lunch
monies must be reimbursed by the district’s operating budget. Consequently, this
statutory provision underscores the importance of having a policy that can be followed by
the food service staff and communicated to parents/students.



Since there is currently a charge policy, it is recommended that it also include procedural
measures for addressing any failure on the part of parents to pay their balance due
amounts. These measures must then be effectively communicated to parents, students,
and staff. One mode of communication would be to send a copy of the policy home at
the beginning of the school year. Another measure would entail posting it on the district
website where it would be available for review by both staff and parents. It is important
that the aforementioned procedures be simply worded and clear enough for students and
staff to understand so as to eliminate any confusion or potential negative scenarios at the
school lunch register that would be embarrassing to a student.



In the opinion of the MASBO team, there is also need to upgrade particular marketing
and operational procedures in order to improve the image of the School Nutrition
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program. It is anticipated that the implementation of these procedures will eventually
lead to higher credibility in the school community and increased student participation in
all nutrition programs.


By utilizing an initiative such as the Smarter Lunchroom and other resources developed
by NSFSMI (National Food Service Management Institute), the district will begin to see
more positive results for the program. Online support, training and materials are all
available at NFSMI. The integration of this program will allow Nashoba Regional
School District to bring the rewards derivative from implementing the Smarter
Lunchroom tools to fruition.



First, the Smarter Lunchroom Survey tool should be utilized as a basis for decision
making regarding the School Nutrition program. The Smarter Lunchroom Tool (SLRT)
will help the district to do a self-assessment. The SLRT results will determine the
weakness and strengths and assist in developing a strategy. JSI (John Stalker Institute)
has partnered with Cornell University in bringing the SLRT to Massachusetts. The
district should be in touch with JSI for further information.



The Smarter Lunchroom’s Movement was started in 2009 with the goal of creating
sustainable research-based lunchrooms that guide smarter choices. It is a grassroots
movement of those concerned with the way children eat and wish to change these
behaviors through the application of evidence-based lunchroom focused principles that
promote healthful eating.



The mission of the Smarter Lunchroom Movement is to equip school lunchrooms with
evidence-based tools that improve child eating behaviors and thus improve the health of
children. The School Nutrition team should communicate available marketing tools
and/or strategies that are intended for each area of the program. Then once the available
tools are determined, they should be implemented and maintained monthly.



Tools should not be limited to the usual items such as posters, signs, sign holders,
baskets, display strategy training, menus, newsletters, contests, special events, programs,
etc. The School Nutrition program should take advantage of as many of the various
marketing resources and tools that can be found in such areas as School Nutrition
Association, USDA, New England Dairy Council, Farm to School, etc.
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All staff should be ServSafe certified. ServSafe certification classes and exam should be
required for all School Nutrition employees. John Stalker Institute (JSI) at Framingham
State University offers “Workshops To Go”, which should be scheduled to present school
nutrition-specific training topics to the team (and possible combined with other nearby
school districts) at minimum 2-3 times per year. Examples include: “Fill It Up the Right
Way”, “Substitutions Solutions”, “Focus on the Customer” and “Food Allergies”
JSI and NFSMI both offer online training courses at low or no cost to the district that will
enhance knowledge of the Head Cook and other team members.

Facilities
A High School building project proposal is under review by the membership Towns for a
possible renovation/ addition project. No paperwork has been filed with the MSBA and no votes
have been taken by any of the member Towns.

The Director of Facilities has been in the position for five years. The district has 7 buildings
across three towns. Each town has a Capital Improvement Plan which involves the schools. The
district leases the schools in each town. The district pays for all utilities, all building maintenance
projects under $10,000 with the towns paying for building projects over $10,000. Scheduled
maintenance is carried in the district budget for each school.

The district does have 26 custodians, who are not on Civil Service, but who do belong to a union.
The custodians have three shifts which consists of a morning shift , split shift and an evening
shift. The district employs two maintenance men who are licensed as an electrician and plumber
and one who is licensed as an electrician and HVAC specialist.

Snow removal across the district is addressed by two snow removal contractors who plow based
on provisions in their contract which is based on the minimum number of inches of snow as a
trigger for plowing.
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SchoolDude is the facilities software used by the district and towns. In addition to the Director of
Facilities, the Facilities Department has a Custodial Service Manager and an Administrative
Assistant (part time; 20 hours) that work in the facilities office in support of the Maintenance
Department. The local building administration approves the rental of their facility and then
forwards the approval to the Director of Facilities for action.

The groups renting the facilities are required to provide their own insurance. The district should
be charging all groups for utility usage when using the buildings in that Chapter 70 money is not
intended to support non educational functions. The rental of school properties is addressed in
School Committee policy: File KF

Facilities Management - Recommendations


Facilities Rental: We recommend that the Rental of Facilities cost schedule be reviewed
to assure that all costs incurred by the school system as a result of the rental of facilities
to outside groups are fully reimbursed. The rationale for this recommendation is based
on the premise that the Nashoba Regional School District, like all school districts in the
Commonwealth, receives state Chapter 70 funds as a supplement to the property taxes
that are allocated for the implementation of a comprehensive educational program for
school-aged children. The spending of these Chapter 70 funds is, by statute, intended
solely for the support of academic programs. Consequently, we feel that all utility,
custodial and other costs that pertain to facility rental for purposes that are not directly
related to Nashoba’s academic programs should be fully reimbursed by outside groups
that are renting the facilities. It is important to note that updating facility rental rates
would allow the district to use a portion of the balance in the Facility Rental Revolving
Account to pay utility fees, which would tend to mitigate the impact of the loss of school
choice revenue.



Custodial Service Manager: We recommend consideration of the elimination of the
Custodial Services Manager position in order to use the funds for the purpose of
increasing the stipends and responsibilities of the Head Custodians.
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Snow Removal: We recommend that the district consider using town resources for snow
removal purposes.

Facility Rentals
School Committee Policy:

File KF

The School Committee of the Nashoba Regional School District believes that the primary
purpose or function of public school facilities is to provide quality educational environments
conducive to the learning of the students they serve. The School Committee desires to make
school facilities available for civic, cultural, educational, recreational, and other activities as long
as these activities do not conflict with public school purposes and activities, state and federal
laws, local ordinances, or proper care and maintenance of the school facility.

Use of school facilities outside of the school day must be approved by the individual building
principal and the central services administrator designated by the Superintendent to coordinate
facility use.
Groups are designated in the following categories and are subjected to the applicable fee
schedule:
Group A: Recognized school groups affiliated with the Nashoba Regional School District but
not necessarily established as non-profit organizations (e.g. PTO, School Councils, Music or
Drama Associations, Alumni Associations, etc.)
Charge for use: No Charge
Group B: Non profit or civic groups (e.g. all Bolton, Lancaster, Stow youth sports groups,
churches or all other groups classifies under Section 501 (c) 3 of the IRS tax code) with a
majority of the participants residing within the School District.
Charge for use of facilities: $25.00
Charge for use of Turf Stadium Field: $45.00
Charge for use of Turf Stadium lights: $20.00
Group C: For-profit groups (e.g., private dance schools, theater groups etc.) and non-profit
groups that have fewer than half of the participants residing within the District (e.g. colleges,
Armed Forces, etc.)
Charge for use of classrooms: $50.00
Charge for use of cafeteria: $50.00
Charge for use of cafeteria and kitchen: $50.00
Charge for use of auditorium: $75.00
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Charge for use of gymnasium: $75.00
Charge for use of Turf Stadium Field: $90.00
Charge for use of for use of Stadium lights: $20.00
Group D: For profit camps (e.g. summer, basketball, and soccer camps).
Charge for use; Flat fee
Group E: Municipal Groups organized and sponsored by member towns will be allowed to use
the school buildings located in their Towns owned by their Town without charge as specified in
the property lease between the respective Towns and the District. Group E qualified
organizations desiring to use Nashoba Regional High School will be treated as a Group B
applicant.
Charge for use: Lease
Use of Funds
Funds received in connection with the rental of the school facilities will be deposited into a
separate revolving account. Such fees will be used to pay associated costs of the activity (e.g.,
custodial fees) and/or make building repairs, replace worn equipment, or offset the costs of
energy and custodial supplies.
Review
The School Committee will review the fee structure for the use of school facilities, The
Superintendent will have the authority to make interim price changes between reviews if
necessary to cover the costs of the District.

Facility Rentals - Recommendations
We recommend that the Rental of Facilities cost schedule be reviewed to assure that all
costs incurred by the school system as a result of the rental of facilities to outside groups are
fully reimbursed. The rationale for this recommendation is based on the premise that the
Nashoba Regional School District, like all school districts in the Commonwealth, receives state
Chapter 70 funds as a supplement to the property taxes that are allocated for the implementation
of a comprehensive educational program for school-aged children. The spending of these
Chapter 70 funds is, by statute, intended solely for the support of academic programs.
Consequently, we feel that all utility, custodial and other costs that relate to facility rental for
purposes that are not directly related to Nashoba’s academic programs should be fully
reimbursed by outside groups that are renting the facilities.

38

Municipal/District Relations
In meeting with two of the Town Administrators (Bolton, Lancaster) it is was noted that the
communication between the school district and the towns has gotten better over the past several
months and they like and respect the Interim Superintendent and School Committee.

They did, however, take issue regarding several matters, including the Refreshment Stand cost
overrun of approximately $100,000, a “white” paper that was produced which exaggerated the
town’s ability to cover any proposed increased educational costs, and the general lack of
communication between them and the regional district.

The Town Administrators further stated that the real issue that needs to be worked on is "trust".
They also feel that the E+D account should be able to return some money to the member towns
(lower assessments).
Municipal/District Relations – Recommendations
The MASBO team discussed the notion of scheduling quarterly meetings with the three Town
Administrators to discuss the following:
1. Review new expenditures that may impact the Towns
2. Upcoming Capital Projects


Status of existing Capital Projects (HS/MS)

3. Mid-Year budget drivers


Special Education



Chapter 70

4. The activities of the Space Needs Taskforce
The MASBO team strongly endorses the scheduling of these meetings with the new
superintendent and/or a designee. The new superintendent should also be advised of the need for
trust building and transparency in his/her and the district’s communications with the three towns.
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Other Recommendations
District Treasurer
It is recommended that the responsibilities of this position be reviewed, especially to assure that
there is a consistent separation of duties and documented evidence of change of custody
whenever financial transactions are implemented. It is also recommended that the School
Business Administrator meet at least every other week to ascertain whether anticipated revenues
will accommodate anticipated expenditures throughout the remainder for the fiscal year.

District-wide Administration
In our opinion, consideration should be given to reviewing the current organizational structure
and implementation of the following changes. The School Business Administrator position
should be full time. The responsibilities of this position are far too numerous and complex for it
to be relegated to a half time employee. Consequently, our recommendation in this specific case
would be to assign duties to the position that are more in line with that of a Chief Operations
Officer.

In addition to all of the common roles normally falling under that of an Assistant Superintendent
in charge of Finance, the position would also be responsible for Human Resources and
Information Technology. The principal position at the Hale school should be a dedicated FTE,
and it should be separate from any central office administrative position. Consideration and
effort should be given to ensure this reorganization incorporates salary savings at least equal to
the salary of the new Principal.

The ideas that the review team heard on the reorganization of Special Education and Instruction
Departments are tenable. There are, however, many organizational configurations that can
result. The following is a suggested overarching consideration where the Superintendent would
have three or four reports. They would be:
1. The Chief Operations Officer
a. Business and Financial Services
b. Human Resources
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c. Information Technology (This could be a direct report to the Superintendent also)
d. Etc.
2. Pupil Services
a. Special Education and Related Services
b. Etc.
3. Teaching and Learning (Instruction)
a. Instructional Areas
b. Etc.
These three or four broad areas can cover all of the functional areas. Principals need to be
addressed in this scenario.

Procurement Card Program
Because of its unique and innovative nature, and its potential for improving efficiency,
generating revenue and saving money, the review committee recommends that consideration be
given to adopting a Procurement Card (P-Card) program for implementation in the NRSD. This
program is operational in approximately twenty other states, and MASBO has been awarded a
contract with Illinois ASBO (the program’s sponsor) for its implementation in municipalities and
school districts throughout Massachusetts.

This program should not be adopted, however, until a high level of stability and accuracy is
maintained with regard to the school district’s financial processes, particularly the accounts
payable and receivable functions.

The P-Card program has the potential to generate revenue as well as reduce costs to the
District. Revenue results from large rebates that are based on the high volume of purchases, in
the aggregate, by entities participating in the program; last year, these total purchases exceeded
$200 million! Cost savings results from the potential of making purchases more efficient. The
traditional purchase order process can be inefficient in the following ways:


labor intensive



large amounts of paperwork



many people and steps involved
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same process regardless of transaction value



expensive – high average transaction cost



not cost-effective for small dollar value purchases



time-consuming



too often creates significant shipping and handling charges

P-Cards, on the other hand, provide many advantages and benefits over cash, check, purchase
order and credit card purchasing, such as:


no implementation or annual fees; no transaction charges



control over what is purchased and where purchases can be made



limit the dollar value of each purchase



individual card limits/parameters can be established



prevents budget overspending



requires no special software (only internet access)



fraud protection per transaction



speeds up obtaining critically needed items



convenience; no minimum number of cards



reduces to one check or electronic transfer the payment of many purchases from multiple
vendors



superior purchasing reports – management information systems are free



rebates on expenditures are provided annually

MASBO can provide more information regarding implementation of this program, if you are
interested, including referrals to other Massachusetts districts who have been successfully
enjoying its benefits for several years.

Technology
More information is needed to determine if teaching and learning applications can currently run
effectively, but it is our opinion, under the current configuration, enhancements can easily be
made to provide adequate service. These enhancements would primarily come from the
bandwidth increases made possible by Comcast at a cost. However, the NRSD has software
packages in place to cover the most important areas. These were not listed in the NRSD
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Technology Plan dated 2010 to 2014. Many of the goals in the NRSD Technology Plan seemed
worthy; however, the extent to which those goals were accomplished in the 2014-2015 School
Year is unknown because progress toward their achievement was not tracked.

The configuration of the network connecting the Comcast network, the data center, and
schools/locations should provide adequate bandwidth to handle all of the data storage, retrieval,
and processing needs for all of the resources available. The software applications currently
owned or pending purchase can provide the necessary functionality for effective operations.


Priority Item: Conduct a thorough study of what exists now and, if needed,
develop a plausible plan to keep the network up-to-date so that future expanded
operational requirements can be met.



Ensure E-Rate reimbursements are maximized. It is rare that the expertise required
exists in-house. Unless this resource can be hired internally, do the work to find a
qualified consultant.



Priority Item: Investigate NRSD compliance with E-Rate regulations.
There are strict requirements which must be met if qualified for funds. Many of
these are overlooked. If audited and found out of compliance, you will not
receive payment. If you have received payment and have been found to be out of
compliance, the fund must be paid back.



Priority Item: Utilize the Technology Plan to state tenable measurable goals and
objectives then track progress toward those goals applying metrics.



Priority Item: Identify a high ranking staff member of the organization who has
knowledge of I.T. systems to take on the role of Chief Information Officer. In
NRSD the Assistant Superintendent for Finance could be person responsible.
Organizational and management skills are more important than technology
skills at this level. The person would need to take on the responsibility of
running I.T. This person would be in charge of all of the academic systems,
infrastructure, and very much aware of the main administrative systems. He or
she must know about data integration and reporting services. Below is a sample
of titles that might report to the CIO with sample areas of responsibility:
o Administrator/Director of Digital Learning and Assessments
 Digital Learning/Assessments
 State Assessments
 Instructional Technology Specialist
o Administrator/Director of Information Systems
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 Student Database Administration
 Strategic Data and Reporting
 Systems Analyst
o Administrator/Director of Technology Operation
 Systems Engineers
 System Technicians
 Help Desk


Administrative systems such as Infinite Visions, substitute management, or time and
attendance tend to have “champions” (supporters) in areas other than I.T. The
organizational chart does not normally capture the relationship between I.T. and these
champions. Communication and collaboration must be developed to successfully
implement projects or initiatives. The CIO needs to develop this type of relationship
with any staff member leading any type of initiative having to do with technology.



The organizational change mentioned above would also improve the state of data
systems integration. A well-organized technology team is essential to execute plans
related to the implementations and integration necessary at NRSD. In public school
systems I.T. is student centric and data systems are primarily concerned with teaching
and learning, running the student database, and making sure the network can handle
the data needs.



However, administrative systems such as Infinite Visions are also utilized and should
be leveraged to provide information to other systems. There is a tendency for these
administrative systems to originate and operate somewhat isolated from the “student
centric” systems. For example, it may be natural for the finance or HR department to
be the primary implementers or operators of Infinite Visions but they do not show up
in the I.T. organizational chart. The “student centric” I.T. department should be well
aware and informed through established channels of communication as to what is
taking place for any system activity related to data. A well-structured I.T. department
aware of all data systems activity is required at NRSD.



Priority Item: Strive to automate all of your paper based processes as described
in the Payroll and other recommendations within this report.



Priority Item: Move all possible processes to Infinite Visions. Take advantage
of this industrial strength system. In many cases resistance to change is the only
thing preventing this step from being taken.

Enrichment and Extended Day Accounts
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The MASBO team has been made aware that purchase orders have been processed in the
Enrichment and Extended Day Program accounts, when there is no budget line item or when the
budget line item is now in the red. Please see the example below.
Example:
Account # 250.3520.40.85.02
Budget
YTD Expended
Encumbrance
0
0
($3,3376)

Pending Reqs/Inv
(1,850.00)

Uncommitted Bal.
(5,226.00)

Account # 250.2301.60.33.02
Budget
YTD Expended
5,000
(18,471.00)

Pending Reqs/Inv
(1,040.00)

Uncommitted Bal.
(14,511.00)

Encumbrance
0

We, therefore, recommend that a budget be developed, which would include a section for
anticipated revenue and a designation of the sources of said revenue. These accounts, and indeed
all separate accounts such as Pre-school and Kindergarten, should be internally audited annually.
In addition, an external audit should be conducted every three years.
As a separate revolving fund which is independent from the general fund, it should have a
sufficient fund balance in advance to cover the cost of the invoices if they predate the fees
collected. You could consider making a one-time transfer to the revolving fund to give it
sufficient cash flow to cover the initial expenses. Another suggestion would be to bring these
expenses into the operating budget and use the revenue collected as a revenue offset for the
budget.
In subsequent years, as previously mentioned, you should have an estimated budget for the
expenses and the expected revenue sources. If these accounts close in the red, the DOR may
dock your E&D accordingly.

Other Revolving Accounts and Cash Collection Processes
There should be a written cash collection policy and procedures for all revolving accounts,
including but not limited to, Food Service, Student Activity Accounts, Pre-school, Kindergarten,
Extended Day and User Fee accounts. Separation of duties and chain of custody procedures
when money is being handled should be clearly stated and understood.
All individuals who are responsible for the collection of cash/monies should be bonded under an
insurance policy, as outlined in the School Committee Policy Bonded Employees and Officials
found under Fiscal Management and Non-Operations 4000.
Larger accounts such as Athletics, Food Service and User Fees should undergo a periodic
external audit by an outside auditing firm at least every three year. In the intervening years an
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internal review should be conducted. These accounts should be monitored by the Business
Office.
School Choice
As mentioned in the current conditions section School Choice reserve revenues have dropped
from $1.3m to $600,000 as of the latest FY 17 projections. The trend indicates all revenues
relating to School Choice will be expended within 2 to 3 years. We recommend re-implementing
the School Choice program to some degree. This would involve careful consideration be given
to the space availability at each grade level. A projection of potential School Choice revenue
should be prepared and reviewed. We believe the loss of School Choice revenue cannot be
regained and is necessary for a balanced budget.

District Improvement Plan
The Review team attempted to access the District Improvement Plan on the district’s website but
encountered some difficulty. We asked about this during our interviews and was informed that
the District Improvement Plan essentially represented the current year of the Strategic Plan,
which is a multi-year document. It is, therefore, recommended that the District Improvement
Plan be developed as a document, which is separate and distinct from the Strategic Plan. It can,
and probably should, contain much of the same information that is found in the Strategic Plan
however.

Additional Observations


The Nashoba Regional School District does have a full time Human Resources Manager.



The Nashoba Regional School District does have a Capital Improvement Plan.



The Business Office does not have a Business Office Procedures Manual.



An external audit is not conducted every three years on the Student Activity and
Revolving Accounts.



The district does not have a Budget Calendar for the new fiscal year budget process



There was no evidence that employees handling money are bonded.



The Assistant Superintendent is licensed as a School Business Official by the
Massachusetts Department of Elementary and Secondary Education.
46



The Accounts Specialist is certified by the Office of the Inspector General as MCPPO
qualified.



The Accounts Specialists does the bid preparation and handles the bidding process for the
district.



There was evidence of cross training in the Business area.



The school district does have a strategic plan which is effect until 2019.



The district does have a standardized written Cash Collection Procedure.



The Athletic Gate Receipt procedures are not documented, but there is a procedure
currently being used.



The Athletic Gate Receipt procedures do have a form system, which provides a Chain of
Custody for money transfers, but it needs to be reviewed and updated .



The Athletic Gate Receipt procedures does provide for separation of duties when
counting and depositing gate receipts.



There was evidence of a preventative maintenance program in effect for buildings and
equipment.



The Regional Organizational Chart has been updated and was available for review.



The regional school district financial software is BudgetSense.



The Special Education Department does not have a written internal controls manual.



The Nashoba Regional High School does not have a written Student Activities Account
Policy.



The Regional School and Towns include all appropriate school assets on the
Region/Town GASB 34 listings which meets the requirements of GASB34.



CORI checks are performed prior to a new employee starting work.



The Regional School District does not use the PC procurement options at this time.



There was evidence that job descriptions are being updated, but not all are current.



PowerSchool is used by NRSD for reporting student information to DESE. Power School
is available at the elementary level.

Commendations


Invoices are usually paid within 30 days.
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The School Committee does have policies addressing financial procedures



The Human Resources Director's efforts in making HR and Payroll departments a
seamless operation.



The NRSD Organizational Chart depicts current positions and provides the hierarchy
between the regional school district offices and the towns middle and elementary
schools.
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SECTION 3:
BUDGET MANAGEMENT & DOCUMENT
ANALYSIS
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Budget Management
In developing the following recommendations for this section as well as the other
sections concerning budget matters, the team referenced a document entitled “Promising District
Practices Guide”, which was developed by MASBO for the Department of Elementary and
Secondary Education. These practices are a compilation of information obtained from the
many financial operations reviews that have been completed over the past eight years that the
MASBO Financial Operations Review program has been in operation.
First, the team attempted to determine the extent to which district administrators are
able to regularly and accurately track spending and other financial transactions; and whether
the district uses forecast mechanisms and control procedures to ensure that spending is within
budget limits. The team also determined the extent to which the district has a system in place
to ensure that state procurement laws are followed, that staff are qualified to manage their
fiscal responsibilities, and that all assets and expenditures are monitored and tracked to attain
the most efficient and effective utilization.
Based on the information that was obtained during our interviews and the review of
pertinent budget-related documents, we recommend that the following budget management
processes be used as guidelines. These guidelines are presented with the understanding that
the school district has already made significant progress with regard to the implementation of a
number of them, but that additional work needs to be done in this regard.
Hopefully, these guidelines will serve as a “blueprint” to be used by the district.


All cost center managers should be able to regularly and accurately track spending and
other financial transactions. This means that every department can access the financial
accounting system and can monitor real time expenditures. It also means that all
administrators should be trained to access the budget and expenditure data for their
school or department. Principals have requested additional training in this regard. The
High School Principal indicated that this has been accomplished in his building and we
believe that most other cost centers in the district have this ability, but we are not
certain that all of them do.



Priority Item: It is important that all administrators understand line item transfer
procedures and how transfers are tracked and reported on financial reports. The
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recommended transfer procedure is fully explained in an article written by the
Massachusetts Association of School Committees (MASC) entitled “A Review of the
School Committee’s Authority to Make Internal Budget Adjustments”, which appears
in the Addenda section of this report. This transfer procedure is based on the
structure upon which the budget document is built, and begins with the approval of
the budget. The budget needs to be structured according to either cost centers or
DESE function codes. When the school committee votes their approval, they should
understand that they are voting, not only to approve the budgets “bottom line”, but
they are also voting to approve the cost centers or function codes as budgetary line
items. This is important because it is the method by which transfers are implemented
throughout the fiscal year. In regard to transfers of funds from one cost center to
another--or in the case of when function codes are used, from one function code to
another—the school committee must formally vote their approval beforehand.


The district should use forecasting tools to regularly project expenditures and ensure
that spending is within budget limits. More specifically, this process involves projecting
remaining salaries and expenditures at least quarterly and comparing totals to budgeted
amounts. The School Business Administrator should then advise the Superintendent and
School Committee when he/she believes expenditures are exceeding appropriations. A
procedure should also be in place for department administrators to alert the
Superintendent and the School Business Administrator of decisions, actions, or
conditions that could impact the budget negatively or positively (e.g., unanticipated outof-district placements, unanticipated building repairs, etc.).



The district’s purchasing policies and procedures should be designed to ensure costeffectiveness by making optimal use of national or state contracts and procurements for
goods and services as appropriate. It is also important to take advantage of regional
purchasing MASBO’s Regional Roundtables, collaboratives or similar initiatives
whenever appropriate, and to use competitive bidding or similar practices when
national, state, or regional opportunities are not cost-effective.



District staff should be encouraged/incentivized to improve operational efficiency and
to minimize wasting of resources wherever possible. Reuse and recycling activities
should be encouraged and widely evident within the district.



Priority Item: The School Business Administrator should develop comprehensive,
transparent reports on at least a quarterly basis for presentation to the school
committee. Copies of reports should be distributed to municipal departments and
officials and to the public-at-large. MASBO has a “model” financial report template
that can be utilized for this purpose. This template is located on the MASBO website.



These reports should include the following:
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a) a projection of remaining salaries and expenditures, approved budget and
adjusted budget, current (year-to-date) expenditures and encumbrances;
b) a discussion and/or footnotes explaining significant variances;
c) Financial reports should comply with GAAP and GASB (34, 45, 54)


Statutory/mandatory auditing requirements regarding annual audits should be
performed for all federal grants exceeding $500,000 in compliance with OMB Circular A133. Annual compliance audits of the End-of-Year report should be conducted as
required by DESE. Any EOY audit exceptions should be corrected immediately and
resulting amendments to the EOY report filed as required.



Online vendor purchasing should be utilized whenever possible, and district bid
specifications should also be made available on-line. Vendors should able to respond to
bids on-line as well. In addition, tools should be in place to allow for on-line bid
tabulations to be made automatically. See recommendation pertaining to P card
program.



The following are recommended procedures for cash management involving gate
receipts, user fees, etc.:
a) Accounts receivable policies and procedures should be clearly articulated and
documented in a procedures manual.
b) Proper segregation of duties must be in place to ensure that the person handling
cash and deposits is not the same person who is recording the transactions in the
general ledger.
c) Receipts are regularly deposited into the proper account using AD 9 & 10 forms.
d) The number of days for cash receipts to be deposited should be minimal, preferably
within 48 hours of receipt.
e) Receipts should be posted monthly and entered individually as much as possible to
allow for better tracking.
f) Monthly reconciliations should be performed – bank statements to cashbook and
cashbook to general ledger.



The following are recommended procedures for payroll operations:
a) Payroll policies and procedures should be clearly articulated and documented in a
procedures manual. This manual can be combined with accounts payable functions
and other business office functions to create a “Business Office Manual”.
b) The district should document payroll transactions using appropriate forms (time
cards, change in status, new hire, termination, LOA, etc.) to ensure transactions are
properly authorized and documented prior to execution.
c) A history of all salary schedules should be maintained, preferably electronically.
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d) A random audit of a sampling of employees should be performed each pay period.
e) Weekly coordination with HR on employee changes should occur.
f) Payroll changes from period-to-period should be researched and explained, and
reconciliation of payroll to salary appropriations should occur regularly.


The following is a procedure for effectively utilizing and monitoring tuition and fee
revenue that is received:
a) Special revenue and revolving funds should be audited internally on a regular basis
throughout the year and every other year by external auditor.
b) Financial reports concerning the utilization of special revenue funds and revolving
accounts should be submitted to the superintendent, school committee, and
municipal departments responsible for oversight of the budget on a quarterly basis.
c) The school department should have written procedures in place to ensure that
special revenue funds are managed properly.
d) The district should have policies and procedures in place to ensure that revenues are
utilized for the purposes intended and to advance the district’s mission, vision and
goals.
e) The district should have policies and procedures in place to ensure that no student
is denied access to educational or extracurricular opportunities due to inability to
pay fees or tuitions.
f) The school district’s annual operating budget should contain anticipated revenue
and expenditures from all special revenue and revolving accounts.
g) All special revenue and revolving funds should be managed in compliance with
relevant state statutory requirements.

Budget Development
In addition to the many other operational issues that were reviewed during the MASBO
team’s two-day site visit to Nashoba Regional School District, a number of interview sessions
involved a discussion of the budget development process. These interview discussions were
designed to determine if the district engages in the preparation of a participative, welldocumented, and transparent budget process that uses student achievement as a factor in the
development of the budget document. The interview with the high school principal was
particularly relevant in this regard.
The team also explored the extent to which the district’s budget document is clear,
comprehensive, complete, current, and understandable. The extent to which the budget provides
accurate information on all funding sources, as well as budgetary history and trends was
reviewed by the team as well.
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As mentioned previously, the recommendations for this area are also referenced from the
“Promising District Practices Guide”.


As part of its budget development process, the district should implement a review process
to determine the cost-effectiveness of its programs, initiatives, and activities. This process
should be based, in part, on student performance data and needs. It is important that
school principals have the authority and assistance needed to make appropriate decisions
about their schools’ expenditures.



District officials should employ a data driven decision making model to evaluate the
district’s education programs. This involves using MCAS scores and other assessment
data to evaluate the district’s educational programs and alignment with the MA
curriculum frameworks. It also involves the use of its own trend data to ensure Adequate
Yearly Progress. A third option is the utilize Baseline Edge for benchmarking purposes.
More specifically, this software program can be used to provide comparisons with other
districts that have a similar makeup to Nashoba Regional School District. The district and
each site/cost center then would conduct an analysis to determine what strategies,
programs and activities will best achieve desired results.



The district should also ensure that adequate funding is available to hire and retain
appropriately qualified staff. This can be accomplished by comparing its compensation
and benefit packages to other districts of comparable size and socio economic status to
ensure that it is competitive. This can also be accomplished through the utilization of
Baseline Edge. In this regard, class sizes and student/teacher ratio should also be
considered.



The district should also provide sufficient funding to ensure all staff have access to highquality professional development, and that all new hires receive adequate induction and
mentoring.



Priority Item: The following is an example of how a typical budget development
process is implemented. It is presented here simply to illustrate one effective
process. It is acknowledged that many other alternatives can be utilized depending
upon the administrative and staff structure of the district.
a) The budget development process begins in late September or early October.
During this period of time, the district business office sends each cost center a
budget preparation package/template to be used in the creation of the cost
center’s budget.
b) Cost center managers (management staff that control the cost center’s
operations and spending—i.e. principals, supervisors, directors) work with staff
to develop a needs based budget, which is submitted to the business office
around the time of the Thanksgiving holiday.
54

c) The school business administrator then assembles all of the cost center
submissions into a “draft” preliminary, district-wide budget. This document is
then utilized between Thanksgiving and the Christmas holiday by the
superintendent and school business administrator to interview cost center
managers for the purpose of reviewing their requests (other central office staff
may also become involved at this stage in the process depending on the type of
cost center being interviewed, i.e. curriculum and instruction director, Human
Resource Director, etc.).
d) All necessary adjustments to budgetary requests are then made, and by midJanuary, a “preliminary” district budget is developed and ready for school
committee review.
e) From mid-January to mid-March or April, several public meetings are usually
scheduled between the school committee and district administration for the
purpose of thoroughly reviewing and explaining the entire budget to them.
f) A public hearing is then scheduled and the school committee votes to approve
the budget. This is accomplished in consonance with municipal bylaws
regarding this matter.
g) Finally the budget document is submitted to the municipality for finance
committee review; and ultimately, integration into the municipality’s budget.


Priority Item: A budget calendar should be developed, which would articulate
important events in the development process. In the case of the above example, items
a through g could be included on the calendar. The calendar also needs to be
distributed publicly at the start of the school year to all school and municipal officials
and posted on the district website.



Priority Item: All stakeholders should be involved in the budget development process,
including school-site councils, school committee, appropriate municipal officials, and
school administration at all levels.



It is important to ensure that all statutory requirements are met including:
a) Budget should be both program-based (regular, special education, alternative
education, vocational education, operation and maintenance) and site-based.
b) A public hearing must be held at least fourteen (14) days prior to the adoption of the
budget.
c) Budget process must meet the local and state mandatory deadlines.
d) The district and community must have appropriate written agreements in place
detailing the manner for calculating indirect charges levied on the school district
budget.



An evaluation of progress and effectiveness should be conducted prior to budget
development including state and federal initiatives and mandates, the district’s long
range plan and other district initiatives, district and school improvement plans, and
most importantly, the school committee and administrative programmatic goals and
objectives.
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Plans, goals, objectives and budget parameters should be developed and discussed with
Administrators. This procedure begins with the development of a revenue budget
based on state Chapter 70, local property tax allocation projections, and special revenue
fund balances. Then initial expense projections are made based on cost center budget
submissions. The budget parameters are put into place using initial revenue and
expense projections. These parameters tie budget requests to the goals and priorities
approved by the school committee.



The budget should be based on the following data that is collected from cost centers:
a) Enrollment projections
b) Class-size projections
c) New initiatives and programs
d) Performance data / benchmarking
e) Programmatic needs
f) Facility and capital needs
g) Staffing needs

Budget Document Review
This Fiscal 2017 budget document was reviewed from the perspective of the national
standards for budget documents that were established approximately fifteen years ago by the
Association of School Business Officials (ASBO) International. These national standards
represent an extraordinarily difficult achievement for school districts to meet, and consequently,
ASBO created a very prestigious award entitled “The Meritorious Budget Award” to honor and
acknowledge the districts that have met them. Indeed, to date there are less than a dozen school
districts that have received this award in the Commonwealth of Massachusetts.
One of each of the district’s primary goals should be the development of a budget that
can be used by the district and its stakeholders as a financial plan, a policy document, an
operations guide and a communication device. Implementation of the following suggestions, in
our opinion, would achieve this results.
In this regard, the following is a summary explanation of the adjustments, which should
be implemented in order to accommodate the core elements of an effective budget document.
Please also refer to Addendum B for more extensive guidelines based on Meritorious Budget
Award criteria.
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Summary Comments
The district is to be commended for the recent steps that were taken to improve the
budget document. The inclusion of a multi-year financial history (three years of actual
expenditures, the current year of budget and the proposed budget); the use of extensive narrative
explanations throughout; and the clear articulation of offset revenues are all notable features of
the existing budget document.
However, as mentioned previously, the budget document needs to be clear, complete and
comprehensive. Consequently, the following comments and suggestions are based on these
three perspectives.


From a clarity perspective, the budget needs a Table of Contents and consistent pagination.



From a completeness perspective, the capital improvement plan, technology plan, fee
schedules, debt service schedules (if applicable) should all be included at least in summary
fashion. These document summaries should appear as addenda to the budget.



From a clarity perspective, an Executive Summary section should be prepared according to
the following explanation:
An executive summary that can serve as a “stand alone” overview of the budget document. This
document should provide summary (not extensive detail) information, including an overview of
significant budgetary issues, trends, and resource choices. This Summary Information should be
presented within the budget document either in a separate section (e.g., executive summary) or
integrated within the transmittal letter or other overview sections, or as a separate “budget-inbrief”.



From a clarity perspective, the budget needs an explanation of the linkage of funding
requests to goals and objectives that have been approved by the school committee.



From a completeness perspective, accomplishments from prior years should be highlighted in
a section entitled “Performance Measures”. The superintendent’s message should contain a
listing of these district-wide achievements.



From a comprehensiveness perspective, the district’s strategic plan with clear and measurable
goals and objectives should be incorporated into the budget document with ties to specific
budget areas. This can be a powerful tool in the development and marketing of a school
district budget. It should be noted that our review of this document revealed that there
was apparently some confusion with the District Improvement Plan. It appeared that
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the two documents were integrated together in some fashion. A district’s strategic plan
is usually a multi-year document, while the district improvement plan is a single year
document.
Budget development is a year-long process. The budget process should begin in the early
fall and include the involvement of all stakeholders within the building and externally with the
appropriate individual school constituencies, in particular, school councils.
The budget needs to be site-based and program-based in order to assure accountability at
the “cost center” level. Principals and cost center managers should receive a budget packet from
the Central Office including a timeline for its completion by each principal or appropriate
administrator and submission to Central Office.
The principal’s Goals and Objectives should reflect both those of the School
Committee and the Superintendent, and budgetary submissions and considerations should
support the attainment of these goals and objectives.
It is critically important that the district adopt a specific policy for handling how the
school committee will approve and monitor the annual budget, particularly with regard to
the transfer of funds.
The school administration, building principals and other cost center managers should
oversee the individual school budgets following the guidelines established by the School
Committee. Spending policies should not be so restrictive as to prohibit an administrator or
principal from making a budgetary decision that will positively impact the educational operation
to improve student performance within their school program.
Pertaining to the monitoring of funds, the school building principal and other cost center
managers should have real time access to financial reports indicating the status of their budgets.
According to the principal, this is the case at the high school. However, we were not able to
confirm that this was also the case at the elementary schools. It is extremely important that the
posting of expenditures to all accounts be done in a timely manner as to adequately reflect the
balances in the individual budgets. This ‘real time data’ will show current fiscal conditions and
allow for accurate forecasting.
It is clear that a tremendous amount of work has gone into the production of the budget
document. However, incorporating the suggestions noted above will significantly improve the
budget document from clarity, completeness and comprehensiveness perspectives.
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The MASBO website also contains sample budgets that utilize the concepts articulated
in the Budget Development Guide. These sample budgets are capable of being downloaded and
used as a template by the district. The Springfield Public Schools and Worcester Public Schools
budget documents are recommended for your review. I believe it will be extremely helpful to
you with regard to implementing the necessary budgetary changes that are alluded to above. The
Masconomet Regional School District’s budget is also available for review.
It is understood that implementing many of the budgetary formats and informational
adjustments takes time, especially when a district is somewhat handicapped with limited staff.
Consequently, it is certainly acceptable to make these changes gradually over a number of
budget cycles.
In summary, the MASBO team found a minimal number of issues that will require the
attention of the School Committee and Administration. On the other hand, on several occasions
we encountered evidence that Central Office was aware of particular problems and was taking
action to correct them. The Addenda contained in this report should assist in addressing many of
the issues that are noted. Other assistance and information can be obtained by accessing the
MASBO Website (sample operations manual, budgets, statutes mentioned above, etc.) or
contacting David Verdolino, MASBO Executive Director at 978- 452-7044 or exec@masbo.org .
It is our opinion that the central office administrative staff, working in a collaborative
fashion with the school committee, are indeed quite capable of responding in an effective manner
to the current challenges and the operational issues elucidated in this report.
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SECTION 4: ADDENDA
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ADDENDUM A
PAYROLL PROJECTIONS/BEST PRACTICE PROCEDURES
The following is a formula that will allow you to accurately project salary accounts,
compare budget to actual expenditures and Monitor positions usage (FTE):
Total Amount Expended to Date
+
Total Payroll Amount for your current Payroll
+/- Non-Recurring Charges or Adjustments
= Net Payroll for “Run-out”
X
Number of pays remaining

Adjustments that must be factored in so that remaining pays can be estimated
accurately:
Step / Increments Due
Cost of Living Adjustments Due
Degree Change Adjustments
End of Year Payments (Stipends, Sick Leave Buy Backs, etc.)
+/- Adjustments for Vacancies / Leaves / Position Growth
- Expected Funding Offsets & Reimbursements

The following are recommendations for accurately monitoring payroll on a continual
basis:






Maintain Salary Book (history of salary agreements)
Randomly audit a sampling of employee pays each period
Explain payroll changes period-to-period
Maintain a payroll procedures manual.
Weekly coordination with HR on employee changes (no-pays, new hires, retirements,
etc.)
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ADDENDUM B
BUDGET DEVELOPMENT GUIDE
The Budget as a Policy Document (PD)
PD1. Mandatory: The document should include a coherent statement of entity-wide long-term
financial policies.
PD2. The document should include a coherent statement of entity-wide, non-financial goals and
objectives that address long-term concerns and issues.
PD4. Mandatory: The document shall include a budget message that articulates priorities and
issues for the budget for the new year. The message should describe significant changes in
priorities from the current year and explain the factors that led to those changes. The message
may take one of several forms (e.g., transmittal letter, budget summary section).
PD5. The document should include clearly stated goals and objectives of organizational units
(e.g., departments, divisions, offices or programs).
The Budget as a Financial Plan (FP)
FP1. The document should include and describe all funds that are subject to appropriation.
FP2. Mandatory: The document shall present a summary of major revenues and expenditures, as
well as other financing sources and uses, to provide an overview of the total resources budgeted
by the organization.
FP3. Mandatory: The document shall include summaries of revenues and other financing
sources, and of expenditures and other financing uses for the prior year actual, the current year
budget and/or estimated current year actual, and proposed budget year.
FP4. Mandatory: The document shall describe major revenue sources, explain the underlying
assumptions for the revenue estimates, and discuss significant revenue trends.
FP5. Mandatory: The document shall include projected changes in fund balances, as defined by
the entity in the document, for appropriated governmental funds included in the budget
presentation (fund equity if no governmental funds are included in the document.
FP6. Mandatory: The document should include budgeted capital expenditures, whether
authorized in the operating budget or in a separate capital budget.
FP7. The document should describe if and to what extent significant non-routine capital
expenditures will affect the entity’s current and future operating budget and the services that the
entity provides.
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FP8. Mandatory: The document shall include financial data on current debt obligations, describe
the relationship between current debt levels and legal debt limits, and explain the effects of
existing debt levels on current and future operations.
FP9. The document shall explain the basis of budgeting for all funds, whether cash, modified
accrual, or some other statutory basis.
The Budget as an Operations Guide (OG)
OG1. Mandatory: The document shall describe activities, services or functions carried out by
organizational units.
OG2. The document should provide objective measures of progress toward accomplishing the
government’s mission as well as goals and objectives for specific units and programs.
OG3. Mandatory: The document shall include an organization chart(s) for the entire
organization.
OG4. Mandatory: A schedule or summary table of personnel or position counts for prior, current
and budgeted years shall be provided.
The Budget as a Communications Device (CD)
CD1. The document should provide summary information, including an overview of significant
budgetary issues, trends, and resource choices. Summary information should be presented within
the budget document either in a separate section (e.g., executive summary) or integrated within
the transmittal letter or other overview sections, or as a separate budget-in-brief.
CD2. The document should explain the effect, if any, of other planning processes (e.g., strategic
plans, long-range financial plans, and capital improvement plans) upon the budget and budget
process.
CD3. Mandatory: The document shall describe the process for preparing, reviewing and
adopting the budget for the coming fiscal year. It also should describe the procedures for
amending the budget after adoption.
CD4. Mandatory: Charts and graphs should be used, where appropriate, to highlight financial
and statistical information. Narrative interpretation should be provided when the messages
conveyed by the graphs are not self-evident.
CD5. The document should provide narrative, tables, schedules, or matrices to show the
relationship between functional units, major funds, and non-major funds in the aggregate.

CD6. Mandatory: The document shall include a table of contents to make it easy to locate
information in the document
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CD7. A glossary should be included for any terminology (including abbreviations and acronyms)
that is not readily understandable to a reasonably informed lay reader.
CD8. The document should include statistical and supplemental data that describe the
organization, its community, and population. It should also furnish other pertinent background
information related to the services provided.
CD9. The document should be produced and formatted in such a way as to enhance its
understanding by the average reader. It should be attractive, consistent, and oriented to the
reader's needs.
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ADDENDUM C
A Review of the School Committee’s
Authority to Make Internal Budget Adjustments
by Glenn S. Koocher, M.P.A. and
Stephen J. Finnegan, J.D.
An area of increasing controversy and some contention among municipal officials is the
authority of the school committee over the budget for the local or
regional school district. Prior to the passage of Proposition 2 1⁄2, school committees
enjoyed fiscal autonomy, whereby the legislative bodies of the cities and towns were
required to appropriate the funds requested by the school committee for school
purposes. Proposition 2 1/2-repealed school fiscal autonomy and vested bottom line
budget approval with the municipal budget authority.
After the passage of Proposition 2 1⁄2, the Commissioners of Education and Revenue
issued a joint memorandum underscoring the line item and authority of school
committees based in part on Leonard v. School Committee
of Springfield, 241 Mass 325 (1922). Subsequently, two laws further reinforced
the line item and transfer authority of school committees. (St. 1981, c.
471 and 782.)
The Massachusetts Education Reform Act of 1993 (MERA) made some significant
changes to the law governing public education. However, setting the district budget and
determining district policy remains firmly with the school committee, (M.G.L. Ch. 71,
Sections 34 and 37) and the fiscal authority of the board changed little under MERA.
Indeed, one of the changes to school budget authority added the minimum required
local contributions and net school spending mandates to Chapter 70.
The final promulgated school budget, of course, is subject to the legal requirements of
net school spending but is also subject to review by the mayor or city manager and city
council in cities, and the review of a town finance committee and decision of the town
meeting.
Regional school district budgets must receive the approval of two-thirds of the school
committee and two-thirds of the member municipalities pursuant to M.G.L. Ch. 71,
Section 16B, but are otherwise subject to “all the powers and duties conferred by law
upon school committees.” (M.G.L. Ch. 71, Section 16.) These municipal reviews impact
only the final school department budget, and “shall not allocate appropriations among
accounts or place any restrictions on such appropriations.” (M.G.L. Ch. 71, Section 34.)
School committees make dozens of difficult decisions during the budget process that
includes at least one mandatory public hearing (M.G.L. Ch.
71, Section 38N) but in fact, usually involves more. The board must act, often with
passionate special interests seated before them, to vote affirmatively or negatively on
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individual programs and line items recommended by the superintendent of schools.
Someone usually goes home disappointed with virtually every decision.
It is no surprise that when municipal budgets are tight special interests lobby with added
vigor for their priorities. It is not unusual for school advocates to take their case to the
municipal officials, often hoping to reverse a controversial decision of the school
committee. More frequently, town meetings, boards of selectmen, or city councils will
promulgate the municipal budget, including the final level of school spending, with a
strong recommendation to the school committee.
Although this may sound like a mandate to the average citizen, it is really only a strongly
worded recommendation that is not binding. M.G.L. Chapter 71, Section 37 is clear that
the school committee shall “… review and approve budgets for public education in the
district.”
Moreover, Section 34 adds “the vote of the legislative body of a city or town shall
establish the total appropriation for support of the public schools, but may not limit the
authority of the school committee to determine expenditures within the total
appropriation.” Furthermore, Section 34 states that “the city or town appropriating body
may make nonbinding monetary recommendations to increase or decrease certain line
items allocating such appropriations.”
For example, if a school committee approves a budget of $10 million for a district where
required net school spending is $9.75 million, the town meeting or city council may
approve the lower figure, but only the school committee is empowered legally to make
the subsequent internal budget adjustments to cut the $250,000 trimmed by the
municipal legislative body. Anticipating the potential for a contentious debate and public
scrutiny, and in the hope that municipalities will fund at the higher rather than minimally
required levels, school districts often present more detailed budget requests with ample
documentation and program explanations.
A second major area of budget contention arising since MERA adjusted the
dynamics between superintendents and school committees, concerns the
authority to transfer among accounts. Various school committees have adopted
policies or rules that allow a superintendent to transfer up to a certain amount,
usually five thousand dollars, from one line item to another without the approval
of the board.
Both Massachusetts Association of School Committees (MASC) counsel and the
Department of Revenue, Division of Local Services, have opined that, based upon
M.G.L. Ch. 71, Sections 34 and 37, the authority to transfer among accounts is
vested solely in the school committee, and therefore may not be delegated to the
superintendent or other officer.
While a school committee may not delegate the statutory authority to transfer among
accounts to the superintendent, they may grant authority to transfer within an
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account by following the guidance offered in 1994 by the Division of Local
Services: “The school committee could grant the superintendent more discretion
by limiting the number of allocations to fewer, more general categories in its
budget vote and by labeling subcategories as information only.
For example, despite education reform, the school committee could budget
general teacher salaries as a cost center with information items for each school.
The superintendent could then use amounts shown for one school in another
school without the necessity of a formal transfer vote. Conversely, the committee
could give principals more authority by voting to allocate actual budget items to
each school, requiring a formal committee vote to transfer from one school to
another.”
School committees that want to scrutinize the annual operating budget more
closely might have many “cost centers” identified in their promulgated budget;
others that want to allow the superintendent more discretion could have fewer
such accounts.
Editor’s Note: This article represents the opinions and conclusions of the authors and not those
of the Department of Revenue.
Glenn Koocher, M.P.A., is Executive Director of the Massachusetts Association of School
Committees.
Stephen J. Finnegan, J.D., is General Counsel to MASC.
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ADDENDUM D
10.04: Financial Accounting and Reporting: Other Municipal Departments
(1) The following expenditures from local revenues by a municipal department other than the school
department which result in services to or on behalf of the school district shall be reported to the
Department on or before September 30 of each year in accordance with the expenditure categories and
cost allocation methods set forth in guidelines published by the Department. The cost of insurance and
retirement benefits for non-school district employees shall not be included or reported.
(a) Administrative Services. The cost of municipal accounting, auditing, central data
processing, central purchasing, employee benefits administration, financial services provided to
the school department.
(b) Educational Media and Library Services, Exclusive of Capital Outlay. The activities
of librarians and catalogers, and the costs associated with cataloguing books, pamphlets,
periodicals and other materials for use by school district students where there is an agreement
between the school district and the library board for specific services to be provided to students.
(c) Health Services. The salaries of health personnel who provide direct services or instruction
to public school students or school department employees pursuant to an agreement between the
school district and the municipality for the provision of these services and related costs for
supplies, materials and other direct expenditures in support of services covered by the agreement;
the salaries of public safety officers, on an hourly basis, who provide direct classroom instruction
on alcohol and substance abuse and violence prevention to public school students pursuant to an
agreement between the school district and the municipality for the provision of these services; the
salaries of health personnel who provide direct services which state law requires be provided to
non-public students or non-public school employees and who make regularly scheduled visits to
non-public schools for this purpose and related costs for supplies, materials and other direct
expenditures in support of these and other services provided in accordance with M.G.L. c. 71, § 57.
(d) School Security Services. Salaries and other expenses of security staff or school police who
are scheduled solely on school grounds where there is an agreement between the school
committee and the municipality for specific services to be provided.
(e) Student Transportation Services. All costs incurred as a result of programs transporting
public school students once daily to and from school, and the costs incurred in transporting nonpublic school students once daily to and from school to the extent required by M.G.L. c. 76 § 1.
(f) Operation and Maintenance of School Facilities. The direct costs of salaries, supplies,
materials and contractual expenses for the ordinary and extraordinary maintenance of school
buildings, grounds and equipment. School maintenance expenditures shall be reported for
services performed within a school building or on school grounds, and shall include other
property used by the public schools only where there is an agreement between the municipality
and the school district concerning the use and maintenance of that property. Overhead costs for
non-school buildings shall not be included or reported.
(g) Employee Benefits. The actual costs of pensions paid to school department retirees or the
actual costs of assessments paid to state, county or municipal retirement systems on account of
school department employees or retirees, including any special assessments for early retirement
incentive programs for school department employees; the direct insurance premiums for active
and retired school district employees, after deducting all employee contributions; contributions to
self-insurance trust funds from the municipality's general fund; and the indirect costs of
administering employee benefit programs.
(h) Non-Employee Insurance. The direct insurance premiums for school buildings, grounds,
equipment and liability coverage, contributions to non-employee self-insurance trust funds from
the municipality's general fund, and the indirect costs of administering school facilities and
liability insurance programs.
(i) Rental/Lease of School Buildings and Non-Instructional Equipment. Expenditures
for the lease or rental, at the request of the school district, of buildings and non-instructional
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equipment for the public schools, not including any capital lease which provides for the
municipality's acquisition of the leased building or equipment at the conclusion of the lease term.
(j) Interest on Borrowing for School District Purposes. Actual interest paid in borrowing
for Revenue Anticipation Notes to support current year school district operations, interest on
bonds and loans used to finance the purchase or construction of schools, textbooks, instructional
equipment and technology, non-instructional equipment, and school building maintenance.
(k) Other Recurrent School-Related Expenditures. Other items of a recurrent nature for
school purposes such as the salaries of crossing guards and the costs of public safety inspections.
(l) Acquisition, Improvement and Replacement of School Sites, Buildings,
Equipment and Student Transportation Vehicles. Such costs shall be limited to funds
expended for school capital construction and major reconstruction projects, maintenance projects
which exceed the cost limit for extraordinary maintenance, the actual cost of student
transportation vehicles, amortized in accordance with guidelines published by the Department,
and other specific appropriated items, including school building planning costs and
lease/purchases of buildings or non-instructional equipment, that are intended to acquire a new
asset for the school district.
(m) Programs with Other Public and Private Schools and Educational
Collaboratives. The tuition or assessment paid for instructional programs provided by other
school districts or private schools to students resident in the municipality who attend those
schools by agreement of the district school committee or as a result of placement by a state
agency.
(2) Where the Department's guidelines permit districts to select among two or more permissible methods
for allocating the municipal expenditures set forth in 603 CMR 10.04 (1) (a) through (m), one method
shall be chosen by the school district and used consistently from year to year. The allocation method used
to report expenditures by municipal departments other than the school department may be changed only
with the approval of the Commissioner.
(3) When school and municipal officials cannot agree on the correct reporting, allocation and
documentation of expenditures by municipal agencies for educational purposes, they shall so notify the
Department. The Commissioner shall, upon receipt of such notice, appoint a designee to conduct an
informal hearing to encourage the parties to reach an agreement and make a final determination on the
issues in dispute if no agreement is reached within a reasonable time period. The Commissioner shall
consult with and seek assistance from the Commissioner of Revenue or his designee in attempting to
resolve such disputes. last updated: July 2, 2013
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ADDENDUM E

Confidential Employees
A. Factors
To be regarded as confidential, an employee must have a continuing and substantial relationship
with a managerial employee that creates a legitimate expectation of confidentiality in their
routine and recurring dealings. Employees who have significant access or exposure to
confidential information concerning labor relations matters, management's position on personnel
matters, or advance knowledge of the employer's collective bargaining proposals are excluded as
confidential.
B. Examples of Evidence
The parties should indicate to whom the incumbent in the disputed position reports and to what
bargaining unit, if any, the supervisor belongs. If the employee's job duties allegedly involve
budgetary, grievance, negotiating, hiring, promotion, and/or disciplinary processes, the parties
should specify the employee's role and the type of information or documents that the employee
handles or reviews.

Complementary Content
© 2014 Commonwealth of Massachusetts.
Mass.Gov® is a registered service mark of the Commonwealth of Massachusetts.

70

ADDENDUM F
Student Activity Guidelines
Section 1.

Purpose

The following guidelines are promulgated in accordance with M.G.L. c. 71, §47, which
establishes the requirement that student activity monies be handled to in accordance with good
accounting practices. Recognizing that these monies do indeed belong to the students and not to
the Nashoba Regional School District and that there needs to be adequate controls in place to
safeguard these monies, sound business guidelines need to be developed to govern these
accounts. There is a value to students who perform functions and handle monies belonging to
the student groups. The exposure the students receive is a valuable learning experience in
control and administration of accounts.

Section 2.

Student Activity Accounts

1.

In accordance with Chapter 66 of the Acts of 1996 the Nashoba Regional School
Committee authorizes the treasurer to establish an “interest bearing bank account,
hereinafter referred to as the “Student Activity Agency Account” (hereinafter “Agency
Account”) for the purpose of conducting student activities.

2.

All monies collected through student activities must be deposited to the Agency Account.
The “Student Activity Checking Account” (hereinafter “Checking Account”) shall be
controlled and operated by the school principal. Such an account is only for expenditures
in accordance with School Committee policy and these guidelines. Each account may
have up to two signors, the Principal and his/her designee.

3.

The funds to establish such a Checking Account must come from the Agency Account as
must all monies to periodically replenish the checking account (after submittal of
appropriate documentation) up to the maximum balance. Funds to establish and replenish
Checking Accounts must come from the Agency Account. The District Treasurer is
responsible for this transfer after the principal initiates the request.

4.

The maximum balances for Checking Accounts shall be established by the School
Committee.

5.

Checking Accounts are to be used for check-writing purposes only. No money may be
directly deposited into the checking accounts.

Section 3.

Organizational Management of Student Activity Accounts
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Bonding
1. In accordance with M.G.L. c. 71, section 47, the principal designated to operate and
control such Agency Account shall give bond to the district in the amount determined by
the treasurer to secure the principal’s faithful performance of his duties in connection
with such an Agency Account. All employees who handle student monies shall be added
to the school’s general liability insurance policy.
Audits/Annual Reviews
1. Checking Accounts and Agency Accounts shall be reviewed annually by the Assistant
Superintendent at the close of the school year. Each year, an audit of Checking
Accounts and Agency Accounts must be completed by an independent audit firm. Fees
associated with the audit will be paid for out of the school district operating budget.
2. The Superintendent and his designated staff members shall review monthly reports of
all Agency Accounts and Checking Accounts. These monthly reports will be prepared
by the individuals having daily oversight of the accounts and will be submitted to the
Superintendent’s Office on the first business day of each month. The reports shall
contain the opening balance of the previous month, copies of any deposit slips
representing for deposits made into the Agency Account and receipts for any
disbursements from the Agency Account or the Checking Account.
Training
1. At the beginning of each school year, the Assistant Superintendent or his designee will
provide to each school principal a copy of these guidelines. The School principal shall
distribute a copy of these guidelines to any individual having daily oversight of the
Agency Account or the Checking Account. The Principal or the Assistant Superintendent
or his designee shall conduct a training on the procedures, forms, authorizations needed,
and the books and records to be kept to accurately systematize an audit trail and prepare
the proper reports as required by these guidelines. Attendance at a training session shall
be required before any individual can have daily oversight of a Agency Account or
Checking Account.
Tax-Exempt Status
1. All Checking Account purchases will be under the tax exempt number of the Regional
School District Treasurer’s Office. Monies not under the control of the school system
(ex. PTO, Booster Clubs, staff monies, etc.) are not considered student activity monies
and are not eligible to use the tax-exempt number. Any monies belonging to staff (ex.
sunshine funds, staff vending machines) cannot be maintained in such accounts. Should
staff wish to maintain such an account(s), they must establish a bank account in their own
name, and cannot use the municipal/district tax exempt number for such accounts.
Gifts
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1. Gifts to recognize student activities can be deposited into the Agency Account and
expended in accordance with district policy.
Class Accounts at Graduation
1. Class accounts may only remain active for 90 days after graduation. Prior to graduation, the
principal shall inform the class officers that all remaining funds in the class account must be
expended within 90 days after graduation for class related activities/events or the balance in the
class account must either be turned over to the incoming senior class or to a 501 (c)(3) charity of
the class’ choosing.

Section 4.

Operating Procedures

Record Keeping
1. Detailed records and back up documentation must be maintained in order to facilitate
auditing and the integrity of Agency Accounts and Checking Accounts. The following
operating procedures shall be used:
1. Pre-numbered tickets should be used with an inventory system for monitoring the use of
such;
2. A standardized financial report promulgated by the school district shall be submitted to
the building principal within twenty-four (24) hours of the completion of a fundraiser.
The student advisor will be responsible for completing the financial report and submitting
it;
3. All disbursements must require a bill or some type of receipt.
4. All deposits must require a school deposit slip stating the source of the monies, total
amount being deposited, and signature of the person making the deposit;

5. Bank reconciliations and account reconciliations should be done at least quarterly by the
District Treasurer. Copies of the account reconciliation shall also be sent to the student
officer/treasurer and the faculty advisor of each organization;
6. Annual financial reports will be made to the School Committee at the close of the school
year. The individual responsible for daily oversight of the student monies shall be
responsible for completing the financial reports and submitting them to the school
principal who shall transmit the report to the School Committee.
Subsidiary Accounts
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1. The principal shall maintain subsidiary accounts within the Agency account, in order to
match receipts and expenditures to the appropriate recognized student activity
organization. Subsidiary accounts should be balanced each month to the control account.
Receipts
1. Any student organizations receiving monies from any source (fund-raisers, donations,
etc.) will turn over such money to the principal or the principal’s designee within
twenty-four hours for subsequent deposit to the Agency Account.
2. If money is received on a weekend, it shall be turned in on the first business day of the
Principal’s Office. No student shall take money home at any time; money received
over the weekend shall be deposited to a night depository, secured in a locked vault, or
safeguarded by other means.
3. The principal or principal’s designee will deposit into the agency account all monies
received from student activity organizations no later than forty-eight hours of receipt by
the Principal ‘s Office.
4. All money turned over to the office by a student organization (student officer/treasurer
or advisor) shall be accompanied by a school deposit, and signed by the person turning
over the money to the office.
5. All monies turned into the office by students must be co-signed by the advisor or a
teacher.
6. The advisor or student officer/treasurer should keep a duplicate of the school deposit
slip submitted to the office with the money.
Earnings
Interest Earnings
1. Interest earnings may be expended for costs related to the operation of the Agency
Account. This includes (but is not limited to) bank charges, audits, specialized bonds for
employees handling student activity monies (if not covered under general liability
policies), forms and tickets, and bookkeeping costs.
2. Interest accrued in the Agency Account will be primarily used to pay associated bank
fees. Any additional interest will be transferred into the Checking Accounts. The interest
will be apportioned to schools based on the size of that school’s balance at the end of the
fiscal year. [For example, if High School student activity funds account for 50% of the
Agency Account balance, then 50% of the accrued interest should be directed towards the
High School checking account].
Commissions:
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1. Any monies paid to the school or to a student activity organization as commissions
belong to the students (ex. school pictures, yearbooks, class rings, and candy sales) shall
be deposited into the Agency Account. Such monies shall be expended in accordance
with policy set by School Committee.
2. Any other undesignated earnings related to student activities shall be deposited into the
Agency Account.
Purchases
1. No purchases will be made without prior approval of the principal.
2. The up-fronting of personal monies should be avoided whenever possible. If it is
anticipated the up-fronting of monies may be necessary, prior approval shall be obtained
from the principal.
3. Equipment and supplies purchased with Agency Account monies are the property of the
organization, not of any individual student, advisor, or other interested party.
4. Student advisors, or others involved in purchasing through the Agency Account, shall not
in any way benefit personally from the purchase.
5. Student activity monies shall not be used for any purpose unrelated to student activities or
for the benefit of any staff person.
Expenditures/Disbursements/Checks
1. All expenditures/disbursements from the Checking Account shall be made by check.
2. No check shall be made payable to cash.
3. Checks shall be signed only after they are completely prepared with the amount and
payee.
4. No check shall be issued unless it is accompanied by a standard check request form. The
form shall be accompanied with the invoice/receipt and any other supporting
documentation and shall state to whom the check shall be made payable, the reason for
the payment, the amount of the check, the account to be charged, and the approval
signature of the student officer/treasurer or advisor.
5. Check signature authority shall be in accordance with School Committee policy. Two
signatures are required on checks issued over $5,000.
6. No check will be issued without bills or receipts accompanied by the disbursement dorm
to document the disbursement.
7. A record of all checks issued will be maintained.
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8. All checks shall be accounted for, including voided checks.
9. Checkbook reconciliations to bank statements and account reconciliations shall be done
quarterly. The principal shall review and approve the reconciliations.
Cash Boxes
1. A check may be made to open a cash box at the beginning of each fiscal year. This will
be done via a voucher “to open cash box for fiscal year XX”. This check shall be cashed
for change and placed in a locked cash box, which shall be kept in a safe or other secure
locked location.
2. A cash box(es) may be needed during the year to make change during fund-raising
activities. At no time shall a cash box be used as a petty cash fund.
3. The cash box shall be signed out to student organizations as needed for fund-raising. A
log book shall be kept which records which group is using the cash box, the date signed
out, the amount in the cash box, and the signatures of both the person signing it out of the
safe and the person receiving it. Upon return of the cash box, the log shall also record the
date returned, amount returned (which shall be equal to the amount signed out), and
signatures of both parties again.
4. The cash box shall be closed out at the end of the fiscal year by depositing the money
back to the main account. The amount deposited back must equal the amount originally
withdrawn to establish the cash box.
Fund-Raisers
1. All fund-raising projects will be held in accordance with School Committee policy.
2. Results of fund-raisers shall be reported to the principal within one week of the close of
the fund-raising activity on an approved form.
3. All monies received through fund-raiser shall be deposited in accordance with the
preceding section on “Receipts”.
4. Expenditures related to fund-raisers must be handled in accordance with the guidelines
and policies for all other student activity account expenditures (see “Purchases” and
“Expenditures/Disbursements/Checks”)
Inactive Accounts
1. Any student activity organization inactive for a period of three (3) years or more, and for
which there has been no receipts or disbursements recorded on their behalf, shall require
the following actions to be closed:
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a. Written notification by the principal to the faculty advisor or student
officer/treasurer that the particular activity will cease to be a viable account. The
faculty advisor shall notify any students of said student activity organization of
the written notification.
b. All assets of the recognized student activity organization shall be determined and
stated in writing.
c. All assets of an inactive recognized student activity organization shall revert to
the Agency Account.
Forms
1.

There shall be a uniform set of forms used with regard to the guidelines herein.
Said forms are appended to the guidelines.

There are some recommendations that have been suggested by people who are involved
with the NRSD Student Activity Accounts program. The suggestions include:


Negative Balances- no more



Student Travel
o Formal Request with approval from SC- Detail included (Best Practice)
o Final report for finances after trip
o Approval Authorization Forms
o All travel needs to be approved by the School Principal with policies established
by School Committee



Large Account Receipts-Pre-numbered receipts for all monies
o Examples:
 Year Book
 Dues
 School Trips



Sign off of receipts (turnovers) by two people excluding Treasurer



Small Accounts need a checklist for receipts



Turn-over period – date needed for time of payment of fees and submission to Treasurer



Advisor Accountability
o Reconciliation of all funds for the programs they are advising



All checks must be accounted for
o Voided Checks
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Signor must be confirmed on all checking accounts



30B encouraged on all big ticket items



List of all individuals involved in Student Activities



Form for Reconciliation- uniform across the district



Maintain a reconciliation document

Student Activity Accounts are overseen by the Senior Account Clerk at the Central Office level.
The secretary at each building is the individual that oversees the Student Activity Accounts in
their building. Each secretary uses Quicken to manage the Student Activity account ledgers. The
Student Activity Books are reconciled each month and the Central Office sends out a report to
the schools. All of the schools have a Student Activities Account. Student Activity Checks are
approved and written by the BudgetSense general ledger software. The High School has a
maximum allowable checkbook balance of $20,000, the middle schools have a maximum
allowable checkbook balance of $10,000 and the elementary schools have a maximum allowable
checkbook balance of $5,0000. Requested for Student Activity Checkbook reimbursement is
done through the warrant system. If all documentation is satisfactory for a the replenishment of
the Student Activity Checking Account, the Treasurer will check that the taxes are in order,
review the request for transfer the funds and the money will then be transferred to the checking
account. The Nashoba Regional School District does use the MASBO Student Activities
Account Guide for their processes and procedures. The Treasurer uses the Clinton Savings Bank
for all Student Activity Account business.

78

Appendix A
Self-Assessment
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Appendix B
Review Team Qualifications
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John A. Crafton
35 Rowley Country Club Road
Rowley, MA 01969
(978) 273 3888
PROFILE: Master of Business Administration and Education; experience as School Business Administrator with
extensive expertise in fiscal, property management, food services and transportation. Knowledge of Communicating
Education Reform, The Foundation Formula, How Much to Appropriate, DOE Reporting, UMAS/DOE Linkages,
Accounting Alternatives and Net School Spending. Ability to analyze issues and plan appropriate and effective
strategies. Well organized; detail oriented. Creative. . .self-motivated. . . .independent thinker. Computer literate.
EDUCATION:
1981
BOSTON COLLEGE, Boston, Massachusetts
PROGRAM LEADING TO DOE CERTIFICATION AS SCHOOL BUSINESS
ADMINISTRATOR
1979

SALEM STATE COLLEGE, Salem, Massachusetts
MASTER OF EDUCATION with specialization in Psychology

1969

WESTFIELD STATE COLLEGE, Westfield, Massachusetts
BACHELOR OF SCIENCE-EDUCATION

ADDITIONAL TRAINING:
Massachusetts Certified Public Purchasing Officer
Educator’s Certificate: Business Administrator (All),
Principles of Supervision – Worcester State College
Ongoing education includes numerous workshops and seminars
Extensive involvement in the Massachusetts Association of School Business Officials
Professional Support Services
PROFESSIONAL EXPERIENCE:
2005-Present
MASSACHUSETTS ASSOCIATION OF SCHOOL BUSINESS OFFICIALS,
Chelmsford, Massachusetts
EXECUTIVE DIRECTOR
1993-2005

METHUEN PUBLIC SCHOOLS, Methuen, Massachusetts
ASSISTANT SUPERINTENDENT FOR BUSINESS
Responsibilities are similar to those cited below.

1969-1993

DRACUT SCHOOL DEPARTMENT, Dracut, Massachusetts
DIRECTOR OF PERSONNEL AND BUSINESS SERVICES
Supervise the financial affairs of the District, including handling all funds, accounting,
reporting procedures and long-range planning. Additional duties include: supervising
the transportation services, physical plant services, school lunch program, central office
activities; attending school committee and other town meetings; planning, organizing and
continuing the data processing activities as related to District’s operations, instructional
operations and programs, research activities and pupil record keeping; maintaining
department records; compiling statistical data for the preparation of budgets; preparing
and implementing
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budget; supervising purchasing as the Chief Procurement Officer for the School District;
supervising the preparation of bidding documents; monitoring and signing purchase
orders; recruiting, interviewing, and recommending central office clerical employees;
administering personnel policies of the School Committee; assisting in classifying job
descriptions; developing and maintaining system for personnel records; preparing and
maintaining statistical information on all personnel and submitting necessary report to the
State Department of Education and to the School Committee; maintaining open lines of
communications with all community organizations and town departments; preparing
financial reports; developing capital improvement programs; monitoring and initialing
invoices for payment; monitoring requests for personal days, family sick days,
bereavement and unpaid leave of absence.
ACCOMPLISHMENTS:
 Initially employed as an elementary teacher in Dracut for four years, and then
Guidance Counselor
 Received MASBO President’s Award 2003
 Received ASBO’s Eagle and Pinnacle Awards
 Received ASBO’s Meritorious Budget Award
 Received MASBO’s Lifetime Achievement Award (which was named after me)

Joel H. Lovering
20 Windsor Road
East Walpole, Massachusetts 02032
(H) 508 668-1445 (C) 508 2944509
jlovering@comcast.net

Summary of Qualifications:

Superintendent of Schools for a public school District of 6300 pupils. Extensive experience in
facilities, fiscal and property management, food service and transportation. President and
Finance Chairman of the Southeastern Massachusetts Arts Collaborative (SMARTS), President
of the Schools to Career Partnership, Inc. (SCP), Voting Member: Bi County Collaborative
(BICO) Board of Directors, Past President of the Massachusetts Association of School Business
Officials (MASBO), sitting member of the Association of School Business Officials,
International (ASBO) Facilities Professional Sub Committee. Knowledgeable in the areas of
Educational Reform, School Finance, bidding procedures, DESE reporting, school construction
and curriculum. Certified by the State of Massachusetts Inspector General Office in procurement,
building design and construction procedures, supplies and services (MCPPO); Registered School
Business Official with the Association of School Business Officials International (RSBA).
Retired Lieutenant Colonel USAR Aviation
Education:
Bridgewater State College
Bridgewater, Massachusetts
Master of Education in School Administration 1974
Norwich University
Northfield, Vermont
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BA Education, Minor: Science 1968
Johnson and Wales College
Providence, Rhode Island
Associate Degree: Business Administration 1979
Associate Degree: Business Management 1979
Associate Degree: Computer Science 1979

Licenses:
Massachusetts Department of Elementary and Secondary Education: Superintendent of Schools, School Business
Official, Principal K-12
Rhode Island Department of Elementary and Secondary Education: Superintendent, Principal K-12

Employment:
September 2006 to Present
Educational Consultant: Massachusetts Association of School Business Officials (School District Financial Review
Team)
Program Coordinator: Massachusetts Association of School Business Officials Licensure Program
July 2009 to October 2009
Educational Consultant to Pope John Paul II Catholic Academy
Interim Director of Finance and Administration, Pope John Paul II Catholic Academy
July 2009 to July 2011
Energy Education Inc.: Marketing Consultant
July 1, 2007 to June 30, 2009
Executive Director: Rhode Island Association of School Business Officials
July 1, 2003 to June 30, 2006
Superintendent of Schools, Attleboro, MA
Responsible for 6300 students, 780 employees, 12 school buildings and a $50m budget. Chief Executive Officer of
the school department, working directly with city and elected officials. Created school District personnel office, and
realigned business office for better efficiency. Responsible for making a $1.1m midyear budget adjustment due to
city reducing the school appropriation six months into the fiscal year and ending the fiscal year with a positive
balance. Work directly with food service and facilities management companies working within the District. Chief
negotiator for all administrative, custodial and maintenance contracts. Chief Procurement Officer for the school
District. School District spokesman on school District related affairs. Work directly with the school committee and
subcommittees on policy, curriculum, finance and procurement issues. Responsible for cooperative working
relations with all school unions and city departments. Responsible for setting educational goals for the school
District and ensuring their implementation. Directly involved with curriculum and special education matters in
support of all students and student activities.

February 1989 to July 1, 2003
Assistant Superintendent of Schools for Business, Attleboro, MA
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(Director of Funds and Facilities 1989-1992; Business Administrator 1992-1998: (title changes)
Overall responsibility for all business affairs of the school District. Duties include the
development, implementation and oversight of the school District budget; monitoring proper
control measures for payroll and business accounts; supervising long range financial planning
while introducing creative approaches to saving tax dollars. Ensuring that expenditures are
properly charged within the budget and kept within appropriation limits; liaison to city
government for financial issues. Work directly with the School Committee Finance
subcommittee on budget, procurement and facility matters; responsible for the management of
transportation, facility maintenance and food service contracts. Chief negotiator for clerical,
custodial, maintenance and bus driver contracts; advisory member of the Municipal Building
Commission on school building projects.
Accomplishments:

Worked with City Municipal Building Commission and School personnel to plan,
construct/renovate and build six school building projects.
Collaboratively worked with seven communities to develop an energy consortium that has saved
the Attleboro School District over $125,000 in utility cost annually.
Worked with City Officials to successfully change school District budget from pencil ledger to
computerized budget format.
Co-authored the MASBO Strategic Plan as President of the Massachusetts Association of School
Business officials.
Successfully bid and contracted with facilities maintenance, Food Service Company and
transportation companies over a period of 18 years.
Teaching Experience:
Attleboro Public Schools
Attleboro, Massachusetts

September, 1972-February 1989
Brennan Middle School: Grades 6-8
Classroom teacher in the areas of Science, Government, Social Studies and Reading
Achievements: Successful teaching experience; Vice Chairman of Brennan Middle School Improvement Council;
Horace Mann Grant recipient; Co-Chairman NELMS Evaluation Committee; Harvard University Educational
Technology recipient; New England Secondary Schools and Colleges Science Sub-committee Chairman visiting
accreditation team; South Eastern Massachusetts host classroom for Governor Dukakis’ Drug Alliance Program.

September, 1968-June, 1969
Thatcher Middle School: Grades 5-8
Classroom teacher in the areas of Science and Reading

Military Experience:
Lieutenant Colonel USAR (ret)

United States Army: June, 1968-February 1972
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Armor Officer, Fort Knox, Kentucky; UH-1 Helicopter Pilot, Fort Wolters, Texas; Fort Rucker, Alabama, Company
Commander/Aircraft Commander, Republic of Viet Nam 1971-1972
Massachusetts Army National Guard: March, 1972-December, 1991
Company Commander, G3 Division Airspace Management Officer, UH-1/OH 6 Helicopter Pilot,
Division Rear Project Officer
United States Army Reserve: June, 1991-August 1996
Instructor: Combined Arms Services Staff School

Past/Present Professional Memberships and Awards:
Massachusetts Association of School Superintendents
Association of School Business Officials, International: Member; Management Techniques Committee 2002-2004,
Facilities Management Committee 2004-present
Massachusetts Association of School Business Officials: Board of Directors 1997-2000; Vice President 2000-2001;
President Elect 2001-2002; President 2002-2003; Past President 2003-2004
Recipient: Massachusetts Association of School Business Officials President's Award; May 2006
Rotary Club of Attleboro
American Association of School Administrators

JOH N MA NZI
36 Knollwood Drive | Longmeadow, MA 01106 | 413-537-9886 | johnamanzi@gmail.com

OBJECTIVE
A Position as a K-12 Chief Operations Officer

SKILLS PROFILE

-

Experience with K-12 administrative systems , functional and data systems
aspect

-

Managed enterprise data systems, integration, and reporting

-

Implemented/reconfigured financial, time and attendance, human
resource, payroll, substitute management , and payroll systems

-

Designed and implemented data and process compliance systems

EMPLOYMENT HISTORY
Financial Data Administrator, Springfield Public Schools

3/1/2013 — Present

Springfield, Massachusetts
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-

Reconfigured Kronos Timekeeper system

-

Implemented Kronos Leave, Attendance, and Analytics systems

-

Integrated multiple administrative systems creating efficiencies and
eliminating redundancies

-

Schedule and assign work to staff on a regular basis

-

Implemented audit and compliance systems

-

Designed Cognos data warehouse frameworks and reports

-

Managed processing of data for all administrative system including DESE
end of year report, school budget, medicaid reimbursements, collective
bargaining

Director of Budgeting, Planning, and Special Projects, Springfield Public
Schools

-

Implemented $310 million budget

-

Integrated and transitioned accounting systems

-

Directed state end of year reporting

-

Led major integration efforts of HR and financial systems

-

Developed/coordinated all administrative data systems

-

Implemented/Integrated MUNIS municipal ERP system

Chief Administrator of I.T. Research and Innovation , Springfield Public
Schools

2008 — 2013

1994 — 2007

-

Transitioned paper based systems to automated data systems for payroll,
human resources, and financial services departments.

-

Created the HumRes database and Payroll systems using Microsoft SQL
Server back-end database and Microsoft Access as a front-end application
– This system was used for over a decade and was the main payroll and HR
in-house administrative system

-

Administered Microsoft SQL Server user security and privileges

-

Provided services in the following areas:

- Financial Systems Support

- Student Success Plan

- Payroll Systems Support

- District Assessment Support

- ADP Implementation/Integration

- Transportation Restructuring

- Certification Application Support

- I.T. Infrastructure Migration

- Professional Development Support

- Easy IEP System Integration

- SPED Reporting and Support

- I.T. Documentation Repository
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- Helpdesk Systems and Support

- M-Number System Development

- Central Office Reporting

- 504 Plan System Development

- School Information Systems Support

- STAT System Development

- Project Management Office Support (PMO)

- Staff Allocation Support

Bruno’s Pizza, Founder/Controller

1985 — 1994

Springfield, Massachusetts

-

Managed multiple retail outlets

-

Expanded business to over $1 million in sales per year

-

Managed 30 full time employees

Springfield Housing Authority

1984 — 1986

Springfield, Massachusetts

-

Account Manager

-

Implemented Reporting systems

Activities and Credentials

-

Board Member – Massachusetts Association of School Business Officials

-

Master of Business Administration – Bay Path College – Longmeadow, MA

-

B.S. Business Administration - Old Dominion University - Norfolk, VA

-

Massachusetts Certified School Business Official

-

Musician

-

United States Marine Corps
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