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“Change will not come if we wait for

some other person, or if we wait for
some other time. We are the ones we've
been waiting for. We are the change

that we seek.”

— Barack Obama
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Old Cultural Issues

+ Good people leave

- Political pressures

« Too many interim managers

- One-year contracts for managers

- No institutional knowledge of culture

+ Not Fiscally Accountable or Independent
« Accreditation Warning

*I haven't read your propesal yet, but I already
have some great ideas on how to improve itl*




Old Operational Issues

No Position Control

No institutional knowledge of budget
process

Timely data not available

Poor fiscal organizational structure
No clear delineation of accountability

2014 Consultant Report

Other Operational Issues

Data Driven Analysis

Position Control: Position control means that each funded position within the district is tighthy
controlled by the assignment of a unique position number. That number is assigned to existing
positions and to new positions when they are approved through the budget process. The
number remains with the position and is used by payroll, the budgeting office and HR to track
every position. We found that the current system being utilized by the district, a San Bernardino
County Office of Education product called Financial 2000, does not contain a strong position
control element. This is a serious problem on many levels, but the impact on this project meant
that we could not obtain reliable position distribution for the entities to assist us in our expense
analysis. This problem is complex to remedy but we urge SBCCD to give it proper attention so
that portion of the budget is under tight control.

Timely Expenditure Data: At highly effective colleges, expenditure data is widely distributed
and readily available online by users. We found that expenditure data, particularly related to
salary accounts was cumbersome and not timely. This is a complex problem as well, as SBCCD
relies on the County Office of Education for processing payroll information. It is our
understanding that some district personnel are able to access information. College personnel
should have the ability to view information to better manage their operations. It is difficult to
hold managers accountable if they are not provided the necessary tools to do the job. We
encourage SBCCD to make this a priority so there is timely information on salary and other
expenditures available to college staff to track budget performance during the year. The district
will have to determine if the Financial 2000 system can accommodate this or if some other
remedy is required such as third party systems.
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Old
Process
Issues

Old Budget Process

“We are products of our past, but

Old Paper

we don't have to be prisoners of Process

it:l
— Rick Warren




Old Process Issues

- Budget timeline was not appropriate

- Very lengthy process

- Not transparent

- Not flexible

- No way to track Program Review

- Inconsistencies in budget workflow by location
- Triple data entry process

- No budget audit trail

- Paper budget transfers and adjustments




Old (Antiquated) Paper Process
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Old (Antiquated) Paper Process
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The Change

“The only way that we can live, is if we grow. Homework

Support and

The only way that we can grow is if we change.
The only way that we can change is if we learn.
The only way we can learn is if we are exposed.

And the only way that we can become exposed is

if we throw ourselves out into the open. Do it. Selecting

Throw yourself.” the Right
— C. JoyBell C. Partner




Get Support / Do your Homework

- Express the sense of urgency

« Get supervisor support (real support)

« Do educational demos and ask a lot of questions before the RFP
- Make sure you have the budget to implement

- Make sure you have at least one more supporter of the plan

- Do not limit yourself to known solutions




The Right Partner

- Understands and meets your needs

- Understands your challenges with implementation

- Works with you on available resources for the project
« Is one you should be willing to refer to others

« Creates a true partnership

“You never change your life until you
step out of your comfort zone; change
begins at the end of your comfort
zone.”

— Roy T. Bennett
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The Implementation

What We
Learned
“Never doubt that a small group of

thoughtful, committed, citizens can change
the world. Indeed, it is the only thing that
ever has.”

— Margaret Mead

Training




What We Learned

- 3-month implementation
- Budget timeline
- Limited resources

- Change management

“Start with the end in

. Champions only mind”
- Stephen Covey

- Do not over train
+ Train at their location

- Implement only what's needed
- Resist over delivering

- Do not make the new system something it's not




Training -- Keep it Simple

+ How to Access System
- New GL structure
- Budget Entry in 4 Steps
» Select Program
» Input Screen
- Review Program Budget
- Promote Budget for Approval
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Current Process

“Incredible change happens in your life
when you decide to take control of what
you do have power over instead of
craving control over what you don't.”

— Steve Maraboli

Reminder
of Issues

Current
Process




Reminder of Old Issues

Old Process Issues Old Operational Issues

- Budget timeline was not appropriate

- Very lengthy process

- Not transparent

- Not flexible

- No way to track Program Review

- Inconsistencies in budget workflow
by location

- Triple data entry process

- No budget audit trail

- Paper budget transfers and
adjustments

- Budget timeline was not

appropriate

- No Position Control
- No institutional knowledge of

budget process

» Timely data not available
- Poor fiscal organizational

structure

- No clear delineation of

accountability




Current Process at SBCCD

“You never change things by fighting the existing
reality. To change something, build a new model
that makes the existing model obsolete.”

— Buckminster Fuller

Position
Control

Workflow
&
Accountability

Transparency

Flexibility

Budget
Transfers

Multi-Year
Projections
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ontrol
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Workflow & Accountability




Workflow & Accountability

Department Stages
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Workflow & Accountability

Department Stages

Department Demote
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Workflow & Accountability
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Workflow & Accountability

Department Staces
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Updzbed Department 110,02 67200293.0000.0000 - Controlier BB 1100367 7000 Q000 (000 - Disinct Hesdih 8 Safaly 02 He s 126,500 00 1T5 912 62 -5B15%
Updatad Dapartment ~110.0% 57200203 0000.0000 - Controlier B 1100367 70100 G000 0000 - Purcheising And Wanshousng 883 BOT 53 G581 ST449 BT HFE 55 11 S
. Uptatad Dopartmant *110.03 E720020 0000.0000 - Conerodi  [RED 110.09.6770110.0000 0000 - Insurance i 70,000.00 il b
e i et B 11003 57701203 COO0.0000 - Palics 1,505,193 52 1,705,441 54 100,248 12 R

BB 110 03 67701 303 D000 000 - Pringing 813,553 88 BI7 180T 123,665 94 15200
B LNV B 11003 67 T01403 C000.000 - Sacunty 848,203 01 865,703.10 18,500.00 300
Updabed Dapartmant 110,03 67200203.0005.0000 - Controler’ B 11003 BT BO0100 00000000 - TESS 3,852,037 21 3,521,568 22 {130,455 65) 3 57%
. Updated Dagartment "1 1001 6T H0003.0000.0080 - Cantr ol B8 110002 67 H00 80 G000, 0000 - Employes Benafis - SUVExcess STRE Sick Leave a1 000 00 110,000.00 69,000.00 168 2%
Updated Dapariment ™1 1000 AV 05000080080 - Cantrolier B 190002, 7010010k G000 0000 - Professonal Development Centr - Contiact EducaSon 000 T4 16332 374, 163.32 100 00
Updated Desartment “110.0% 672002030005, 0000 - Controler 11003 71000408 0000.0000 - Faciities Plarring Adm Sves 128,579 18 217 BE3 4 9,303 88 5%
. Updated Daparment 110,02 57200203 00000000 - Conty e EE1 110103, F300K403. Q0000000 - Insurance - Property and Lisbiity 550,000 00 550,000 00 0o S.00%
 Updatad Dagartment 110,03 67200205 0008,0000 - A7 348, 13T 59 18,022,043 T2 157481613 L

Total 16,874,676.58 18,022,843.72 2,048, 26713 B.18%

Qct 18, 2018 034 PM Ravenas s Expeniiiuras by Dapatman! Faga 1

34.



Flexibility

s vk

AT

[

S
51134
Si1ad
e

b
KR
Er )
LR

Led ]

Ll

D) OHR PP - R

o it

whar Dar e | aparesas ke Sy

Comusdtant & Ochar Gervice
- Commaltant & Ochar Servicm
- Comudtant & Orher Servics
- Compaltanl & Qi Servicns

Travel & Conduwaos Eapmes
Trwvel & Candsrmnce Eapeamss
Trirvel & Db Eapmeries

= Trovel & Dondereras Dnpweses.

Ecurrin Abmrareit

- Dl Pharm Aowgrcs - Claads
PREoral Hings

Tesslig Frgeti
Larry Trove
Colaw: Trvd
Witw Trovl

e Mot bediind wade Pogis SO0

L P ]
Far Callemn

35.



HAE-200F 01-00-03-9303-0000-67 20 - Accounting - Main

Budget Details

W | s et
P00 - Food Suppies

a4 Dt Catagory: S000s - Other Operating Expenses Asd Senvices

SE1300 - Cosultant & Other Senvices Mo
31130 - Coneultant & Other Senvices Experan
ST} - Condulanl B Other Sarages E-Oucwr
521300 - Cossultant & Other Sanices o Shsts-Best het Fess

311300 - Consuttant & Other Senvioes

§ - Trawel & Conlerences Exparmss Tasile Travel

Travel & Conference Expensss Ly Traved

- Trineel & Conference Expemiss Calesn Traeed

3 - Trawel & Conlerence Exparmss e Trawsd

] - ENpEnse Slgavance Expense Alpwsnd e Budgetes under Frogram 3006

Cell Phone dbowance - Dlasstfie Cell phone rembursenent Lamy Strang

1} - PERSonal Mileage Per Colisen

Comraller e

[——— e —— Ty —
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Budget Transfers

huststicatian

FAF-POAR AU - 5140 - Main [Pubdished)

Operating Budget

u % | & W - Depariment

4 idvject Type: Expenses
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Help

2017-2018  AUTO - 5140 - Main (Published)

Operating Budget

] "'t.lf ﬂl-nenamnent ~ Obrject
Oilvject Type: Experses

38.



Multi-Year Forecasting
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C | « Baraty U] 32000200 X | o+
o0 @ hitps) shoodqueahicacom e
i 4 1 of1 B W ] Find | Mast A' ¢
Effective Benefit Cost
Budget Year 2015
Banafit Position Employes 2me 03 20 2022 033
E Dertal - Academic 88,102 5o, 102 &0.102 88,102 &,102
H Dertal - Academic - Mon-Instructiona 24,580 24,580 24,550 24,580 24,580
[ Certal - Classified 151,740 151,525 151.525 151,525 151,525
EHEAP - Academic 2 23 23 231 2an
B EAF - Academic - Mon-sEtactional 43 643 543 42 43
EEAP - Classified 3689 3,064 I a6 3084 10464
H Lita - Acadamic 10,235 10,235 10,255 10,235 10,235
H Lita - Acadamic - Non-insiruchonal 2824 2 624 284 2,824 2,24
H Life - Cassfiod 17,430 17 406 17408 17,406 17 405
H Medical - Academic 2,718,662 2TTan24 2,826 482 2,885,055 2 /585 055
B Medical - Academic - Rof. insinacions 783 963 aa.0T3 TE4 455 B0 143 00,143
B Medical . Classited 4718185 4522 TR 4 518215 5017 587 S 00F 587
B Madical - Dot Qut - Instrucional 62,250 &2 250 &2 250 62,250 &2.250
B Medical - Ogi Out - Monrstrucional 103,650 100,850 100 650 104, 850 100 850
E Refiraman - Appla - Maon-Instnachanal 5,668 5,754 5 Ta0 5,804 5,604
[ Refirement - PERS - Mon-Irstructional 4,434,068 5,180,640 5,963,333 §,326,787 6,555,208
[ Refiremen - 3TRS - Instnactional 33060 3,737 284 1994 755 4,047 070 4 0T T84
B Resiremani - 3TRS - Insinactional - Adinct 1 834 86 431 p1g 531816 831 818 831 81
B Refiraman] - STRE . Instnactional - Adinct 02 423 184 423 184 473 184 423 184 429 184
B Refiramani - STRS - Instnactional - Adiunct Faodty Pay for Coursa 01 B4, 000 60,000 B0000 60,000 60,000
H Refiraman - STRS - Instnachianal - &dunct Faodty Pay for Courss 07 20,000 20,000 20000 20,000 20,000
B Resiremant - STRS - Instnachional - Adunct Faodty Summar 01 V00, 000 100,000 100, 000 100,000 100,000
B Refiremieni - STRS - Insinachional - Adiunct Faodty Summer (02 65,000 a5, 000 B5.000 65,000 83,000
[ Retirgmen] - 3TRS - Mor-Instuclions 874,001 1,114,442 1,200, 457 1,220,478 1245 502
B Stipend - Biinaual 9180 0,180 8180 9180 9,180
B Tam - FICA, - Acackenic - Mon-Insinactianal 283 441 260 450 i ] 277 sai 28 868
B Ta - FIGA, - Classited 1,486,817 1,524 088 1,548 813 1,568 477 1,578,785
B Tax - Madicara - Insinuctional 452,664 457 441 461 755 465,778 458 828
[ Tax - Medicans - Mon-Insinchonal 411,673 418,220 A6 144 431,825 435,285
[ Tax - SUI - Academic 15,620 15,774 15923 16,061 16,194
B Tax - SU| - Academic - Hon-Insiruchoral 3507 IG5 ITE 3815 aara
B T - S| - Classified 12,0m 12201 12 480 12 845 12,740
B ¥isian - Acadamic 3@, 80 38,610 a0 38,810 38610
B ¥isian - Acadamic - Hon-insirucional 10,651 10,851 10631 10,651 10,851
E ¥sian - Classfied 65,753 65,650 5858 65,658 a5,850
E Workers Comp - Academic WO ATS 04T 04T HOATS 10,475
B Wiorkers Como - Academic - Mon-Insiuchonal 85 65 85050 85,650 85550
B Wiorkers Comi - Classifed 830, 240 485 200 485 h25 405 St 485
Grand Tetal prd R 24,228108 24 853 454 26,200,698 26,523 502
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EAP - Classified
Life - Academic - Non-Instructional
Life - Classified

Life Insurance - Deduct for greater than 64 years ol
Medical - Academic

Configure Modifier Amounts
Edit B Configure a collection of Amounts.

« Effective Date

Medical - Academic - Non-Instructional

Jul 2016 1,279.88 Per CSEBA Proposed Rates
Medica ied

Jun 2017 1,320.94 09.9% Increase per CSEBA Cap
Medical - Opt Out - Instructional :

A23. T% ima ncr

Medical - Opt Out - Non-I Jul 2018 1423.04 7% Estimated Increase

Jul 2019 1,522.65 7% Estimated Increase
Retirement - Apple - Instructional

1 %
L Jul 2020 1,629.23 7% Estimated Increase

Jul 2021 1,743.28 7% Estimated Increase

Retirament - PERS - Non-Instructional

41.



Medical - Academic
Medical - Academic - Non-Instructional
Medical - Classified

Medical - Opt Out - Instructional
Medical - Dpt Dut - Non-Instructional

Reetirement - STRS - Instructional
Retirement - STRS - Instructional - Adjunct
Retirement - STRS - Non-Instructional
Salary Increase Forecast
Stipend - Bilingual

Stipend - Cell Phone Allowance - Academic
Stipend - Cell Phane allowance - Classified
Stipend - Department Chair
Stipend - Doctorabe

Stipend - Expensa Allowance

Stipend - Longewvity Recognition

Stipend - Shift Pay Differential

Tax - FICA - Academic - Non-Instructional
Tax - FICA - Classified

Tax - Medicare - Instructional

Configure Modifier Amounts
Configure a collection of Amounts.

]

=

& Effective Date

Jul 2013 8.25

Jul 2014 8.88 |
Jul 2015 10.72 |
Jul 2016 12.58

Jul 2017 15.53

Jul 2018 1B.10  hitps:/'www.calpers. ca.gov) docs/board-agendas/201 704 financeadmin/tem-Bb-00.pdf !
Jul 2019 20,80  hitps:/ fwww.calpers.ca.gov/docs/board-agendas/ 201704/ financeadmin/tem-Eb-00.pdf

Jul 2020 23,80 hutpes:/fwww. calpers. ca.gov) docs/board-agendas/201 704/ financ eadmin/item-Bb-00.pdf

Jul 2021 25.20 hatps:/ fwww.calpers. ca.gov/docs/board-agendas/ 201 704/ financ eadmin/item-Eb-00.pdf

Jul 2022 26.10  hitps:/www. calpers. ca.gov) docs/board-agendas/ 201 704/ financeadmin/item-8b-00.pdf

Jul 2023 26,80  hitps:/'www. calpers. ca.gov) docs/board-agendas/ 201 704/ financeadmin/item-8b-00.pdf

Jul 2024 27.30  hitps:/fwww.calpers. ca.gov/docs/board-agendas/ 201 704/financeadman/item-8b-00.pdf
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Paper-Based to Paperless: Modernizing Your Budget Process
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Presenters:

ACBO 2018 Fall Conference Jose F. Torres, SBCCD
Chris Olsen, Questica




Next Steps

+ New Oracle Cloud Financial System (Complete)

+ Fiscal Accountability (Pending Approval)

+ Continue Exploring Questica's Functionality (Ongoing)
- New Human Resources System (2019)

- Fiscal Independence (2020)

« New Student System (2022)

"Believe something and the Universe is on its
way to being changed. Because you've changed,
by believing. Once you've changed, other things
start to follow. Isn't that the way it works?”

— Diane Duane
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“Education is the most
powerful weapon which you
can use to change the world.”

— Nelson Mandela
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