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SUBJECT: MANAGEMENT REVIEW OF CITY TREASURER'S OFFICE

SUMMARY

The City Manager's Office planned to review various City programs during 1982-83
to identify ways to enhance efficiency. One of the departments involved in this
review was the City Treasurer's Office. This report summarizes the results of
our analysis and recommends implementation of a number of steps to strengthen the
Treasurer's operation.

" *BACKGROUND

The City Manager's review of the City Treasurer's Office has focused on: (1) the
problem of cash and investment accountability as identified by Price Waterhouse;
(2) the clerical workload of the office; and (3) the revision of the Assistant
City Treasurer classification.

In Recommendation Number 1 of the June 30, 1982 management letter, the City's
external auditors indicated that changes should be made to the existing procedures
and controls for cash and investment accountability between the City Treasurer and
Finance Departments. The City Treasurer and Finance Director were asked by the
City Manager to jointly review current reconciliation procedures and develop
recommendations for streamlining this process. Personnel and budget staffs were
then directed to examine organizational and classification questions since the
City Treasurer requested that a study be made of the staffing and reorganization
needs of his office. In addition, Price Waterhouse was asked to submit comparative
information on accountability reconciliation procedures. The final conclusions
from each of these reports are listed below:

Finance/Treasurer Periodic Accountability Report (Attachment "A)

- Creation of an internal accountability task force, using supplemental
limited-term staff as necessary, to study existing manual processes
and develop alternative automated programs.

- Automation of existing manual functions and their subsequent integra-
tion with the City's General Ledger Program.



Clerical Workload Analysis Report (Attachment B}

- Provision of addjtional cterical support to the Treasurer’'s Office.
- Reduction of Accountant II workload.

- Transfer of some duties between departments.

- Consideratidn be given to contracting out various services.

- Provision of additional accounting staff depending upon the time
frame needed to accomplish other recommendations.

Personnel Classification Report (Attachment C)

-~ Retention of Assistant City Treasurer position with an appropriate
salary adjustment.

ANALYSIS

Each of the staff recommendations was carefully reviewed to assure that they
adequately addressed the jdentified problems. ATl of the proposals could be
summarized into the following three step action program:

1. The addition of one clerical position to the City Treasurer's
Department.

2. The retention of the Assistant City Treasurer's position with
an expansion of duties and an adjustment in salary.

3. The creation of an internal accountability task force.

1. Additional Clerical Position - The clerical support needs of the City
Treasurer's Office have been documented in the clerical workload report
(Attachment 7B) and the City Manager supports the addition of one clerical
position at this time. The Personnel Department will be directed to conduct
a review to determine the appropriate classification for this position. 1In
the interim, the Council may wish to grant the City Treasurer permission to
hire limited-term staff consistent with the Treasurer's hiring authority
and fiscal constraints. _

2. Adjustments to the Assistant City Treasurer Salary Level - The Personnel
Department has conducted a review (Attachment 7C) of the Assistant City
Treasurer's position and have recommended that the compensation for this
classification be increased from $2204-32679 to $2781-$3381 per month,
commensurate with the expandion of the position's responsibilities. The
City Manager concurs with this recommendation and intends to assign the
incumbent to a new position of Administrative Services Officer in the
Waste Removal Office.
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Creation of Internal Accountability Task Force -‘The joint report from

the City Treasurer and Finance Director (Attachment 7A) indicates that
program economies may be achieved through the creation of an inter-
departmental task force. This group would have the responsibility of
studying existing manual processes within each department; identifying
methods of streamlining these procedures; and developing and/or implementing
an automated program which will enhance overall system information flow.
Supplemental limited-term personnel can be used to assist the task force
should this be required during the term of the project. Many of the other
organizational issues raised in each of the staff reports can also be
addressed by the task force; for this reason, I would support the
implementation of this recommendation. It is further recommended that the
City Council instruct the City Treasurer and the City Manager to give high
priority to completing this assignment.

RECOMMENDATION

The attached reports provide a thorough background for the steps recommended above.
If the City Council concurs in this analysis, I would request the following:

1.

Approval of the attached resolution which:

a. Adds one clerical position to the City Treasurer's Department
and supplements the department's budget by an amount sufficient
to fund this position.

b. Adjusts the salary level for the Assistant City Treasurer's
position to $2781-$3381 per month.

That the City Manager be directed to:

a. Oversee the process of improving system information flow through
the creation of an inter-departmental fiscal accountability task
force composed of representatives from appropriate departments.

b. Hire Timited-term personnel on a project basis to assist the
aforementioned task force, should he deem this necessary to aid
in the completion of this project.

That the City Treasurer be directed to give high priority to completing
the work assignment of the fiscal accountability task force.

Respectfu]]y submitted,

L) Ape

WALTER J. SLIFE
City Manager

Attachments



RESOLUTION NO. §2-87¢

ADOPTED BY THE SACRAMENTO CITY COUNCIL ON DATE OF

RESOLUTION AMENDING THE 1982-83 BUDGET FOR THE
CITY TREASURER'S DEPARTMENT, ADJUSTING THE SALARY
OF THE ASSISTANT CITY TREASURER, AND DIRECTING
STAFF TO IMPLEMENT RECOMMENDATIONS CONTAINED
WITHIN THE MANAGEMENT REVIEW REPORT FOR THE CITY
TREASURER'S OFFICE

WHEREAS, the City Council has reviewed and approved the "Management Review
of the City Treasurer's Office Report" and are implementing its recommendations.

NOW, THEREFORE, BE IT RESOLVED BY THE COUNCIL OF THE CITY OF SACRAMENTO:

1. The City Budget for Fiscal Year 1982-83 is hereby amended by adding one
clerical position to the City Treasurer's Employee Services Schedule and
transferring $13,985 from the General Fund Administrative Contingency
(101-5070-000-4399) to the City Treasurer's Department (101-1000-0000-4101)
for the purpose of providing funding for this position.

2. The City Manager is hereby directed to have the Personnel Department
initiate the required classification/hiring procedures in order to fill
this new position. In the interim, the City Treasurer is hereby authorized
to hire limited-term clerical personnel to fill this position on a temporary
basis, consistent with his department's approved budget and charter
authority.

3. The City of Sacramento's Salary Schedule for Fiscal Year 1982-83 for the
title "Assistant City Treasurer" is hereby increased from $2204 - $2679
per month to $2781 - $3381 per month.

4. The City Manager is hereby directed to create an internal fiscal accountability
task force composed of representatives from appropriate departments, with the
purpose of developing and implementing changes to the City's cash and
investment accountability procedures. The City Manager is authorized to hire
limited-term personnel on a project basis to assist the task force should he
deem it necessary.

APPROVED
BY THE CITY COUNCIL
MAYOR
{982
‘ ATTEST - NOV 231982 |
OFFICE OF THE .
CITY CLERK L.
CITY CLERK



CITY OF SACRAMENTO @ 3‘2«

ACK R. CRIST
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915 | STREET SACRAMENTO, CALIFORNIA 95814
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ASSISTANT DIRECTOR
September 15, 1982
FA;82302:JRC:KMF

Budget and Finance Committee
Sacramento, California

Honorable Members in Session:

FINANCE/TREASURY PERIODIC ACOOUNTABILITY RECONCILIATIONS

:

SUMMARY :

The purpose of this report is to describe the problem being
experienced by the above two departments in periodically reconciling their
respective financial accountability. The report requests approval of an
action plan to resolve this problem.

The report has been prepared jointly by the Director of Finance and
the City Treasurer.

Approval of the attached resolution is recommended (See Attachment I).
BACKGROUND

Recent management letters from Price Waterhouse have suggested changes
to the existing procedures and controls surrounding cash and investment
accountability between the City Treasury Department and the City Finance
Department. (Attachment II). Currently such an accountability
reconcilation is performed by the City Treasury for the two departments
once annually at year end.

In a letter dated August 19, 1982 to the Council Budget and Finance
Committee (Attachment III), Price Waterhouse indicates that many other
jurisdictions are performing such a reconciliation monthly. Jointly, the
managements of the two departments had previously agreed to attempt semi-
annual reconciliations. This was a compromise alternative because of the
workload and costs that would occur in the Treasury Department as a result
of the more frequent reconciliations.

The City Treasurer originally requested the Council Budget and Finance
Committee in June, 1981 to have a workload and staffing study completed.
Such request was resubmitted in June 1982 to the Budget and Finance
Committee who requested such study be performed by the City Manager's
staff. Such a study dated August 10, 1982, has been performed by Monika
Hudson, Management Analyst in the Administration and Budget Division of
Finance. Ms. Hudson's study (separate report on this agenda) addresses
problems, both short and long term. Very briefly, her report recommends:






a. Adding clerical support to the Treasurer's Office.

b. Eliminating work overload at the Treasury Accountant II level by
placing a greater reliance on Moneymax and automating and
integrating manual systems.

c. Considering the transfer of some duties such as commercial and
payroll account bank statement reconciliation from the Treasury
Department to the Finance Department.

d. Considering the idea of contracting out appropriate functions.

e. Depending on time required for a-d, additional accounting
assistance may be required in the Treasurer's Office based upon
the work overload indicated on Treasury workload questionnaires
which were completed as a part of the study.

PROBLEM STATEMENT:

The basic problem simply stated is that a timely (monthly), accurate,
and reliable periodic cash and investment accountability reconciliation
between the City Treasury Records and the City Finance Department Records
is not now being performed in a manner sufficient to satisfy the City's
external audit requirements. The external auditors have suggested changes
to existing processes which will satisfy their audit requirements.

The City staff concurs with these changes and through the
recommendations in this report is moving to implement the suggested
changes.

ANALYSIS

The Finance Director and City Treasurer have discussed at length the
Price Waterhouse letters and the clerical workload study done by Monika
Hudson. Following is an analysis of each issue raised by the two reports
mentioned above:

1) Periodic Accountability Reconciliations.

Periodic reconciliation of the Treasurer's cash and investment
balances to the Finance Department General Ledger is not now
easily facilitated for various technical reasons. Furthermore,
the reconciliation is time consuming and labor intensive.

The major difficulties surrounding the current reconciliation
procedure are both high volume and timing differences between
when financial transactions affect the Finance Department General
Ledger versus when the same transactions affect the bank accounts
and other Treasury Financial records.

The problem is further complicated by the current aggressive
investment management program which has resulted in relatively
new types of securities transactions for which the "Moneymax"
computer system is not programmed.



One of the survey cities in the Price Waterhouse report dated
August 19, 1982 (Attachment III) indicated in a phone
conversation to Jack Crist that they too are experiencing
reconciliation problems and those problems have increased since
they initiated a more aggressive investment management program.

The high volume of transactions and timing delays make it
difficult to detect human error in a timely manner, which is
always a negative factor in any reconciliation process.

In addition, both the Finance Director and the Treasurer have
disbursement authority under the existing system. This
complicates accountability reconciliation, since both departments
must keep each other informed of such transactions. Failure to
do so will result in accountability differences.

Finally, the reconciliation problems currently being experienced
are somewhat historical in nature....historical in the sense that
the two departments' record keeping and information systems have
evolved to some extent independently without continuous joint
emphasis on interdepartmental relationships and integration of
information needs.

The Finance Director and City Treasurer have now agreed that a
monthly accountability reconciliation would be desirable.
Further, they have agreed that, ultimately, this reconciliation
may be performed by either the Finance Department or the Treasury
Department depending upon the extent to which system changes can
be effected. The Finance Director has indicated a willingness to
assume the function. The final organizational reconciliation
responsibilities will be assigned in a manner consistent with the
separation of powers as detailed in the City Charter. However,
during an interim period of from six months to two years, the
responsibility for periodic accountability reconciliation will
remain in the Treasurer's Department. During this period of
time, both departments will attempt to modify their existing
systems and procedures to accomplish the timely completion of the
accountability process. To this end, the following action steps
are recommended:

a) An internal accountability task force should be created with
representatives from Treasury, Finance and Data Processing.
The task force will address the accountability issues
through a phased plan of action to include:

1) The determination and understanding of the City's
existing manual processes within each department.

2) The streamlining of the existing manual process and the
development of new manual accounting controls to
facilitate monthly accountability reconciliations.

3) The analysis and design of an automated process (or
processes) to assist in handling the volumes of data
and provide intra-system information flow.



3.

4) The implementation of the automated process or
processes) identified in 3 above.

b) The City Manager should be authorized to hire limited term
employee(s) to assist the task force during the 6-24 month
interim period. The limited term employee(s) such as a
Programmer Analyst and/or an Accountant would, if hired, be
dedicated full time to the task force project as well as
working with the respective departments. It is assumed that
limited term employee(s) hired would not be retained beyond
the implementation of all recommendations of the task force.

Automation of Existing Manual Functions and Integration with the
City's General Ledger.

This recommendation was touched upon in Section 1 above.
Specific functions which are candidates for automation are the
1911 and 1915 Act Special Assessment Bond Procedures (currently
on the EDP Master Plan), interest apportionment and interface to
the General Ledger, the recording of investment security
transactions with an interface to the General Ledger, the
Accountability Reporting Process, and an accounting and reporting
system for equity transactions for the Sacramento City Employees
Retirement System and other City trust funds (options, hard
assets, stocks, etc.).

Consideration should be given to the idea of contracting out
appropriate functons, and

Consideration should be given to transfer of some duties between
departments.

These two recommendations will be reviewed during the interim
evaluation period described in 1 above. Automation of some
functions may fulfill the needs of both departments thus making
functional transfers academic. Functions such as periodic bank
reconciliations of the Payroll and Commercial Bank Accounts
should be transferred to the Finance Department as suggested
since the disbursement detail to these two accounts is on file in
Finance. Bank reconciliation of the City General Account should
remain in the Treasury Department for similar reasons.

Additional clerical support should be provided to the Treasurer's
Office, and

Depending on the time required for the other recommendations,
additiopal accounting assistance may be required in the
Treasurer's Office.

The Hudson report demonstrates the need for one additional
clerical position in the City Treasurer's Office. The estimated
annual cost of this position is $13,985. This increase is
supported by the City Manager.



With respect to the additional professional accounting position,
the Hudson report suggests a need may exist. The City Treasurer
feels strongly that this position is needed. However, the
Finance Director and City Manager feel that the need for this
position is not yet clearly demonstrated. Some of the earlier
discussed action items may provide an alternative solution to the
addition of a permanent staff position. It is, therefore,
recommended that the City Manager be authorized to hire limited
term professional personnel as discussed in Issue #1 during the
interim project period if and when he deems necessary. The
permanent addition of an accountant position in the Treasury
Department is, therefore, not recommended at this time.

REOOMMENDATIONS :
This report recommends the following actions:

1) That an internal accountability task force should be created to
jointly deal with financial issues relating to cash and
investment accountability, as well as related automated system
changes (See Page 4-5). The task force goals will include
monthly accountability reconciliations and improved information
interface between departments.

2) That the City Manager is authorized to hire limited term
personnel on a project basis to assist either Finance, Treasury,
or Data Processing in item 1 above if and when he deems
necessary.

3) That one additional clerical position should immediately be added
to the City Treasury Department at an estimated annual cost of

$13,985,
.@i’ECI‘FUILY SUBMITTED,

THOMAS P< I
City Treasurer .

A

JACK R. CRIST
Director of Finance

Attachment I, II and III

RECOMMENDATION APPROVED

o AL

Assistant City Manager
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CITY OF SACRAMENTO

RECOMMENDATIONS FOR STRENGTHENING
INTERNAL ACCOUNTING CONTROLS

During our examination of the 1980 financial statements of
the City, we made certain observations related to the Treasurer's
Department and included in our Memorandum of Recommendations dated
October 14, 1980 specific recommendations which we believe to be
worthy of implementation. During our 1981 examination, we have

determined that certain recommendations have not been implemented’

as of the date of this letter. These recommendations are reiter-
ated for your further consideration and we urge you to take action
to encourage their early implementation.

RECOMMENDATION 1:

Consideration should be given to formalizing and strengthening

internal controls over cash and investments.

A, Reconciliations of cash and investments held by the
Treasurer to the Finance Department records should be
performed on a more frequent basis to insure that:

1. The City Treasurer is held accountable for cash and
investments under his control;

2. The Finance Department accounting records related
to cash and investments are properly stated.

Currently, the City Finance Department performs a
monthly reconciliation (for each fund) between the
Treasurer's '"Moneymax" investment system and the Finance
Department general ledger. The problem with the current
procedure is that it does not include an overall City-
wide total cash and investments reconciliation between
all Treasurer's Moneymax amounts and all funds recorded
in the general ledger by the Finance Department. This
overall total funds/securities reconciliation is cur-
rently being performed only once a year at June 30.

We have noted numerous reconciling items on both June 30
reconciliations. We recommend that the City Treasurer
provide monthly accountability reports (for all funds
and securities) to the City Finance Director. The
Finance Department should then reconcile the monthly
Treasurer's fund/security accountability reports to all
funds in the Finance Department general ledger.
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This monthly reconciliation should then be reviewed and
approved by both the City Treasurer and the City Finance
Director.

The City Treasurer's Department should complete monthly
bank reconciliations on a more timely basis. These
monthly reconciliations should then be reviewed by
department management.

At various times during the year the City Treasurer's
staff is not preparing bank reconciliations for several
months after receipt. Monthly bank reconciliations
between the Treasurer's cash and investment records and
the bank statement provide an important internal control
of transactions between the bank, the Treasurer and the
City Finance Department. We therefore recommend that
this important control function be given ongoing prior-
ity by the Treasurer and not be allowed to remain incom-
plete more than thirty days.

Also, we recommend that the reconciliation format be
changed to highlight potential adjustment items for sub-
sequent follow-up and disposition.

Finally, we recommend that the monthly bank reconcilia-
tions be regularly reviewed and approved by the Treasury
Department's management.

Because the Treasurer's functions are similar to a bank-
ing function, controls common to independent banks would
appear appropriate. Currently, no one independent of
the Treasurer's office is making periodic verification
that the assets controlled by the Treasurer are in fact
being held for the benefit of the City. We recommend
that periodic securities counts be performed with rela-
tive frequency by someone independent of the Treasurer's
Office.

Currently, all bank accounts and investments are
accounted for in one general ledger account. To enhance
accountability over cash transfers and to simplify cash
account reconciliation procedures, each bank account
should be accounted for in a separate general ledger
account, This additional accountability will require
that more detailed information regarding cash receipts
and transfers be transmitted from the Treasurer's Office
to the Finance Department; however, we believe that the
segregation of the accountability will permit more
timely and accurate reconciliation of all cash and
investment accounts by the Treasurer.

IR



The Treasurer's Department should prepare cash receipts
documentation on a timely basis to insure cash and
investment transactions are recorded in the general
ledger on a timely basis. :

All documentation supporting security transactions
should be filed systematically so that it 1is readily
accessible and retrievable.

MANAGEMENT RESPONSE:

A.

We acknowledge the fact that a reconciliation of the
Treasury's overall accountability with the records of
the Finance Department was performed only once, at the
conclusion of the fiscal year 1980-81. The primary rea-
son for not performing this reconciliation more fre-
quently was the staff time and costs involved.

It should be noted that previously, in an effort to min-
imize costs, it was decided to apportion interest income
and prepare a report on the City's short-term investment
pools on a quarterly basis. With the problems of a
tight budget constraint in mind, it is our intent to
continue the quarterly apportionment of interest and
preparation of quarterly short-term investment reports
coupled with a semi-annual reconciliation of all Treas-
ury cash and investments with the Finance Department's
fund ledgers.

Regarding the numerous reconciling items as of June 30,
one of the major causes of this phenomenum is the fact
that the reconciliation is trying to be accomplished via
a format and procedure which was used by the City prior
to major accounting system changes and the acquisition
of the Moneymax investment accounting and reporting sys-
tem.

It will be necessary for the Finance and Treasury
Departments to review the existing reconciliation proce-
dures and make major revisions as are required by the
major change in investment accounting and reporting that
has occurred since the acquisition of Moneymax.

At the time of the interim audit in May 1981 a key
Treasury employee experienced a severe 1illness and a
part-time employee whom the Treasurer had hired to help
with the reconciliation of the bank account had just
started work that same week.

Furthermore, an accountant position that was approved
for the 1980-81 fiscal year was not filled until Febru-
ary 1981 so that this employee was relatively new to the



job and had to cope with a tremendous backlog of work in
many areas. On March 6, 1981 the Treasurer subscribed
to an information express system provided by Wells Fargo
which permitted the daily reconciliation of the checking
account. As of the date of this writing, the bank
account is balanced through April 15, 1982.

Any amount in the bank reconciliation over $10,000 and
unlocated longer than two weeks is brought to the atten-
tion of the management staff.

Any item deposited over six months old and still unlo-
cated as to the originator will be deposited to miscel-
laneous revenue of the City.

This matter was discussed with Price Waterhouse in early
April 1982. Formal arrangements have now been made for
them to perform periodic unannounced securities verifi-
cations as requested.

The Finance Department will review this matter in the
next few months. At this point we have discussed it
with the Housing and Redevelopment Agency staff who does
have separate general ledger and investment accounts and
their experience has been marginal at best. However, we
will explore the possibility further during the next 12
months. Price Waterhouse has agreed to give us some
ideas that they have in this regard for our considera-
tion.

Other than the investment activities associated with
Sacramento City Employees' Retirement System and the Ann
Land/Bertha Henschel Trust Funds, no investment activity
is recorded in the general ledger of the City of Sacra-
mento. Regarding the posting of investment income, an
S-3 ticket form is used, but because of the volume of
activity it requires ten days after receipt to manually
prepare this document. Further, it is pointed out that
this document, although required in the overall City
accounting practices, results in a redundancy of the
reporting of investment income since the Moneymax
investment accounting system already programmatically
generates this information.

We concur with this recommendation and efforts will be
made to include security confirmations with the invest-
ment tickets information as noted in Recommendation G.

*x * % % %

The following recommendations pertain primarily to the General
Services Department:
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e ATTACHMENT III

RECEIVED

Department of Finance

]:i(:(f X 455 CAPITOL MALL
] AUG 20 1982 SACRAMENTO, CA 95814
aterhOllSe M UE20 - 916 441-2370
7180MM12%11213/4,5,6
4 August 19, 1982

To the Budget and Finance
Committee of the City Council
of the City of Sacramento

Pursuant to your request for additional information regarding
Recommendation 1 in our management letter dated June 30, 1982,
following is a list of other units of local government with which
we have experience, the cash and investments balance for each at
June 30 for the most recent year for which an audit report has
been issued (generally 1981), and the frequency with which each
performs a reconciliation of cash and investments to amounts
recorded in the general ledger:

Cash and Frequency
Investments of
Entity Balance Reconciliation

County of Fresno $385 million Daily
City of San Jose 208 million Monthly
City of Long Beach 200 million Monthly
City of Anaheim 100 million Monthly
City of Torrence 31 million Monthly
City of Gardena 6 million Monthly
City of Banning 200 thousand Monthly

For purposes of comparison, the City of Sacramento had a cash and
investments balance at June 30, 1981, of approximately $218
million, and a reconciliation is performed annually.

For all local government units listed above, the treasury/
cash management function is separate from the accounting function,
and all treasurers are either elected or appointed by the city
council. In most cases, the finance department prepares the
accountability/reconciliation with assistance from the treasurer.

Both the City of Long Beach and the County of Fresno also use
Moneymax. In addition, once a quarter the internal auditors for
both of these entities count and confirm all cash and investments
and verify the accuracy of the accountability.

We are of the opinion that the monthly reconciliation of the
Treasurer's accountability for cash and investments with the gen-
eral ledger is no more time consuming (and may possibly be less)
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To the Budget and Finance
Committee of the City Council
of the City of Sacramento -2 - August 19, 1982

as only doing it once a year due to the reduced effort involved in
researching reconciling items on a timely basis, rather than
months after the fact. 1In these times of dwindling resources it
becomes even more critical that there is some assurance that
transactions are properly recorded in a timely manner so that the
City has an accurate picture of its financial condition at any
given point in time.

Should you have any duestions or need additional information,
we will be happy to discuss this matter with you further.

Yours very truly,

ice
aterhouse



CITY OF SACRAMENTO

JACK R. CRIST
DEPARTMENT OF FINANCE K R T
915 | STREET SACRAMENTO, CALIFORNIA 95814
AROOM 112 TELEPHONE (916) 449-5738 ROBERT C. LELAND

ASSISTANT DIRECTOR

August 18, 1982
FA:82275:MH: KMF

Budget and Finance Committee
Sacramento, California
Honorable Members in Session:

SUBJECT: City Treasurer's Department Clerical Workload Analysis

SUMMARY

On June 3, 1982, the City Treasurer requested that the Budget and Finance
Committee consider providing additional clerical support to his department.
The Committee directed appropriate staff to study this issue and to provide a
report-back on the extent of the Treasury Department's personnel needs.

ANALYSIS

The attached report summarizes the findings of this study. The document
has four basic sections including:

e Project Summary

e Project Background, Findings, and Recommendations (Pages 1-8)

e Workload Analysis Questionnaire Results (Pages 10-18)

o Appendix (Pages 20-27)
An overview of the study's recommendations is included in the "Project Summary"
with the specific rationale for each detailed on Pages 7 and 8.

RECOMMENDATION

It is important that workload concerns within the Treasurer's office be
addressed as quickly as possible. If the Committee concurs with this analysis,
it is recommended that the Budget and Finance Committee approve and forward to
the City Council the following staff recommendations and attached resolution:

1. Implement Recommendation No. 1 (addition of one clerical position to
the Treasurer's Department) by:

a. Approving the attached resolution which adds one clerical position
to the City Treasurer's Department and supplements the department's
budget by an amount sufficient to fund this position.

3R




Budget and Finance Committee

Page Two

August 18, 1982

Directihg that the Personnel Department be instructed to injtiate
the required classification/hiring procedures in order to fill this
new position.

Authorizing the City Treasurer to fill this new position on a
temporary basis consistent with his department's approved budget
and his charter authority.

2. Implement Recommendation Nos. 2, 3, and 4 (departmental automation,
contracting services, and transfer of duties) by:

a.

Directing that the City Manager establish a task force (using
external audit staff, etc.) responsible for developing an efficient
method for increased Moneymax record maintenance, integrating City
Treasurer records into the General Ledger system, and identifying
services from both the City Treasurer and Finance Departments which
could be effectively contracted out.

Directing that the City Manager's office monitor the transfer of
specific tasks from the City Treasurer to the Finance Department
with an evaluative report-back to the Committee within 90 days.

3. Ask staff to re-evaluate the need for Recommendation No. 5 (addition of
an accounting position to the City Treasurer's Department), based upon
the implementation of Recommendation Nos. 1-4, and address this issue
within the context of the department's 1983-84 budget.

Attachments

Respectfully submitted,
Puruna. Sedam /
MONIKA L. HUDSON
Management Analyst II

RECOMMENDATION APPROVED:

SOLON WISHAM, JR.
Assistant City Manager

Qf»c)u..-(aq,
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CITY OF SACRAMENTO ?E;;z

ITY MANAGER'S OFFICE

DEPARTMENT OF FINANCE WE m:é?g:&,imf:cg

915 | STREET SACRAMENTO, CALIFORNIA 95814

ROOM 112 TELEPHONE (916) 449-5738 Al ] B q 1092 “ggg&:&;gg&b
TO: SOLON WISHAM, JR., Assistant City Manager

VIA:  JACK CRIST, Director of Finance MprtsT™
FROM:  MONIKA HUDSON, Management Analyst II o

SUBJECT: City Treasurer's Department Clerical Workload Analysis

Attached please find the final report on the City Treasurer's Department
Clerical Workload Analysis. This document has been broken into the following
sections for easier reading:

1. Project Summary

2. Project Bdckground, Findings, and Recommendations (Pages 1-8)
3. Workload Analysis Questionnaire Results (Pages 10-18)

4, Appendix (Pages 20-27)

This report is available for review by the Budget and Finance Committee and if any
further information is needed, please advise.

cc: Walter Slipe, City Manager
Donna Giles, Director of Personnel
Thelma Vannesian, Management Services
Tom Friery, City Treasurer
Bob Leland, Assistant Director of Finance



FINAL REPORT:

CITY TREASURER'S DEPARTMENT
CLERICAL VIORKLOAD ANALYSIS

August 10, 1982

33



SUMMARY

On July 30, 1982, a management analysis was completed
of the overall workload within the City Treasurer's office to
determine the need for clerical assistance. The research

procedures, findings, and supporting documentation are Included
in this report with specific staffing/work reallocation
recommendatlions considered as part of Section I. It should be
recognlzed that these recommendations were made within the
context of responding to a particular "short-term" problem; a
number of signiflicant, long-term Issues were also identifled
during this study, but these could not be thoroughly explored
since they Involved items which were not within the specific
scope of a "clerical™ work audit. However, [t Is Important that
City policy and administrative staff carefully consider all
avallable methods of adequately responding to each of the
following long-term questions:

° City investment activity has Increased almost 43.5%

since 1978 and so have documentation requirements. Since

there are IImits to the amount of money avalilable for
supplemental staff, what Is the optimal number of
Treasury staff persons and support equipment
(computers) needed to track Investments? How can the
City best phase in these requirements?

] Are there more efflicient ways for the
Banking/Operations and Finance/Trust Divisions *to
manage the required documentation of various Investment
activities, without Increases in staffing?

° Is there sufficient documentation to provide a thorough
"audit trall"™ for the city's Independent auditors?
What steps, if any, should be taken to facilitate the
preparation and timellness of this Information?

° What steps can be taken to enhance the reconciliatlon
between Treasury and Flinance records In order +to
provide better Information for both the City Treasurer
and Finance Departments?

Five short-term recommendations were Identiflied In response to
work load needs of the Treasurer's office. These Include:

I. Providing additional clerical support to the
Treasurer's office.

2. Increasing the Department's use of automated systems In
order to reduce a work overload at the Accountant ||
level.
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3. Transferring some duties from the Treasurer to the
Finance Department.

4, Contracting out appropriate functlons.

5. Providing additional accounting support to the
Treasurer's Department based upon the Iimplementation
schedule for recommendations 2, 3 and 4.

The rationale and cost for each of these recommendations Is
Included In Section | of thls report on pages 7 and 8. Should
the Committee concur with these recommendations the following
plan of actlon should be Initiated:

° The Personne! Department should be directed to begin a
study to determine the appropriate classification for a
new clerical position within the Treasurer's

Department. Because of the time lapse involved, the
City Treasurer may wish to hire temporary clerical
staff until a list can be certified, consistent with
his charter authority and fiscal constraints.

° Either In-house or external staff should be directed to
examline the most feasible method and schedule for:

l. Automating the manual systems within the City
Treasurer's offlice (this should include a capltal
acquisition and cost |ist)

2, Integrating appropriate Treasury systems into the
City's General Ledger system.

Implementation of this task will not only reduce a
backlog within the Banking/Finance and Trust/Operations
Divisions of the Treasurer's Offlice, but should serve
to reduce the preparation time for the City's
Accountability Report (the City's external auditors
have Indlicated that timely Accountability Reports are
extremely Important If the City Is to malintaln an
unblemished audit). Because of conflicting
departmental needs, It may be more appropriate to have
external staff complete this study.

In addition to the above, staff from both the City Treasurer
and Finance Departments should be directed to identify functions
which could be enhanced by some form of Jolnt performance.
Members of the Finance Department have expressed a general
Interest In working with the Treasurer In this area since It
could serve to facllitate the iInformation flow between both
departments. Since both the Treasurer and the Finance Department
have a similar Interests in protecting public funds, it would be
logical to coordinate planning in this area.
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SECTION I:

PROJECT BACKGROUND, FINDINGS, AND RECOMMENDATIONS

72



The issue of clerical support for the City Treasurer's
office was first raised as part of the 1981/82 budget process.
At that time the Department was given an Accountant |l and a
limlited-term Account Clerk position and it was decided that a
workload audit should be conducted to determine the general
extent of department clerical requirements. On June 3, 1982, the
City Treasurer agaln asked that the Budget and Finance Committee
consider providing additional clerlcal support to his department.
The Committee requested that appropriate City staff study this
Issue and provide an Independent assessment of the Clity Treasurer
Department's personnel needs.

B. Process

In. approaching this project, management analyst staff
focussed on two key issues: the Clity Treasurer Department's
actual workload and desired end results., Studying this aspect of
the Treasurer's request would provide some determination as to
the extent of any staffing deficlenclies; the Personnel
Department could then use this information as a baslis for a job
classiflication analysis which would identify the staffing type,
classification, and experience level necessary to adequately
respond to the concerns of the Treasurer's Office. Speclifically,
the workload audit was designed to examine:

° The workload of existing clerical support staff

[ ] "Clerical™ activities performed by other departmental
staff

] All exlisting unmet clerical support needs.

Since a workload analysls looks at many of the same job
aspects as a Job classiflcation analysis, the Personnel
Department was contacted for "Job Classiflcation”" questionnaires.
These were modified for the speclfic purposes of this study and a
"Workload Analysis Questionnalire" was developed (see Attachment
"A"in +the Appendix).

The questionnaire was designed to identify:

° The actual duties, performance frequency, Importance,
and required experience level for each position wlithin
the department (tabulated as "Existing Assignments")

® A preferred or "ideal" delegation of speciflc tasks
which could be performed by lower level department
staff (+abulated as "Incoming Assignments")

o The number, type, Importance, and required experience
level for tasks which Ideally should be delegated but

S




could not be because of the lack of lower level
staff (tabulated as "Qutgoing Assignments")

Using the questionnalre as a basis, the following series of tasks
were established in order to complete this project:

® Review work program with the City Treasurer
) Meet with Departmental staff

® Complete Workload Analysis Quesflo;nalres

o Review/analyze Workload Questionnalires

. Interview employées

[ ] Draft preliminary workload analysis report

) Review comments/conduct follow-up Iinterviews
® Prepare/submit Final Report

The elght step process was designed to maximize employee

participation In the analysis, provide the most detalled data base
from which the Personnel Department could complete I+s study, and
ensure that the preliminary audit was completed In a timely

fashion. The rationale for the study, project tasks, and project
timeframe were compiled as an "employee informatlon handout" and

distributed to each staff member within the City Treasurer's

Department (see Attachments "B", "C" and "D" In the Appendix).



I1. EINDINGS

A. Organizatiopal Overview

The Charter of the City of Sacramento designates the
City Treasurer as the person "responsible for the deposit and

Investment of all funds of the Clty Treasury." The Treasurer Is
charged with keeping the "...City Council fully advised as to the
deposits and Investments of funds subject to his control...". In

order to accomplish these tasks, the Clty Treasurer Is provided
assistance by the following personnel (a general organization
chart Is included In the Appendix as Attachment "E" ):

I. Asslstant Clity Ireasurer -Provides day-to-day overall
departmental supervision and long range planning administrative
assistance to the Treasurer.

2, Investment Offlicer -Carries out day-to-day trading for
the Clity of Sacramento's various Investment portfolios.

3. Ireasury Operatlons Supervlsor -Provides day-to-day
supervision of the banking, operation, and trust functlions of the
department Including accounting, control of recelipts, fund
distribution, and trust operations.

4. Accountant 11 - Provides professional accounting support
to the Banking and Operations and Financing and Trust Divisions.

5. Accounting Iechnliclan -Provides paraprofessional
accounting support to Flnancing Operations, and Trust Divislons
primarily In the area of bond processing.

6. Account Clerk -Provides accounting support to Banking
and Operations Division, primarily In the area of Moneymax data

entry and preparation.

7. Secretary -Provides general clerical support to the
department Including typing, flilling, telephone, and
administrative support functions.

Detall for each position is Included In Section Il in the
following categories:

. Incoming Assignments - Work delegated by supervisors
down the chain of command

2. Existing Assignments - retained responsibillties of a
position

3. Outgolng Assignments - tasks which should be delegated
to lower level staff

Net Assignments for each position include all tasks listed under
"existing" categories; "outgoing" assignments from one position
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appear as "Incomlng" work of the appropriate lower level staff
person.

The workload analysls results reveal that most of the

personnel within the Department work "Inter-divislonally". This
cross-training allows the offlce to adequately respond to crises,
however the small number of staff does not provide for adequate

non-crisis coverage. This has resulted In backlogs In preparing
the City's annual A ccountablility Report, the demand account
analysis for potential bid proposals, the monthly schedule for
mortgage-backed artifacts, and several other Items. The lack of
back-up staff for the Accountant |l level or below ensures there
are work backlogs for any vacation/slick leave time which these
Individuals take. Supervisory personnel have Indicated that It
Is Impossible to "catch up" with all aspects of work within the
Banking and Operations and Financing and Trust Divisions; leave
"backlogs" coupled with the seasonal nature of some of the
department's jobs (i.e., matured and called bonds and coupons
typlcally are handled In July, August, January, and February),
Increases on-the-job frustration.

Within the Treasurer's Office there Is a dally confllct
between "fighting Iimmediate fires" and long-range planning. The
primary way that this differs from other City departments is that
good investment strategy actually calls for Immediate response.
In order to take advantage of fluctuating interest rates and
short-term investment opportunities, the Investment Division must
be able to Instantly react to market Information. The
accompanying documentation, which must be prepared by other
Treasury divisions, [s often voluminous and must meet reporting
and audlt criteria which is not Immediately necessary In order to
make Investments.

Theoretically, the divisional separation of functlions within
the Treasurer's Department should deal with both the crisis
management and backlog problems. |f crisis response was |imited
to those persons directly Involved In elther Investment
activities or administrative support (the Assistant City
Treasurer, Investment Offlcer, and Secretary), the
Banking/Finance and Trust Operations Divisions could provide day-
to-day accounting support. Due to many factors, the department's
workload is not cleanly distributed; It was therefore difficult to
conclusively determine If workload problems were of a short-term
or on-golng nature.

Short-term solutions to this question include:

] Stricter adherence to the divisional separation of work

° Reduction of Banking/Finance and Trust/Operatlions
Divisions involvement in crisls management

® Re-examination of the department's work output +to



determine the necesslty of particular reports, etc.

° Heavier reliance on administrative staff (Asslistant
City Treasurer, Secretary) for crisis back-up

Long-term optlions Include:

® Acceleration of automation plans to reduce manual
records
® Provision of additional staff

While this report focuses Its final recommendations on the
feasiblility of the identified long-range solutions, It Is

Important that the Treasurer's Offlice conslder Implementing,
where it has not already done so, all of the short-term
options,

B. Long Range Alternatives

The workload analysis of the City Treasurer's
Department revealed long-term support requirements for automation
and supplemental staff. While the Moneymax system has provided
an enhanced Informatlion base for the Investment Division, only a
few of the Banking/Finance and Trust/Operation functions have
been automated so that these divisions can better manage their
record malntenance needs. The most practical Treasury
computerized program would be designed to interface with the
City's General Ledger System; due to the difference In
information requirements of the Treasurer and the Finance
Department, I+ may be appropriate, as has been discussed In the
"Summary", +to have a separate consultant develop a unifled
program to respond to both departments' needs.

With respect to long-range staffing requirements, the
following issues should be addressed:
l. Clerical Support
The Treasurer has identiflied the need to use
the department's secretary to provide
more clerlical/administrative support to the
department and/or Investment Division through
the following :
° Closer monitoring of departmental goals and objectives
° Maintenance of market indices

® Notation/Monitoring of dealer activity

The ablllty to adequately respond to these tasks has



been hindered by the more Immediate requirements of
answering telephones (the Treasurer's Office recelives a
dally morning average of approxImately 40 calls related
to Iinvestment alone), handling coupons and recelipts,
and carrying transactions to the Revenue Division;
therefore none of the tasks |lsted above are currently
being done. The department's secretary Itemized
approximately fourteen tasks which would have to be
delegated In order for her to Incorporate these aspects
of her job. The preliminary analysis also Indicated
that other staff members within the department are
doing "clerical work" (primarily Moneymax data entry)
which could more easily be done by lower level clerical
staff, freeing them to do more technical accounting
Jobs. Thus, adding lower level clerical staff may also
serve to reduce the department's accounting backlog.

Accounting Assistance

A secondary by-product of this analysis was to reveal a
work concentration at the Accountant |l level. Many of
the listed Job responsibilitles for this position are
elther not currently being done or are backlogged,
including:

° Preparation of the annual Accountability Report

° Demand account analysis for potential bid
proposals

° Preparation of monthly schedules for

-mortgage-backed certificates
-street assessments owned by public agencles
-City Retirement System Industrial bonds.

] Reconcillation and balancing of cash fund balances
for quarterly Accountabillity Report

° Reviews of dlspersements, <clalms for
reimbursement, audit of fiscal agent fees, and the
preparation and semi-annual audit of annual debt
service on various speclal assessment and revenue
bond funds.

Steps to alleviate this problem are Included in
the "Recommendation" sectlion.



I1Y. RECOMMENDATIONS

Based upon an analysis of the work questionnaires, the
following recommendatlons have been developed:

1. Additional clerical support should be provided to the

Treasurer's Office. A total of eighteen tasks could be
delegated to a lower level staff person (See Section I
"Other Clerical Staff" sheet), freeing up the Secretary,
Account Clerk, and Accounting Technician for other more
technical/administrative work. (Estimated annual cost -

$13,985) :

2. An apparent work overload at the Accountant 1l level
should be eliminated. This should be accomplished by:

® Automating some of the systems currently belng
manually maintained by the Accounting Technictlan,
freeing this person to assist the Accountant ||
(Estimated annual cost unknown).

° Placing a heavier reliance on the Moneymax or other
automated systems to reduce manual records
maintained by the Accountant 1l (Estimated annual
cost unknown).

3. Some duties currently performed In the Ireasurer's

Office could be transferred to the FElnance Depariment,
These Include the following:

° Payments to the Crocker Art Museum Association

) Deposlts of State and Federal taxes withheld

) Relmbursements to the Treasurer's office for
commerclal/payroll check writing (a journal

voucher system could be instituted, eliminating
the need for Flnance sending a check to the
Treasurer and the Treasurer submitting necessary
clalm forms)

0 Reconcilliation of the commercial and payroll
Interest accounts to the bank statements

(Estimated annual savings for each of these recommendations
for the Treasurer's office would most Ilkely be in time.
EstImated annual cost to the Finance Department is unknown).

4. Conslideration should be glven 1o the ldea of
contracting out appropriate functions. Speclal
assessments, paying agent, and pension system
Investment activities may Ilend themselves +to
contracting. Some assessment activitlies currently



handled by the Finance Department may also be
contracted out, increasing the potential savings.

Depending upon the time needed to lImplement
Recommendations 2, 3 and 4. additional accounting
asslistance may be required In the Ireasurer's Qffice.
While the Personnel Department would determine the
final classificatlion of this position, based upon the
overload Indicated on the workload questlionnaires, an
Accounting Trainee may be needed. The appointment

could be of a IIimited term nature which would terminate

upon the Implementation of the aforementioned
recommendations.
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' TREASURER

EXISTING ASSIGNMENTS

*Review pertinent periodicals, journals, etc.

*Review mail/correspondence for response back

*Review of final City Treasurer policies and/
or administrative activities

*Approval of Treasury responsibilities/policies

*Oversee Treasury staff meetings

*Oversee Investment Committee meetings

*Reports to Ann Land/Bertha Henschel Commissions

*Respond to City Council requests/City Manager,
etc. ’

*Capital/Financial Planning

*Participation at all SCERS Authority, Community
Center Authority sessions

*Administrative and long-term planning

*Overall monitoring at department goals/objectives

RESPONSIBILITY KEY

T = Treasurer

AT = Assistant Treasurer

[0 = Investment Officer

S0 = Treasury Operatfons Supervisor

AIl = Accountant II

AcT = Accounting Technican

AC « Account Clerk

ST = Secretary )
0C =« Other Clerical Staff i

OUTGOING ASSIGNMENTS

*SCERS, Trust Fund Investment (AT)

*City policies drafts (AT)

*Preliminary Recommendations on all dept.
activities (AT)

*Ann Land/Bertha Henschel reporting (AT)

*City Council presentations (AT) -

*Capital/financial planning (AT,I0)

*SCERS, Community Center Authority, etc. (AT)

*Monitoring of department goals (ST)

*Progress on investment programs (ST)

10
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ASSISTANT TREASURER

INCOMING ASSIGNMENTS

*SCERS, Trust Fund investments (T)

*Development of Department policies (T)

*Preliminary recommendations on all department
activities (T)

*Ann Land/Bertha Henschel reporting (T)

*City Council presentations (T)

*Capital/Financial Planning (T)

*SCERS, Community Center Authorities, etc. (T)

RESPONSIBILITY KEY

T = Treasurer

AT = Assistant Treasurer

10 = Investment Officer

50 = Treasury Operatfons Supervisor
All = Accountant 1[I

AcT = Accounting Technican

AC = Account Clerk
ST = Secretary
0C = Other Clerical Staff

EXISTING ASSIGNMENTS

*Review pertinent periodicals, journals, etc.
®Review mail/correspondence for response back
*Financial planning/capital acquisition
*Investment supervisory work
*Recommend/exercise investment authority
®*Assist in annual audit
*Review all policy reports
*Special projects as assigned
®*Administrative/long term planning assistance
*Redesign of 1915 bonds
*Bond buyers list
®*Act in a supervisory capacity for the
following:
-review of bond covenants
-budget preparation/policy additions or
deletions
-budget objectives and goals
-trouble calls from other departments

OUTGOING ASSIGNMENTS

*Capital/financial planning (SO, I0)

*Recommendations on Investment Policy (10)

*Trouble calls from other depts. (SO, IO0)

*Review of Bond covenants for policy
adherence (SO)

*Monitor/track budget objectives/goals (AII)

*Assist in Annual Audit (SO)

*Preparation of withholding reports to IRS
(Finance)

*1911 foreclosures (Ac.T)

*Review/sign 1915 Special Assessments (SO)

*Armored car pickup (Ac.T)

*Payments for Crocker Art Museum (Finance)

®Authorize/sign claims, S-3's, etc. (AII)

*Voting of proxies (AIl)

1
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INVESTMENT OFFICER

INCOMING ASSIGNMENTS

*Capital/financial planning (T,AT)
*Recommendations on Investment Policy (AT)
*Trouble calls from other department (AT)

RESPONSIBILITY KEY

T = Treasurer

AT = Assistant Treasurer

{0 = Investment Officer

S0 = Treasury Operations Supervisor
All = Accountant II

AcT = Accounting Technican

AC = Account Clerk

ST = Secretary

0C = Other Clerfcal Staff

EXISTING ASSIGNMENTS

*Ascertain surplus funds available for
investment
*Contact brokers/dealers to determine best
rates/conditions -
*Monitor investment markets
*Monitor all money market activities
*Recommend/execute purchases, sales and swaps of
investments
*Prepare monthly analysis of gold/silver
activity
*Prepare SHRA economic activity report
*Analyze creditworthiness of commercial
paper, banks, and S & L's
*Review pertinent periodicals, journals, etc.
*Assist in execution of fixed income and hard
asset activity for SCERS
*Prepare investment committee presentations
*Analyze creditworthiness of City property
lessees
*Develop financing reinvestment plans
*Prepare/monitor economic and interest rate
forecasts
*Prepare/maintain Investment Policy Manual
*Special projects as assigned
*Act in a supervisory capacity for the
following activities
-writing checks for commercial/payroll
accounts
-investment ticket follow-up documentation
-SCERS monthly reports
-City Fund cash flow preparation
~Investment Performance Charts
-Success opportunity brokers list

OUTGOING ASSIGNMENTS

*Investment ticket follow-up documentation
(All, Ac.T)
*Investment ticket verfication - (Ac.T, AC)
*Commercial/payroll check writing (AII)
*Preparation of SCERS report (AII)
*Preparation of City Fund cash flows (AlIl)
*Investment performance charts (ST)
*Ledger of SHRA deposits/withdrawals (AII)
*Success opportunity brocker's Tist (ST)
*Commodity collateral margin account (AII)
*Troubleshoot/correct problems between bank
and brokers (AIl)
*Ledgers of investment trades completed/
profits (losses) booked (AIl)

12
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TREASURY OPERATIONS SUPERVISOR

INCOMING ASSIGNIﬂENTS

*Capital/financial planning (AT)
*Trouble calls from other departments (AT)
*Review of bond covenants for policy
. adherence (AT}
*Assist in annual audit (AT)
*Review/sign 1915 Special Assessments (AT)

RESPONSIBILITY KEY

T = Treasurer

AT = Assistant Treasurer

10 = [avestment Officer

SO = Treasury Operations Supervisor
All = Accountant II

AcT = Accounting Technican

AC = Account Clerk

ST = Secretary

0C = Other Clerical Staff

EXISTING ASSIGNMENTS

*Prepare formal reports for Pools A, B,
c,D :

*Prepare Treasury accountability report

*Maintain status form of monthly Treasurer
activities )

*Prepare monthly TRANS status report

*Develop/improve automated systems for
department

*Prepare preliminary dept. budget

*Calculate annual investment cost recovery fee

*Serve as liaison to audit team/draft initial
response

“Monitor Moneymax performance/assist in resolving

problems
*Monitor department expenditures

*Prepare demand account analysis for potential

bid proposal

*Develop preliminary procedures for accountability

report
*Special projects as assigned

®Act in a supervisory capacity for the following:
-Full options, TRANS, and emerging growth

posting to the Moneymax
-Module 5 postings

-Apportioning of interest for pools A,8,C,D

-EIS/Fund Ledger reports

OUTGOING ASSIGNMENTS

*Full options, TRANS, and emerging growth
posting to Moneymax (AII, Ac.T)

*Run detailed/summary fund ledger (AIIl)

*Module 5 posting (Ac.T)

*EIS monthly reports (AIl)

*Analysis of EIS/fund ledger to determine
interest for all pools (AII, AC)

*SHRA average investment fund report (AIl)

*Reconciliation of EIS pooled funds with
bank (AII)

*Reconciliation of SCERS bond portfolio with
EIS, safekeeping, and Merrill Lynch (AII)

13
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ACCOUNTANT I1I

INCOMING ASSIGNMENTS

*Monitor/track budget objectives/goals (AT)

*Authorize/sign claims, S-3's, etc. (AT)

*Voting of proxies (AT)

*Investment ticket follow-up documentation (AT)

*Commercial/payroll check writing (10)

*Preparation of SCERS report (IO?

*Preparation of City Fund cash flows (I10)

*Ledger of SHRA deposits/withdrawals (I0)

*Commodity collateral margin account (I0)

*Troubleshoot/correct problems between bank and
brokers (I10)

*Ledgers of Investment trades completed/
profits (losses) booked (I10)

®Full options, TRANS, and emerging growth
posting to Moneymax (SO)

*Run detailed/summary fund 1edger (S0}

°EIS monthly reports (SO)

*Analysis of EIS/Fund Ledger to determine
interest for all pools (SO)

*SHRA average investment fund report (SO)

*Reconciliation of EIS pooled funds with
bank (S0)

*Reconciliation of SCERS bond portfolio with
EIS, safekeeping, and Merrill Lynch {(SO)

RESPONSIBILITY KEY

T = Treasurer

AT = Assistant Treasurer

10 = Investment Officer

SO = Treasury Operatfons Supervisor
All = Accountant II

AcT = Accounting Technican

AC = Account Clerk

ST = Secretary

0C = Other Clerlcal staff

EXISTING ASSIGNMENTS

: *Cash reconciliation of City Cashier receipts

with bank

®Compute interest earned on sales of securities {

*Prepare investment schedules
*Review/audit full option and emerging growth
transactions

*Trust Fund report for Bertha Henschel/Ann Land

*A11 responsibilities connected with SCERS
including:
-schedules of purchases/sales
~interest on maturities

-verification of second mortgage balances

-covered option program
-monthly portfolio report
®Internal control and accountability for all
claims, S-3's, cash fund balances for
quarterly accountability reports
*financial reports for federal Treasury
department
*Schedule maintenance of general checking
account receipts and dispersements
*Maintain special assessment inventory
*Review claims for revenue bonds trustee fees

OUTGOING ASSIGNMENTS

" *Sorting of broker purchase orders, etc. (AC)

*Reconciliation of payroll/commercial fund
balances (Finance)

' *Preparation of monthly SCERS bond Lot

certificates (AC)
*Posting daily cash balances to Moneymax (AC)
*Review/Audit emerging growth transactions
(Ac.T)

{*Posting of emerging growth data into

Moneymax (AC)

*Sorting of broker purchase orders and monthy

‘'statements for emerging growth and SCERS
(AcT)

14
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ACCOUNTING TECHNICIAN

INCOMING ASSIGNMENTS

*1911 Foreclosures (AT)
*Armored car pickups (AT)
*Investment ticket follow-up documentation (I0)
*Investment ticket verification (I0)
*Full options, TRANS, emerging growth posting
to Moneymax (SO)
*Module 5 Postings (SO)
*Review/audit emerging growth transactions (AII)

RESPONSIBILITY KEY

T = Treasurer

AT = Ass{stant Treasurer

10 = Investment Officer

SO = Treasury Operations Supervisor
AIl = Accountant [1

AcT = Accounting Technican

AC = Account Clerk

ST = Secretary

0C = Other Clerical Staff

EXISTING ASSIGNMENTS

*Process ‘matured and called bonds.
*Paid-in-full accounts

*Maintain/Monitor bond listing sheets
*Emerging growth program

*Update cash flow program within Moneymax

OUTGOING ASSIGNMENTS

*Input deposits, warrants, etc. into
Moneymax (OC)

*Daily recording of cashier deposits, etc.

{(AC)
*Special deposits to bank (OC)

15
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ACCOUNT CLERK I

INCOMING ASSIGNMENTS

*Investment ticket verification (I0)

*Analysis of EIS/Fund ledger to determine
interest for all pools (S0)

*Sorting of broker purchase orders, etc. (AIl)

'Pr?pargtion of monthly SCERS bond certificates
AIl

*Posting daily cash balances to Moneymax (AIl)

'Poiting of emerging growth data into Moneymax
All

*Daily recording of cashier deposits, etc. (Ac.T)

*Prepare pay-in, withdrawals, S-3's for purchase/
sale of stocks, gold and silver and all
investments (ST)

*Prepare claims for CADA payroll, convention
payroll, monthly saving bond checks,
reconcile Traveler's monthly statement,
mi]gage claims and commission reimbursements
ST

RESPONSIBILITY KEY

T = Treasurer

AT = Assistant Treasurer

I0 = Investment Officer

SO = Treasury Operations Supervisor
AIl = Accountant II

AcT = Accounting Technican

AC = Account Clerk

ST = Secretary

0C = Qther Clerical Staff

EXISTING ASSIGNMENTS

*Assist in maintenance of a complete set of
double-entry accounting records for full-
option program

*Prepare cashier receipts along with interest
income received

*Prepare receipts of mortgage-backed certificate

*Assist in processing Special Assessment Bonds/
coupons

*Develop investment purchases form data for entry

into the Moneymax
*Prepare/maintain records for covered call
program

OQUTGOING ASSIGNMENTS

*Moneymax data entry of the following
programs:
-full option program
-interest income earned
-investment purchases
-covered call program (0C)
*Filing of "yellow sheets" for mortgage-
backed certificates (0C)

*Maintain stock records for Ann Land/Bertha Henschel

funds.
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SECRETARY

INCOMING ASSIGNMENTS

*Revamp department filing system (T)
*Broker-dealer commission activity report (T)
*Monitoring Dept. goals/objectives (T)
*Progress on investment programs (T, 10)
*Success opportunity brokers 1ist (10)

RESPONSIBILITY KEY

T« Treasurer

AT = Assistant Treasurer

10 = Investment Officer

SO = Treasury Operations Supervisor

AIl = Accountant I1

AcT = Accounting Technfcan i
AC = Account Clerk

ST = Secretary

0C = Other Clerical Staff

EXISTING ASSIGNMENTS QUTGOING ASSIGNMENTS

*Clerical support to the Treasurer including *Typing, duplication of monthly, quarterly,
typing, dictation, screening of calls, etc. and annual reports (0C)
*Prepare status reports for all Treasury projects/®Maintenance of chronological listing of all
update dept. goals and objective office correspondence (0C)
*Review Council/Budget & Finance meeting agendas °*Maintain Council agenda file .(OC)
to appraise Treasurer of upcoming items. *Maintain financial bulletin, indices,
*Serve as Secretary to the Investment Committee/ file (0OC)
Treasurer staff meetings, etc. *Answer telephone, etc. (0OC)
*Prepare reports to Administrative Investment and *Open mail, distribute, etc. (0C)
Fiscal Management Boards on gold & silver *Handle required typing from other dept.
markets, etc. staff (0C) ,
*Schedule meetings, appointments, etc. for office *Ordering of all office supplies (OC)
staff *Preparation of claims for subscriptions,
*Maintain dept. filing system other bills (0C)

. *Prepare pay-ins, withdrawals, S-3's for
purchase/sale of stocks, gold & silver
and all investments (AC, OC)

*Xeroxing, taking deposits to cashier (OC)

*Prepare claims for CADA payroll, convention
payroll, monthly saving bond checks,
reconcile Traveler's monthly statement,
mileage claims, and commission
reimbursements (AC, OC)

*Prepare annual Tist of unearned interest
refunds to property owners (0C)

*List/maintain record of proxy voting
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OTHER CLERICAL STAFF

INCOMING ASSIGNMENTS

®Input deposits, warrants, etc. into Moneymax (Ac.T)
*Special Deposits to Bank (Ac.T)
*Moneymax data entry of the following programs:
~-full option program
-interest income earned
<investment purchases
-covered call program (AC)
*Filing of "Yellow Sheets" for Mortgage-backed
certificates (AC) ’
*Typing, duplication of monthly, quarterly and annual
reports (ST)
*Maintenance of chronological listing of all office
correspondence (ST)
*Maintain Council agenda file (ST)
*Maintain financial bulletin, indices, etc. files (ST)
*Answer Telephone, etc. (ST)
*Open mail, distribute, et. (ST)
*Handle required typing from other dept. staff (ST)
*Ordering of all office supplies (ST)
*Preparation of claims for subscriptions, other
bills (ST)

‘*Prepare pay-ins, withdrawals, S-3's for purchase/sale

of stocks, gold & silver and all investments (ST)

*Xeroxing, taking deposits to cashier (ST)

*Prepare annual list of unearned interest refunds to
property owners (ST)

*Prepare claims for CADA payroll, convention payroll,
monthly saving bond check, reconcile Traveler's
monthly statement, mileage claims and commission
reimbursements (ST)

*List/maintain record of proxy voting (ST)

RESPONSIBILITY KEY

T & Treasurer

AT = Assistant Treasurer

10 = {nvestment Qfficer

SO = Treasury Operations Supervisor
AIl = Accountant I1

AcT « Accounting Technican

AC = Account Cierk

ST = Secretary

0C = Other Clericai Staff
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ATTACHMENT "A"

CITY OF SACRAMENTO

Workload Analysis

Date

Your Name

Your Title
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ATTACHMENT "A". (Continued)

Y

WORKLOAD

ANALYSIS

QUESTIONATIRE

DUTIES

RESPONSIBLE
PARTY

'PERFORMANCE FREQUENCY

IMPORTANCE FACTOR

SKILL
EVALUATION

List all possible departmental activities you are responsible
for. Place a "C" after each activity that you would classify
as “"clerical" in nature. Place a "D" after each activity which
you would prefer to delegate to another staff person if this
could be accommodated.

[EXAMPLE: FILING PURCHASE ORDERS (C/D)|

"Indicate the
title of the
party who
YOU feel
should be
performing
this task,
using the
following
key:

S=Yourself
NO=No one
AD=Another
Department
AlT=Accoun-
tant II
AC=Account
Clerk
ST=Secretary
0=0ther
Clerical
Staff

XAMPLE: AC

Indicate how frequently this task is
performed, using the following keys:

N=Not performed at
this time

D=Daily

W=Weekly

M=Monthly

A=Annually

1=0-1 hour/week

-3 hour/week
-8 hour/week
-20 hour/week

2=
3=
4=
5=20-40 hour/week

1
3
8
2

EXAMPLE:  (W/1)]

In ranking this
task, consider what
the departmental
impact would be if .
this task was
either not
performed at all, or
was performed
incorrectly, using
the following key:

El=Extremely
Important

I=Important

LI=Lower Importance

EXAMPLE: LI

Indicate the
skill level
requirement
for this task,
using the .
following key:

L/E=Special
License or
Educational
Experience

0TJ=0n the
job training

B=License/

education and
0TJ training

EXAMPLE: QTJ
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ATTACHMENT "B"
CITY OF SACRAMENTO 22

JACK R. CRIST

DEPARTMENT OF FINANCE LJhck B CRIST
915 | STREET SACRAMENTO, CALIFORNIA 95814
ROOM 112 TELEPHONE (916) 449-5738 Rggs?xéll;:%b
July 22, 1982
FA:82245:RCL : KMF
MEMORANDUM
T0: TREASURY DEPARTMENT STAFF MEMBER:

FROM:  MONIKA HUDSON, Management Analyst II

RE: Workload Analysis

The attached sheet summarizes the information provided on each of the workload
analysis questionnaries prepared by members of the City Treasurer's Department,
as they relate to your position. The data is organized into the following

sections:

Incoming Assignments -

Existing Assignments -

Qutgoing Assignments -

refers to tasks which have been or would be
delegated to your position under ideal circum-
stances. Next to each of these duties is a key
indicating the title of the person who would be
delegating the work.

refers to all tasks which, according to your
workload analysis questionnaire or workload
interview, are your position's responsibility.

Describes tasks which, according to your
workload analysis questionnaire or workload interview,
are or should be another position's responsibility.

Next to each of these duties is a key indicating
the title of the person who should be performing this
work . "Outgoing Assignments" from your position
workload analysis appear as "Incoming Assignments" on
another position sheet.

The following position title keys were used in assigning position responsibilities:

T
AT
10
SO
Al
Ac.T
AC

won o ouononou

Treasurer
Assistant Treasurer
Investment Officer

ST
oc

Secretary
Other Clerical Staff

Supervisor of Operations

Accountant II

Accounting Technician

Account Clerk
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ATTACHMENT "B" (Continued) 32

Page Two
July 22, 1983

In reviewing your position summary, you may notice that a particular task
is listed under both the "Existing" and "Outgoing" headings; this will occur in all
cases where you have indicated that some aspect of this task could be completed by
a lTower level staff person. Please compare the summary sheet with your copy of
your workload analysis questionnaire and contact me at extension 5736 no later than

July 26 if you have any omissions or changes.
Thank you for your cooperation in this matter.
PmAn  Judep )
MONIKA HUDSON
Management Analyst II

Attachment
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PROJECT PURPOSE:

PROJECT TASKS:

ATTACHMENT "C" 3 ?

CITY TREASURER CLERICAL VIORKLOAD AMALYSIS

To determine the kind of clerical assistance which may be required
in the City Treasurer's Department through an examination of the
followina:

* workload of existing clerical support staff, particulary
the department's secretary

* "clerical" activities performed by other departmental staff

* existing unmet clerical support needs.

The information obtained from this study can be used by appropnriate
departments (Personnel, etc.) to determine the type, number, and
staffing experience level necessary to adequately respond to the
concerns of the Treasurer's office.

In order to complete this project in a timely manner, the following
actions will take place:

Task 1 - Review Work Program with City Treasurer

To assure that the studvy meets the needs of the department, it is
important to initially review and finalize the work program with

the City Treasurer. This will also permit the Treasurer to identify
significant departmental workload concerns.

Task 2 - Meet with Departmental Staff

In order to clarify project goals and objectives, maximize employee
participation and understanding, and minimize disruption to normal
work routines, the workload anaysis project will be begun by meeting
with all City Treasurer departmental staff. This step will be
carried out at one of the normal monthly staff meetinas.

Task 3 - Complete Workload Analysis Questionaire

At the conclusion of the meeting referenced above, a workload analysis
questionaire will be distributed to all departmental emnloyees. Among
other things, the questionaire will provide employees with an opport-
unity to describe the duties and responsibilities of their positions
as well as their perception of areas of responsibility where addition-
al staff assistance and/or ability to delegate is needed.

Task 4 - Review and Analyze Workload Analysis Questionaires

The workload questionaires provide an initial basis for looking at
staffing assistance needs. Each questionaire will be reviewed along
with related materials (i.e. City Treasurer organization chart, etc.)
in order to get an initial grasp on the department's workload.

Task 5 - Interview Employees

Once the questionaires have been analyzed, each employee will be
interviewed in order to obtain further insight into each position's
duties and responsibilities. This interview process will supplement
the basis questionaire and will also provide an additional opportunity
for departmental staff participation.
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ATTACHMENT "C" (Continued) ;2

Task 6 - Draft Preliminary Workload Analysis Report

Utilizing the data obtained from the questionaires and interviews,
Finance Department staff will prepare a draft workload analysis

of the City Treasurer's Office. When this is completed, it will

be given to the City Treasurer for review. Each departmental
employee will receive an individual copy of their position analysis
so that they may comment upon it. These comments will be forwarded
to the Finance Department for review. ' - - R

Task 7 - Review Comments and Conduct Follow-up Interviews

Any staff comments will be thoroughly examined and follow-up inter-
views will be conducted at the request of employee or as otherwise
appropriate. This should clarify any misperceptions reaarding work
responsibilities, refine remaining problem areas as well as provide
another opportunity for department staff participation.

Task 8 - Prepare and Submit Final Report

Based upon the above task, the workload analysis final report will
be revised and submitted in final form. The final report, as
previously indicated, will itemize met and unmet clerical needs
within the City Treasurer's Department.
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CITY OF SACRAMENTO 32

ClT MANAGER S OFFICE

DEPARTMENT OF PERSONNEL E ‘ DONNA L. GILES
PERSONNEL MANAGEMENT SERVICES DIVISION DIRECTOR OF PERSONNEL
801 NINTH STREET, ROOM 210 ) b
SACRAMENTO, CALIF. 95814 L :

* OCT 71982 *

TELEPHONE (910) 449-5726/5729

October 7, 1982

City Council
Sacramento, CA.

Honorable Members in Session:

SUBJECT: REVISIONS TO ASSISTANT CITY TREASURER CLASSIFICATION AND
RECOMMENDED SALARY ADJUSTMENT

SUMMARY

A reorganization of duties within the Treasurer's Department requires

revising the current classification specification for Assistant City

Treasurer and adjusting the salary to appropriately reflect the level

of responsibility.

BACKGROUND AND ANALYSIS

A reorganization of duties within the Treasurer's Department necessitated
revising the current classification specification for Assistant City
Treasurer and reviewing the present salary. One change was the recent
establishment of a Treasury Operations Supervisor position, which handles
the banking, operations and financing activities of the Treasury, some of
which previously were done by the Assistant City Treasurer. A second
change, which will occur soon, will be to take investment activities
currently performed by the Investment Officer, and concentrate them in
the Assistant City Treasurer position. The effect of these changes is
that the Assistant City Treasurer class specification needs emphasis in
the areas of investing, financing and capital planning rather than treasury
operation activities.

The Assistant City Treasurer will be responsible for managing the short-
term investment portfolios (money market investments) and assisting in the
management of the Sacramento City Employees Retirement System investment
portfolio and separate trust funds. Additionally, there will be greater
responsibility in assisting the Treasurer in financial and capital planning.

The class specification has had the duties, knowledges and abilities revised
to appropriately reflect the changes.

FINANCIAL DATA

Due to the changes in duties and responsibilities, the salary should be



City Council -2~ October 7, 1982

increased. The current salary of $2204-2679 was provided by Resolution

No. 82-069. It is recommended that the salary be increased to $2781-3381,
based upon internal alignment with other Assistant Department Head positions
in the City. The salary will be equal to that of the Assistant Director of
Community Center.

Taking Step E of the current salary for Assistant City Treasurer and Step E
of the recommended revised salary, the increase per month is approximately
$701, or $8417 per fiscal year. The increase per fiscal year, including
benefits, is approximately $10,943.

RECOMMENDATION

It is recommended that City Council approve increasing the salary for
Assistant City Treasurer to $2781-3381 per month.

Respecyful]y submitted,
Y

Cbéﬁna L. Giles

Director of Personnel

DLG/TV/sch
att.

RECOMMENDATION APPROVED:

I e

Walter J. S]]pe
City Manager

A1l Districts
10/19/82
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ATTACHMENT "D"

CLERICAL WORKLOAD ANALYSIS TIMELINE

TASK NUMBER ACTION COMPLETION/ACTION DATE(S)

1 Review Work Program with ‘June 30, 1982
City Treasurer

2 Meet with Departmental July 8, 1982
Staff

3 Distribute/Complete July 8, 1982
Workload Analysis July 9-13, 1982
Questionaire

4 Review/Analyze July 13, 1982
Questionaires

5 Interview Employees July 14-15, 1982

j 6 Draft Preliminary Report July 21, 1982

7 Review Comments/Follow- July 26, 1982
Up Interviews

8 Prepare/Submit Final Report July 28-29, 1982
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ATTACHMENT “E"

OFFICE OF THE TREASURER

TREASURER

ASSISTANT TREASURER

I

BANKING AND OPERATIONS DIVISION FINANCE AND TRUST DIVISION

!
INVESTMENT DIVISION
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