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I. School Budget and Interim Financial Reporting 

The School Budget Process 

The Superintendent of Schools is responsible for the development and presentation of the 
Proposed Budget to the School Committee. The School Committee establishes budget guidelines 
for coming fiscal year and publishes the guidelines on the website in the fall.  The Proposed 
Budget is presented to the School Committee by early January.  The budget includes a Budget 
Message from the Superintendent and contains various Excel based spreadsheets presenting 
personal services budgets and non-personal services spreadsheets as well as sorts of the budget 
by state function and state object.  The documents list employees and wages for employees.    

The budget is voted by the School Committee as a “bottom line” budget and past practice has not 
required a vote of the School Committee for funding changes (transfers) according to any 
defined thresholds after the budget is adopted.   The budget has been very centrally managed by 
the Superintendent and the School Business Manager. 

We have reviewed school budget documents as published on the website, supplemental budget 
and staffing documents in comparison to school budgets of other school systems and to 
published criteria of the Government Finance Officers Association (GFOA) and to the 
Association of School Business Officials - International (ASBO).  These standards are published 
in the Appendix of this report. 

In terms of other budgets we have reviewed the school budgets of the Lexington Public Schools, 
Newton Public Schools, Weston Public Schools and the Needham Public Schools.   The 
Needham Public School Budget has been awarded a Certificate of Achievement from GFOA and 
an award for budgeting from the ASBO.    

Our recommendations for Wayland are not based on any one school system’s (or Town’s) 
practices or budget document or formats. Our recommendations are based on a combination of 
where the Town and school budget document and budget and financial reporting is today and the 
implementation of some of the practices, processes and formats of each of the four school 
systems, some of the standards referenced by GFOA and ASBO in the Appendix to this document 
and our judgment.   Our intent is to develop meaningful budget documents that facilitate 
policymaking and communications and implement meaningful interim budget and financial 
reporting. 

We have also reviewed budget adoption, budget transfer and budget administration practices of 
the School Department.   It is important to note that the School Department is funded principally 
by the general fund appropriation of Town Meeting and by various segregated special revenue 
funds including grant funds and revolving funds for fee and charge based programs. 
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The budget of the School Department is recorded in MUNIS at the beginning of the fiscal year 
and MUNIS budget year to date reporting is available through MUNIS.   The various special 
revenue, grant and revolving funds are also recorded and expensed through the Town’s MUNIS 
Financial Management System. 

We have reviewed budgets and practices for the period of the past two years and we note that the 
School Department hired a new School Business Manager in August 2010 who is also reviewing 
the process and implementing some changes concurrent with our study. 

Budget Process Findings and Recommendations 

Finding 1 

Budget as Proposed to School Committee needs improvement as a communication tool, 
policy document and annual financial plan. 

The Proposed Budget does not meet most budget standards and criteria as published by GFOA 
and ASBO and does not meet the standard of several other school systems.  The budget does 
include the Superintendent’s budget message and Excel spreadsheets that are published on the 
website.  Overall the Proposed Budget document needs significant improvements to provide 
meaningful information.  A School Department’s budget is most effective when it is useful to the 
School Committee, the community, School Department staff, the Finance Committee and Town 
Meeting; many different users or readers.  It is the key opportunity to annually present a 
document that can be a policy document, a financial plan and an operations guide to the School 
Department for the coming fiscal year.  The budget document should be well organized by 
relevant sections so it is understandable for reader.   At a minimum it should include:  

a. Historical actual spending for two prior fiscal years 
b. Historical staffing (FTEs) for two prior years, current year and proposed 
c. Projected spending through June 30 to current year 
d. Enrollment trends and changes by site 
e. Objective (s) for the ensuing fiscal year for the school site 
f. Summary information:  Spending by Activity, Staffing (FTEs) by Activity for prior, 

current and proposed periods 
g. An Executive Summary which is easy to follow 
h. A Table of Contents and Glossary  

Recommendation 

Appendix I presents a recommended Table of Contents for a comprehensive, clear and more 
meaningful presentation of the Proposed Budget to the School Committee.   A formal Proposed 
Budget document would provide the School Committee (and community) with one clear annual 
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presentation of the financial plan, key indicators and trends to historical actual spending and 
performance.   

Appendices II.a to II.e present a five-part Recommended Format for a school/site-based budget.   
The recommended format includes:   

a. Site/School Budget Narrative with Objective, and clear presentation and 
quantification of proposed changes for new fiscal year compared to current year 

b. Site/School Budget Summary that presents meaningful summary information for 
two prior years, the current year, current year projected and proposed: 

i. Enrollment 
ii. Per Pupil Spending 

iii. Staffing/FTEs 
iv. Expenditures by Major Category 

c. Budget and FTEs by all Activities/Subjects 
d. Enrollment, FTEs and Pupil Teacher Ratio by Grade 
e. Recommended MUNIS Format by Site, Activity and Detailed Object 

The Superintendent’s Proposed Budget should also provide budget information for all the 
authorized revolving and special revenue funds of the School Committee, i.e.  School Lunch, 
Circuit Breaker, Before and After School Enrichment (BASE), Pegasus, etc.  This information 
would provide a brief narrative, and both proposed revenues to support the program, proposed 
staffing and proposed spending.   This is important so the School Committee and the community 
have a full picture of spending for the School Department in the coming year and information as 
to the soundness of budgeting and resources for all non-general fund funds.   A sample Non-
General fund budget is presented in Appendix III. 

Finding 2 

Need for adoption of a consistent format of each school and department’s proposed budget 
and for measurement of spending and obligations against budget. 

In Recommendation No. 1, we referenced a MUNIS based budget format for one elementary 
school. MUNIS allows for many formats due to the extensive number of segments in the MUNIS 
account code structure (detailed discussion is presented in Recommendation Number 13).  It is 
important that there be one consistent MUNIS format for budget development, budget review, 
budget adoption and budget administration, accounting and reporting.   In the past there have 
many various utilizations of the MUNIS account code string and various levels of “roll ups” for 
presentation.  We also note that the annual budget was historically prepared in Excel 
spreadsheets and the MUNIS Budget (Budget Projection) for the ensuing fiscal year was not 
utilized.   The Excel presentations and then the school budget recorded in MUNIS for July 1st did 
not always agree. 
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Recommendation 

The School Department will need to use state function and state object codes and MUNIS 
reporting for completion of the annual End of the Year Report (EOYR) to the Department of 
Elementary and Secondary Education (DESE).   We recommend that for consistent and 
meaningful budget development, budget review, budget adoption, and budget administration, 
accounting and reporting, that the School Department report by:    

1. School Site and/or School Department   
2. Activity and/or Subject  
3. Character of Expenditure (Personal Service; Non-Personal Service) 
4. Detailed Object Code 

for each school site and School Department.   We also recommend that the MUNIS be fully 
developed in the MUNIS Budget Project module to facilitate budget input by the various school 
sites and departments and then the finalized budget is effectively the July 1st budget.   This 
eliminates many of the Excel spreadsheets used for budget development.  We note that the new 
school business manager is taking initiatives in this area. 

In Recommendation No. 1 (Appendix II.e), we presented the Activities/Subjects and Detailed 
Object code structure for Happy Hollow Elementary School.   With respect to the full school 
system for the general fund budget and general fund appropriation, we recommend a 
Site/Department Budget and the Activities/Subjects within sites/departments.  The full list of 
Sites/Departments and Activities/Subjects as recommended, is presented in Appendix IV. 

For clarification, there are the five school sites (High School, Middle School, Claypitt Hill 
Elementary, Happy Hollow Elementary and Loker Kindergarten); are there are several 
departments including Special Education Services, Transportation, Facilities, etc.  An 
Activity/Subject is Administration, Regular Classroom Education, Instructional Technology, 
Guidance, etc.   The School Department has a well-delineated list of Object codes for line item 
reporting which are assigned by Activity/Subject.   At any point that a new object code is 
required to accurately budget and account for the requirements of a specific Activity or Subject, 
we recommend that the School Business Manager be accountable for adding the object code to 
the general ledger and attaching it to a department/activity. 

Finding 3    

Need to Institute a Formal Budget Order/Vote of School Committee as the baseline for 
Policy Level Control and Transfers 

The school budget is voted by the School Committee as their approval of the proposed budget or 
revised proposed budget.   The budget adoption vote of the School Committee does not provide 
for a formal Budget Order that delineates the budget areas that are subject to further action and 
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amendment by the School Committee if the Superintendent proposes changes during the new 
fiscal year.   Historically funds have been spent in various areas/accounts that have exceeded the 
authorization of the School Committee (other areas have been under spent). 

Recommendation 

The School Committee, is the policy making body consistent with Massachusetts General Law 
for the allocation of financial resources for the competing needs (schools/sites, departments, 
management, activities, class size) of the Wayland school system.   The Superintendent’s 
Proposed Budget is a plan and operations guide for the coming fiscal year however in all 
likelihood due to the dynamic nature of managing a school district the reallocation of resources 
is often necessary.   There are levels or reallocation and decision making that are clearly policy 
level and not administrative.    

We recommend that the adoption of the budget by the School Committee be formalized and that 
the majority of the committee vote a Budget Order that defines at a minimum the following 
hierarchy to assure that any propose reallocation of resources beyond these amounts (or 
decreasing these amounts from a site/school/department) must come back to the School 
Committee for discussion, approval or rejections of the proposed amendment to the budget.  The 
recommended Budget Order is presented in Appendix V. 

Specifically (at a minimum) the Budget Order would require transfers be approved by the School 
Committee if funds were to proposed to be moved between sites (schools) or departments and 
also if within a site/school/department funds were proposed to be moved from personnel services 
to non-personnel services.   For example, if funds were proposed to be taken from the Middle 
School to the High School, then it would require discussion and vote of the School Committee.   
If non-personnel services funds budgeted at the High School were proposed to be used for 
personnel services (wages) at the high school, this would require approval of and transfer by the 
committee.  In this way funds that were proposed by Superintendent in the proposed budget to 
benefit a specific school or department could only be used for the benefit of another school with 
the vote of the committee. 

 

Finding 4 

Need to strengthen the role of Principals and School Department Heads in the Budget 
Process (Development of the Budget and Administration of the Adopted Budget) 

As mentioned earlier the School Budget has been centrally developed, managed and 
administered which has limited the role of the School Committee and of the principals and 
department heads.  The principals have not had a strong role in the development of the budget for 
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their site/school and they have not had an active role in the management and administration of 
the adopted budget. 

Recommendations 

Budget Development - Principals and Department Heads (based on budget guidelines) should 
prepare their budget request in the MUNIS Projection Budget Module.   In this way the principal 
(and administrative assistant) input the request directly to MUNIS.   The completed MUNIS 
budget request file will then be reviewed by the Business Office and Human Resources office for 
accuracy.   The personal services section would be done in coordination with the Business 
Office.   The School Business Office is responsible for the preparation, coordination, review and 
publication of the complete budget document for the School Department.  The 
principal/department head is also responsible for preparing and submitting the majority of the 
new budget narrative and forms referenced in Recommendation No. 1.  The principal and 
department head would also be responsible to present their budget request to the School 
Committee. 

Budget Transfers - As referenced in Recommendation 2, the School Committee should be 
responsible for policy level transfers (between sites/departments and between category of 
expenditure), we recommend that the principals and department heads be responsible for 
transfers within a category of expenditure.  For example, if during the fiscal year they wish to 
spend more than the original budget for classroom supplies than they had planned for 
library/media supplies or books, then the principal (department) head should initiate the needed 
transfer online in a MUNIS Batch to cover a purchase order for the account that requires 
additional funding. This example would not require a School Committee transfer. 

The MUNIS “transfer” batch and the MUNIS Purchase Order batch would queue to the Business 
Manager for review and approval.  In this manner the principal is simply assuring the availability 
of funds for the planned purchase and simply reprioritizing funds for the site (school).  Transfer 
management assures that funds are released/reduced somewhere else in the budget to fund the 
“new priority” need for the site (school). 

 

Finding 5 

Need to Clarify the Reporting Role of the School Business Manager 

There is a lack of clarity in the reporting relationship of the School Business Manager to the 
School Committee. 
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Recommendation   

In Massachusetts, the School Committee is responsible for hiring the School Business Manager 
and the position is accountable for to the School Committee.  It should be clear that the reporting 
relationship is to the School Committee.  This position should prepare independent budget 
monitoring reports and interim financial reports (as those recommended in this study) and submit 
them directly to the School Committee.   The School Committee should have direct access to this 
position and should be able to request whatever independent business, budget and financial 
information required in order to fulfill the fiduciary role of School Committee member.  The 
School Business Manager should be responsible for posting periodic budget and financial reports 
for the school appropriation and the non-general fund funds (as recommended in this study) on 
the website for the benefit of the School Committee and the community. 

Also, the School Business Manager and School Business Office should serve in a pre-audit and 
financial review role and enforce the integrity of the budget.  The School Business Manager 
should serve as an enforcer of the budget as voted by the School Committee and assure that no 
spending occurs without appropriate transfer votes of the School Committee or transfers by the 
principal/department head. 

 

Finding 6 

Need to “turn on” MUNIS Budget Controls in order to facilitate management of the budget 
and prevent spending from accounts that do not have adequate balances.  In the past, while 
the total school appropriation is not overspent, various areas/accounts are over spent or 
deficit spent. 

Recommendation    

The MUNIS budget and financial system can be set to control spending by rejecting purchase 
orders and invoices from being charged to an account when there is an inadequate balance.  
Turning on the MUNIS controls improves system management of the budget and prevents 
overages in accounts. The principal or department head will still have the authority to spend 
more in a specific account based on his/her reprioritization simply by submitting an online 
MUNIS transfer to move funds from one account at the school/site to another account and still 
protect the integrity of the overall site/school budget. 
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Finding 7 

Enhance the clarity, soundness and administration of the annual school budget by more 
widespread use of encumbrance accounting 

Recommendation   

In order to greatly enhance the effective management of the school budget, processes should be 
put in place to use encumbrance accounting   Encumbrance accounting in effect obligates and 
reserves funds within an account for a specific and real purpose for the specific fiscal year.   For 
example, when goods or equipment are ordered, the funds are reserved/encumbered on the 
general ledger.  For example, if there were a $50,000 purchase order, an encumbrance would 
immediately remove $50,000 from the available balance to enhance budget management. 

The vast majority of the school budget is composed of the transportation contract, building 
materials, equipment and supplies, special education tuition payments for the full year (payable 
each month) and payroll (payable bi weekly). 

We recommend that all building materials and equipment as well as school supplies and 
equipment be encumbered by the use of purchase orders and that the funds be obligated/reserved 
on the general ledger.   Additionally we recommend that each out of district annual tuition be 
encumbered at the beginning of the fiscal year as well as the transportation contract and the 
payroll of all annual salaried employees.    This practice will provide tremendous clarity as to the 
status and health of the budget at the inception of the fiscal year.   As of the first quarter budget 
year to date report to the School Committee, the “health” of the budget based on all out of 
district placements and actual hires and required wages/salaries will become very transparent. 

Also, the encumbrance practice eliminates the need for recording salaries and tuitions etc. in 
Excel and forecasting and re-forecasting the year-end position of accounts, the actual 
reservation/obligation of funds will present the accurate available balance in light of the full 
obligation 

Finding 8 

Need to institute a process to assure required DESE filings and reports are submitted 

During our budget and financial reporting review, we requested a copy of the School 
Department’s FY 2008 and FY 2009 Compliance Supplement reviews (to be prepared by an 
independent audit firm) which are required to be filed with the Department of Elementary and 
Secondary Education (DESE).   These reports were not available and were never prepared and 
filed with DESE.   The Compliance Supplement audit reviews the accuracy of the reporting of 
expenditures, revenues, staff, and some enrollment information and a total of nineteen review 
items (per DESE agreed upon procedural guidelines) reported by the School Department on the 
annual End of the Year Report (EOYR).  It also includes a review of the school and town 
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executed indirect cost agreement and the soundness of the indirect cost methodologies. The 
EOYR as filed with DESE is the source of many components of comparative information and 
data on the DESE website. 

We also note that the FY 07 Compliance Supplement Report that was completed and submitted 
had no findings.   The normal protocol is for the Compliance Supplement to be submitted by the 
independent audit firm to the School Committee for review, discussion and acceptance. 

Recommendation 

This report should be prepared, as required, by the independent audit firm by March 31 of every 
year.   When the report is complete it should be addressed and delivered to the School 
Committee.  The Compliance Supplement should be an annual agenda item on the School 
Committee’s calendar.   The report can be discussed at a School Committee meeting if 
necessary.   

Submittal of the Compliance Supplement to the School Committee and placement as an item on 
the School Committee’s annual calendar will help assure that the report is not overlooked in the 
future.   In addition, the School Committee will be aware of any findings and should require a 
plan and time table for resolution. 

We also recommend that the School Business Manager and the independent auditor conduct a 
review of the FY 2007 statement of findings in light of this report and the observations of the 
new School Business Manager. 

Finding 9 

The Town and the School Department need to document and sign an Indirect Cost 
Agreement 

Indirect costs are costs incurred by the Town on behalf of the School Department.  DESE 
requires that each school district document the basis of the indirect cost methodology in a written 
signed agreement between the Town and the School Department. Such a written signed 
agreement does not exist. 

Recommendation 

We recommend that the Town and the School Department document and sign an Indirect Cost 
Agreement consistent with DESE requirements. 
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Finding 10   

It has been not been the practice of the school administration to provide interim budget 
and financial reports to the School Committee or to the community to allow monitoring 
and understanding of the adopted budget through the fiscal year. 

Recommendation 

We recommend that the School Business Manager as the report of the School Committee prepare 
and publish interim financial reports for the School Committee and the community.   These 
reports should be published on the school website for ease of access of any interested person 

On a quarterly basis we recommend that the School Business Manager prepare a Budget Year to 
date Report that includes a two to three page clear, narrative update with analysis to the School 
Committee on the status and health of the budget.   The report should cover at a minimum: 

• Original Budget 
• School Committee Voted Transfers and Revised Budget(s) by Site/School/Department 
• Issues that are affecting the budget to the positive or negative by major area: 

o Status of Out of District Tuition Budget based on actual final enrollment and 
tuition rates 

o Status of Transportation Budget based on finalized contract 
o Status of Utility Budget based on usage etc. 
o Status of Personnel Budgets by Site/Department based on actual hires/salaries and 

encumbrances 
o And other material factors or developments 

• Expended/Encumbered by Category of Expenditure to Date and Projected to June 30th   

The report should be supported by Budget Year to Date information: by School (site), 
Department by Personnel Services and by Non-Personnel Services.   The report should include a 
projection for the June 30th turn back (or transfer need) for each site/department.  A sample 
format is presented in Appendix VI. 

A MUNIS generated Year to Date Budget Report by Site/Activity/Object can also be provided to 
support the above items and should also be published on the website.   This report provides 
significant detail.  We want to clarify that the meaningful clear picture of the status of the budget 
must be presented in the two to three page narrative and in the summary by site/department by 
personnel services and non personnel services (totals). 
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Finding 11   

Need to Budget and to Provide Interim Financial Reporting on all Non-General Fund 
Funds of the School Department. 

The School Committee has not received annual budget information in an integrated format for 
the non-general fund funds of the School Department.   Also, interim and yearend financial 
reports have not been provided to the School Committee.   We do note that the School Business 
Manager prepared a non-general fund reporting format to indicate fund balances. 

Recommendation 

We have referenced in the recommended annual Proposed Budget Table of Contents that the 
budget include a section that presents a budget for each non-general fund of the School 
Department for the ensuing fiscal year.    The School Committee oversees many other funds 
including revolving funds and special revenue funds and it is important that these receive an 
annual review as to the planned use of the monies for the new fiscal year.   For example the 
School Committee oversees the Before and After School Enrichment Program (BASE) a fee 
based program; the School Lunch Fund, an Athletics Fund etc.  

A sample Non-General Fund Budget presentation format is presented in Appendix III.   It should 
present the funds purpose, a description of the activity, and the legal basis for the fund as well as 
revenue, proposed spending, staffing, original fund balance.   The budget should be prepared by 
“fund manager” or director of the program with some assistance from the School Business 
Manager. 

On a quarterly basis, a MUNIS Budget Year to Date Report and a Fund Balance Report should 
be generated for each fund.  The School Business Manager and fund manager should provide a 
very brief narrative on the health of the budget until year-end and present any issues of note to 
the School Committee.  A sample fund balance report for the “Other Funds” is presented in 
Appendix VII. 

Finding 12 

Need to Determine/Define Authorized/Unauthorized Expenditures 

Massachusetts General Law prohibits public funds from being used to pay for alcohol, tobacco 
products and sales tax.   If there are questions as to specific types of expenditures for supplies or 
services then only a newly developed policy prohibiting a certain supply or service would have 
to be implemented. 

Recommendation 

The School Committee is the policy making body for the School Department and all School 
Department funds.   If the School Committee wanted to prevent spending on a specific type of 
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material, supply or service it would have to do so by a formal policy voted by a majority of the 
committee.   That policy would then be communicated to school staff that can authorize and 
obligate funds.   The policy would prevent school funds from paying for the prohibited 
item/service.   If a school staffer authorized and incurred an obligation for the prohibited item, 
the policy should further state that the school employee is personally liable for payment to the 
vendor. 

Finding 13 

The School Chart of Accounts supports Site/Department; Activity and Object Budgeting as 
well as reporting to the state’s DESE.  It requires minor changes. 

There should be some minor refinements in the coding to better categorize and present 
information.   

Recommendation   

Appendix VIII presents our analysis of the school’s chart of accounts by segments.  The chart of 
accounts original design and structure could have been improved to facilitate understanding and 
reporting.   In our opinion it does not have to be redesigned, however, but the budget and 
reporting could be improved by some chart of accounts’ refinements. 

The chart has ten segments for coding, capturing information and reporting.  The most important 
segments include Segment 4, which is called “Location” technically it is a combination of 
locations/sites (i.e., High School, Happy Hollow, etc.) and Departments (Special Education, 
Superintendent etc.).   The segment is viable when it is understood that it is both a location and 
department code and the school budget is best understood and managed by site and by 
department.     

We have recommended that Facilities and Transportation be assigned “department level” codes 
in this segment to isolate these as departments and not subordinate under the Business Office. 

Segment 5 is called School Department – Internal Object and is also a key element of the 
account string.  This segment really represents “Activity”/Subject, to make the budget more 
understandable and facilitate budgeting and reporting. We recommend adding a code for 
“custodial services” as this is an activity at the sites/schools.   We also recommend the addition 
of a code called “regular classroom” and the deletion of codes for mathematics, science, 
language arts and social studies at the elementary schools as these codes were a function of 
automatic allocations of staff time and not meaningful to charge, account and report on the 
general ledger.   

A complete list of Sites/Departments and Activities/Subjects was provided in Appendix IV.   The 
Superintendent’s Proposed Budget will be proposed in this format (with objects of expenditure) 
and the key reporting to the School Committee etc. will be in this format.    
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With respect to State Function codes and State Objects, which are provided for in the Chart of 
Account due to DESE reporting requirements, we recommend that these principally continue to 
facilitate reporting for the annual End of the Year Report to DESE.   We have recommended in 
the Superintendent’s Proposed Budget that it contain one section that presents the Proposed 
Budget by State Function and State Object for reference and for anyone who is interested in this 
presentation.   The key format as we have described in prior recommendations is: 

Site/Department  

by Activity/Subject  

by Character of Expenditure  

by Detailed Object of Expenditure 

by Program (which with coding is achieved within “Dept.” and within Activity) 

We also note that there is one unutilized segment in the MUNIS Account Code structure, 
Segment 8. At some point in the future, based on an assessment by the School Business 
Manager, this segment could be utilized for additional reporting capability.  At this time, the 
segments however do allow for meaningful budgeting and reporting if utilized consistent with 
our above recommendations. 
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II. Town Budget and Interim Financial Reporting 
 

The Town Budget Process 

The Finance Committee is responsible for the development and final presentation of the 
Proposed Annual Operating and Capital Budgets:  the Omnibus Budget.   The role of the Finance 
Committee is an executive role per Massachusetts General Laws and Town bylaws.  The Town 
does not have a charter with authority for the Town Administrator to prepare a comprehensive 
Proposed Budget document as for example the Superintendent of Schools does for the School 
Committee. 

The Finance Committee establishes budget guidelines for both the operating budget and for the 
capital budget.  The guidelines are published in the fall.  The various Town boards and 
departments then prepare their budget request for the coming fiscal year in the MUNIS 
Projection File.  The Town Finance Department does an initial review of budget requests in 
December. By the beginning of January, the Finance Committee begins its review process and 
meetings with department heads regarding their requests.  In early February the Finance 
Committee presents the Draft or Proposed Budget for the Board of Selectmen and for Town 
Meeting. 

The Finance Committee presents an approximate ten page Report of the Finance Committee for 
the residents, which explains the financial environment and constraints and overall approaches 
used to present a balanced budget.   The report discusses revenues, changes in revenue from the 
prior year, expenditure changes as well as all of the proposed capital requests. 

Budget Process Findings and Recommendations 

Finding 1 

Current budget request process provides expenditure numbers only to the Finance 
Committee 

The current process provides MUNIS Budget Requests for the Finance Committee that present: 
the prior year actual expenditure, the current year budget, the current year revised budget and the 
request for the next fiscal year.   The Finance Committee does not receive additional information 
to support the budget requests with the exception of some Department of Public Works staffing 
numbers.    

Recommendation 

We recommend that the department head and Finance Department provide the following as part 
of the presentation of each department’s budget request: 
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• A simple narrative of key objectives, issues, reductions or decreases in service levels  
• A presentation of historical, current and planned staffing (full time equivalents - FTEs) 
• A presentation of a few key indicators or performance measures relative to department’s 

functions/activities 

Appendices IX.a, IX.b and IX.c present sample formats of the three supplemental pages for the 
Police Department.   

Finding 2  

The Proposed Revenue Budget should provide more subcategories for enhanced 
understanding and monitoring and additional historical information 

The current revenue budget presentation presents “macro” revenue categories only.   The specific 
categories are: 

• Real Estate Taxes 
• State Revenues 
• Local Receipts 
• Water Receipts 
• Enterprise Receipts 
• Free Cash (to be appropriated) 

Recommendation 

The Town’s revenue budget for FY 2011 as reported on the Tax Rate Recapitulation approved 
by the Department of Revenue on December 8, 2010 is $69,073,563.   The Budget as presented 
by the Finance Committee in its Report is at a very macro budget level, for example all “Local 
Receipts”.  The category Local receipts should be delineated and budgeted by each of its 
subcategories: for example, motor vehicle tax, meals tax, building permits, plumbing permits, 
municipal lien certificates and the like. 

The categories and sub-categories of revenue that should be included for budget presentation are 
presented in Appendix X.a. (these more delineated categories and sub-categories then become the 
basis for revenue budget to actual reporting during the fiscal year).  The proposed revenue 
presentation should include two prior years actual of revenue history. 
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The Town’s Interim Financial Reporting 

Importance of Interim Financial Reporting 

Interim financial reporting is important to show compliance with the voted appropriations of 
Town meeting and estimated receipts, to facilitate management control of operations and to 
present information as to changes that are impacting the management and administration of the 
adopted budget, both revenues and appropriations. 

Interim reports should be timely, relevant and useful for the users and they should act as an aid in 
the preparation of the subsequent year’s budget since the subsequent year’s budget is prepared 
several months before the fiscal year begins.  The primary type of interim financial report is an 
operating statement that compares estimated revenues with actual year to date revenues and 
budgeted expenditures with actual year to date expenditures.  Most interim operating financial 
statements are prepared monthly, some are prepared quarterly.  Normally a narrative 
supplementing the interim financial report improves the potential for a clear understanding of the 
numbers presented. 

Finding 3  

No Interim Financial Reporting  

The current practice does not provide for regular interim budgetary and financial reporting to the 
Finance Committee, Town Administrator, Board of Selectmen or any interested resident.   The 
finance director does provide a midyear macro level spending report.  After the close of the fiscal 
year the Finance Director provides a two-page spreadsheet, which reports the factors that caused 
a change in the unreserved fund balance of the general fund (Free Cash).  In brief, it lists changes 
in revenue sources and “turn backs” of appropriations and voted uses of free cash, etc.    

With respect to the revenue budget, it is also important to note that no dollar amount for revenue 
budgets, for any category of revenue, are recorded on the general ledger of the Town.  For 
example, budgets for revenue, i.e. motor vehicle excise tax, building permits, interest income etc. 
are not recorded on the general ledger to then allow measurement and tracking of revenues 
collected against budget in the MUNIS Financial Management System. 

Revenue – Interim Reporting Recommendations 

3. a  Record the Revenue Budget on General Ledger at Inception of Fiscal Year and 
Record the Revised Revenues at Tax Recapitulation 
At the start of the fiscal year the revenue budget as voted by Town Meeting should be 
recorded on the general ledger by the categories and sub categories as stated in 
Recommendation Number 2 above.  The recording of budgets provides the baseline to 
measure actual revenues collected each month to budget and positive or negative 
performance. 
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Also, in the fall when the Town submits the Tax Recapitulation Sheet (multi schedule tax 
rate setting document) to the Department of Revenue, there will be final changes to the 
Town’s revenue budget.  For example “New Growth” may be higher than budgeted, so 
this adjustment should be made in MUNIS as a Revision (in Revised Column) to the 
Revenue Budget for the Tax Levy (as applicable).   Any other revenue adjustments that 
take place at the time of approval of the Recap Sheet and the tax rate should also be 
recorded on the MUNIS Revenue Ledger in the Revised Budget column. 
 
3.b Provide Quarterly Revenue Reports to Finance Committee, Town 
Administrator and Community 

Appendix II provides a recommended MUNIS General Fund Revenue Budget to Actual 
Report.   It can be downloaded from MUNIS to Excel to improve the formatting of the 
document.  The recommended revenue format should be published by the Finance 
Director each quarter.   This revenue report delineates revenues of the Town by category 
and sub category.  It is recommended that the report also show historical revenue 
collections for the two prior fiscal years (year to date) through the same reporting period 
(quarter). 

We recommend that the report include a brief one (or two) page narrative, which explains 
strong revenue performance to actual, as well as any revenue sources that are at risk.   
The report should note which revenues are affected by seasonality or are simply collected 
later in the year (i.e. Motor Vehicle Excise).   The second quarter report should highlight 
any changes to revenues of the Town at the time of tax recapitulation – tax rate 
certification.  For example, changes in new growth and other changes in revenue 
estimates. 

This report should be published on the Town’s website.    In this manner, paper copies do 
not have to be generated and distributed.  Also it should mitigate questions about 
revenue, as the report will be available to the Finance Committee, Town Administrator, 
Board of Selectmen and all interested parties.  

We recommend that the Finance Director publish revenue reports for the appropriated 
funds of the Town:  

A. Quarterly  General Fund Revenues – Budget to Actual (see Appendix X.a) 
B. Quarterly Water Fund Revenues – Budget to Actual (see Appendix X.c) 
C. Quarterly    Wastewater Fund Revenues – Budget to Actual(see Appendix X.e) 

3.c   Provide Quarterly Appropriation/Expenditure Reports 

The reports recommended on the following pages provide for Quarterly “Budget Year to 
Date” reports for both Revenues and Appropriations/Expenditures that includes a 
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narrative analysis of factors that for example, causing a department’s overtime to vary 
from plan, deviations in health insurance versus budget and the like. 

We also recommend that the Expenditure Year to Date Report also report encumbrances. 
Encumbrances recorded via purchase orders are important to facilitate only payment of 
invoices that are in legal compliance with procurement law and also to assure that the 
same funds in a specific budget are not obligated for dual purposes as they are obligated 
on the general ledger at the point of purchase/contract. 

 The Budget Year to Date Reports will be produced in MUNIS after the “close” of the 
quarter and can be published in that format or can be downloaded to Excel for improved 
formatting and presentation.   The recommend reports are: 

D. Quarterly  General Fund Appropriations – Budget to Actual (see Appendix     
X.b) 

E. Quarterly Water Fund Appropriations – Budget to Actual (see Appendix X.d) 
F. Quarterly   Wastewater Fund Appropriations – Budget to Actual (see 

Appendix  X.f) 

Finding 4 

Capital Project Budgets are not recorded by Categories on General Ledger and Activity is 
not reported to Finance Committee 

Capital Projects are typically significant appropriations expended over multiple fiscal years due 
to their scale and complexity, and sometimes are problematic.   Currently the budget for capital 
projects on the general ledger is one “bottom line” amount.   The financial status of capital 
projects, per the general ledger, the official record, is not currently reported on a periodic basis to 
the Finance Committee or other relevant boards and committees.  The one “bottom line” budget 
number on the ledger does not allow effective control of spending on the general ledger and 
through the warrant process. 

Recommendation 

The Town should require more detailed capital project fund budgets to be recorded on the 
general ledger.  The Finance Department should record capital project budgets at a more discrete 
level than “bottom line” on the general ledger.  The creation of various categories: i.e. architect, 
project management, construction, contingency etc. is important for the Town’s management and 
control of the financial status of the project and compliance with appropriations/authorizations.  

The School Building Authority (SBA) is reviewing aspects of the project but any overrun etc. is 
the full responsibility of the Town as such the finance department as a function of a control role 
should implement project financial management and control at a discrete level (architect, legal, 
land, etc).  Interim reports on the financial status (Town delineated budget categories) should be 
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prepared and published quarterly. Appendix X.g presents a recommended format.  The capital 
project interim reports should also be published on the website.  Relevant narrative comments of 
any issues should be included. 

 

Finding 5    

Need Other Non-General Fund Town Funds Reporting 

Recommendation 

Consistent with our recommendation for the School Department which outlines a quarterly (and 
year end) report format for the other non-general fund funds of the School Committee, the 
Town’s Finance Director (Accountant) should prepare the same format type of report for the 
special revenue, grant and gift funds of the Town.    

This quarterly report would identify any issues with the specific fund, for instance if it had a 
“deficit” balance it could indicate if it is a temporary deficit pending a grant receipt etc.   The 
principal goal is to have reporting and accountability to the Finance Committee and others. 

Finding 6 

Consider Comprehensive Year End Budgetary Basis Reporting to Finance Committee and 
Town 

Annually the independent audit firm presents annual financial statements based on generally 
accepted accounting principles.  These are the GAAP financial statements. It is important to note 
that Massachusetts municipalities operate on the budgetary basis of accounting, which differs 
significantly from generally accepted accounting principles for local government.  The primary 
objective of budgetary basis financial statements is to demonstrate budget and related legal 
compliance and to identify resources available for support of future year services.   

We recommend that the Finance Director and the Finance Committee discuss the value of 
preparing an Annual Financial Report (Budgetary Basis) that would present year-end budgetary 
basis financial statements for the funds of the Town.   This is a comprehensive report for all 
funds of the town, which should not be confused with the two page “Budget to Actual” Schedule 
that the independent audit firm includes in the Town’s Basic Financial Statements (after the 
audit). 

 

 

 

19



Finding 7 

Consider a Comprehensive Annual Financial Report (CAFR) as a future goal 

Some municipalities prepare a document each year, called the Comprehensive Annual Financial 
Report (the CAFR), and considered to be a best practice in governmental financial reporting.  
This document includes the audited financial statements and other financial and statistical 
information prepared by management. The development and publication of a CAFR for the 
Town of Wayland could be a future objective or item of discussion for the Finance Committee 
and Finance Director. 
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