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MARIN COUNTY OFFICE OF EDUCATION
PERSONNEL COMMISSION
The regular meeting of the Personnel Commission will be held on
Monday, October 23, 2023 beginning at 3:30 p.m.
in the Board Room and via teleconference / videoconference.

To join by phone: dial (669) 444-9171, Meeting ID: 834 368 9903
(if asked for a participant ID- press #)
To join by videoconference: click https://us02web.zoom.us/j/8343689903

AGENDA
(0= 1| (o IO (o[ O PSP P PP PP R OPPPPO Dr. Zerkel
ROINCIL ..ot Mr. Richardson
Approval and Adoption Of AGENA&A..........eeii i Dr. Zerkel

Introduction of Guests and Identification of Persons Wishing to address the

Commission on items NOt 0N the ageNaA. ...........eviiiiiiie i Dr. Zerkel
This is an opportunity for the public to make comments related to Personnel

Commission business concerning matters not on the agenda. The time allotted for a

comment shall be five (5) minutes. No action can be taken by the Personnel

Commission unless the matter is placed on a subsequent agenda.

Superintendent’'s REMArKS ...........uuviiiiiiiiiic e Mr. Carroll
Oath OF OFfICE ...eeeiiiiiiiie e bbbt e e Mr. Carroll
Approval of September 25, 2023 MINULES ......cccoiiiiiiiiiiiee et Dr. Zerkel
FCMAT Study Take-Aways and NeXt SIEPS .......ccociiiiiiiiiiiiii e Mr. Richardson
Classification Study UPAAte ..........cooueiiiiiiiiieiiie et Mr. Richardson
. Recommendation for the allocation of new positions to the Classified ......................... Mr. Richardson

Salary Schedule:
¢ Human Resources Technician
¢ Human Resources Specialist

. Approval of recommendation for the allocation of new positions to the.......................... Dr. Zerkel
Classified Salary Schedule:

e Human Resources Technician

¢ Human Resources Specialist

. Recommendation for the allocation of new position to the Classified ...........ccccccovuneeen. Mr. Richardson
Management/Confidential Non-Exempt Salary Schedule:
e Human Resources Analyst

. Approval of recommendation for the allocation of new position to the ......................... Dr. Zerkel
Classified Management/Confidential Non-Exempt Salary Schedule:
e Human Resources Analyst

. Recommendation for the allocation of new positions to the Classified ............cccccuee.. Mr. Richardson
Management/Confidential Exempt Salary Schedule:

e Senior Director of Information Services

e Senior Director of Personnel

. Approval of recommendation for the allocation of new positions to the ....................... Dr. Zerkel
Classified Management/Confidential Exempt Salary Schedule:

e Senior Director of Information Services

e Senior Director of Personnel


https://us02web.zoom.us/j/8343689903

16.

17.

18.

19.

20.
21.
22.

Review of proposed drafted job description for new position:............ccccvvvvveeeeeiivcivinnnnn. Mr. Richardson
e Senior Director of Communications

Approval of position title for new drafted position:...........cccccevviiiiiiieie e, Dr. Zerkel
e Senior Director of Communications
Recommendation for the allocation of new position to the Classified ...........ccccccovvneen. Mr. Richardson

Management/Confidential Exempt Salary Schedule:
e Senior Director of Communications

Approval of recommendation for the allocation of new position to the .......................... Dr. Zerkel
Classified Management/Confidential Exempt Salary Schedule:
e Senior Director of Communications

Personnel Senior DireCtor's REPOIT..........uuviiiiiiiiiiiiiieiie e Mr. Richardson
Reports and Items Introduced by COMMISSIONErS ........c..eiiiiiiiiiiiiiiic e Dr. Zerkel
N0 1010 113 =1 o | SO EERRS Dr. Zerkel

Notices:

Members of the public shall have the opportunity to address the Personnel Commission on items on
the agenda before or during the Commission’s consideration of the item. The time allotted for
comment shall be five (5) minutes.

Additional materials available in the Personnel Office between 8:00am and 4:00pm and at
www.marinschools.org under Personnel Commission.

The Marin County Office of Education adheres to the Americans with Disabilities Act. Should you
require special accommodations, or more information about accessibility, please contact Jason
Richardson at 415-499-5854. All efforts will be made for reasonable accommodations.



file:///C:/Users/tech/Desktop/Accessibility/www.marinschools.org%20under%20Personnel%20Commission

10.

11.

12.

13.

MINUTES
MARIN COUNTY OFFICE OF EDUCATION
Personnel Commission
Monday, September 25, 2023

The regular meeting of the Marin County Office of Education Personnel Commission was held in person and accessible via

video conference on Monday, September 25", 2023.

Dr. Zerkel convened the meeting at 3:30 p.m.

Present for the meeting were Commissioners Paulette Foster, Catherine McKown, and
Dr. Arline Zerkel.

The staff was represented by Jason Richardson and Mirna Errou.

Guests: Laura Gonzalez — CSEA Interim President and Christine Franceschi — CSEA
2" Vice President.

Motion, seconded, and carried, McKown/Foster; the matter passed 3-0 to approve and adopt
the agenda as recommended.
Ayes: Foster, McKown, Zerkel; Noes: None; Absent: None.

Dr. Zerkel invited the public to comment on items not on the agenda.

Motion, seconded, and carried, Zerkel/Foster; abstained, McKown, the matter passed 2-0 to
approve the minutes. Ayes: Foster, Zerkel; Noes: None; Absent: None.

A comprehensive report has been received and is under staff review. CSEA is reviewing the
report and has expressed interest in discussing. Take-aways and next steps will be presented
in a future meeting.

Proposed changes to the format of the monthly Status Report were presented for feedback.
Motion, seconded, and carried, Foster/McKown, the matter passed 3-0 to approve the
proposed changes for the status report.

Ayes: Foster, McKown, Zerkel; Noes: None; Absent: None.

An update was provided on the status of the classification studies currently in process.
Licensed Vocational Nurse, Occupational Therapist, and Paraeducator Job Descriptions
are awaiting CSEA negotiations process to begin.

Five new job descriptions were presented to the Commission for approval of title.
Dr. Zerkel recused herself from the presentation. Janelle Campbell, Assistant Superintendent,
presented the Sr. Director of Personnel job description

Motion, seconded, and carried, Foster/McKown, absent, Zerkel, the matter passed 2-0 to
approve the position title for the drafted job description for the five new positions.
Ayes: Foster, McKown; Noes: None; Absent: Zerkel.

Four amendments to the Merit Rules were presented for consideration in the following
categories:
e References to “Superintendent/Board”
e Placing proposed job descriptions on Board’s agenda
Re-taking of examinations for employment and promotion
Education Code requirements regarding notice of layoff

Motion, seconded, and carried, Foster/McKown, the matter passed 3-0 to approve the
Proposed Merit Rule Amendments.
Ayes: Foster, McKown, Zerkel; Noes: None; Absent: None.

Mr. Richardson reported on the following:

o New fleece vests with the MCOE logo were provided to commissioners. All staff
received them in August.
e  Window projects in 3rd Phase—Personnel Department is waiting for next phase
before moving.
e |mportant Dates:
o 2024 CSPCA annual conference- March 3-5 in Monterey- Cultivating
Talent, Building Leaders, and Elevating the Future through Synergy

Call to Order

Roll Call/Guests

Agenda Approved

Public Comment

Minutes Approved

FCMAT Study Update

Discussion of Status
Report Changes

Classification Study Update

Review of proposed drafted
job descriptions for new
positions in the Personnel
Department

Position titles for the new
drafted positions approved

Second Reading for Proposed

Merit Rule Amendments

Proposed Merit Rule
Amendments Approved

Personnel Director’s
Report




e Personnel Department Update.

e Update on Assembly Bill 1699

e Review of status report for the period of August 23 — September 20, 2023.
Current leaves, resignations, and vacancies were reviewed.

14. Dr. Zerkel invited Commissioners to report on items not on the agenda. Reports/ltems
15. Motion, seconded, and carried, McKown/Foster; the matter passed 3-0 to adjourn the meeting.
Ayes: Foster, McKown, Zerkel; Noes: None; Absent: McKown. Dr. Zerkel adjourned the meeting

at 4:21pm. Adjournment

Jason Richardson

Secretary

The Marin County Office of Education adheres to the Americans with Disabilities Act. Should you require special accommodations, or more information about accessibility, please contact Jason
Richardson at 415-499-5854. All efforts will be made for reasonable accommodations.



MARIN COUNTY

OFFICE OF EDUCATION

1111 Las Gallinas Avenue JOHN A. CARROLL Phone (415) 472-4110
P.O. Box 4925 MARIN COUNTY Fax (415) 491-6625
San Rafael, CA 94913-4925 SUPERINTENDENT OF SCHOOLS marincoe@marinschools.org

October 20, 2023

TO: Marin County Office of Education
Personnel Commission

FROM: John Carr o
Marin County Superintendent of Schools

SUBJECT: Salary Placement for New Positions

Following the approval of the Human Resources Technician, Human Resources Specialist, and Human Resources
Analyst position titles by the Personnel Commission, | have approved the job descriptions. An analysis for
placement of the new classifications has been completed. The analysis included examining the relationship with
other positions within the classified service as well as comparing differences in duties and responsibilities, as
established in the Position Description and Job Factor Analysis Plan.

It is recommended that the Marin County Office of Education Personnel Commission consider approval of
placement of the Human Resources Technician and Human Resources Specialist positions on the CLASSIFIED
SERVICES SALARY STRUCTURE (CSEA) as follows:

LABOR  POSITION SALARY

GRADE  TITLE RANGE#  STEP1 STEP 2 STEP 3 STEP 4 STEP 5
HUMAN
RESOURCES

10 TECHNICIAN 42 28.61 30.04 31.54 33.12 34.78
HUMAN
RESOURCES

11 SPECIALIST 44 30.06 31.56 33.14 34.80 36.54

supporting Learning for ALL Students




It is recommended that the Marin County Office of Education Personnel Commission consider approval of
placement of the Human Resources Analyst position on the Marin County Office of Education’s MANAGEMENT
AND CONFIDENTIAL EMPLOYEES (NON-EXEMPT) SALARY STRUCTURE as follows:

LABOR POSITION SALARY

GRADE  TITLE RANGE#  STEP1 STEP 2 STEP 3 STEP 4 STEP 5
HUMAN
RESOURCES

15 ANALYST 52 39.15 41.11 43.16 45.32 47.59



MARIN COUNTY

OFFICE OF EDUCATION

1111 Las Gallinas Avenue JOHN A. CARROLL Phone (415) 472-4110
P.O. Box 4925 MARIN COUNTY Fax (415) 491-6625
San Rafael, CA 94913-4925 SUPERINTENDENT OF SCHOOLS marincoe@marinschools.org
October 20, 2023
TO: Marin County Office of Education

Personnel Commission

FROM: John Carroll,
Marin County Superintend€nt of Schools

SUBJECT: Salary Placement for New Positions

Following the approval of the Senior Director of Information Services and Senior Director of Personnel
position titles by the Personnel Commission, I have approved the job descriptions. An analysis for
placement of the new classifications has been completed. The analysis included examining the
relationship with other positions within the classified service and recognized the exclusion from overtime
service as well as comparing differences in duties and responsibilities, as established in the Position
Description and Job Factor Analysis Plan.

It is recommended that the Marin County Office of Education Personnel Commission consider approval
of placement of these two positions on the Marin County Office of Education’s MANAGEMENT AND
CONFIDENTIAL EMPLOYEES (EXEMPT) SALARY STRUCTURE as follows:

LABOR POSITION TITLE SALARY RATE STEP 1 STEP 2 STEP 3 STEP 4 STEP 5
GRADE RANGE # TYPE

Senior Director of Information

Services Monthly 13,434 14,106 14,811 15,552 16,330
18 Senior Director of Personnel 80

Annual 161,208 169,272 177,732 186,624  195,96(
Daily 620.03 651.05 683.58 717.78 753.69

supporting Learning for ALL Students



LABOR
GRADE

10

11

MARIN COUNTY OFFICE OF EDUCATION
CLASSIFIED SERVICE SALARY STRUCTURE

CALIFORNIA SCHOOL EMPLOYEES ASSOCIATION

POSITION TITLE

FOOD SERVICE ASSISTANT
GENERAL CLERK IT

FILM INSPECTOR
INSTR. ASSISTANT/CHILD DEV.

BOOKING CLERK
GENERAL CLERK I
MEDIA CENTER CLERK
OFFICE UTILITY WORKER

RECEPTIONIST
CLERK

(VACANT)

BRAILLIST
CUSTODIAN/GROUNDSKEEPER
DISTRIBUTOR/LM.C.

LIBRARY ASSISTANT

COOK

PARAEDUCATOR/AUTO TECH.
PARAEDUCATOR/GRAPHICS
PARAEDUCATOR/REST. OCCUP.
PARAEDUCATOR/SMALL ENG.
PARAEDUCATOR/SPEC. ED.
PARAEDUCATOR/SPEC. ED

THERAPEUTIC LEARNING CENTER

2023-2024

EFFECTIVE JULY 1, 2023

SALARY

RANGE #

24

26

28

30

32

34

36

PARAEDUCATOR/BUSINESS OFFICE TECH.

PARAEDUCATOR/VIDEO OCCUP.

PARAEDUCATOR/WELDING TECH.

ORG./VOLUNTEER SERVICES
NATURALIST
ACCOUNTING TECHNICIAN I

GRAPHICS TECHNICIAN
MAINTENANCE CUSTODIAN
MEDIA TECHNICIAN

OFFSET EQUIPMENT OPERATOR

INTERPRETER
ADMINISTRATIVE SECRETARY

ACCOUNTING TECHNICIAN II

SENIOR ADMINISTRATIVE SECRETARY
HUMAN RESOURCES TECHNICIAN

MAINTENANCE WORKER
EXECUTIVE SECRETARY

HUMAN RESOURCES SPECIALIST

38

40

)

44

STEP 1

3,198

3357

3,525

3,702

3,887

4,081

4,285

4,499

4,724

4,960

5,208

Approved March 10, 2020

STEP 2

3,357

3,525

3,702

3,887

4,081

4,285

4,499

4,724

4,960

5,208

5,469

STEP 3

3,525

3,702

3,887

4,081

4,285

4,499

4,724

4,960

5,208

5,469

5,742

STEP 4

3,702

3,887

4,081

4,285

4,499

4,724

4,960

5,208

5,469

5,742

6,029

STEP 5

3,887

4,081

4,285

4,499

4,724

4,960

5,208

5,469

5,742

6,029

6,331



12

13

14

15

20

21

(VACANT)

OCCUPATIONAL TRAINING ASSISTAN

ACCOUNTING ASSISTANT

IS SUPPORT TECHNICIAN

BUSINESS EDUCATION LIAISON

(VACANT)

(VACANT)

IS SPECIALIST

(VACANT)

(VACANT)

(VACANT)

(VACANT)

OCCUPATIONAL THERAPIST

46

48

50

52

54

56

58

60

62

64

66

5,469

5,742

6,029

6,331

6,647

6,980

7,329

7,695

8,080

8,484

8,908

5,742

6,029

6,331

6,647

6,980

7,329

7,695

8,080

8,484

8,908

9,354

5% SHIFT DIFFERENTIAL APPLIED TO ALL PERMANENT FULL TIME POSITIONS WHEN NORMAL
WORKDAY COMMENCES AFTER 3:00 P.M.

5% SHIFT DIFFERENTIAL APPLIED.TO SECRETARIAL POSITIONS WHEN SPANISH TRANSLATION

IS A BONA FIDE PROGRAMREQUIREMENT AS DETERMINED BY THE DEPUTY OR SUPERINTENDENT.

5% SHIFT DIFFERENTIAILAPPLIED TO INSTRUCTIONAL ASSISTANTS/SPECIAL EDUCATION

POSITIONS WHEN SIGN LANGUAGE COMPETENCE IS A BONA FIDE PROGRAM REQUIREMENT
AS DETERMINED BY THE DEPUTY SUPERINTENDENT OF SPECIAL EDUCATION.

Approved March 10, 2020

6,029

6,331

6,647

6,980

7,329

7,695

8,080

8,484

8,908

9,354

9,821

6,331

6,647

6,980

7,329

7,695

8,080

8,484

8,908

9,354

9,821

10,312

6,647

6,980

7,329

7,695

8,080

8,484

8,908

9,354

9,821

10,312

10,828



LABOR
GRADE

MARIN COUNTY OFFICE OF EDUCATION
CLASSIFIED SERVICE SALARY STRUCTURE
CALIFORNIA SCHOOL EMPLOYEES ASSOCIATION

2023-2024
EFFECTIVE JULY 1, 2023
(EXEMPT POSITIONS)

POSITION TITLE SALARY STEP 1 STEP 2

RANGE #
LICENSED VOCATIONAL NURSE 46 5,469 5,742
(VACANT) 48 5,742 6,029
(VACANT) 50 6,029 6,331
(VACANT) 52 6,331 6,647
PHYSICAL THERAPIST 54 6,647 6,980
(VACANT) 56 6,980 7,329
(VACANT) 58 7,329 7,695
(VACANT) 60 7,695 8,080
(VACANT) 62 8,080, 8,484
INFORMATION SYSTEMS ANALYST 64 8,484 8,908
(VACANT) 66 8,908 9,354
(VACANT) 68 9,354 9,821
(VACANT) 70 9,821 10,312
(VACANT) 7 10,312 10,828

STEP 3

6,029

6,331

6,647

6,980

7,329

7,695

8,080

8,484

8,908

9,354

9,821

10,312

10,828

11,369

STEP 4

6,331

6,647

6,980

7,329

7,695

8,080

8,484

8,908

9,354

9,821

10,312

10,828

11,369

11,938

STEP 5

6,647

6,980

7,329

7,695

8,080

8,484

8,908

9,354

9,821

10,312

10,828

11,369

11,938

12,535

CAREER SERVICE INCREMENT

CAREER SERVICE INCREMENTS, BASED ON DATE OF HIRE, SHALL BE PAID ALL
BARGAINING UNIT MEMBERS ON THE FOLLOWING BASIS:

TO $ 120
TO $ 130
TO $140
TO $150
TO $160
TO $170
TO $180
TO $190
TO $200
TO $210
TO $220
TO $230
TO $240
TO $250
TO $280
TO $290
TO $300
TO $310
TO $320
TO $330
TO $340

PER MONTH, BEGINNING THE SIXTH (6TH) YEAR OF SERVICE AND INCREASING

PER MONTH, BEGINNING THE SEVENTH (7TH) YEAR OF SERVICE AND INCREASING

PER MONTH, BEGINNING THE EIGHTH (8TH) YEAR OF SERVICE AND INCREASING

PER MONTH, BEGINNING THE NINTH (9TH) YEAR OF SERVICE AND INCREASING

PER MONTH, BEGINNING THE TENTH(10TH) YEAR OF SERVICE AND INCREASING

PER MONTH, BEGINNING THE ELEVENTH (11TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE TWELFTH (12TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE THIRTEENTH (13TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE FOURTEENTH (14TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE FIFTEENTH (15TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE SIXTEENTH (16TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE SEVENTEENTH (17TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE EIGHTEENTH (18TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE NINETEENTH (19TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE TWENTIETH (20TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE TWENTY-FIRST (21ST) YEAR OF SERVICE.

PER MONTH, BEGINNING THE TWENTY-SECOND (22ND) YEAR OF SERVICE.

PER MONTH, BEGINNING THE TWENTY-THIRD (23RD) YEAR OF SERVICE.

PER MONTH, BEGINNING THE TWENTY-FOURTH (24TH) YEAR OF SERVICE.

PER MONTH, BEGINNING THE TWENTY-FIFTH (25TH) YEAR OF SERVICE.

PER MONTH, BEGINNING THE TWENTY-SIXTH (26TH) YEAR OF SERVICE.

Approved March 10, 2020



LABOR
GRADE

10

11

12

13

14

15

MARIN COUNTY OFFICE OF EDUCATION
CLASSIFIED SERVICE SALARY STRUCTURE
MANAGEMENT AND CONFIDENTIAL EMPLOYEES (NON-EXEMPT)
FY 2023-2024
EFFECTIVE JULY 1, 2023
Revised and approved by John Carroll, Marin County Superintendent of Schools 03/09/2023

POSITION TITLE

(VACANT)

(VACANT)

ADMINISTRATIVE SECRETARY

SENIOR ADMINISTRATIVE SECRETARY

EXECUTIVE SECRETARY

(VACANT)

SUPERINTENDENT'S SECRETARY/

ADMINISTRATIVE ASSISTANT

(VACANT)

CREDENTIALS ANALYST
HUMAN RESOURCES ANALYST

SALARY

RANGE #

36

38

40

42

44

46

48

50

52

RATE
TYPE

Monthly
Hourly

Monthly
Hourly

Monthly
Hourly

Monthly
Hourly

Monthly
Hourly

Monthly
Hourly

Monthly
Hourly

Monthly
Hourly

Monthly
Hourly

STEP 1

4,593
26.50

4,823
27:82

5,064
29.21

5,317
30.68

5,583
32.21

5,862
33.82

6,155
35.51

6,463
37.29

6,786
39.15

STEP 2

4,823
27.82

5,064
29.21

5,317
30.68

5,583
32.21

5,862
33.82

6,155
35.51

6,463
37.29

6,786
39.15

7,125
41.11

STEP 3

5,064
29.21

5,317
30.68

5,583
32.21

5,862
33.82

6,155
35.51

6,463
37.29

6,786
39.15

7,125
41.11

7,482
43.16

STEP 4

5,317
30.68

5,583
32.21

5,862
33.82

6,155
35.51

6,463
37.29

6,786
39.15

7,125
41.11

7,482
43.16

7,856
45.32

STEP 5

5,583
32.21

5,862
33.82

6,155
35.51

6,463
37.29

6,786
39.15

7,125
41.11

7,482
43.16

7,856
45.32

8,249
47.59

5% SHIFT DIFFERENTIAL APPLIED TO'ALL PERMANENT FULL TIME POSITIONS WHEN NORMAL

WORKDAY COMMENCES AFTER 3:00.P.M:

5% BILINGUAL PREMIUM APPLIED TO EMPLOYEES WHO ARE ROUTINELY AND CONSISTENTLY ASSIGNED
TO POSITIONS REQUIRING COMMUNICATIONS SKILLS IN LANGUAGES OTHER THAN ENGLISH AND SIGN LANGUAGES

5% CONFIDENTIAL PREMIUM APPLIED TO RANK AND FILE EMPLOYEES WHO ARE ROUTINELY AND
CONSISTENTLY ASSIGNED TO SENSITIVE POSITIONS REQURING TRUST AND DISCRETION




CAREER SERVICE INCREMENT

CAREER SERVICE INCREMENTS, BASED ON DATE OF HIRE AND SHALL BE PAID ON THE FOLLOWING BASIS
(Effective July 1, 2007):

S 320 PER MONTH, BEGINNING THE SIXTH (6TH) YEAR OF SERVICE AND INCREASING
TO $340 PER MONTH, BEGINNING THE EIGHTH (8TH) YEAR OF SERVICE AND INCREASING
TOS$360 PER MONTH, BEGINNING THE TENTH (10TH) YEAR OF SERVICE AND INCREASING
TO $380 PER MONTH, BEGINNING THE TWELFTH (12TH) YEAR OF SERVICE AND INCREASING
TO $400 PER MONTH, BEGINNING THE FOURTEENTH (14TH) YEAR OF SERVICE AND INCREASING
TO $420 PER MONTH, BEGINNING THE SIXTEENTH (16TH) YEAR OF SERVICE AND INCREASING
TO $440 PER MONTH, BEGINNING THE EIGHTEENTH (18TH) YEAR OF SERVICE AND INCREASING
TO $460 PER MONTH, BEGINNING THE TWENTIETH (20TH) YEAR OF SERVICE.
TO $480 PER MONTH, BEGINNING THE TWENTY SECOND (22TH) YEAR OF SERVICE.
TO $500 PER MONTH, BEGINNING THE TWENTY FOURTH (24TH) YEAR OF SERVICE.
THE SUPERINTENDENT/GOVERNING BOARD WILL PROVIDE HEALTH, DELTA DENTAL, VISION AND
HARTFORD COVERAGE IN AN AMOUNT NOT TO EXCEED $1,205 (EFFECTIVE October 1, 2022) PER EMPLOYEE
AND $1,255 (EFFECTIVE October 1, 2023), PER EMPLOYEE,
PER MONTH FOR PERSONNEL HIRED PRIOR TO APRIL 14, 1993 AND WORKING HALF TIME OR MORE.
EMPLOYEES HIRED AFTER APRIL 14, 1993, WORKING IN PART TIME POSITIONS OF 50% OR MORE, WILL RECEIVE
PRORATED BENEFITS; THOSE WORKING LESS THAN 50% WILL RECEIVE NO FRINGE BENEFITS.
MARIN COUNTY OFFICE OF EDUCATION
CLASSIFIED SERVICE SALARY STRUCTURE
MANAGEMENT AND CONFIDENTIAL EMPLOYEES (EXEMPT)
FY 2023-2024
EFFECTIVE JULY 1, 2023

LABOR  POSITION TITLE SALARY RATE STEP 1 STEP 2 STEP 3 STEP 4
GRADE RANGE # TYPE

3 ASSISTANT TRANSPORTATION MANAGER 50 Monthly 6,463 6,786 7,125 7,481

ADMINISTRATIVE SPECIALIST | Daily 298.29  313.20 32885 34528

4 ADMINISTRATIVE SPECIALIST II 52 Monthly 6,786 7,125 7,481 7,855

Daily 313.20 32885 34528  362.54

5 (VACANT) 54 Monthly 7,125 7,481 7,855 8,248

Daily 328.85 34528 36254  380.68

6 MANAGEMENT ASSISTANT 56 Monthly 7,481 7,855 8,248 8,660

Daily 34528 36254  380.68  399.69

7 (VACANT) 58 Monthly 7,855 8,248 8,660 9,093

Daily 362.54  380.68  399.69  419.68

8  ASST SPECIAL PROJECTS MANAGER 60 Monthly 8,248 8,660 9,093 9,548

Daily 380.68  399.69  419.68  440.68

9  ACCOUNTANT 62 Monthly 8,660 9,093 9,548 10,025

TRANSPORTATION MANAGER Daily 399.69 419.68 440.68 462.69

STEP 5

7,855
362.54

8,248
380.68

8,660
399.69

9,093
419.68

9,548
440.68

10,025
462.69

10,526
485.82



10

11

12

13

14

15

16

17

18

19

20

DATA PROCESSING MANAGER

SPECIAL PROJECTS MANAGER

SENIOR ACCOUNTANT

(VACANT)

BUSINESS SERVICES MANAGER

DIRECTOR OF GENERAL SERVICES

DIRECTOR OF INFORMATION SYSTEMS

DIRECTOR OF PERSONNEL

DIRECTOR OF BUSINESS SERVICES

(VACANT)

SENIOR DIRECTOR OF BUSINESS
SENIOR DIRECTOR OF PERSONNEL

SENIOR DIRECTOR OF INFORMATION SERVICES
SENIOR DIRECTOR OF COMMUNICATIONS

(VACANT)

(VACANT)

64

66

68

70

72

74

76

78

80

82

84

Monthly
Daily
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5% SHIFT DIFFERENTIAL APPLIED TO'ALL PERMANENT FULL TIME POSITIONS WHEN NORMAL

WORKDAY COMMENCES AFTER 3:00 P.M.

5% CONFIDENTIAL PREMIUM APPLIED TO RANK'AND FILE EMPLOYEES WHO ARE ROUTINELY AND
CONSISTENTLY ASSIGNED TO SENSITIVE POSITIONS REQURING TRUST AND DISCRETION

CAREER SERVICE INCREMENTS, BASED ON DATE OF HIRE AND SHALL BE PAID ON THE FOLLOWING BASIS

(Effective July 1, 2007)
PER MONTH, BEGINNING THE SIXTH (6TH) YEAR OF SERVICE AND INCREASING

S 320
TO $340
TO $360
TO $380
TO $400
TO $420
TO $440
TO $460
TO $480
TO $500

PER MONTH, BEGINNING THE EIGHTH (8TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE TENTH (10TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE TWELFTH (12TH) YEAR OF SERVICE AND INCREASING

CAREER SERVICE INCREMENT

PER MONTH, BEGINNING THE FOURTEENTH (14TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE SIXTEENTH (16TH) YEAR OF SERVICE AND INCREASING
PER MONTH, BEGINNING THE EIGHTEENTH (18TH) YEAR OF SERVICE AND INCREASING

PER MONTH, BEGINNING THE TWENTIETH (20TH) YEAR OF SERVICE.

PER MONTH, BEGINNING THE TWENTYSECOND (22ND) YEAR OF SERVICE.
PER MONTH, BEGINNING THE TWENTYFOURTH (24TH) YEAR OF SERVICE.



THE SUPERINTENDENT/GOVERNING BOARD WILL PROVIDE HEALTH, DELTA DENTAL, VISION AND

HARTFORD LIFE COVERAGE IN AN AMOUNT NOT TO EXCEED $1,205 (EFFECTIVE October 1, 2022)

AND $1,255 (EFFECTIVE October 1, 2023),

PER EMPLOYEE PER MONTH FOR PERSONNEL HIRED PRIOR TO APRIL 14, 1993 AND

WORKING HALF TIME OR MORE. EMPLOYEES HIRED AFTER APRIL 14, 1993, WORKING IN PART TIME POSITIONS
OF 50% OR MORE, WILL RECEIVE PRORATED BENEFITS; THOSE WORKING LESS THAN 50% WILL

RECEIVE NO FRINGE BENEFITS.

Approved by John Carroll, Marin County Superintendent of Schools

Signature

Date



MARIN COUNTY OFFICE OF EDUCATION

CLASSIFIED POSITION DESCRIPTION
SENIOR DIRECTOR OF COMMUNICATIONS

DEFINITION:

Under general direction of the Superintendent or designee, serves as the lead for all
communication functions and services of the Marin County Office of Education. Acts as a liaison
between the press, county, districts, office of elections, emergency services, department of
health, and other local or state agencies in communicating and disseminating information and
publicity pertaining to events, activities, programs, policies, and the educational mission of the
County Superintendent. Works closely with the County Office of Education leadership team to
ensure that communications efforts support key organizational goals.

ESSENTIAL DUTIES AND RESPONSIBILITIES:

Any one position may not include all the listed duties, nor do all the listed examples include all tasks which
may be found in the positions within this class. Job descriptions are written as a representative list of the

ADA essential duties performed by the entire job classification.

1. Works with the Superintendent and senior staff to plan, develop, organize, and direct a
highly visible, strategic, and comprehensive communication, public information, and
community engagement program to enhance the county office’s communication and
image to its wide variety of constituents;

2. Writes, edits, or serves as editor for MCOE publications including web pages, publicity
materials, official documents, advertising, social media, MCOE style guide, and marketing
materials;

3. Oversees the management of all content on the MCOE website, including strategic
placement of information and oversight of content accuracy, relevance, and stylistic
consistency;

4. Research and compiles information and data and writes news releases, statements, and
social media posts;

5. Builds relationships with elected leaders and agencies in support of public education
goals;

6. Establish and maintain strong partnerships with newspaper and other media
representatives, community, and school groups;

7. Coordinate the development of the Superintendent’s annual legislative agenda that
supports MCOE’s and local school district goals and interests;

8. Serves as Superintendent’s spokesperson and representative as needed, providing
information in highly sensitive, complex, or emergency situations requiring a point of
contact;

9. Oversees the management and facilitation of special events, awards, and recognition
activities which engage the greater countywide community;

10. Develops communication materials, researches, and writes talking points, remarks, and
speeches; Provides media training and support to Board members and staff;

11. Create and implement crisis communications plan and coordinates all communications
issued in times of emergency;

SENIOR COMMUNICATIONS OFFICER XXXX23 Labor Grade xx  Salary Range xx 102023




12. Insures timely and effective communication regarding incidents or situations which
impact the Marin County Office of Education;

13. Attends a variety of meetings in the community with parents, business groups, and
organizations to promote and share information about the MCOE;

14. Edits and revises brochures, handbooks, reports, directories, board policy and other
publications;

15. Directs, supervises, and evaluates assigned staff; Works with and manages
communications project contractors and consultants;

16. Perform related duties as required and as assigned.

MINIMUM QUALIFICATIONS:

To perform this job successfully, an individual must be able to perform each essential duty satisfactorily. The
requirements listed below are representative of the knowledge, skill, and or ability required. Reasonable
accommodation may be made to enable individuals with disabilities to perform the essential functions.

TRAINING, EDUCATION, AND EXPERIENCE

Bachelor’s degree or higher from an accredited college or university with major
coursework in communications, journalism, English, marketing, public relations or a
related field, and 3 or more years of increasing responsible work experience in the
design, development, and implementation of communications/public relations
strategies and related media, including online and print materials; Previous experience
in at a public or educational agency preferred; Bilingual Spanish preferred.

KNOWLEDGE OF:

e Working knowledge of computer-based software programs that support graphic design,
video editing, and social media platform management;

e Procedures in complying with a public records request;

e Basic office methods, practices, and procedures;

e Accepted business English usage, spelling, grammar, punctuation, and vocabulary;

e Standard office equipment and software applications;

e Principles of budget development, preparation, and control;

e Effective organizational and communication strategies, including methods of
communication between agencies served by the County Office of Education on a
countywide, regional, and statewide basis;

e Personnel policies and procedures, including collective bargaining agreements, merit
system rules, and fair employment practices and laws;

e Safe work practices.

ABILITY TO:
e Proofread, design, and edit professional correspondence, publications, and website
content;
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Use a digital camera to take quality photographs and video, as well as edit photos and
videos;

Establish and maintain credibility with administrators at district and county level;

Create an appropriate voice in the development and writing of speeches;

Respond promptly to requests of internal and external clients; provide needed direction,
assistance, training, materials, and resources;

Express ideas and concepts clearly and concisely in both oral and written form;

Make effective presentations to a variety of audiences;

Establish and maintain cooperative and professional working relationships with
individuals, groups, public and private agency personnel;

Analyze data and situations; render judgment; make decisions and solve problems
efficiently and effectively;

Actively listen to concerns, identify issues, and negotiate alternatives to resolve conflicts;
Communicate effectively during times of crisis;

Plan, organize, prioritize, and track work to meet deadlines and accomplish tasks within
established timelines;

Work flexible hours, and adjust to flexible assignments often with short notice, to support
events, speaking engagements, and media relations;

Read, understand, interpret, explain, and apply information from policies and procedures,
Education Code, administrative regulations, labor contracts, and federal and state laws
and regulations;

Maintain confidentiality of sensitive information;

Maintain and improve professional skills and knowledge;

Demonstrate cross-cultural knowledge, competence, and respect in all interactions;
Interact in a respectful manner that fosters a sense of dignity and belonging among all;
Be flexible and receptive to change.

SKILLS IN:

Reading comprehension to interpret policies, administrative regulations, laws, and
programs and accurately explain to others;

Broad based research skills to identify and collect appropriate data;

Decision making to exercise independent thinking and good judgment;

Public speaking, preparing, and making presentations on complex issues and information;
Effectively communicating with MCOE personnel, school districts, other agencies, and the
public demonstrating tact, diplomacy, and sensitivity to individual concerns;
Communication (written, oral, and interpersonal), analytical, report-writing,
problem-solving, presentation, public relations, strategic planning,

organizational and project/time management skills;

Utilizing programs to compose and design high-quality publications, such as

Canva, Microsoft Suite, Adobe Creative Suite, and Google products.
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PHYSICAL DEMANDS:

The physical demands described here are representative of those that must be met by an employee to
successfully perform the essential functions of this job. Reasonable accommodations may be made to
enable individuals with disabilities to perform the essential functions.

e Regularly required to talk and hear;

e Vision abilities required include close vision, color vision, and ability to adjust focus;

e Uses fingers to handle, touch, or feel;

e Reaches and holds with hands and arms;

e Occasionally required to stand and walk;

e Occasional work in awkward positions requiring stooping, twisting, reaching, kneeling,
and/ or squatting;

e Possesses sufficient strength and stamina necessary to perform physical tasks;

e Occasionally lifts, carries, or moves 5-20 pounds.

WORK ENVIRONMENT:

The work environment characteristics described here are representative of those an employee encounters
while performing the essential functions of this job. Reasonable accommodations may be made to enable
individuals with disabilities to perform the essential functions. While performing the duties of this job, the
employee:

e Regularly works in indoor environmental conditions;

e Frequently works with a computer screen;

e Experiences noise levels typical of an open office environment with background noise of
telephones and conversations.
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MARIN COUNTY

OFFICE OF EDUCATION

1111 Las Gallinas Avenue JOHN A. CARROLL Phone (415) 472-4110
P.O. Box 4925 MARIN COUNTY Fax (415) 491-6625
San Rafael, CA 94913-4925 SUPERINTENDENT OF SCHOOLS marincoe@marinschools.org
October 20, 2023
TO: Marin County Office of Education

Personnel Commission

FROM: John Carroll,
Marin County Superintendent of Schools

SUBJECT: Salary Placement for New Position

Pending the approval of the Senior Director of Communications position title by the Personnel Commission, I
have approved the job description. An analysis for placement of the new classification has been completed.
The analysis included examining the relationship with other positions within the classified service and
recognized the exclusion from overtime service as well as comparing differences in duties and responsibilities,
as established in the Position Description and Job Factor Analysis Plan.

It is recommended that the Marin County Office of Education Personnel Commission consider approval of
placement of these two positions on the Marin County Office of Education’s MANAGEMENT AND
CONFIDENTIAL EMPLOYEES (EXEMPT) SALARY STRUCTURE as follows

LABOR POSITION TITLE SALARY RATE STEP 1 STEP 2 STEP 3 STEP 4 STEP 5

GRADE RANGE # TYPE

18 Senior Director of Communications 80 Monthly 13,434 14,106 14,811 15,552 16,330
Annual 161,208 169,272 177,732 186,624 195,96C
Daily 620.03 651.05 683.58 717.78 753.69

supporting Learning for ALL Students



New Hires

As of 10/18/2023

Classified New Hires & Changes

Gabriela Hurtado Mclnnis - Paraeducator

e Worked as an Instructional Assistant at Petaluma City Schools.
e Fluent in English and Spanish.
e Loves dancing.

Eli Beaird - Paraeducator

e Is a professional artist with many years of experience in both traditional and digital
art.

e Worked as an Art Director and Teacher.

e s a big fan of anime and boardgames.

Leslie Hopkins — Accounting Assistant

e Has an MBA in Marketing Concentration and a BS in Engineering, Operations
Research.

e Worked as an Accountant Assistant and Accounts Receivable Specialist.

e Was the Treasurer and a Committee Member for Scouts of America Troop 50.



POSITION # OF POSTING | CLOSING DATE POSITION STATUS

OPENINGS | DATE (EXAMINATION/SCREENING/1°T INTERVIEW/2"? INTERVIEW/ REFERENCE
CHECKS/FINAL INTERVIEW/ HIRED
Accountant 1 8/15/23 Open Until Filled | 1%t and 2"¢ INTERVIEWS: 1 CANDIDATE
(1FTE) REFERENCE CHECKS: 1 CANDIDATE
Accounting Assistant 2 6/12/23 Open Until Filled | HIRED: LESLIE HOPKINS
(2FTE)
Administrative Specialist Il Full Time 1 8/23/23 9/15/23 SCREENING
(1FTE)
Assistant Special Projects Manager 1 8/16/23 9/8/23 1%tand 2" INTERVIEWS: 3 CANDIDATES
(1FTE) FINAL INTERVIEW: 1 CANDIDATE
Business Services Manager — HR (Open | 1 10/9/23 10/20/23 TBD
& Promotional) (1FTE)
Paraeducator SPED 5 4/24/23 Open Until Filled | INTERVIEW: 4 CANDIDATES
(5FTE) REFERENCE CHECKS: 3 CANDIDATES

HIRED: ELI BEAIRD
HIRED: GABRIELA HURTADO MCINNIS

Senior Administrative Secretary 3 6/13/23 Open Until Filled | EXAMINATION: 2 CANDIDATES
(3FTE)
Special Projects Manager 2 8/23/23 9/15/23 1stand 2"¢ INTERVIEWS: 7 CANDIDATES
(2FTE) REFERENCE CHECKS: 2 CANDIDATES
Ranch Worker 1 6/12/23 Open Until Filled | ONBOARDING: 1 CANDIDATE
(1FTE)
LEAVES RESCINDS (ACCEPTED) RESIGNATIONS/RETIREMENTS/TERMINATIONS
KARIMA SEGHIER — Paraeducator PERLA PANDO BAQUERA (Sr. Administrative Secretary, 1 month and 14 days) 9/28/23
10/06/2023 —11/19/23 GENEVIEVE DUDIK (Ranch Cook WCR, 3 months) 10/13/23
JULIANA SWANSON — Paraeducator ASHLEY MARKOVICH (Paraeducator, 16 years and 1 month) 10/24/23
10/9/2023 —11/10/2023
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August 9, 2023

John Carroll, Superintendent
Marin County Office of Education
1111 Las Gallinas Avenue

San Rafael, CA 94903

Dear Superintendent Carroll:

In February 2023, the Marin County Office of Education and the Fiscal Crisis and Management Assistance
Team (FCMAT) entered into an agreement for FCMAT to conduct a review of the county’s Human Resources
Department. The agreement stated that FCMAT would perform the following:

1. Review operational processes and procedures in the Human Resources Department and
make recommendations for improved efficiency, if any, in the following areas:

«  Recruitment, selection and hiring practices
«  On/Off-boarding

«  Workers’ compensation

«  Employee benefits

«  Employee compensation

«  Employee leave management

«  Employee relations

«  Credentialing

2. Review job duties and evaluate the current workflow and distribution of functions in the
above department and make recommendations for improved efficiency, if any.

3. Conduct an organizational and staffing review of the above department and make
recommendations for staffing improvements, if any.

This final report contains the study team’s findings and recommendations. FCMAT appreciates the oppor-
tunity to serve the Marin County Office of Education and extends thanks to all the staff for their assistance
during fieldwork.

Sincerely,

Pitaid 7

Michael H. Fine
Chief Executive Officer

Michael H. Fine « Chief Executive Officer
1300 17th Street — City Centre, Bakersfield, CA 93301-4533 . Tel. 661-636-4611 - Fax 661-636-4647
www.fcmat.org
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ABOUT FCMAT

About FCMAT

FCMAT’s primary mission is to assist California’s local TK-14 educational agencies to identify, prevent, and
resolve financial, human resources and data management challenges. FCMAT provides fiscal and data
management assistance, professional development training, product development and other related school
business and data services. FCMAT’s fiscal and management assistance services are used not just to help
avert fiscal crisis, but to promote sound financial practices, support the training and development of chief
business officials and help to create efficient organizational operations. FCMAT’s data management ser-
vices are used to help local educational agencies (LEAs) meet state reporting responsibilities, improve data
quality, and inform instructional program decisions.

FCMAT may be requested to provide fiscal crisis or management assistance by a school district, charter
school, community college, county office of education, the state superintendent of public instruction, or the
Legislature.

When a request or assignment is received, FCMAT assembles a study team that works closely with the LEA
to define the scope of work, conduct on-site fieldwork and provide a written report with findings and
recommendations to help resolve issues, overcome challenges and plan for the future.
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FCMAT has continued to make adjustments in the types of support provided based on the changing
dynamics of TK-14 LEAs and the implementation of major educational reforms. FCMAT also develops and
provides numerous publications, software tools, workshops and professional learning opportunities to
help LEAs operate more effectively and fulfill their fiscal oversight and data management responsibilities.
The California School Information Services (CSIS) division of FCMAT assists the California Department

of Education with the implementation of the California Longitudinal Pupil Achievement Data System
(CALPADS). CSIS also hosts and maintains the Ed-Data website (www.ed-data.org) and provides technical
expertise to the Ed-Data partnership: the California Department of Education, EdSource and FCMAT.

FCMAT was created by Assembly Bill (AB) 1200 in 1992 to assist LEAs to meet and sustain their financial
obligations. AB 107 in 1997 charged FCMAT with responsibility for CSIS and its statewide data management
work. AB 1115 in 1999 codified CSIS’ mission.

Fiscal Crisis and Management Assistance Team Marin County Office of Education



ABOUT FCMAT

AB 1200 is also a statewide plan for county offices of education and school districts to work together locally
to improve fiscal procedures and accountability standards. AB 2756 (2004) provides specific responsibili-
ties to FCMAT with regard to districts that have received emergency state loans.

In January 2006, Senate Bill 430 (charter schools) and AB 1366 (community colleges) became law and
expanded FCMAT's services to those types of LEAs.

On September 17, 2018 AB 1840 was signed into law. This legislation changed how fiscally insolvent dis-
tricts are administered once an emergency appropriation has been made, shifting the former state-centric
system to be more consistent with the principles of local control, and providing new responsibilities to
FCMAT associated with the process.

Since 1992, FCMAT has been engaged to perform more than 1,400 reviews for LEAs, including school
districts, county offices of education, charter schools and community colleges. The Kern County
Superintendent of Schools is the administrative agent for FCMAT. The team is led by Michael H. Fine, Chief
Executive Officer, with funding derived through appropriations in the state budget and a modest fee sched-
ule for charges to requesting agencies.

Fiscal Crisis and Management Assistance Team Marin County Office of Education ii



INTRODUCTION

Introduction

Background

The Marin County Office of Education is located in the city of San Rafael and serves approximately 29,236
students at 17 districts, including students in transitional kindergarten through grade 12 (TK-12), and stu-
dents enrolled in special education and alternative education programs. It also operates several schools
and programs for approximately 511 students with unique needs.

The county office serves as an intermediary between its local districts and the California Department of
Education (CDE). It provides financial oversight to the individual districts within its boundaries and supports
them with tasks that can be performed more efficiently and economically at the county level. The county
office offers services in the areas of human resources, business, technology, professional development,
emergency services, and maintenance and operations. It also provides direct services to several school
districts within Marin County.

Study and Report Guidelines

In February 2023, the Marin County Office of Education and the Fiscal Crisis and Management Assistance
Team (FCMAT) entered into an agreement for FCMAT to conduct a review of the county office’s Human
Resources Department’s operational processes and procedures and to provide an organizational and staff-
ing review.

FCMAT visited the county on March 29 through March 31, 2023, to conduct interviews with county office
staff, collect data and review documents. Following fieldwork, FCMAT continued to review and analyze doc-
uments. This report is the result of those activities.

FCMAT’s reports focus on systems and processes that may need improvement. Those that may be func-
tioning well are generally not commented on in FCMAT’s reports. In writing its reports, FCMAT uses the
Associated Press Stylebook, a comprehensive guide to usage and accepted style that emphasizes con-
ciseness and clarity. In addition, this guide emphasizes plain language, discourages the use of jargon and
capitalizes relatively few terms.

Study Team

The study team was composed of the following members:

Marcus Wirowek, CFE Norma Gonzales
FCMAT Intervention Specialist FCMAT Consultant

Cassady Clifton
FCMAT Technical Writer

Those members of this study team who are otherwise employed by a local educational agency (LEA)
were not representing their respective employers but were working solely as independent contractors for
FCMAT.

Each team member reviewed the draft report to confirm accuracy and achieve consensus on the final
recommendations.

Fiscal Crisis and Management Assistance Team Marin County Office of Education ifi



EXECUTIVE SUMMARY

Executive Summary

The county office’s senior director of human resources/personnel and the vacant senior administrative
secretary positions report to both the county office and to the Personnel Commission. According to a
2017 report by the California School Personnel Commissioners Association (CSPCA), A Report on Lessons
Learned from Recent Merit System Loses [sic] in California, this may lead to difficulties in maintaining neu-
trality because these positions serve two different boards or elected officials.

Following staff interviews and a review of the county office’s documents, FCMAT identified an issue in
which an employee was assigned to a position that lacks an approved job description and salary schedule.
Essentially, this means that the employee was placed in a nonexistent role within the organization, which
can create legal and practical problems for both the employee and the county office.

The county office has several highly outdated board policies and employee handbooks that need to be
updated. Board policies and employee handbooks must be kept up to date to ensure adherence to state
and federal laws, reduce the risk of legal liabilities, and provide employees with clear expectations and
guidance. The county office’s operating procedures must also be updated and revised to ensure they
remain relevant, accurate and aligned with the county office’s evolving needs and standards.

The county office must update its job descriptions with the key job elements (as defined in the “Job Duties:
Classified Job Descriptions” section later in this report), so they can be used in the interactive process. The
workers’ compensation program uses this process to identify reasonable accommodations for employees
with work-related injuries and those that may require a workplace accommodation. Outdated job descrip-
tions directly impact the safe work environment and the effective contributions of injured employees.
Adding to the challenges faced by the workers’ compensation program is its high claim volume, which has
resulted in the county office occasionally shifting workers’ compensation tasks from the Human Resources/
Personnel Department to the Special Education Department. However, the Special Education Department
should not perform workers’ compensation functions because of competing interests, the specialized
knowledge required, and the increased workload placed on staff.

The county office would benefit from assigning additional Human Resources Department staff members
to manage employee benefits. During the hiring process, the administrative assistant or secretary pro-
vides new employees with benefits packets and answers basic questions. More complex benefits-related
questions are forwarded to the senior director of human resources/personnel or to the third-party benefits
administrators. Distributing these responsibilities among multiple employees will help staff to manage the
workload more effectively, in addition to ensuring work is completed even when employees are absent.

It also increases the department's capacity to handle complex issues and adapt to changes in employee
needs.

Employee compensation comprises wages or salaries, health benefits, and additional incentives or “fringe
benefits” such as cell phone stipends. Policies and procedures regarding employee compensation should
specify how staff are compensated and what additional benefits they may receive. However, the county
office’s policies regarding salaries and fringe benefits for administrative/support staff are outdated and lack
clarity. Administrative Regulation 4431 — Salaries and Fringe Benefits was last updated in 1989 and lacks

a clear definition of fringe benefits for administrative/support staff. In addition, the county office’s website
lists a salary schedule that has different effective dates.

Moreover, the Human Resources Department must train its employees on leaves of absences. This will
enable employees to provide timely customer service to leave requests, prevent burnout, and ensure
compliance with legal requirements. Additionally, it will reduce dependency on a single individual, allowing
others to step in and provide support when necessary, minimizing workflow disruptions.

Fiscal Crisis and Management Assistance Team Marin County Office of Education iv
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EXECUTIVE SUMMARY

The Human Resources Department’s staff needs training relevant to human resources and personnel
functions, so they can maintain compliance with legal requirements and provide service and support to the
county office’s employees. County office staff also have limited training and experience in human resources
and personnel functions.

The county office plays a multifaceted role in credentialing, providing support to certificated staff and
local districts within Marin County and serving as districts’ liaison to the California Commission on Teacher
Credentialing. The county office assists educators in obtaining teaching credentials, evaluates credentials
from other states or countries, and supports credential renewal and maintenance. However, only one posi-
tion is allocated to credentialing duties, and there was no evidence of cross-training among staff.

Job descriptions cannot include language or requirements that discriminate against individuals with disabil-
ities, and the county office needs to ensure its job descriptions are written accordingly. Moreover, it would
benefit the county office to create job descriptions that can help management set goals and objectives for
employees. FCMAT examined a random sample of classified and certificated job descriptions and found
that some had not been updated since the 1970s. Some job descriptions included key elements, but others
were outdated and potentially misleading regarding the duties assigned to the positions.

The chief negotiator is responsible for creating and facilitating a clear and efficient process for negotiations
and the implementation of the agreements. However, the county office lacks clarity about who is respon-
sible for leading labor relations. To better serve his employees, the county superintendent must clearly
define this role. The county office must also incorporate the Business Services Department and the senior
director of human resources/personnel into the negotiations process. The county office’s collective bargain-
ing agreements also need to be updated.

Organizational charts should reflect an organization’s structure and the relationship of all positions to

one another, so staff understand the chain of command and each employee’s responsibilities. The county
office’s Human Resources Department’s organizational chart does not accurately show the department’s
reporting structure. Some positions lack clarity regarding their responsibilities, while others, such as the
director of credentials/special education/County-Wide Personnel (CWP) group, report to multiple superiors.

The county office website houses the Human Resources Department’s Staff Directory. The directory lacks
phone numbers for all but one position, and it does not indicate which employee is responsible for the
department’s various essential functions, such as for employee benefits, substitutes, attendance, risk man-
agement, and workers’ compensation. In interviews, staff indicated that their assignments are inconsistent,
and some are unclear about their responsibilities. Some staff are also unaware of which positions are repre-
sented by an association and which are unrepresented.
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Findings and Recommendations

Human Resources and Personnel departments

Human Resources Department Functions

Functions pertaining to human resources are critical to an LEA’s daily operations, affecting every level of
the organization. Human resources staff are responsible for coordinating all aspects of personnel services,
including employee recruitment, selection, onboarding and training. Human Resources departments assist
with employee evaluation and management processes and oversee employee benefits and salaries. They
also develop and implement policies and procedures to ensure compliance with collective bargaining
agreements and labor laws and regulations. An LEA relies on its Human Resources Department to effec-
tively manage personnel matters and develop a high-performing workforce.

Effective Human Resources departments are skilled in communication, conflict resolution, and employee
development. They are proactive in providing guidance on workplace policies and practices, and they
actively solicit feedback from employees to foster a positive work environment. They also promote positive
employee relations and a fair and respectful work environment, all of which contributes to an LEA’s long-
term success and fiscal solvency.

Personnel Department Functions

In a merit system' LEA, the Personnel Commission is responsible for overseeing certain aspects of the
LEA’s human resources functions (explained further in the “Personnel Commission” section of this report).
Under the direction of the Personnel Commission, Personnel Department staff provide administrative
support functions similar to those in the Human Resources Department. Personnel Department staff must
uphold the merit system while strategically aligning with the LEA’s hiring needs and priorities and ensuring
compliance with the California Education Code.

Use of “Human Resources/Personnel Department”

Because of its small size, the Marin County Office of Education has a combined department for personnel
and human resources functions, hereafter referred to as the “Human Resources/Personnel Department.”
In addition, this report refers to staff serving human resources functions as “human resources staff,” and to
those serving the Personnel Commission as “personnel staff.”

'A system for hiring, retention and training. Refer to the “Personnel Commission” section of this report for additional information.
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Personnel Commission

The California Education Code provides guidelines for optional merit systems in transitional kindergarten
through grade 12 (TK-12) LEAs. These systems include provisions for employee selection, retention, promo-
tion, and training and are intended to improve workforce efficiency and promote the public good. According
to the CSPCA, this system is based on “merit, fitness, and the principle of ‘like pay for like work.””

A Personnel Commission is an independent body that provides oversight to an LEA’s merit system.
Personnel Commissions are responsible for certain personnel matters affecting classified school employ-
ees. They are comprised of three members that are appointed for staggered three-year terms by the LEA,
the local classified association, and a neutral party who is appointed by the other two board members.
Commission members are unpaid, but they may receive health benefits.

According to the SPCA’s and NC’s Guidebook for the Selection of Personnel Commissioners, An Overview
of Merit System Principles, and Requirements for Recruiting and Appointing Personnel Commissioners:

The Personnel Commission has three core responsibilities as defined in the California
Education Code. These are as follows:

1. Oversee a personnel management program based on merit principles that ensure
the selection and promotion of employees is based solely on qualifications through
competitive examination.

2. Develop and administer policies governing employment matters to ensure the fair and
equitable treatment of employees within the classified service.

3. Conduct appeal hearings on matters involving employee disciplinary action,
employment examinations, and personnel policies and procedures.

It goes on to state that:
To execute its responsibilities, the Personnel Commission performs the following duties:

1. Establishes and maintains a position classification plan which includes creating job
descriptions, setting minimum qualifications, and allocating classifications on salary
schedules using standards that provide equal pay for equal work.

2. Adopts guidelines to analyze jobs and develop [sic] valid employment examinations.

3. Adopts rules and procedures to be followed concerning such employment subjects as
applications, examinations, employment eligibility, hiring, promotions, transfers, layoffs,
compensation, performance evaluation, discipline, and other rules necessary to carry
out classified personnel administration.

The 2017 CSPCA report on recent merit system losses addresses difficulties in maintaining neutrality when
one position serves two different boards or elected officials. The senior director of human resources/per-
sonnel and the vacant senior administrative secretary positions report to both the Personnel Commission
and to the county office. The senior director dedicates 0.4 and 0.6 full-time equivalent (FTE) to the
Personnel Commission and to the county office, respectively. The secretary dedicates 0.5 FTE to each

the Personnel Commission and to the county office. When interviewed, staff expressed uncertainty about
what should happen were there an issue or conflict of interest between the Personnel Commission and the
county office.
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Although the county office and the Personnel Commission share a good relationship, it would be beneficial
for both to collaboratively develop a conflict resolution policy to address conflicts of interest and issues.
This policy must be effectively communicated to all staff to ensure that everyone is fully aware of the proce-
dures and guidelines they must follow during such situations. Implementing a conflict resolution policy will
help prevent confusion and miscommunication.

Moreover, this policy must be reviewed and updated annually to incorporate best practices, guidelines,
and changes in laws, regulations, or the organizational structure. Doing so will help facilitate the Human
Resources/Personnel Department’s continued operations and the successful resolution of conflicts.

Recommendations

The county office should:

1.  Develop and adopt a conflict resolution policy between the county office and the Personnel
Commission.

2. Ensure all staff are aware of the newly developed conflict resolution policy.

3. Review and update its conflict resolution policy annually.
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Position Filled Before Personnel Commission
Approval of a Job Description and Salary
Schedule

Upon review of the county office’s documents and interviews with staff, FCMAT found that an employee
was assigned to a position that lacked an approved job description and salary schedule. In essence, the
employee was placed in a position that did not exist within the organization, leading to potential legal and
practical issues for both the employee and the county superintendent.

From a legal standpoint, it would be difficult for the county superintendent and the Personnel Commission
to demonstrate that the employee is qualified for the position without an approved job description. This is
because job descriptions typically outline the minimum qualifications required for the position, as well as
the role’s essential duties and responsibilities.

In addition to legal concerns, the lack of a job description can also affect the practical aspects of the
employee’s work. Without a clear understanding of their duties and responsibilities, employees may strug-
gle to effectively perform their job functions, resulting in inefficiencies, mistakes and confusion regarding
their responsibilities. This can hinder productivity and impact overall organizational performance.

To avoid these issues, the Human Resources/Personnel Department must ensure that all positions have an
approved job description before hiring staff.

Recommendations

The county office should:

1. Obtain the Personnel Commission’s approval for each reclassified or newly developed
classified job description before starting any recruitment efforts.

2. Ensure every job description has an assigned salary range or placement.
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On-/Off-boarding

Superintendent and board policies, administrative regulations (ARs), and employee handbooks are crucial
to the onboarding process because they provide essential guidance and information for new employees.
These documents simplify and standardize the onboarding process. They also outline the county office’s
values, expectations and procedures, ensuring that new employees are aware of their rights and responsi-
bilities. Relevant and up-to-date policies, regulations and handbooks also help employees quickly adapt to
their new role, so they can better serve the LEA and the public.

Superintendent and Board Policies

The elected superintendents and boards of county offices of education create and adopt written policies
that communicate the guidelines and limits under which staff may act. Education Code (EC) 1240 defines
an elected county superintendent’s responsibilities for adopting and implementing policies, and EC 1040
defines a county board’s responsibilities regarding policies. Superintendent and board policies provide

a clear and consistent framework for governing county offices’ of education operations and ensuring
compliance with legal requirements. They are based on laws contained in numerous codes, including the
Education, Government, and Public Contract codes, as well as the Code of Federal Regulations, case law
and individual LEA practices.

Superintendent and board policies are formal statements that outline the LEA’s goals, expectations, and
procedures for various areas such as student discipline, personnel management, and fiscal operations.
They provide direction and define responsibilities, which creates stability and continuity. These policies
also help communicate the LEA’s guidelines to the community, including administrators, teachers, staff,
parents and students. This promotes transparency and accountability because the community can refer to
the policies to understand how decisions are made and how they can participate in the decision-making
process.

To be effective, policies must include all requirements imposed by laws or regulations and should include
language that the LEA is fully capable of implementing. They should not contain any provisions outside of
the LEA’s legal authority. And in today's rapidly evolving legal landscape, it is imperative that LEAs review
and revise their policies as necessary to ensure compliance with all laws and legal requirements. This prac-
tice instills confidence in the community, helps protect the organization from legal challenges, and ensures
that the superintendent, board and staff are actively working to keep the LEA legally compliant and to miti-
gate risk. LEAs that fail to update their policies risk:

. Legal consequences: Failure to update policies can put the LEA at risk of violating federal
and state laws and regulations. For example, if an LEA is noncompliant with laws related to
student safety, it could be found liable if a student is harmed. Similarly, if an LEA is non-
compliant with laws related to employment practices, it could be found in violation of those
laws and face legal action.

. Financial consequences: Failure to update policies can negatively affect the LEA’s budget.
For example, if an LEA is found to be noncompliant with federal or state laws, it may lose
funding or face fines. Additionally, if an LEA is sued for a policy violation, it may incur legal
fees and other costs.

. Reputational consequences: Failure to update policies can damage an LEA’s reputation
among staff, parents, students and the community. For example, if an LEA is found to be
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noncompliant with laws or policies related to student safety, it may lose the trust of the
community and face negative publicity.

A regular review of superintendent and board policies is a vital practice that can help safeguard an LEA's
compliance with the law while also promoting effective and efficient operations. By staying up to date with
legal requirements and adopting policies that incorporate best practices and industry standards, LEAs can
reduce the risk of negative consequences, promote effective and efficient operations, and ensure that they
are providing a safe and equitable learning environment for all students.

FCMAT conducted a random sample of the county office’s policies related to human resources and person-
nel, as shown below.

Policy Approved Last Revised
4211 - Vacancies* 8/8/1989 Unknown
4213 - Assignments and Transfer 8/8/1989 Unknown
4215 - Benefits Upon Resignation 8/8/1989 Unknown
4231 - Evaluation 8/8/1989 Unknown
4232 - Complaints by Certificated Staff 8/8/1989 Unknown
4310 - Classified Service 8/8/1989 Unknown
4320 - Merit System 8/8/1989 Unknown
4331 - Vacancies* 8/8/1989 Unknown

*The 4200s and 4300s refer to policies specific to certificated and classified staff, respectively.

Source: Marin County Office of Education website.

The superintendent and board policies are highly outdated, with some policies dating to 1989. FCMAT
could not determine if any of the sampled policies have been updated or revised since they were first
approved.

Any changes or updates to the policies, procedures and regulations should be communicated to employees
in a clear and timely manner, such as through employee meetings, memos and updated handbooks. This
can help prevent confusion and ensure that all employees understand their rights and responsibilities in the
workplace.

Administrative Regulations

Administrative regulations provide detailed instructions as to how staff will implement superintendent and
board policies. As part of its analysis, FCMAT examined a sample of the county office’s ARs to review their
approval and revision dates, as shown below.

Administrative Regulation Approved Last Revised
4410 - Administrative Support Staff Positions 8/8/1989 3/12/2002
4431 - Salaries and Fringe Benefits 8/8/1989 Unknown
4442 - Sick Leave 8/8/1989 Unknown
4444 4 - Maternity Disability Leave 8/8/1989 Unknown
4450 - Professional Development 8/8/1989 Unknown
4510 - Confidential/Classified Management Positions 8/8/1989 6/13/2000
4532.4 - Rest Breaks 8/8/1989 Unknown
4532.5.5 - Part-Time Employees 8/8/1989 Unknown
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Administrative Regulation Approved Last Revised
4542 - Paid Sick Leave 8/8/1989 Unknown

Source: Marin County Office of Education website.

Similar to its superintendent and board policies, many of the county office’s sampled administrative regula-
tions have not been updated since 1989. FCMAT could not determine if any of these regulations have been
revised since they were first approved.

Employee Handbooks

Employee handbooks serve as an important communication tool between employers and employees. They
provide clear expectations, policies, and procedures that employees are expected to follow, ensuring that
everyone shares the same understanding. Handbooks also prevent legal disputes, promote consistency
and fairness, improve productivity, and help employees understand the culture and values of the organiza-
tion. Well-written employee handbooks typically include topics such as:

. The LEA’s mission/vision statement « A department mission/vision state-

. . ment (if one exists)
+  Contact information for employee

resources . Salary schedules

«  Employment-related definitions +  Employee calendars

+ Rules on attendance, leaves, and +  Employee union information
tardiness

+ Adisclaimer that the handbook

. Superintendent and board policies does not address every situation or
and administrative regulations create a contract for employment
pertinent to the employees being
addressed

Providing handbooks to employees is not required, but well-written handbooks provide essential informa-
tion and support consistency of practice.

The county office’s website lists employee handbooks for the following groups:
« Administrative/Support/Classified Management/Confidential Staff
+  Certificated Staff
+  Classified Staff
+  Walker Creek Classified Staff
+  Personnel Commission Handbook

The Administrative/Support/Classified Management/Confidential Staff handbook is outdated and has refer-
ences to policies 4400 and 4500, which are also outdated. Moreover, this handbook is dated 7/2013, and
staff indicated that it has not been recently updated. The handbooks for classified and certificated staff are
also dated 7/2013, and FCMAT could not determine whether this date represents the most recent update to
the handbooks.

Employee handbooks typically outline an organization's policies and procedures, while collective bargain-
ing agreements establish the terms and conditions of employment negotiated between the employer and
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the employees’ union. Conflicting employee handbooks and collective bargaining agreements can create
confusion and legal issues in the workplace.

FCMAT’s comparison of the county office’s employee handbooks to their respective collective bargaining
agreements found discrepancies in the language. For example, the certificated handbook and the certifi-
cated bargaining agreement differ in the language used for employees’ initial salary placement. The certif-
icated employee handbook states that a maximum of six years will be used for salary placement, while the
collective bargaining agreement states that credit will be provided for up to 13 years of service. Similarly,
the Personnel Commission’s handbook, the classified employees’ collective bargaining agreement and
the handbook all contain different versions of the section on holidays. Additionally, with the exception of
the “Recognition” section in the classified employees’ collective bargaining agreement, FCMAT could not
determine which classified handbook applied to which classified employee group.

When the language in an employee handbook conflicts with that of the collective bargaining agreement,

it can be difficult to determine which takes precedence. The collective bargaining agreement will typically
supersede the employee handbook because it is a legally binding agreement between the employer and
the union. For any issues relating to conflicting language, the county office should carefully review its hand-
books and collective bargaining agreements, seek guidance from legal counsel, and speak with the union’s
representatives.

Recommendations

The county office should:

1. Explore contracting with the California School Boards Association to assist with the county
office’s superintendent and board policies and administrative regulations.

2. Conduct a thorough review of all superintendent and board policies and administrative
regulations to ensure legal compliance.

3. Communicate all new superintendent and board policies and administrative regulations to
staff.

4., Review all policies annually to ensure they are aligned with legal requirements, industry
standards, and best practices.

5. Update all employee handbooks with references to any updated policies as needed.

6. Ensure employee handbooks are updated annually and that they do not conflict with
language in the collective bargaining agreements.
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Workers’ Compensation

The senior director of human resources/personnel is responsible for managing the workers’ compensation
program for all county office employees. When an employee is injured, human resources staff process the
claim and then review it with management. Staff interviewed expressed two concerns with their workers’
compensation process.

First, the county office’s job descriptions need to be updated and revised, as discussed in the “Job Duties:
Classified Job Descriptions” and “Certificated Job Descriptions” sections in this report. Accurate job
descriptions play a vital role in the interactive process when it comes to workers’ compensation. The “inter-
active process” refers to the legally required collaborative effort between LEAs and employees to identify
reasonable accommodations for individuals with work-related injuries or those with disabilities. During this
process, an LEA will review the job description of a particular role to understand its essential functions

and to assess whether accommodations can be made to help an employee with an injury or a disability to
perform those functions. An accurate job description will provide a comprehensive overview of the job's
requirements and allow the LEA to make an informed decision regarding suitable accommodations.

Precise job descriptions help employers to engage in meaningful discussions with employees about poten-
tial modifications, such as adjusting work schedules, modifying workstations, or providing assistive devices.
These types of potential accommodations are essential for promoting a safe and inclusive work environ-
ment and ensuring that injured workers can continue to contribute to the organization. Additionally, by
addressing individual needs and making necessary adjustments, LEAs can foster a supportive atmosphere
that prioritizes employee well-being and maximizes productivity.

Furthermore, accurate job descriptions foster transparency. They help set realistic expectations and facil-
itate open communication between LEAs, employees and insurance providers throughout the workers’
compensation process. This ensures that workers’ needs are properly addressed, leading to better out-
comes for the employees and the organization. It also promotes a fair and consistent approach to managing
workers’ compensation claims, enhancing the overall efficiency and effectiveness of the process.

FCMAT recommends that the county office updates its job descriptions with the key elements discussed
later in the “Job Duties: Classified Job Descriptions” section of this report. In the interim, FCMAT rec-
ommends that the county office defines employees’ essential functions during the interactive process.
This would allow the county office to determine whether it can provide employees with a reasonable
accommodation.

Secondly, staff interviews indicated that workers’ compensation responsibilities are sometimes shifted from
the Human Resources/Personnel Department to the Special Education Department because of the volume
of claims coming from the Special Education Department. FCMAT advises against this practice for several
reasons:

1. Human Resources departments typically consist of staff that have been trained in
employment-related matters, including workers’ compensation. They are trained in
working with third-party vendors to navigate the legal and administrative aspects of
managing workplace injuries and are tasked with ensuring compliance with relevant laws
and regulations. Shifting this responsibility to the Special Education Department, whose
primary focus is on supporting students with special needs, could impede the effective
management of workers’ compensation cases.

2. The Human Resources/Personnel Department already manages tasks and policies similar
to workers’ compensation, including those related to employee recruitment, benefits, and
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compliance. They also provide workers’ compensation information, training and forms
during the onboarding process. Assigning the task of managing workers’ compensation
to the Special Education Department could impact the department’s ability to provide
necessary support and services to students with special needs.

3. Placing workers’ compensation under the Special Education Department might create a
competing interest. The Special Education Department's primary objective is to provide
appropriate educational services and support to students with special needs. Workers’
compensation, however, focuses on addressing workplace injuries and ensuring employee
rights. Combining these two distinct functions within the same department could lead to
conflicts in prioritization and could potentially compromise the efficient management of
both areas.

FCMAT recommends that the administrative task of workers’ compensation remains solely within the
Human Resources/Personnel Department.

Recommendations

The county office should:

1. Include questions related to the employee’s essential functions during the interactive
process for any positions with job descriptions that have yet to be updated.

2. Ensure that the administrative task for workers’ compensation remains with Human
Resources/Personnel Department staff.

3. Ensure that staff are adequately trained in the interactive process.
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Employee Benefits

The county office’s Human Resources/Personnel Department is responsible for administering a wide
variety of employee benefits, including medical, dental and vision benefits. According to staff interviews,
the administrative assistant and/or secretary provides new employees with informational benefits packets
that are specific to their employee group. Staff interviews also indicated that Human Resources/Personnel
Department employees assist with basic benefit questions, while more complex questions are forwarded
to either the senior director of human resources/personnel or the third-party benefits administrators. Once
appropriate benefits forms are completed, the senior director of human resources/personnel forwards them
to the appropriate department(s). The senior director of human resources/personnel also manages the
tasks associated with the annual open enrollment period, which allows for employees to enroll in, disenroll
from, or change health benefits plans for themselves and their families.

It would benefit the county office to assign the responsibility of managing employee benefits to additional
staff members within the Human Resources/Personnel Department. This task is crucial for ensuring the
physical, mental and emotional well-being and satisfaction of all employees. The county office should not
rely on a single individual or position within the organization to carry out these responsibilities.

By distributing the task among multiple employees, the workload can be effectively managed, and the
organization can maintain continuity even in the absence, leave, or resignation of Human Resources/
Personnel Department staff. This approach ensures that others can step in to facilitate benefits processes
and minimizes disruption. It also helps staff to adapt to changes without compromising essential depart-
ment functions and increases the department’s capacity to manage complex issues and a growing work-
force. As the organization and employee needs change, having a team dedicated to managing employee
benefits will promote collaboration and efficient workflow management within the organization.

In addition, the county office’s Benefits Information and Matrices webpage provides a variety of information
and resources for staff. Human Resources/Personnel Department staff indicated that they are responsible
for the benefits of specific employee groups. However, the county office’s website does not include these
assignments. Consequently, employees with benefits-related questions may erroneously contact the senior
director of human resources/personnel for assistance. This may be time-consuming for the senior direc-

tor and could result in delayed customer service as the queries are routed to the appropriate individuals.
To improve efficacy, it would benefit the county office to indicate on its website which Human Resources/
Personnel staff are responsible for which employee group.

Recommendations

The county office should:

1. Assign the responsibility for benefits administration to an additional Human Resources/
Personnel Department staff member, and consider dividing the functions by certificated
and classified staff.

2. Ensure that the staff members assigned to administer employee benefits are adequately
trained in employee benefits.

3. Update its website to indicate the positions and staff responsible for administering
employee benefits.

4. Indicate on its website which employee is responsible for each union association regarding
general benefit questions.

Fiscal Crisis and Management Assistance Team Marin County Office of Education 11


https://www.marinschools.org/Page/4046

FINDINGS AND RECOMMENDATIONS Employee Compensation

Employee Compensation

Employee compensation typically includes a combination of wages or salary, benefits, and additional incen-
tives or fringe benefits. Wages or salary refer to the direct financial compensation for the work performed.
Additional incentives or fringe benefits may include shift differentials, longevity pay, stipends for education,
cell phone costs or automotive expenses, and more. LEAS’ policies and procedures should clearly outline
how staff are compensated and the additional incentives or fringe benefits they may be entitled to.

The county office’s AR 4431-Salaries and Fringe Benefits for administrative support staff was last updated
on August 8, 1989. There is no evidence that the policy has ever been revised or reviewed. The policy
states, “A salary schedule for Administrative/Support Staff personnel which includes fringe benefits shall be
reviewed and adopted annually by the Superintendent/Governing Board.”

Although it appears that the Administrative/Support Staff Salary Schedule for certificated staff has been
revised, the schedule listed on the county office’s website has conflicting effective dates. The webpage
lists the salary schedule as effective August 22, 2022, but the schedule itself states, “Approved May 11,
2021”7

In addition, the salary schedule references “Fringe Benefits.” However, FCMAT could not locate evidence
that the county office has clearly defined “fringe benefits” in relation to the 4400 series of policies that
are specific to administrative support staff. FCMAT found that this term was defined for other employee
classifications.

Lastly, FCMAT’s review found that the Administrative/Support (certificated) management salary schedule
and the Management and Confidential (classified) salary schedule are not comparable to one another.
The management and confidential salary schedule has five annual defined raises (steps) and indicates the
salary range. It also indicates career service increment incentives (longevity stipends) for the sixth, eighth,
10th, 12th, 14th, 16th, 18th, 20th, 22nd and 26th years of service and their respective rates. Employees are
entitled to a monthly stipend at the respective rate once they reach these milestones. Conversely, the
administrative/support management salary schedule includes annual longevity stipends only for the 15th,
18th, 20th, and 25th years of service at a respective rate. It also appears that certificated management do
not receive annual steps for compensation purposes. These employees would need to increase their con-
tracted days to receive any salary increase aside from a cost-of-living adjustment.

Recommendations

The county office should:
1. Review and update Administrative Regulation 4431.
2. Define the “fringe benefits” for administrative/support staff.
3. Ensure that salary schedules have a clearly defined effective date.
4

Consider revising the administrative/support management and management and
confidential salary schedules to achieve both equity within the county office and salaries
that are competitive with those offered by other county offices of education.
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Employee Leave Management

Local educational agencies should ensure that several Human Resources Department staff members are
trained in leaves of absences for several reasons. Firstly, it ensures continuity within the organization.
Training multiple employees in this area results in less dependency on a single individual. If one human
resources staff member is unavailable, another can step in and manage the leaves processes without inter-
ruption. This helps maintain smooth operations and prevents delays in addressing leave requests. It also
helps preserve institutional knowledge should a position with leaves management responsibilities become
vacant.

Secondly, having multiple staff members trained in leaves management allows for a timely response to
leave requests. Leaves of absence often require prompt attention and action, and county offices of educa-
tion assist both their own employees as well as those of their local districts. Additional support in this area
will ensure prompt responses, thorough documentation review, timely communication with employees, and
the completion of necessary paperwork within the required timeframes. This helps both employees and
their districts receive the support they need and minimizes the disruption caused by absences.

Thirdly, allocating the workload among multiple trained human resources professionals helps prevent burn-
out and ensures a more equitable distribution of responsibilities. Leaves of absence can be complex and
time-consuming to manage, so it is important the department provides sufficient support to employees in
this area. Doing so will lead to a more efficient and effective Human Resources Department.

Staff interviews indicated that the task of leaves management resides solely with the senior director of
human resources/personnel. FCMAT recommends that the county office work within the existing Human
Resources/Personnel Department’s staffing structure to develop and train other staff members regarding
compliance with legal requirements when managing and providing advice on leaves of absences. This will
allow these employees to collaborate on and ensure adherence to relevant employment laws, regulations
and policies. Lastly, once additional staff members have been adequately trained, the county office should
provide these employees’ contact information to the local districts as additional resources for matters per-
taining to leave management.

Recommendations

The county office of education should:

1. Assign the task of employee leaves of absence to multiple staff within the Human
Resources/Personnel Department.

2. Ensure that staff are appropriately trained on employee leaves of absence.

3. Share Human Resources/Personnel Department staff contact information with other
departments and local districts.
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Employee Relations

Employee relations involves establishing positive communication, trust and understanding between
employees and the organization. This is typically achieved by ensuring that the organization has a clear
organizational structure with sufficient staffing levels to meet the organization’s goals. It requires providing
adequate and appropriate training to staff, maintaining department calendars, and fostering a harmoni-
ous work environment. Additionally, strong employee relations contribute to improved customer service,
because satisfied and engaged employees are more likely to provide exceptional service to students, par-
ents and the community. Consequently, this enhances customer satisfaction, builds trust and loyalty, and
strengthens the organization’s reputation.

Human Resources/Personnel Department Staff Website
and Directory

LEAs’ websites should provide information about the programs and services available to students, parents,
staff and the community. Websites should use a clean and user-friendly design, with easy navigation to
various sections specific to students and staff. They must also be accessible to individuals with disabili-
ties. LEAs should also consider posting news and announcements to help keep the public informed about
recent events and updates. Websites must also be kept up to date with any organizational changes.

The county office’s website features a Personnel Department section with nine webpages housing informa-
tion and resources for staff, including a Staff Directory. Excepting the credentials analyst position, this direc-
tory lacks telephone numbers that staff and the community can use to contact Human Resources/Personnel
Department employees. The directory also lacks clarity regarding which personnel staff are responsible

for general classified and certificated employee functions, employee benefits, substitutes, attendance and
leaves, risk management, and workers’ compensation.

The ambiguity regarding staff assignments is pervasive outside of the staff directory. During inter-

views, personnel staff reported inconsistencies in employee assignments. Human Resources/Personnel
Department senior management expressed uncertainty about which employees were responsible for bene-
fits, leaves of absence, and workers’ compensation.

Some staff were also unclear about which Human Resources/Personnel Department positions are rep-
resented and which are nonrepresented, possibly because the same job title is used in multiple salary
schedules. Knowledge of position classifications is crucial for the smooth operation and management of the
Human Resources/Personnel Department, in part because staff should only be assigned tasks and respon-
sibilities within their classification.

Recommendations

The county office should:

1. Update the Human Resources/Personnel Department’s webpages with staffs’ telephone
numbers and their functions.

2. Share updated staff information with the county office’s internal and external partners.
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Desk Manuals

Desk manuals are documents created for each position that include step-by-step procedures for job

duties and workflow diagrams to ensure a better understanding of the position’s duties and their timelines.
Ensuring that another employee tests the manual’s written procedures also assists with necessary revisions
and cross-training. These manuals also:

»  Assist with training gaps that can remain after employee turnover.

. Provide guidelines for training (including cross-training), help preserve institutional knowl-
edge, and eliminate dependency on a single employee.

+  Ensure employees follow the latest and most efficient procedures.
. Effectively document and monitor segregation of duties.

These documents are particularly important when employees either leave an LEA, are on vacation, or are
absent for a long time because of illness. Although the county office has desk manuals, they are relatively
outdated and have not been revised in several years. Staff acknowledged that this is an area of concern but
explained that they lack the time necessary to update the manuals.

Staff also indicated that they lack the time needed to create and update new standard operating proce-
dures (SOPs) for inclusion in the desk manuals. SOPs provide employees with clear and concise step-by-
step instructions for performing routine tasks. They facilitate efficiency, enhance output quality, promote
consistent performances, and reduce miscommunication and noncompliance with policies and regulations.

During interviews, staff indicated that the individual in the senior administrative secretary position has been
in the role for less than a year and lacks prior experience in both personnel and human resources. This
employee relies heavily on the executive secretary (who has only been in her own position for six months)
for training and guidance. Despite both individuals having worked for the county office for several years,
FCMAT found that their knowledge and experience in personnel matters was quite limited. This situation
highlights the county office’s pressing need for updated and comprehensive desk manuals and SOPs.

Recommendations

The county office should:

1. Require staff to document a comprehensive, step-by-step SOP for each of their job duties
and include this information in a desk manual.

2. Create a template to be used for each process and procedure to ensure consistency.

3. Ensure that employees are adequately cross-trained to understand and perform all duties
when an employee is absent or needs assistance, or when a position is vacant.
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Training

Most Human Resources/Personnel Department staff lack relevant experience, having joined the depart-
ment through promotional opportunities, and they have received little guidance on their duties and respon-
sibilities. Most of their training has been “hands-on,” with staff performing job tasks while receiving limited
instruction. Staff indicated that they have been trained in various software programs, but they have not
received any training specific to human resources or personnel matters. No evidence was provided sug-
gesting that the Human Resources/Personnel Department cross-trains its staff, but it should facilitate this
practice considering the potential challenges that may arise from any absences within its small staff.

Personnel staff expressed a need for additional training, which was evident when they could not answer
basic questions related to personnel functions in areas such as workers’ compensation, benefits administra-
tion, and/or leaves of absence provisions. Accordingly, the Human Resources/Personnel Department would
immediately benefit from topic-specific training provided by outside agencies such as the California County
Superintendent’s Personnel Administrative Services Committee (PASCo), School Services of California,
California Association of School Business Officials, and Association of California School Administrators. The
development of an annual budget for training that aligns with the tasks and functions outlined in staffs’ job
descriptions would also help both the county office and its employees.

In addition, some staff indicated that they are performing tasks that are not in their respective job descrip-
tions. Some duties have been distributed among staff because of the vacant senior administrative secretary
position. The process by which these duties were distributed and whether they were equitably and appro-
priately assigned is unclear.

Recommendations

The county office should:

1. Ensure that staff are properly and continually trained for the position to which they are
assigned.

2. Ensure that the Human Resources/Personnel Department develops a written plan and
budgets for annual staff training.

3. Ensure that Human Resources/Personnel Department management and staff regularly
attend training in relevant human resources and personnel matters.

4. Consider assigning specific duties related to certificated and classified employees to
Human Resources/Personnel Department management and staff, and facilitate cross-
training to help preserve institutional knowledge.

5. Ensure that staff are performing tasks and functions that align with their job description.
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Human Resources Yearly Operational Calendar

The purpose of a Human Resources Department’s yearly operational calendar is to organize and plan the
execution of the department’s tasks and responsibilities. These calendars should assign specific tasks to
each position and department, providing clear guidance to employees and improving accountability and

efficiency. This can also help to ensure compliance with legal and regulatory requirements.

The Human Resources/Personnel Department’s yearly operational calendar does not indicate the individ-
uals or positions assigned to each task. Ambiguity about who is responsible for certain tasks may result in
delays, errors, or overlooked tasks that can have serious consequences for the county office. Accordingly,
the Human Resources/Personnel Department needs to revise its calendar to include clear assignments so
that all employees understand their responsibilities and all tasks are completed efficiently and timely.

Meetings with other departments, like business, should also be included in the revised Human Resources/
Personnel Department’s yearly operational calendar. These meetings facilitate departments’ relation-
ship-building and collaboration on important projects and initiatives, the communication of essential infor-
mation, and a better understanding of the organization. This can also help inform human resources-related
policies and initiatives and contribute to the organization’s long-term success.

Recommendations

The county office should:

1. Revise its Human Resources/Personnel Department’s yearly operational calendar to assign
tasks and/or functions to specific positions within the department.

2. Ensure staff are appropriately trained in the newly assigned task and/or function.

3. Share the newly updated Human Resources/Personnel Department’s yearly operational
calendar with other departments to encourage communication and meetings between
departments.

Fiscal Crisis and Management Assistance Team Marin County Office of Education
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Credentialing

County offices of education have a dual responsibility in regard to credentialing? — they must provide
credentialing support not only to their own certificated staff, but also to their districts. In conjunction with
the Commission on Teacher Credentialing (CTC), county offices of education are responsible for: assist-
ing educators in obtaining teaching credentials; evaluating credentials from other states or countries; and
supporting the renewal and maintenance of teaching credentials. The Marin County Office of Education
also provides additional credentialing support to its smaller districts, many of which have an average daily
attendance of less than 1,000.

The county office’s Credentials webpage is highly informative, offering various resources for both teachers
and districts. It states that teachers are provided support with the following:

. Credential information for those prepared in California

«  Credential information for those wanting to transfer a credential, or license, from out of
state or out of country

. Credential information for those with private school teaching experience
+  Application assistance with Child Development Permits
. English Language Learner authorization information
It further states that districts are provided support with the following:
+ Legal Compliance
«  Temporary County Certificates
+ District & Teacher Assistance
+  Certificated Assignment Monitoring & Reporting
. Deciles 1, 2, 3 ELLA Review
»  Districts’ Payroll Processing Support

The Credentials webpage also provides the credentials analyst’s contact information and the credential
meetings schedule. Virtual meetings are available for those who cannot meet in person. To improve effi-
ciency for both the county office and its districts, it would be beneficial for the credentials analyst to sched-
ule dedicated meeting times specifically for districts, considering the volume of their requests and the

time of year. FCMAT also recommends that the county office continue providing the credentialing services
discussed on the Credentials webpage.

Furthermore, during interviews staff indicated that additional positions were needed within the
Credentialing Department. Before the county superintendent adds any positions to this department,
FCMAT recommends that the department first conduct a time study to determine its needs. A “time study”
refers to the systematic process of observing and analyzing how staff allocate their time and perform their
tasks. Time studies involve measuring and documenting the time taken by employees to complete specific
job activities, tasks or processes. Their primary objective is to gather accurate data on the time required for
different work elements and activities, with the goal of improving productivity, identifying areas for process
optimization, and facilitating better workforce planning and resource allocation. They are more than simple
reviews of employees’ overtime — they help LEAs to determine the tasks that are vital to the organization’s

2The process used to permit teachers to legally work within designated areas, such as a specific grade level or a subject.
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success, while revealing the tasks that may no longer be important. Once the Credentialing Department’s
time study is complete, the county office can determine whether additional staffing is required and whether
any tasks can be eliminated.

Lastly, the county office only has one position dedicated to credentialing. Credentialing is a highly techni-
cal task. County offices of education have additional responsibilities beyond those of other LEAs, including
reporting to the CTC and providing support to their local districts. Consequently, FCMAT recommends that
the Marin County Office of Education immediately start cross-training other employees in credentialing.
Doing so will greatly assist the county office in the event of an unexpected leave of absence.

Recommendations

The county office should:
1. Provide dedicated separate credential meetings for both teachers and districts.

Continue to maintain the Credentials webpage and content.

2

3. Perform a time study on the employee within the credentialing department.
4. Determine appropriate tasks and staffing levels according to the time study.
5

Develop a cross-training plan to train additional staff in credentialing.
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Job Duties: Classified Job Descriptions

One of the Personnel Commission’s primary responsibilities is to develop and maintain job descriptions for
all classified staff positions. This duty is often mandated by state and federal employment laws and regula-
tions, such as the Fair Labor Standards Act, which requires employers to accurately classify positions and
pay employees based on their job duties and responsibilities.

Each job description should provide candidates and employees with a clear understanding of the position
and its responsibilities. A comprehensive job description will typically include the following key elements:

« Job Title: The job title should accurately reflect the position and its responsibilities. This
can help ensure compliance with state and federal employment laws, such as those related
to wage and hour regulations and overtime eligibility.

« Purpose: The job’s purpose should be clearly defined, including the position’s overall goals
and objectives. This can help ensure that the position is properly classified and compen-
sated in accordance with applicable employment laws and regulations.

«  Duties and Responsibilities/Essential Functions: A thorough description of the position’s
specific duties and responsibilities should be included, outlining the tasks and func-
tions that the employee will be responsible for. This can help ensure that the position is
classified correctly and that employees are paid in accordance with their job duties and
responsibilities.

«  Minimum Qualifications: The minimum qualifications required for the position should be
clearly stated, including the education, experience, credentials or certifications necessary
for the job. This can help ensure compliance with employment laws related to hiring and
equal employment opportunity.

. Preferred Qualifications: Any preferred qualifications, such as additional education or
experience that may be beneficial for the position, can also be included if they do not dis-
criminate against any classes of people who are protected under employment laws.

«  Working Conditions: A description of the working conditions associated with the position
should be included, such as the physical demands of the job, work schedule, and any other
relevant information. This can help ensure compliance with employment laws related to
workplace safety and with accommodations for employees with disabilities.

Use of these key elements can help LEAs ensure that they are in compliance with legal requirements and
guidelines. LEAs can also use their job descriptions to set goals and objectives to align employees’ perfor-
mances with the LEAS’ goals and desired outcomes. Moreover, job descriptions can identify areas where
an employee may need additional training or development. Management can help employees who are not
meeting the requirements outlined in their job descriptions by providing them with feedback and coaching
to improve their skills.

Comprehensive job descriptions are vital for maintaining compliance with the Americans with Disabilities
Act (ADA), which requires that employers make reasonable accommodations for employees with disabil-
ities. Job descriptions should state the essential functions of a position, including tasks that cannot be
removed without changing the job’s nature. Accurate job descriptions can help LEAs determine reasonable
accommodations for employees with disabilities that do not compromise positions’ fundamental duties.
LEAs should avoid listing requirements that are not essential to the job.
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The ADA requires the use of an interactive process in which employers engage in a dialogue with employ-
ees or job applicants with disabilities to determine whether a reasonable accommodation can be made
that would enable them to perform the essential functions of the job. The interactive process is an ongoing
conversation that involves sharing information about the employee's limitations and the job’s requirements,
as well as potential accommodations that may be effective. The goal is to identify an accommodation that
enables the employee to perform their job without creating an undue hardship on the employer. Employers
can be held liable for their failure to engage in the interactive process and/or to provide reasonable
accommodations.

Personnel commissions should also update their job descriptions periodically to align with best practices
and industry standards. According to staff interviews, the Personnel Commission does not consistently
update its job descriptions.

FCMAT examined a random sample of classified job descriptions to assess their condition, as shown below.

Job Title Approved/Last Revised
Classified Management
Accountant 12/14/1999
Director of Personnel 5/8/2001
Ranch Conference Manager 3/10/11991
Senior Systems Programmer 12/9/1975
Classified
Accounting Assistant 3/10/2020
Brailist 1/14/1986
Distributor IMC 6/711971
Graphics Technician 6/7/1971
Information Systems Specialist 1/9/2007
Maintenance Custodian 3/12/2019
Offset Equipment Operator 7/19/1971
Para Educator Auto Technician 71172006
Para Educator Special Education - Therapeutic Learning Center 7/1/2006
Para Educator Welding 7/1/2006
Confidential
Senior Administrative Secretary 2/10/2015
Walker Creek Ranch*
Cook 6/27/2017
Naturalist 12/12/2017

*Walker Creek Ranch is an outdoor education and retreat center staffed by the Marin County Office of Education.

Source: Marin County Office of Education website.

Some of the job descriptions were approved within the last decade and include key elements of an appro-
priate job description. However, several job descriptions are outdated by over five decades, and it is
unclear if they have ever been revised. At the time of fieldwork, the county office provided FCMAT with a
draft report that indicated the Personnel Commission plans to review all classified job descriptions. The
Personnel Commission needs to revise all job descriptions to include the key elements noted earlier in this
section. Doing so will also help to ensure compliance with the ADA.
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In addition, the county office needs to note when it has discontinued the use of a specific job title/descrip-
tion to ensure that staff and the public have access to the correct files.

Recommendations

The county office should:

1. Work with the appropriate union and the Personnel Commission to revise all classified job
descriptions.

2. Hire an outside firm that is familiar with California school operations to revise all its job
descriptions at the same time, and encourage the Personnel Commission to do the same.

3. Ensure all classified job descriptions contain the key elements of each position.
4. Ensure all job descriptions comply with the ADA and any relevant laws.

5. Review and/or revise its job descriptions annually, and encourage the Personnel
Commission to do the same.

6. Communicate with staff when their job descriptions are updated.

7. Ensure that job titles/descriptions that are no longer in use are clearly marked as such.
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Certificated Job Descriptions

It would benefit the county office to revise all its certificated management and certificated job descrip-
tions with the key job elements discussed earlier in the “Classified Job Descriptions” section of this report.
Comprehensive job descriptions help to ensure that employees have a clear understanding of their roles,
responsibilities, expectations and performance criteria. They also enable employees to align their efforts
with the county superintendent’s objectives and contribute to the county office’s success. Moreover, well-
crafted job descriptions can help the county office to attract and retain talent by providing a transparent
and fair assessment of each position’s requirements.

As part of its review, FCMAT conducted a random sampling of the county office’s certificated manage-
ment job descriptions. Upon review, FCMAT found minimal differences among the job descriptions for the
senior deputy superintendent, deputy superintendent, and assistant superintendent positions. In addition,
these job descriptions lack the positions’ minimum qualifications, required education and/or credentials
and physical requirements. They are also vague and offer little information about the positions’ duties and
responsibilities.

Documents provided to FCMAT indicate that the senior deputy superintendent job description was either
board approved or last revised in June 2022. However, information regarding any revisions or board
approval dates is lacking for the deputy superintendent and assistant superintendent job descriptions. Staff
members indicated that these job descriptions may have remained unchanged for several years or even
decades.

According to the county office’s 2022-2023 Administrative/Support Staff Salary Schedule, all three job titles
are on different salary schedules:

Job Title Annual Salary
Senior Deputy Superintendent $242,056-$262,321
Deputy Superintendent $202,902-$219,889
Assistant Superintendent $178,530-$193,476

Source: County office-provided document.

The lack of key elements and clear and distinct characteristics in the job descriptions for these positions
creates ambiguity, may cause confusion, and can result in a range of legal complications. Firstly, these job
descriptions may not comply with the ADA. Secondly, it is unclear whether these positions are classified
appropriately as certificated management. Thirdly, an employee in one of these positions may file a dis-
crimination claim for being inadequately or unfairly paid because the duties and responsibilities of these
positions are so similar. The county superintendent needs to address the lack of key elements and differen-
tiation among these job descriptions.

FCMAT also reviewed several other certificated management and certificated job descriptions, as shown
below.

Job Title Approved/Last Revised
Certificated
Special Day Class Teacher 12/1/1991
Resource Specialist Teacher 12/1/1991
County Community Class Teacher 12/1/1991
Regional Occupation Program Teacher 12/1/1991
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Job Title Approved/Last Revised
Certificated Management
Project Manager Unknown
Assistant Project Manager Unknown
Project Consultant 3/12/2002
Project Coordinator Unknown
Project Supervisor 3/12/2002
Assistant Project Supervisor 3/12/2002

Source: Marin County Office of Education website.

Several county office certificated management and certificated job descriptions were last approved in

the early 1990s, and it is unclear if they have since been revised. Other descriptions lack superintendent
approval/revision dates entirely. FCMAT also found that many of these job descriptions are vague, with
minimal information about the positions’ duties and responsibilities. Unclear job descriptions may make it
difficult for the county superintendent to attract talented candidates to its organization. In addition, some
of these job descriptions lack the positions’ physical requirements. This could create challenges for the

county office when identifying the jobs’ essential functions during the interactive process for applicants and

employees requiring accommodations. It may also leave the county office open to legal challenges under

the ADA.

Recommendations

The county office should:

1.

2.

Work with the appropriate union to revise all certificated job descriptions.

Hire an outside firm that is familiar with California school operations to revise all certificated
management and certificated job descriptions at the same time.

Ensure all certificated management and certificated job descriptions contain the key
elements of each position.

Ensure all certificated management and certificated job descriptions comply with the ADA
and any relevant laws.

Review and/or revise its certificated management and certificated job descriptions annually.

Communicate with staff when their job descriptions have been updated and approved.
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Labor Relations

Fostering positive labor relations can be key to establishing a cooperative and healthy work environ-
ment. Positive labor relations can lead to better communication, increased job satisfaction, and reduced
conflict. This, in turn, can result in increased productivity, higher quality work, and lower turnover rates.
Positive labor relations also contribute to a favorable public image, which can help an LEA to attract talent.
Ultimately, positive labor relations can play a vital role in an LEA’s long-term success and sustainability.

Despite positive relations between the county superintendent and his labor partners, it is unclear which
employee is responsible for facilitating negotiations and their implementation as the chief negotiator. The
assistant superintendent of personnel and special education indicated that she is the chief negotiator for
all four unions. However, the superintendent indicated that the assistant superintendent is the chief negoti-
ator for only three, with the deputy superintendent serving as the chief negotiator for the California School
Employees Association. The deputy superintendent himself was unaware of this responsibility. Adding to
the ambiguity, FCMAT found that the chief negotiator job task is not present in either of the job descrip-
tions for the deputy superintendent or the assistant superintendent of personnel and special education
positions.

Staff indicated that at times, the county office has not appropriately “sunshined” its proposals for collective
bargaining. “Sunshining” refers to the legal requirement that requires public sector employers to provide
advance notice of their intent to enter into collective bargaining negotiations with a union representing their
employees. The term refers to the idea of shedding light on the bargaining process and ensuring it is trans-
parent. This failing underscores the importance of having a defined and efficient process for negotiations
and their implementation. The county superintendent needs to establish a clear understanding of the chief
negotiator position, the singular individual assigned to the job, and their role and responsibilities.

FCMAT also found that key departments and staff are not always included in labor negotiations. For exam-
ple, although staff account for most of the county office’s budget, its Business Department has not typically
been included in negotiations. This department needs to be included in this process. Moreover, the posi-
tion responsible for ensuring contract compliance, the senior director of human resources/personnel, has
not been involved in the negotiations process either. This position needs to be included in the negotiations
process from start to finish. Doing so will help to ensure that all parties share the same understanding, and
that any potential compliance issues are identified and addressed early on.

Interviews also indicated that the collective bargaining agreements are outdated. The certificated collective
bargaining agreement has not seen any substantive revisions since 1991, with the bargaining teams focus-
ing mostly on salary and benefits. The county office needs to update its collective bargaining agreements
to ensure that it can effectively serve its employees and its operations.

Recommendations

The county office should:

1. Establish a clear understanding of which position is the singular designated chief
negotiator for labor relations and negotiations with the unions.

2. Ensure that its collective bargaining agreements are current and up to date.

3. Follow and adhere to all appropriate Sunshine procedures.
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4. Create atimeline for the bargaining process, and work with the Business Department and
site/department leaders to ensure that the bargaining teams are aligned with the county
office’s goals.

5. Schedule regular meetings with the associations’ leaders to foster collaboration and
positive working relationships.

6. Include the senior director of human resources/personnel in labor relations meetings and/
or negotiations to support the implementation of negotiated agreements.

7. Ensure the business department is involved with developing analyses for any type of
proposed compensation increases or settlements.
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Organizational Structure

County offices’ organizational structures should establish the framework for their leadership and the
delegation of all staff members’ specific duties and responsibilities. These structures should maximize
resources and support organizational goals. They should be adapted when services provided to districts
are increased or reduced. County offices should be staffed according to basic, generally accepted theories
of organizational structure and the standards used in other agencies of similar size and type. It is a best
practice to ensure that the organizational structure specifies key areas of authority and responsibility, and
that lines of authority and reporting are logical and clearly identified, established and communicated.

Organizational Chart

The purpose of any organizational structure is to help management make key decisions that facilitate stu-
dent learning while balancing financial resources. Organizational designs should outline the management
process and its specific links to the formal system of communication, authority, and responsibility necessary
to achieve the LEA’s goals and objectives. The department’s organizational chart should consist of staff
positions capable of fulfilling the department’s goals and responsibilities. A well-crafted organizational
chart should reflect all positions so staff understand the chain of command. Organizational charts need to
be updated when an LEA’s structure changes.

The Human Resources/Personnel Department’s organizational chart lacks clarity and does not provide an
accurate picture of the department’s structure and assignments. The chart shows that an assistant super-
intendent heads both the Personnel and Special Education departments, but interviews indicated that it is
the deputy superintendent who oversees the Personnel Department. The assistant superintendent reports
to the deputy superintendent and has limited experience with personnel, so staff rely on the senior direc-
tor of human resources/personnel for day-to-day operations. The assistant superintendent also oversees
the Special Education Department’s hiring process, which can cause inconsistencies in the county office’s
overall recruitment practices.

Staff expressed confusion about the reporting structure of the split director position. Half (0.5 FTE) of this
position serves as the director of credentials/special education/CWP and reports to the senior director of
human resources/personnel. The other half (also 0.5 FTE) serves as the director of education services and
reports to the assistant superintendent of education services and alternative education. It would benefit the
county office to have the director of credentials/special education/CWP role report directly to the assis-
tant superintendent of personnel and special education, to better align the Human Resources/Personnel
Department’s reporting structures and workflows.

One executive secretary and two senior administrative secretary positions (one of which was vacant at the
time of fieldwork) report to the senior director of human resources/personnel. Interviews indicated that one
confidential administrative assistant also supports the assistant superintendent of personnel/special edu-
cation, but this position is not included on the Human Resources/Personnel Department’s organizational
chart.

In addition, the vacant senior administrative secretary’s duties have been split between the executive sec-
retary and the other senior administrative secretary, but it is unclear which of these three positions are rep-
resented and which are nonrepresented. The county office needs to verify these positions’ classifications to
ensure that these individuals are not performing the work of another classification.
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Recommendations
The county office should:

1. Revise the Human Resources/Personnel Department’s organizational chart to reflect its line
of authority pursuant to job descriptions.

2. Review and revise the Human Resources/Personnel Department’s organizational chart as
organizational changes occur.

3. Provide the newly developed Human Resources/Personnel Department’s organizational
chart to staff.
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Human Resources/Personnel Department Staffing

The county office’s Human Resources/Personnel Department’s staffing at the time of fieldwork is shown

below.

Job Title

Assistant Superintendent

Senior Director of Human Resources/Personnel

Director

Executive Secretary
Credentials Analyst
Senior Administrative Secretary

TOTAL

Source: County office-provided documents.

FTE
01
1.0
0.5
1.0
1.0
2.0
5.6

FCMAT conducted a comparison of enrollment and Human Resources Department FTE of districts located
within Marin County. The county office’s Human Resources/Personnel Department’s total FTE was included
in this comparison because various functions related to the recruitment of classified positions must be

carried out regardless of the presence or absence of a Personnel Commission. Data was sourced from

Ed-Data.org, the county office’s and the districts’ websites, or obtained directly from the county office

and the districts. When using data from the websites, FCMAT assumed that the positions were full time
(1.0 FTE). In some cases, a portion of an FTE was split among or between various departments (which is

common in smaller districts). This information is shown below.
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*Total FTE includes staff serving the Personnel Commission.

Bolinas-Stinson
Kentfield

Laguna Joint

Lagunitas
Larkspur-Corte Madera
Mill Valley

Miller Creek Elementary
Nicasio

Novato Unified

Reed Union

Ross

Ross Valley

San Rafael City Schools
Sausalito Marin City
Shoreline Unified

Tamalpais Union High

Marin County Office of Education*
AVERAGE****

Marin County Office of Education Districts

2021-22 Enrollment

94
1,034
21
180
1,354
2,415
1,762
36
7,419
1,022
369
1,748
4,277
394
485
5,060
5M
1,658

Human Resources
Department FTE*

0.50*
0.00
0.00

0.50*

1.50**
2.00

1.50™
0.00
6.00

2.00*

2.00™

4.00**
5.00

1.00**

1.00**
3.00
5.60
2.09

**Human Resources Department FTE is shared with other departments and is not dedicated solely to human resources.
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FINDINGS AND RECOMMENDATIONS Human Resources/Personnel Department Staffing

***Includes the total enroliment from both San Rafael City Elementary and San Rafael City High school districts.
****Marin County Office of Education was included in the calculation of this average.

Sources: Ed-Data.org, and county office’s and districts’ websites and staff.

Marin County districts’ student enrollment ranged from a low of 21to a high of 7,419, with an average

of 1,658. Districts’ Human Resources departments’ FTE ranged from a low of O FTE, with no employee
specifically assigned to the Human Resources Department, to a high of 6.00 FTE. Marin County districts
employed an average of 2.09 FTE in their Human Resources departments. Nine districts in Marin County
had an enrollment of under 1,000, and they may not have a dedicated human resources professional
because of their small size. Consequently, the Marin County Office of Education provides services to help
some of these districts meet their human resources needs.

FCMAT also conducted a comparison of enrollment, county class (county offices of education with an aver-
age daily attendance between 15,000 and 29,999), and human resources FTE. FCMAT sourced and ana-
lyzed the data in the same manner discussed previously, as shown below.

2021-22 P2 Average Daily Human Resources
Class V*  County Offices of Education* Attendance Department FTE

1 Marin 29,236 5.6
2 Butte*™* 26,253 13.0
8 El Dorado 28,512 9.0
4 Humboldt 15,926 7.0
5 Kings 26,544 7.0
6 Madera 28,346 14.0
7 Napa 17,437 6.0
8 San Luis Obispo 29,944 8.0
9 Shasta 23,624 8.0
10 Sutter 22,247 7.0
11 Yolo 26,932 8.0

AVERAGE**** 25,000 8.4

*Average daily attendance of 15,000 to 29,999.

**Total FTE includes staff serving the Personnel Commission.

***Payroll-related staffing were removed for comparison purposes.

****Marin County Office of Education was included in the calculation of this average.

Sources: Ed-Data.org, informal FCMAT survey, and county offices’ of education websites and staff.

County offices’ of education student enrollment ranged from a low of 15,926 to a high of 29,944, with an
average of 25,000. Their Human Resources departments’ FTE ranged from a low of 5.60 FTE to a high of
14.00 FTE, with an average of 8.4 FTE.

While comparative information can provide valuable insights, it should not be the sole determinant of suit-
able staffing levels, because each county office of education is unique in the students it serves and the ser-
vices it provides to districts. That said, the Marin County Office of Education’s Human Resources/Personnel
Department appears to be understaffed. However, to justify the hiring of additional staff, the county office
needs to determine the additional services it will provide to the districts within Marin County.

Senior management indicated that the county superintendent intends to continue providing support to
the county’s smaller school districts, which often depend on it for help with matters related to human
resources. The county office needs to determine the needs of its districts (if any) and the specific services
it will provide to them. Once those needs or services have been identified, the county office can appro-
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priately staff and train its Human Resources/Personnel Department. FCMAT does not recommend adding
positions unless the county office determines the needs of or the services to be provided to its districts.

Regarding the vacant senior administrative secretary position, FCMAT recommends reclassifying this posi-
tion into either a human resources technician or an analyst to support the county office’s smaller districts.
The newly classified technician or analyst position would bridge the gap between the administrative assis-
tants and the senior director of human resources/personnel. The individual in this position needs to be
provided training so that they can serve as districts’ direct point of contact for matters related to human
resources. The senior director of human resources/personnel could also provide districts with assistance a
necessary.

If the county superintendent reclassifies an existing position into a human resources technician or analyst,
he will need to create or revise a job description for the position to clarify the newly assigned tasks. The
organizational chart will also need to be updated accordingly, to ensure that all staff have a clear under-
standing of the position’s tasks and/or functions and how it fits into the county office’s overall structure.

Recommendations

The county office should:
1. ldentify the human resources services needs of Marin County districts.
2. Identify the external human resources services to be provided to Marin County districts.

3. Recruit and train accordingly for the identified needs and services related to human
resources.

4. Reclassify the vacant senior administrative secretary position into a human resources
technician or analyst.

5. Develop and implement a training schedule for the reclassified human resources
technician/analyst position.

6. Notify its smaller districts of the additional support that will be provided and share the
human resources technician’s/analyst’s and other staffs’ contact information.

7. Update the Human Resources/Personnel Department’s organizational chart to show the
reclassified position and its assigned tasks and/or functions.

S
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APPENDIX

Appendix A — Study Agreement

Study Agreement
FCMAT

FISCAL CRISIS & MANAGEMENT
ASSISTANCE TEAM

FISCAL CRISIS & MANAGEMENT ASSISTANCE TEAM
DRAFT STUDY AGREEMENT
February 2, 2023

The Fiscal Crisis and Management Assistance Team (FCMAT), hereinafter referred to as the
team, and the Marin County Office of Education, hereinafter referred to as the COE, mutually
agree as follows:

1. BASIS OF AGREEMENT

The team provides a variety of services to local educational agencies (LEAs). The COE has
requested that the team assign professionals to study specific aspects of the county
operations. These professionals may include staff of the team, county offices of education,
the California Department of Education, school districts, or private contractors. All work
shall be performed in accordance with the terms and conditions of this agreement.

2. SCOPE OF THE WORK

A. Scope and Objectives of the Study

1. Review operational processes and procedures in the Human Resources Department
and make recommendations for improved efficiency, if any, in the following areas:

Recruitment, selection and hiring practices
On-/Off-boarding

Workers’ compensation

Employee benefits

Employee compensation

Employee leave management

Employee relations

Credentialing

2. Review job duties and evaluate the current workflow and distribution of functions
in the above department and make recommendations for improved efficiency, if
any.
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3. Conduct an organizational and staffing review of the above department and make
recommendations for staffing improvements, if any.

B. Services and Products to be Provided

1. Orientation Meeting — The team will conduct an orientation session at the COE to
brief COE management and supervisory personnel on the team’s procedures and
the purpose and schedule of the study.

2.  On-site Review — The team will conduct an on-site review at the COE office and at
school sites if necessary.

3. Exit Meeting — The team will hold an exit meeting at the conclusion of the on-site
review to inform the COE of significant findings and recommendations to that
point.

4. Exit Letter — Approximately 10 days after the exit meeting, the team will issue an
exit letter briefly memorializing the topics discussed in the exit meeting.

5. Draft Report — Electronic copies of a preliminary draft report will be delivered to
the COE’s administration for review and comment.

6. Final Report — Electronic copies of the final report will be delivered to the COE’s
administration following completion of the review. The final report will be
published on the FCMAT website. Printed copies are available from FCMAT upon
request.

7.  Follow-Up Support — If requested by the COE within six to 12 months after
completion of the study, FCMAT will return to the COE at no cost to assess the
COE’s progress in implementing the recommendations included in the repot.
Progress in implementing the recommendations will be documented to the COE in
a FCMAT management letter. FCMAT will work with the COE on a mutually
convenient time to return for follow-up support that is no sooner than eight months
and no later than 18 months after the completion of the study.

3. PROJECT PERSONNEL
The FCMAT study team may include:

A. To Be Determined FCMAT Staff
B. To be determined FCMAT Consultant

4. PROJECT COSTS

The cost for studies requested pursuant to Education Code (EC) 42127.8(d)(1) shall be as
follows:
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A. $800 per day for each staff team member while on site, conducting fieldwork at other
locations, preparing or presenting reports, or participating in meetings. The cost of
independent FCMAT consultants will be billed at their actual daily rate for all work
performed.

B. All out-of-pocket expenses, including travel, meals, and lodging.

C. The COE will be invoiced at actual costs, with 50% of the estimated cost due following
the completion of the on-site review and the remaining amount due upon COE’s
acceptance of the final report.

Based on the elements identified in section 2A, the total not-to-exceed cost of the
study will be $23,000.

D. Any change to the scope will affect the estimate of total cost.

Payments for FCMAT’s services are payable to Kern County Superintendent of Schools -
Administrative Agent, located at 1300 17" Street, City Centre, Bakersfield, CA 93301.

5. RESPONSIBILITIES OF THE COE

A. The COE will provide office and conference room space during on-site reviews.
B. The COE will provide the following if requested:

1. Policies, regulations and prior reports that address the study scope.

2. Current or proposed organizational charts.
3. Current and two prior years’ audit reports.
4

Any documents requested on a supplemental list. Documents requested on the
supplemental list should be provided to FCMAT only in electronic format; if only
hard copies are available, they should be scanned by the COE and sent to FCMAT
in electronic format.

5. Documents should be provided in advance of fieldwork; any delay in the receipt of
the requested documents may affect the start date and/or completion date of the
project. Upon approval of the signed study agreement, access will be provided to
FCMAT’s online SharePoint document repository, where the COE shall upload all
requested documents.

C. The COE’s administration will review a draft copy of the report resulting from the
study. Any comments regarding the accuracy of the data presented in the report or the
practicability of the recommendations will be reviewed with the team prior to
completion of the final report.

Pursuant to EC 45125.1(c), representatives of FCMAT will have limited contact with pupils.

The COE shall take appropriate steps to comply with EC 45125.1(c).
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6. PROJECT SCHEDULE

The following schedule outlines the planned completion dates for different phases of the
study and will be established upon the receipt of a signed study agreement:

Orientation: to be determined

Staff Interviews: to be determined

Exit Meeting: to be determined

Preliminary Report Submitted: to be determined

Final Report Submitted: to be determined

Board Presentation: to be determined, if requested
Follow-Up Support: if requested

7. COMMENCEMENT, TERMINATION AND COMPLETION OF WORK

FCMAT will begin work as soon as it has assembled an available and appropriate study
team consisting of FCMAT staff and independent consultants, taking into consideration
other jobs FCMAT has previously undertaken and assignments from the state. The team will
work expeditiously to complete its work and deliver its report, subject to the cooperation of
the COE and any other parties from which, in the team’s judgment, it must obtain
information. Once the team has completed its fieldwork, it will proceed to prepare a draft
report and a final report. Prior to completion of fieldwork, the COE may terminate its
request for service and will be responsible for all costs incurred by FCMAT to the date of
termination under Section 4 (Project Costs). If the COE does not provide written notice of
termination prior to completion of fieldwork, the team will complete its work and deliver its
report and the COE will be responsible for the full costs. The COE understands and agrees
that FCMAT is a state agency and all FCMAT

reports are published on the FCMAT website and made available to interested parties in
state government. In the absence of extraordinary circumstances, FCMAT will not withhold
preparation, publication and distribution of a report once fieldwork has been completed, and
the COE shall not request that it do so.

8. INDEPENDENT CONTRACTOR

FCMAT is an independent contractor and is not an employee or engaged in any manner with
the COE. The manner in which FCMAT’s services are rendered shall be within its sole
control and discretion. FCMAT representatives are not authorized to speak for, represent, or

obligate the COE in any manner without prior express written authorization from an officer
of the COE.

Fiscal Crisis and Management Assistance Team Marin County Office of Education 36




APPENDIX Appendix A — Study Agreement

10.

11.

12.

INSURANCE

During the term of this agreement, FCMAT shall maintain liability insurance of not less than
$1 million unless otherwise agreed upon in writing by the COE, automobile liability
insurance in the amount required under California state law, and workers’ compensation as
required under California state law. Upon the request of the COE and the receipt of the
signed study agreement, FCMAT shall provide certificates of insurance, with Marin County
Office of Education named as additional insured, indicating applicable insurance coverages.

HOLD HARMLESS

FCMAT shall hold the COE, its board, officers, agents, and employees harmless from all
suits, claims and liabilities resulting from negligent acts or omissions of FCMAT's board,
officers, agents and employees undertaken under this agreement. Conversely, the COE shall
hold FCMAT, its board, officers, agents, and employees harmless from all suits, claims and
liabilities resulting solely from negligent acts or omissions of the COE’s board, officers,
agents and employees undertaken under this agreement.

COVID-19 PANDEMIC

Because of the existence of COVID-19 and the resulting shelter-at-home orders, local
educational agency closures and other related considerations, at FCMAT’s sole discretion,
the Scope of Work, Project Costs, Responsibilities of the District (Sections 2, 4 and 5
herein) and other provisions herein may be revised. Examples of such revisions may include,
but not be limited to, the following:

A. Orientation and exit meetings, interviews and other information-gathering activities
may be conducted remotely via telephone, videoconferencing, etc. References to on-site
work or fieldwork shall be interpreted appropriately given the circumstances.

B. Activities performed remotely that are normally performed in the field shall be billed
hourly as provided as if performed in the field (excluding out-of-pocket costs).

C. The district may be relieved of its duty to provide conference and other work area
facilities for the team.

FORCE MAJEURE

Neither party will be liable for any failure of or delay in the performance of this study
agreement due to causes beyond the reasonable control of the party, except for payment
obligations by the district.
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_ONTACT PERSON
Contact person: John Carroll, County Superintendent
Telephone: (415) 499-5801
E-mail: jcarroll@marinschools.org
Johy; County Superintendent Date
in County Office of Education

77 “"‘//““/ 7 Z;O 2/6/23

Michael H. Fine Date
Chief Executive Officer
Fiscal Crisis and Management Assistance Team
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