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Executive Summary 

Purpose, Scope, and Methodology 

The Oakland Unified School District (District) requested that School Services of California Inc. 
(SSC) conduct a Comparative Organizational Structure and Staffing Review of the District’s 
Finance Division, the Information Technology Services Department, and the Talent Division as 
compared to a group of unified school districts with similar characteristics. The analysis includes 
a review of job classifications and functions handled by the Finance Division (including Payroll, 
Budget, Risk Management, Procurement, Accounting, and Accounts Payable), the Information 
Technology Services Department, and the Talent Division.  

SSC conducted virtual interviews with District leadership team members to discuss job 
responsibilities, staff workload, channels of communication, division of responsibilities, and the 
perceived effectiveness and efficiency of the current organizational structure for the 
divisions/department under review. 

The following six comparative districts participated by providing some or all the data requested. 
The comparative district group was selected based upon similar enrollment and district type—
unified school district serving grades K–12. These elements are industry standard factors used to 
evaluate staffing levels between school districts. Enrollment size and district type allow for similar 
economies of scale to be evaluated as well as similar programs provided by grade levels. The 
district funding type was also considered, and basic aid or community-funded school districts were 
excluded due to the high variances of revenue. While enrollment is an important factor when 
comparing staffing across school districts, the number of schools served also has an impact on the 
staffing required to deliver services directly to school programs. Due to the high number of schools 
present in the District, one comparative district—Fresno Unified School District (USD)—was 
included as a school district with more similar number of schools, even though the enrollment is 
almost double that found in the District. It is also important to note that the number of schools is 
used as a ratio divisor, but it is assumed that in addition to the schools served, the 
divisions/departments included in this review also support the district/central office and other non-
traditional school programs.  
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Figure 1: Comparative District Group 

County  District Name 
2020–21 

Enrollment 
Number of 
Schools1 

2020–21 
UPP2 

San Bernardino  Fontana USD  35,461  45  87% 

Fresno  Fresno USD  69,709  100  89% 

Riverside  Moreno Valley USD  31,593  39  84% 

Alameda  Oakland USD  35,489  81  76% 

Riverside  Riverside USD  39,443  47  67% 

Orange  Santa Ana USD  43,917  54  88% 

San Joaquin  Stockton USD  33,943  56  82% 
Source: California Department of Education (CDE), DataQuest 
12020‐21 list of schools from DataQuest—does not include district/central office or non‐
traditional school programs (e.g. charter schools, child development centers, nonpublic schools) 
2UPP: Unduplicated Pupil Percentage 

 
The data contained within this report was collected by a survey of the comparison districts and is 
as complete and accurate as the districts were able to provide.  

For each functional area, SSC staff provide calculations of the number of students enrolled per 
full-time equivalent (FTE) position for the District and all comparative districts. Five of the six 
comparative districts have similar enrollment levels as compared to the District, but there is  
some variation with the inclusion of Fresno USD, so this student enrollment per FTE calculation 
allows for the best comparison in evaluating service levels provided across each district. The 
enrollment-to-staffing ratios will be presented and ranked from lowest ratio to highest ratio. A low 
enrollment-to-staff ratio indicates that a school district has more staff relative to enrollment—a 
higher level of staffing as compared to the similar district group. A high enrollment-to-staff ratio 
indicates that a school district has fewer staff relative to enrollment—a lower level of staffing as 
compared to the similar district group. This ratio is an important factor to consider when evaluating 
the staffing of divisions/departments providing direct services to schools and programs, students, 
and employees, as the number of staff relative to the size of the school district can have a direct 
impact on the level of services provided. 

General Observations 

While enrollment is an important factor when comparing staffing across school districts, the 
number of schools served also has an impact on the staffing required to delivery services directly 
to schools. When compared to districts of similar total enrollment size, the District has between 
one and a half and two times the number of schools. The average number of schools for the 
comparative district group with comparable enrollment is 49— almost 40% less than the number 
of schools found in the District (81). When compared to Fresno USD with enrollment almost 
double the District at 69,709 and 100 schools, the District has just 19 fewer schools.  
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Figure 2: Comparative District Group—Number of Schools 

County  District Name 
2020–21 

Enrollment 
Number of 
Schools 

Number of Oakland USD 
Schools Relative to 
Comparative District  

Riverside  Moreno Valley USD  31,593  39  2.1 

San Bernardino  Fontana USD  35,461  45  1.8 

Riverside  Riverside USD  39,443  47  1.7 

Orange  Santa Ana USD  43,917  54  1.5 

San Joaquin  Stockton USD  33,943  56  1.4 

Fresno  Fresno USD1  69,709  100  0.8 

Alameda  Oakland USD  35,489  81  N/A 
Source: CDE, DataQuest and District provided list of schools (see Attachment A) 
1Fresno USD was included in the comparative district group to represent a district with a similar number of schools  

found in the District.  

This factor creates challenges when comparing staffing to other districts and has a direct impact 
on the District’s staffing needs to support the higher number of schools. Staffing a higher number 
of schools has an impact on central office services like human resources functions including 
recruitment, hiring, onboarding, employee performance management; technology support of 
schools; and business services functions such as payroll and budget monitoring. A higher level of 
service required from the central office to meet the needs of school staff influences the ability of 
the District to reduce staffing levels.  

Beyond the positions needed to staff a school (including principals, vice principals, office staff, 
teachers, and support services, maintenance, operations, and grounds positions), direct services 
provided to the schools by central office services are impacted by the larger number of schools 
served. For example, the Information Technology Services Department would need to staff at a 
higher level to provide technical support to 81 schools versus the average of 49 schools found in 
the comparable district group of similar student enrollment. If a technician is assigned to support 
five schools, 17 full-time positions are needed to support the District’s 81 schools, while only 10 
full-time positions are needed to support the average of 49 schools found in the comparative 
districts of similar enrollment size. The large number of schools in the District require more staff 
to support, and economies of scale are reduced leading to less efficient provision of services. 

In addition to the 81 schools, the District also operates a robust child development program, with 
15 standalone child development centers that are also supported by the Finance and Talent 
Divisions and the Information Technology Services Department. 

Examination of data using the number of FTEs and proportionality provides a foundation from 
which to start analysis but is not definitive absent context. Local factors often have a major impact 
on staffing realities in educational agencies. During fieldwork, staff shared some of the factors that 
make Oakland USD unique when compared to other districts, including factors such as a high 
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percentage of free or reduced-priced meal eligible students, highly decentralized decision-making 
structure and procedures and functions, high staff turnover, and lack of standardization. 

Additionally, District staff report that in their experience, District initiatives can change quickly. 
The impact of this practice on staffing is twofold. First, planning time and effort is expending on 
new initiatives, redirecting staff from their existing work. Second, change must be communicated 
quickly and clearly to all involved parties. If this does not occur, staff can spend time trying to 
understand how a change impacts their role, current work, and direction, again redirecting staff 
from their existing work.  

The rate of change and pursuit of new Board of Education (Board) initiatives has had a substantial 
impact on central services and staff’s ability to provide efficient, high-quality operations for the 
benefit of students, staff, and community. Fieldwork highlighted the pace at which new Board 
initiatives were selected for implementation as a concern, and how Board initiatives can conflict 
with each other and create service gaps and technical capacity issues. When a school district’s 
initiatives are not aligned with the district’s strategic goals, it becomes important for the board and 
superintendent to provide clarity regarding the rank order of priorities. This is necessary because 
school districts receive enough money to do many things, but not enough to do everything. 
Compounded by staff turnover and role ambiguity, the operational reality created in the District is 
one where many staff are still in learning mode, or where tasks are pushed from desk to desk 
without concern for the impact to the end customer. When role ambiguity exists and operations 
are driven by tasks rather than customer satisfaction and strategic goal attainment, a “that’s not my 
job” mentality is predictable. The resultant condition is often shaped by the strongest personalities 
within each unit rather than what’s best for students and staff. In situations like this, it is incumbent 
upon administration (manager to assistant superintendent) to be active, hands-on partners with the 
team to achieve complex goals. The more complex the problem, the more hands-on leadership 
needs to be, especially in the problem identification and solution generation phases. Complex 
problems also require deeper stakeholder input, meaning customers and frontline staff need to have 
input as processes are developed, rather than a pure top-down leadership approach. Only then, can 
tasks be broken down in level of complexity to ensure they are appropriate for departmental staff. 

Providing flexibility and support to school leaders empowers them to make decisions in the best 
interest of their students and community. Conversely, complete school autonomy increases 
system-wide cost caused by misaligned calendars (overlapping workdays), uncoordinated bell 
times (for transportation), and an unwillingness to follow procedures intended to support legal 
compliance, such as with procurement. These dynamics have an effect on the District’s ability to 
effectively and efficiently provide services and can also put strain on the organizational structure 
and staff. The unique factors that influence staffing in each division/department under review will 
be considered in the following sections of the report.  

Based upon the information received through the virtual interviews with staff and a review of the 
documents provided, SSC has formulated recommendations for organizational and procedural 
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changes aimed at improving the overall efficiency and effectiveness of the divisions/departments 
under the scope of the review. 

Summary of Staffing 

The summary comparison of District office positions supporting the functions under review is 
provided in figure 3. In terms of absolute FTE, the District reported the second lowest staffing 
level at 115.35 FTE, just above Stockton USD at 108.00 FTE. The comparative group ranges from 
108.00 FTE in Stockton USD to 211.65 FTE in Fresno USD. The second highest FTE was reported 
in Santa Ana USD at 127.47 FTE. In terms of enrollment-to-staff ratios, the comparative group 
ranges from 250.74:1 in Moreno Valley USD to 344.53:1 in Santa Ana USD. The District ranks 3 
of 7 at 307.66:1.  

Consideration must also be given to the larger number of schools the District operates—more than 
double the comparative districts of similar enrollment. Because many of the functions under 
review provide direct services to schools, a comparison of FTE per school is also provided. The 
comparative group ranges from 3.23 FTE per school in Moreno Valley USD to 1.42 FTE per 
school in the District, indicating that the District has fewer staff in the functions reviewed to 
support the schools and associated operations. 
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Figure 3: Summary of Staffing 

Division/Department 
Fontana  
USD 

Fresno  
USD 

Moreno 
Valley USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Finance—Accounting, AP, Budget, Payroll  35.00  47.65  26.00  32.80  32.00  35.00  32.00 

Finance—Procurement  6.00  17.00  7.00  4.00  9.00  9.00  8.00 

Finance—Risk Management  3.50  13.00  5.00  8.75  8.00  10.00  9.00 

Information Technology Services  54.00  93.00  33.00  26.00  44.00  29.00  28.00 

Talent  27.00  41.00  55.00  43.80  27.00  44.47  31.00 

Total FTEs  125.50  211.65  126.00  115.35  120.00  127.47  108.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment per FTE  282.56  329.36  250.74  307.66  328.69  344.53  314.29 

Rank  2  6  1  3  5  7  4 

Number of Schools  45  100  39  81  47  54  56 

FTE per School  2.79  2.12  3.23  1.42  2.55  2.36  1.93 

Rank  2  5  1  7  3  4  6 

As noted earlier in this analysis, while this staffing data is provided for comparison purposes, there are many factors that can influence 
a district’s staffing such as available financial resources, differing programmatic emphasis, number of facilities and programs served, 
which services are contracted out, etc., though enrollment is typically the primary factor. The economies of scale for larger districts have 
an impact on the numbers of staff positions. In other words, there must be a certain number of staff positions to handle the centralized 
functions required for each district, and the staffing levels are, to a lesser extent, related to enrollment. It should also be noted that 
because of the large number of schools operated by the District, many of the economies of scale one would expect to find are absent, as 
a higher level of staffing is required to support the operational functions associated with individual schools.  

The process to assess the current staffing levels and identify areas that can sustain adjustment includes a shared responsibility approach 
which requires collaboration and partnerships within the school community. The focus should be on activities that are central to attaining 
instructional goals and support operational management. The first step in the assessment process includes an evaluation of essential 
services and programs, and the staffing levels assigned to support those functions as illustrated in figure 4. 
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Staffing levels should reflect the resources needed to support initiatives and goals, and every 
school district will produce a unique list due to the variance of student populations and 
communities they serve.  

Figure 4: Identification of Services  

 

The consideration of operational impacts is critical, as the elimination of services in one function 
impacts student support and instructional programs in other areas. Operational services and student 
learning intersect in many ways, and recognition of how school staffing levels influence central 
office staffing should be included in decisions related to department staffing allocations. 

   

Level III

Level II

Core

Core (Level I) functions—

Essential programs, services 

legally required, Local Control 

and Accountability Plan 

objectives 

Level II functions—Enhance 

learning experience for 

students, not legally required 

Level III—Activities which hold 

value, but are not legally 

required 
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Recommendations 

While the District should consider all the findings and recommendations provided in the report, 
specifically, we highlight the following: 

 The proportion of management and confidential positions compared to all staff positions in the 
Finance Division’s Accounting, Accounts Payable, Budget, and Payroll Department and Risk 
Management Department should be examined 

 Review of the lower number of Procurement Department staff relative to all other districts, 
specifically in the purchasing technician and buyer job classifications (nonmanagement) to 
determine if the staffing level supports the needed functions and services 

 Reorganization of the Talent Division to minimize the separation of duties and increase the 
integration of services for employee support for schools and the central office, HR operations, 
and recruitment, residency, and retention services 

 Revision of job titles for Talent Division positions, as well as revision of the Division name to 
align with industry standard 

 Assessment of clerical and administrative support in the Talent Division to align with support 
needs 

 An evaluation of staffing of the Information Technology Services Department to address 
school support needs as well as additional management and clerical support required as a result 
of the findings 

 Reorganization of the Information Technology Services Department by functional area to align 
functions and oversight 

 Evaluation of the District’s technology procedures and standards to ensure the selection of 
technology that is supportable by the Department and aligns with the District’s technology 
needs and plan 

All areas of district staffing should periodically be evaluated to ensure staffing levels are 
appropriate, with focus on the District’s priorities and goals as defined by the Board and District 
leadership, as well as available financial resources. This report should serve as a baseline for future 
analysis by the District as it evaluates its staffing and organizational needs. 
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Scope and Methodology 

Purpose and Scope 

The Oakland Unified School District (District) requested that School Services of California Inc. 
(SSC) conduct a Comparative Organizational Structure and Staffing Review of the District’s 
Finance Division, the Information Technology Services Department, and the Talent Division as 
compared to a group of unified school districts with similar characteristics. The analysis includes 
a review of job classifications and functions handled by the Finance Division (including Payroll, 
Budget, Risk Management, Procurement, Accounting, and Accounts Payable), the Information 
Technology Services Department, and the Talent Division.  

Methodology 

SSC conducted virtual interviews with District leadership team members to discuss job 
responsibilities, staff workload, channels of communication, division of responsibilities, and the 
perceived effectiveness and efficiency of the current organizational structure for the 
divisions/department under review. 

The Comparative Organizational Structure and Staffing Review also included the following: 

 Identification of a list of districts with similar characteristics to use for comparison 

 Identification of the current organizational structure and staffing levels in the divisions and 
department under review, including a general overview of the reporting responsibilities and 
functions handled within the divisions/department 

 Collection of district office organizational structure and staffing data  

 Detailed implementation suggestions that included changes in the organizational structure 
and/or staffing of the divisions/department under review 

The following six comparative districts participated by providing some or all the data requested. 
The comparative district group was selected based upon similar enrollment and district type—
unified school district serving grades K–12. These elements are industry standard factors used to 
evaluate staffing levels between school districts. Enrollment size and district type allow for similar 
economies of scale to be evaluated as well as similar programs provided by grade levels. The 
district funding type was also considered, and basic aid or community-funded school districts were 
excluded due to the high variances of revenue. While enrollment is an important factor when 
comparing staffing across school districts, the number of schools served also has an impact on the 
staffing required to deliver services directly to school programs. Due to the high number of schools 
present in the District, one comparative district—Fresno Unified School District (USD)—was 
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included as a school district with more similar number of schools, even though the enrollment is 
almost double that found in the District. It is also important to note that the number of schools is 
used as a ratio divisor, but it is assumed that in addition to the schools served, the 
divisions/departments included in this review also support the district/central office and other non-
traditional school programs.  

Figure 1: Comparative District Group 

County  District Name 
2020–21 

Enrollment 
Number of 
Schools1 

2020–21 
UPP2 

San Bernardino  Fontana USD  35,461  45  87% 

Fresno  Fresno USD  69,709  100  89% 

Riverside  Moreno Valley USD  31,593  39  84% 

Alameda  Oakland USD  35,489  81  76% 

Riverside  Riverside USD  39,443  47  67% 

Orange  Santa Ana USD  43,917  54  88% 

San Joaquin  Stockton USD  33,943  56  82% 
Source: California Department of Education (CDE), DataQuest provided list of schools 
(Attachment A) 
12020‐21 list of schools from DataQuest—does not include district/central office or non‐
traditional school programs (e.g. charter schools, child development centers, nonpublic schools) 
2UPP: Unduplicated Pupil Percentage 
 

The data contained within this report was collected by a survey of the comparison districts and is 
as complete and accurate as the districts were able to provide. The primary sources of information 
provided by the participating districts consisted of the following: 

 Position control reports for the 2020–21 school year 

 Employee rosters 

 Organizational charts 

 Other documents indicating staffing levels, organizational structure, and/or reporting 
responsibilities 

For each functional area, SSC staff provide calculations of the number of students enrolled per 
full-time equivalent (FTE) position for the District and all comparative districts. Five of the six 
comparative districts have similar enrollment levels as compared to the District, but there is  
some variation with the inclusion of Fresno USD, so this student enrollment per FTE calculation 
allows for the best comparison in evaluating service levels provided across each district. The 
enrollment-to-staffing ratios will be presented and ranked from lowest ratio to highest ratio. A low 
enrollment-to-staff ratio indicates that a school district has more staff relative to enrollment—a 
higher level of staffing as compared to the similar district group. A high enrollment-to-staff ratio 
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indicates that a school district has fewer staff relative to enrollment—a lower level of staffing as 
compared to the similar district group. This ratio is an important factor to consider when evaluating 
the staffing of divisions/departments providing direct services to schools and programs, students, 
and employees, as the number of staff relative to the size of the school district can have a direct 
impact on the level of services provided. 

Based upon the information received through the virtual interviews with staff and a review of the 
documents provided, SSC has formulated recommendations for organizational and procedural 
changes aimed at improving the overall efficiency and effectiveness of the divisions/departments 
under the scope of the review. 

What follows are SSC’s observations and analyses of the operations of the divisions/departments 
along with our recommendations, where appropriate, for operational changes to improve efficiency 
and performance.  

Overall Observations 

Organizational structure and staffing play a key role in an agency’s ability to function effectively. 
A well-designed organization with appropriate staffing levels provides clearly defined decision-
making authority, information flow, and the roles and responsibilities of employees. To attract and 
retain quality people, there needs to be a clear career path and progression ladder to enhance the 
knowledge base and personal development for employees.  

It should be noted that, while this staffing data is provided for comparison purposes, there are 
many factors that can influence a school district’s staffing such as available financial resources, 
differing programmatic emphasis, number of facilities served, which services are contracted out, 
etc., though enrollment is typically the primary factor. The figures are designed to show the staffing 
for each of the District’s divisions under review. 

The report is organized by the following functional areas under the scope of review:  

 Finance Division (Payroll, Budget, Risk Management, Procurement, Accounting, and 
Accounts Payable) 

 Talent Division 

 Information Technology Services Department 

While enrollment is an important factor when comparing staffing across school districts, the 
number of schools served also has an impact on the staffing required to delivery services directly 
to schools. When compared to districts of similar total enrollment size, the District has between 
one and a half and two times the number of schools. The average number of schools for the 
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comparative district group with comparable enrollment is 49— almost 40% less than the number 
of schools found in the District (81). When compared to Fresno USD with enrollment almost 
double the District at 69,709 and 100 schools, the District has just 19 fewer schools.  

Figure 2: Comparative District Group—Number of Schools 

County  District Name 
2020–21 

Enrollment 
Number of 
Schools 

Number of Oakland USD 
Schools Relative to 
Comparative District  

Riverside  Moreno Valley USD  31,593  39  2.1 

San Bernardino  Fontana USD  35,461  45  1.8 

Riverside  Riverside USD  39,443  47  1.7 

Orange  Santa Ana USD  43,917  54  1.5 

San Joaquin  Stockton USD  33,943  56  1.4 

Fresno  Fresno USD1  69,709  100  0.8 

Alameda  Oakland USD  35,489  81  N/A 
Source: CDE, DataQuest provided list of schools (see Attachment A) 
1Fresno USD was included in the comparative district group to represent a district with a similar number of schools 

as found in the District.  

This factor creates challenges when comparing staffing to other districts and has a direct impact 
on the District’s staffing needs to support the higher number of schools. Staffing a higher number 
of schools has an impact on central office services like human resources functions including 
recruitment, hiring, onboarding, employee performance management; technology support of 
schools; and business services functions such as payroll and budget monitoring. A higher level of 
service required from the central office to meet the needs of school staff influences the ability of 
the District to reduce staffing levels.  

Beyond the positions needed to staff a school (including principals, vice principals, office staff, 
teachers, and support services, maintenance, operations, and grounds positions), direct services 
provided to the schools by central office services are impacted by the larger number of schools 
served. For example, the Information Technology Services Department would need to staff at a 
higher level to provide technical support to 81 schools versus the average of 49 schools found in 
the comparable district group of similar student enrollment. If a technician is assigned to support 
five schools, 17 full-time positions are needed to support the District’s 81 schools, while only 10 
full-time positions are needed to support the average of 49 schools found in the comparative 
districts of similar enrollment size. The large number of schools in the District require more staff 
to support, and economies of scale are reduced leading to less efficient provision of services. 

In addition to the 81 schools, the District also operates a robust child development program, with 
15 standalone child development centers that are also supported by the Finance and Talent 
Divisions and the Information Technology Services Department. 
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Additionally, District staff report that in their experience, District initiatives can change quickly. 
The impact of this practice on staffing is twofold. First, planning time and effort is expending on 
new initiatives, redirecting staff from their existing work. Second, change must be communicated 
quickly and clearly to all involved parties. If this does not occur, staff can spend time trying to 
understand how a change impacts their role, current work, and direction, again redirecting staff 
from their existing work.  

The rate of change and pursuit of new Board of Education (Board) initiatives has had a substantial 
impact on central services and staff’s ability to provide efficient, high-quality operations for the 
benefit of students, staff, and community. Fieldwork highlighted the pace at which new Board 
initiatives were selected for implementation as a concern, and how Board initiatives can conflict 
with each other and create service gaps and technical capacity issues. When a school district’s 
initiatives are not aligned with the district’s strategic goals, it becomes important for the board and 
superintendent to provide clarity regarding the rank order of priorities. This is necessary because 
school districts receive enough money to do many things, but not enough to do everything. 
Compounded by staff turnover and role ambiguity, the operational reality created in the District is 
one where many staff are still in learning mode, or where tasks are pushed from desk to desk 
without concern for the impact to the end customer. When role ambiguity exists and operations 
are driven by tasks rather than customer satisfaction and strategic goal attainment, a “that’s not my 
job” mentality is predictable. The resultant condition is often shaped by the strongest personalities 
within each unit rather than what’s best for students and staff. In situations like this, it is incumbent 
upon administration (manager to assistant superintendent) to be active, hands-on partners with the 
team to achieve complex goals. The more complex the problem, the more hands-on leadership 
needs to be, especially in the problem identification and solution generation phases. Complex 
problems also require deeper stakeholder input, meaning customers and frontline staff need to have 
input as processes are developed, rather than a pure top-down leadership approach. Only then, can 
tasks be broken down in level of complexity to ensure they are appropriate for departmental staff. 

These dynamics have an effect on the District’s ability to effectively and efficiently provide 
services and can also put strain on the organizational structure and staff. The unique factors that 
influence staffing in each division/department under review will be considered in the following 
sections of the report.  
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Finance Division 

In this section, the Finance Division including Accounting, Accounts Payable, Budget, Payroll, Procurement, and Risk Management 
functions were analyzed. The remaining departments within the Business Services Division—Facilities, Logistics (Warehouse and 
Transportation), Strategic Resource and Planning, and Food Services—were not included in the scope of this study. 

In terms of total FTE, the District has 45.55 FTE staff to support the Finance Division functions under review. The comparative districts 
range from 38.00 FTE in Moreno Valley USD to 77.65 FTE in Fresno USD. The enrollment-to-FTE ratio ranges from 692.71:1 in 
Stockton USD to 897.73:1 in Fresno USD. The District’s ratio of 779.12:1 ranks 2 of 7 in the comparative group, indicating that the 
District has more staff relative to students enrolled than all but one comparative district. 

Figure 3: Finance Division Overall Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Total FTEs   44.50  77.65  38.00  45.55  49.00  54.00  49.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  796.88  897.73  831.39  779.12  804.96  813.28  692.71 

Rank  3  7  6  2  4  5  1 

In the District, supervision and oversight is provided by the Chief Business Official, who leads department heads for each function listed 
in the first paragraph of this section. Staffing variations between comparison districts causes substantial swings in comparative data. 
The District is the only one in the comparison group charging partial FTEs for a Staff Attorney (0.25 FTE) and a Law Clerk III (0.50 
FTE) to the Finance Division. Two of the comparison districts have employee benefits under the supervision of business services, while 
most others place that activity under the human resources function.  
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Figure 4 shows the total FTEs by job type for each comparison district including management, departmental, and clerical. In the 
comparison group, management FTEs ranged from 8.00 in Moreno Valley USD and Riverside USD to 37.00 in Fresno USD. Department 
staff FTEs ranged from 13.00 in Fontana USD to 39.00 in Santa Ana USD. Clerical staffing FTEs ranged from 2.00 in Santa Ana USD 
to 6.50 in Fontana USD.  

Figure 4: Finance Division FTEs by Job Type 

  
Fontana  
USD 

Fresno  
USD 

Moreno 
Valley USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Management Staff   25.00  37.00  8.00  25.75  8.00  13.00  13.00 

Department Staff  13.00  34.65  25.00  17.00  37.00  39.00  33.00 

Clerical Staff  6.50  6.00  5.00  2.80  4.00  2.00  3.00 

Total FTE  44.50  77.65  38.00  45.55  49.00  54.00  49.00 
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Figure 5 shows the relative proportion of each position (management, departmental, and clerical) to the total FTE count for each of the 
comparison districts. The proportion of management FTEs to total FTEs ranged from 16.3% in Riverside USD to 56.5% in the District. 
The comparison group average of management FTEs was 35.5%, which is 21% less than the management FTE proportion found in the 
District. Departmental FTEs proportionality ranged from 29.2% in Fontana USD to 75.5% in Riverside USD. The average departmental 
staffing proportionality was 55.1%, with the District at 30.7%, or the second lowest in comparative terms. Clerical FTE proportionality 
ranged from 3.7% in Santa Ana USD to 14.6% in Fontana USD, with the District at 6.1%, tied for the second lowest.  

Figure 5: Finance Division Percent of Total FTE by Job Type 

  
Fontana  
USD 

Fresno  
USD 

Moreno 
Valley USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Management Staff   56.2%  47.6%  21.1%  56.5%  16.3%  24.1%  26.5% 

Department Staff  29.2%  44.6%  65.8%  37.3%  75.5%  72.2%  67.3% 

Clerical Staff  14.6%  7.7%  13.2%  6.1%  8.2%  3.7%  6.1% 

Examination of data using the number of FTEs and proportionality provides a foundation from which to start analysis but is not definitive 
absent context. Local factors often have a major impact on staffing realities in educational agencies. During fieldwork, staff shared some 
of the factors that make Oakland USD unique when compared to other districts, including factors such as a high percentage of free or 
reduced-priced meal eligible students, highly decentralized decision-making structure and procedures and functions, high staff turnover, 
and lack of standardization. 

Providing flexibility and support to school leaders empowers them to make decisions in the best interest of their students and community. 
Conversely, complete school autonomy increases system-wide cost caused by misaligned calendars (overlapping workdays), 
uncoordinated bell times (for transportation), and an unwillingness to follow procedures intended to support legal compliance, such as 
with procurement. For example, each school is allowed to procure its own supplies and services, which, on its face, is not a bad practice. 
However, when multiple schools purchase the same materials or services and their combined purchase exceeds the bid threshold, the 
District has violated the law. Decentralized purchasing means that most of the purchasing activity takes place at the school-level or 
departments, with limited centralized service assistance. The District currently staffs the Procurement Department with one director who 
has responsibility over the transportation and warehouse functions, 1.00 FTE Analyst, and 2.00 FTEs Buyers, while the majority of the 
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comparison districts have between 6.00 to 8.00 FTEs to accomplish the same work. The Procurement Department exists to protect the 
District with clear contract language that also mitigates future liability, all while buying at the best possible value (price over the lifetime 
of an asset or service). Even in a distributive decision-making environment, schools want the best support available, but the District staff 
alignment is more suited for survival than best-in-class service. Fieldwork highlighted perceptions that school staff do not observe or 
follow policies and procedures developed by central services departments, regardless of the rationale (legal or to increase overall service 
levels). Staff shared their inability to convey or train leaders on new policies and procedures and identified a lack of access to staff as a 
key contributor to this challenge (i.e., not being able to attend staff meetings at schools or centrally). Complicating matters, staff turnover 
means a low percentage of school-level staff have the training or experience to operate independently under the limited existing policies 
and procedures. 

Distributive decision-making combined with limited willingness to partner to implement policies and procedures has created a demand 
for higher-level support staff to meet the shifting needs of school and departmental leaders, skewing the balance between management 
staff, departmental staff, and clerical staff. Best practices dictate that each activity should be completed at the organizational level 
appropriate for the task. In districts with highly developed and ingrained policies and procedures supported by a culture of participatory 
leadership and support, the majority of staff would be departmental and clerical, often with only enough clerical to support departmental 
administration. The operational reality in the District’s Finance Division demonstrates the inverse: the District’s Finance Division has 
the highest number of management FTE and the highest percentage of management positions relative to all Division staffing. This would 
lead one to deduce that the District’s Finance Division has increased administrative/management roles to meet the demands of local 
operations. Stability, aligned strategic goals, centralized processes implemented with fidelity District-wide, and an expectation of 
collaborative teamwork for the betterment of students, staff and community will help the Finance Division achieve greater efficiency 
and realign roles for a more balanced organizational structure. 

Finance Division Staffing—Accounting, Accounts Payable, Budget, and Payroll 

The District’s Finance Division has 32.80 FTE staff to support the District’s Accounting, Accounts Payable, Budget, and Payroll 
functions. The comparative districts total staff FTE range from 26.00 FTE in Moreno Valley USD to 47.65 FTE in Fresno USD. The 
enrollment-to-FTE ratio ranges from 1,013.17:1 in Fontana USD, representing the comparative district with the most staff relative to 
student enrollment, to 1,462.94:1 in Fresno USD, representing the comparative district with the fewest staff relative to student 
enrollment. The District’s ratio at 1,081.98:1 ranks 3 of 7 in the comparative group, indicating that the District has more staff relative 
to students enrolled than four of the comparative districts. 
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It should be noted that the District has a relatively high number of positions designated as management or confidential that are highly 
skilled technical positions; for example, 13.00 of the 19.00 FTE are Analyst and Accountant positions. The District’s total management 
FTE of 19.00 is the second highest of the comparative group, after Fontana USD and Fresno USD, tied at 21.00 FTE. When examining 
the department-level staff, the District has the second lowest total FTE at 12.00. This demonstrates that the District’s positions to support 
the Accounting, Accounts Payable, Budget, and Payroll functions appear to be comparable in terms of absolute FTE; however, a much 
higher percentage of the District’s positions are classified as management as compared to the other districts. This practice could have 
implications for higher employee salary costs relative to other districts with fewer management positions, as well as an imbalance of 
technical versus supervisory support available to the Finance Division. 

Figure 6: Finance Division Staffing—Accounting, Accounts Payable, Budget, and Payroll 

Finance Division—Accounting, Accounts Payable, Budget, and Payroll 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Management Staff    

Reports to the 
Deputy 

Superintendent of 
Administrative 

Services 

       

Reports to the 
Deputy 

Superintendent of 
Administrative 

Services 

  

  
Associate 

Superintendent, 
Business Service 

Chief Financial 
Officer 

Chief Business 
Official 

Chief Business 
Official 

Chief Business 
Officer and 

Governmental 
Relations 

Assistant 
Superintendent, 
Business Services 

Chief Business 
Official 

   1.00  1.00  1.00  1.00  1.00  1.00  1.00 

  
Executive 

Director, Fiscal 
Services 

Executive Officer, 
Fiscal Services 

              

   1.00  1.00                

     
Executive Director, 

Payroll 
              

      1.00                
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Finance Division—Accounting, Accounts Payable, Budget, and Payroll 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

     
Director, 
Accounting 

   Controller    

Director, 
Accounting, 
Payroll, and 
Student 

Attendance 

  

      1.00     1.00     1.00    

        
Director III, 
Business 
Services 

  Director V, 
Business Services 

  
Executive 

Director, Business 
Services 

         1.00    1.00     1.00 

      Director, Budget 
Director II,  
Budget 

Director, Budget 
Development 

   Director, Budget    

      1.00  1.00  1.00     1.00    

  
Director, Grants 
and Funding 

     
Director, 
Program 

Accounting 
        

   1.00        1.00          

  
Assistant 

Director, Fiscal 
Services 

        
Assistant 

Director, Business 
Services 

     

   1.00           1.00       

  
Coordinator, 
Fiscal Services 

                 

   1.00                   

                  Manager, Budget    

                  1.00    
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Finance Division—Accounting, Accounts Payable, Budget, and Payroll 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

     
Manager, 
Accounting 

  
Manager, Central 

Office 
Accounting 

  
Manager, 
Accounting 

Accounting 
Manager 

      1.00     1.00     1.00  1.00 

           
Executive Leader 
Transitioning 
(Payroll) 

Manager, Fiscal 
Services 
(Payroll) 

Manager, Payroll 
Payroll 

Operations 
Manager 

            1.00  1.00  1.00  1.00 

                 
Position Control 
and Financial 
Manager 

  

                  1.00    

     
Manager, 

Attendance and 
Audit 

              

      1.00                

  
Supervisor, 

Accounts Payable 
Supervisor, 
Accounting 

Supervisor III, 
Accounting 

        
Accounting 
Supervisor 

   1.00  1.00  1.00           1.00 

  
Supervisor, 
Payroll 

Supervisor, Payroll 
Supervisor III, 

Payroll 
           

   1.00  1.00  1.00             

     
Supervisor, 

Employee Service 
Center (Payroll) 

              

      1.00                
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Finance Division—Accounting, Accounts Payable, Budget, and Payroll 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

           

Senior Financial 
Analyst 

(Confidential 
Management) 

     
Senior Payroll 

Analyst 

            2.00        1.00 

   Fiscal Analyst 
Analyst II 

Accounting/Payroll 
  

Financial 
Accountant III 

Business Services 
Specialist 
(Budget) 

   Budget Analyst 

   7.00  3.00     8.00  1.00     2.00 

     
Analyst II Fiscal 

Services 
  

Financial 
Accountant II 

        

      3.00     1.00          

         
Financial 

Accountant I 
        

          1.00          

     
Analyst I Fiscal 

Services 
  

Position Control 
Analyst  

        

      5.00     1.00          

  

Benefits 
Technician 
(Confidential 
Management) 

                

   1.00                  

  
Payroll 

Technician 
                

   6.00                  

Management FTE  21.00  21.00  5.00  19.00  5.00  7.00  8.00 
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Finance Division—Accounting, Accounts Payable, Budget, and Payroll 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Department Staff                      

                 
Budget 

Technician 
(Confidential) 

Budget Assistant 
(Confidential) 

                  3.00  3.00 

     
Accountant II 
(Payroll) 

           
Payroll Analyst 
(Confidential) 

      1.00              2.00 

     
Accountant I 
(Accounting) 

Accountant     Accountant    
Payroll Assistant 
(Confidential) 

      11.65  5.00     5.00     2.00 

     
 Accountant I 
(Payroll) 

Accounting 
Specialist 

           

       2.00  1.00             

              
Accounting 
Technician 
(Attendance) 

  
Accounting 
Technician 

               1.00     2.00 

   ASB Bookkeeper                   

   1.00                   

              
Budget 

Technician II 
Categorical 

Budget Analyst 
  

               5.00  1.00    

               

                  Budget Clerk    

                  2.00    
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Finance Division—Accounting, Accounts Payable, Budget, and Payroll 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

              
Business Services 

Assistant 

District Senior 
Attendance 
Specialist 

  

               1.00  1.00    

              
Attendance 
Technician 

District 
Attendance 
Specialist 

  

               1.00  2.00    

         Account Clerk IV             

         5.00             

           
Accounts Payable 
Technician III 

  
Account 
Technician 

  

            2.00     5.00    

   Account Clerk II       
Accounts Payable 

Technician II 
  

Senior Account 
Clerk 

Accounting 
Assistant II 

   6.00        2.00     2.00  6.00 

   Account Clerk I     Account Clerk I     Account Clerk I  Account Clerk    

   2.00     1.00     5.00  1.00    

      Payroll Specialist       Lead Payroll 
Technician 

Payroll Specialist 
Senior Payroll 
Technician 

      6.00       1.00  1.00  5.00 

     
Employee  

Service Center 
Specialist (Payroll) 

Payroll Clerk 
Technician 

Payroll  
Technician II 

Payroll 
Technician 

Payroll 
Technician 

Payroll 
Technician 

      3.00  5.00  8.00  6.00  7.00  1.00 

               

                  Payroll Clerk    

                  1.00    
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Finance Division—Accounting, Accounts Payable, Budget, and Payroll 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

         Account Clerk VI             

         1.00             

  
Electronic Data 

Analyst 
  

Position Control 
Specialist 

           

   1.00     1.00             

Department Staff  10.00  23.65  19.00  12.00  25.00  26.00  21.00 

Clerical Staff                      

  
Executive 
Assistant 

Administrative 
Secretary I 

(Confidential) 

Administrative 
Assistant 

(Confidential) 

Office Manager II 
(Confidential 
Management) 

Executive 
Assistant II 

(Confidential) 

Senior Executive 
Secretary 

(Confidential) 

Executive 
Assistant III 
(Confidential) 

   1.00  1.00  1.00  1.00  1.00  1.00  3.00 

  
Administrative 

Secretary 
Department Office 

Manager 
Secretary II      

Executive 
Secretary 

(Confidential) 
  

   1.00  2.00  1.00       1.00    

  
Intermediate 
Clerk Typist 

      Receptionist 
Office  

Assistant II 
     

   2.00        0.80  1.00       

Clerical FTE  4.00  3.00  2.00  1.80  2.00  2.00  3.00 

Total FTEs  35.00  47.65  26.00  32.80  32.00  35.00  32.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  1,013.17  1,462.94  1,215.12  1,081.98  1,232.59  1,254.77  1,060.72 

Rank  1  7  4  3  5  6  2 

Source: District‐provided data         
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Finance Division—Procurement 

The District’s Finance Division has 4.00 FTE staff to support the District’s procurement function. The comparative districts total staff 
FTE range from 6.00 FTE in Fontana USD to 17.00 FTE in Fresno USD. The enrollment-to-FTE ratio ranges from 4,100.53:1 in Fresno 
USD, representing the comparative district with the most staff relative to student enrollment, to 8,872.25:1 in the District. The District’s 
ratio at 8,872.25:1 ranks last in the comparative group, indicating that the District has fewer staff relative to students enrolled than all 
of the comparative districts. The lower level of staffing is especially apparent for nonmanagement positions.  

The District has fewer Purchasing Technicians and Buyer positions than the comparative districts. The District has 2.00 FTE Buyer 
positions, as compared to the other districts that range from 4.00 FTE of similar positions in Fontana USD to 13.00 FTE in Fresno USD. 
Of the Districts with similar enrollment, the average FTE for a technician or buyer position is 5.20 FTE, more than double the FTE 
found in the District. 

The implications of the District’s lower staffing found in the District’s Procurement Department can have broad reaching impacts to the 
District. As discussed in a previous section of this report, we heard from staff that in most cases schools are operating in a decentralized 
purchasing model. While to some degree this could reduce the need for a largely staffed Procurement Department, critical functions 
must still be centralized from the department requiring adequate staff. District-wide purchasing procedures and guidelines must be 
developed and maintained, and the department must ensure compliance with purchasing, bid, and contract code requirements while 
working to mitigate future liability, all while buying at the best possible value (price over the lifetime of an asset or service). We also 
find that this is an instance of a direct service provided to schools that is likely impacted by the high number of schools found in the 
District. Each school will have purchasing needs and the centralized staff must support these functions. Because the District operates 
more schools, economies of scale are not present as found in the comparative districts with a similar enrollment level but half the schools. 
If the District is allowing schools autonomy in purchasing, by default there will be a higher number of individual purchases, and the 
potential for missing opportunities for bundling or high-volume discounts. This is an area we would recommend the District review 
further—in both District-wide purchasing functions/policies and Procurement Department staffing. 

   



Oakland Unified School District   
Comparative Organizational Structure and Staffing Review  October 21, 2021 

 

  © 2021 School Services of California Inc.  20 

Figure 7: Finance Division—Procurement 

Finance Division—Procurement 
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Moreno Valley 
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Stockton  
USD 

Management Staff    

Reports to the 
Deputy 

Superintendent of 
Administrative 
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Executive 
Director, 

Transportation & 
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Reports to the 
Deputy 

Superintendent of 
Administrative 

Services 

  

  
Director, 
Purchasing 

Executive 
Director 

Purchasing  

Director II, 
Purchasing 

Senior Manager, 
Supply Chain and 

Logistics 
(Procurement) 

Director III, 
Purchasing 

Director, 
Purchasing and 

Stores 
 

   1.00   1.00  1.00  1.00  1.00  1.00   

   Senior Buyer 
Purchasing 

Coordinator I  
     

Manager, 
Purchasing 

Purchasing 
Manager 

   1.00   1.00        1.00  1.00 

    

Purchasing 
Business 

Operations 
Manager  

             

      1.00               

      Buyer III               

      2.00               

      Buyer II            

      4.00            

      Buyer I             

      1.00             

           Contract Analyst  Contract Analyst      

           1.00  1.00      

Management Staff  2.00  10.00  1.00  2.00  2.00  2.00  1.00 
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Finance Division—Procurement 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Department Staff                      

   Buyer 
Purchasing 
Technician  

Purchasing 
Specialist 

Buyer 
Procurement 
Specialist 

Senior Buyer  Senior Buyer 

   1.00   6.00  1.00  2.00  6.00  1.00  1.00 

       
Purchasing 
Technician 

      Buyer  Buyer 

        3.00        5.00  1.00 

   Purchasing Clerk               
Purchasing 
Technician 

   2.00                4.00 

                   

Property Control 
and Records 
Retention 
Technician 

                    1.00 

               Storekeeper   

               1.00   

Department Staff  3.00  6.00  4.00  2.00  6.00  7.00  7.00 

Clerical Staff                      

  
Purchasing 
Secretary 

 Department 
Office Supervisor 

Secretary II    
Administrative 
Secretary II 

    

   1.00   1.00  1.00     1.00      

       Clerk III             

        1.00             

Clerical FTE  1.00  1.00  2.00  0.00  1.00  0.00  0.00 

Total FTEs  6.00  17.00  7.00  4.00  9.00  9.00  8.00 
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Finance Division—Procurement 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  5,910.17  4,100.53  4,513.29  8,872.25  4,382.56  4,879.67  4,242.88 

Rank  6  1  4  7  3  5  2 

Source: District‐provided data         
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Finance Division—Risk Management 

The District’s Finance Division has 8.75 FTE staff to support the District’s risk management function. The comparative districts total 
staff FTE range from 3.50 FTE in Fontana USD to 13.00 FTE in Fresno USD. The enrollment-to-FTE ratio ranges from 3,771.44:1 in 
Stockton USD, representing the comparative district with the most staff relative to student enrollment, to 10,131.71:1 in Fontana USD, 
representing the comparative district with the fewest staff relative to student enrollment. The District’s ratio at 4,055.89:1 ranks 2 of 7 
in the comparative group, indicating that the District has more staff relative to students enrolled than all but one of the comparative 
districts. 

The District has a higher number of management positions relative to all department staff as compared to the other Districts, and with 
the exception of the 1.00 FTE Risk Management Assistant, does not have any other nonmanagement staff in the department. It should 
also be noted that the District employs some positions in the Risk Management Department not found in the comparative districts 
including a Staff Attorney and Law Clerk.  

Figure 8: Finance Division—Risk Management 

Finance Division—Risk Management 
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Finance Division—Risk Management 
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Finance Division—Risk Management 
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Finance Division—Risk Management 
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Oakland  
USD 

Riverside  
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Santa Ana  
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Stockton  
USD 

               1.00       

     
Disability and 
Retirement 
Technician 

      Benefits Specialist 
Risk Management 
Benefits Specialist 

  

      3.00        1.00  1.00    

             
Employee 

Benefits Assistant 
Benefits 

Technician 
  

              2.00  1.00    

Department Staff  0.00  5.00  2.00  0.00  6.00  9.00  5.00 
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Secretary II 
   Secretary II    
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Total FTEs  3.50  13.00  5.00  8.75  8.00  10.00  9.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  10,131.71  5,362.23  6,318.60  4,055.89  4,930.38  4,391.70  3,771.44 

Rank  7  5  6  2  4  3  1 

Source: District‐provided data         
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Recommendations 

1. Review District-wide centralized processes originating in the Finance Division. Staff reports that some processes, in practice, 
are decentralized which can have an impact on efficiency and even compliance with education code and other standards. Specifically, 
a review of the District’s procurement processes is recommended to ensure District schools are complying with all purchasing and 
code requirements, and that the District is able to take advantage of purchasing economies of scale. 

2. Review classification of certain management positions. In the Accounting, Accounts Payable, Budget, and Payroll Department 
as well as the Risk Management Department, the percentage of management staff relative to all other department staff is very high 
as compared to the similar district group. This practice could have implications for higher employee salary costs relative to other 
districts with fewer management positions, as well as an imbalance of technical versus supervisory support available to the Division. 
We recommend the District review the job duties for these positions to ensure they are classified appropriately. 

3. Consider augmenting the Procurement Department staffing. The comparative analysis demonstrates that the District’s 
procurement staffing is low overall, but specifically deficient in the number of the purchasing technician or buyer positions.  
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Information Technology Services 

General Overview 

During COVID-19, school district technology departments faced an immediate and unprecedented challenge of deploying resources to 
support distance learning. Anecdotally we know that most school district technology departments in the state were not optimized with 
adequate staffing, financial resources, hardware, software, and infrastructure. When the COVID-19 pandemic required an entirely new 
educational delivery model, it strained the already lean technology systems in school districts. Now that California schools have resumed 
in-person learning, technology demands have not waned as the need to support devices deployed during the pandemic continues. The 
challenge now moves from addressing the urgent needs of unexpected distance learning to developing a long-term strategic plan to 
effectively manage all of the new devices, hardware, software, and infrastructure investments. Ensuring adequate staffing in terms of 
the number and type of positions is critical to this effort.  

Information technology resources are critical in ensuring that students are learning the skills they need, that management information is 
timely and accurate, and that staff members are working efficiently and effectively. School districts should include technology in 
strategic plans and shorter-term goal setting as the annual budget is developed. Transaction processing systems should be in place to 
ensure efficiency, management information systems should be robust and timely to provide pertinent information for decision-making, 
and procedures should be built around technology systems in order to ensure their appropriate use and the validity of data. Users should 
have pathways for requesting assistance and additional features with a clear priority scheme used to implement new technology. All of 
these functional elements should be supported by an organizational structure with well-defined and communicated reporting lines, 
assigned areas of responsibility, appropriate and reasonable manager span of control, and a clear career path and progression ladder to 
enhance the knowledge base and personal development of employees.  

Even prior to the COVID-19 pandemic, the District experienced a very high demand in the service level required of the Information 
Technology Services Department (Department). The Department already had significant projects underway including replacing the 
wireless access points and routers in the District, changing service providers, and increasing the number of devices used by students and 
staff. These investments and the increased technology needs that emerged during distance learning in 2020–21, are expected to continue 
to require higher levels of staff support, and likely financial support to maintain the level of technology currently used by the District. 
How adeptly the Department can support and advance this work is directly related to the Department’s staffing levels and organizational 
structure. 
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Organizational Structure and Staffing 

The Department supports all District technology and related services including infrastructure, business applications, educational 
systems, systems integration, and technical support. The Department is led by the Chief Technology Officer (CTO) with the support of 
a 1.0 FTE Executive Director Technology Services. Twenty-four full-time staff report to the two managers: the CTO has 10 direct 
reports, including the Executive Director, and the Executive Director has 15 direct reports.  

During interviews with staff, it was reported that the Department implemented staffing reductions over multiple years through 2019 that 
materially changed the organizational structure of the Department, reducing management positions and eliminating clerical support. As 
a result, many responsibilities previously assigned to these management and clerical positions now fall to the CTO and the Executive 
Director. This was a conscious decision by Department management to avoid reduction in direct-service positions which would have 
negatively impacted the delivery of services to students, schools, and other customers of the Department. 

In 2018, the Department had three additional management positions—a Coordinator of Instructional Technology, Coordinator of School 
Data, and a Business Manager for the Department. Additionally, the Department had a full-time Administrative Assistant. In previous 
years, the Department had additional managers on the roster including a second Executive Director, additional 1.50 FTE Coordinators, 
and a Project Manager.  

The organizational structure of any school district establishes the framework for the leadership of the district and the delegation of duties 
and responsibilities to major operational divisions. If well-designed and clearly defined, the organizational structure facilitates effective 
decision-making and efficient operations in support of student learning. Within the organizational structure lies a management hierarchy, 
which defines the level of responsibility and accountability given to managers. Generally, the management hierarchy consists of lower-
level, mid-level, and upper-level managers. Lower-level managers are at the bottom of the managerial hierarchy and are generally seen 
as coordinators, or individuals responsible for implementing and monitoring programs and systems based on established procedures. 
They have limited decision-making authority and report to mid-level managers. Mid-level managers serve as intermediaries between 
lower-level managers and upper-level managers. These managers may still be involved in the day-to-day operations but have higher 
levels of responsibility and accountability. They are generally responsible for establishing systems, creating procedures, allocating 
resources, and keeping things going in the right direction based on the direction set by upper-level managers. Upper-level managers are 
the top executives in a company and in the school context can be members of the superintendent’s cabinet. Upper-level managers are 
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leading major divisions, or departments within a division, and are setting the direction to ensure achievement of district goals and 
implementation of district initiatives 

Given the previous explanation of staffing, the result is that the Department currently has a flat organizational structure with only one 
level of management—absent are lower-level and mid-level managers. The Department’s two managers—the CTO and Executive 
Director—directly supervise and evaluate all department staff. In this structure, the managers’ span of control may be challenging 
because of the previous staff reductions and workload the two managers have absorbed. Span of control refers to the number of 
subordinates reporting directly to a supervisor. Although there is no agreed-upon ideal number of subordinates for span of control, it is 
generally agreed that the span can be larger at lower levels of an organization than at higher levels, because subordinates at lower levels 
typically perform more routine duties and can therefore be supervised more easily.1 As the division of labor is spread from top managers 
to line managers, those line managers can then supervise more people as the functions of the subordinate positions are more similar and 
routine in nature. 

In a flat organizational structure, managers are often less available to provide direct supervision and direction due to the sheer number 
of employees supervised and the broad set of functions assigned. Upper-level managers such as the CTO and Executive Director should 
be leading major divisions, or departments within a division, and setting the direction to ensure achievement of district goals and 
implementation of district initiatives. As a result of the CTO and Executive Director’s current span of control, employees must be more 
self-reliant, and the existence of current department and operational policies and procedures becomes even more critical as employees 
must rely on support from those sources versus direct management guidance. Though the organizational structure of the Department is 
flat, it is important to note that this occurred as the result of budget reductions that necessitated corresponding staff reductions eliminating 
additional management positions, not because of an intentional change to the structure to improve operations or efficiencies. As a result, 
with only two management positions, high-level decision making, and management functions are centralized to just two individuals—
the CTO and Executive Director. With 24 staff in the Department (excluding the two managers), this flat, highly centralized decision-
making structure is likely to put significant stress and strain on the Department staff, customers of the Department, and managers.  

 
1 Principles of School Business Management, Association of School Business Officials, Incorporated, Wood, R. Craig, Thompson, David C., Picus, Lawrence, O., Tharpe, Don I., 2nd Edition (1995). 
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When evaluating the span of control for a manager in an organization, there is no one-size fits all approach. Understanding the role of 
the manager and aspects of the organization can provide context to the appropriate span of control range, including: 

 Allocation of time: Is the manager also an individual contributor, or do they solely manage staff? 

 Processes/procedures: Do well-developed and standardized processes and procedures exist that have been implemented 
organization-wide? 

 Work type: Is the work standardized or unique? How similar or different is the work of staff? 

 Experience and skills: Are direct reports independent in their work? How much training and direct supervision must be provided? 

Both the CTO and Executive Director positions function as individual contributors in addition to managing staff. Both positions are also 
responsible for strategic planning for technology services to support the entire District, project management, and performing day-to-day 
operational tasks that are not typically assigned to a leadership/manager position including ordering devices, approving purchases and 
payments, preparing board reports, reviewing service contracts, and entering and approving employee leave. Strategy work requires a 
great deal of experience and industry expertise as the work is unique and generally not repeatable. When reviewing the Department 
staffing, though certain functions can be grouped together, the work generally requires a high level of technical expertise that is gained 
by hands-on training once employed by the District. Some of the work may be standardized to a degree, but the nature of technology 
services is such that navigating unpredictability and problem solving are required. 

Given existing staffing levels, department staff also reported significant challenges in providing adequate support to schools. We would 
be remiss to not address the challenges that emerge from supporting the number of schools found in the District (81 schools) versus the 
number of schools found in districts of comparable enrollment size (an average of 49 schools). Specifically for the technology operations 
and provision of service, the number of schools supported has a direct effect on the level of service provided and the staffing needed to 
support such services. While the number of student devices supported may be similar if comparing to a school district with enrollment 
similar to the District, a district with a higher number of schools will require more infrastructure support (networks, wireless access 
points, classroom technology, etc.) and potentially more teaching and support personnel devices to maintain. An analysis of each 
districts’ staffing compared to the number of schools served will also be provided. 
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The District’s Department staffing will be compared to five districts of comparable enrollment size (Fontana USD, Moreno Valley USD, 
Riverside USD, Santa Ana USD, and Stockton USD) and one district with enrollment double the District’s, but a more similar number 
of schools (Fresno USD). Figure 9 provides the enrollment and number of schools for each of the comparable districts, and the District. 

Figure 9: Information Technology Services—Number of Schools, 2020‐21 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Number of 
Schools 

45  100  39  81  47  54  56 

Source: CDE, DataQuest 2020‐21 

In addition to the 81 schools, the District also operates a robust child development program, with 15 standalone child development 
centers that are also supported by the Information Technology Services Department. The Department also provides services to the 
District’s central office departments which are located at seven different physical locations. Though not part of the comparative analysis, 
consideration should be given to the levels of support (time, staff, and budgetary) required of the Department to the 15 child development 
centers and seven physical locations for central office departments in addition to the 81 schools.  

Overall Department Staffing  

The District’s Information Technology Services Department has 26.00 FTE staff to support the District’s technology functions. The 
comparative districts total staff FTE range from 28.00 FTE in Stockton USD to 93.00 FTE in Fresno USD. The enrollment-to-FTE ratio 
ranges from 656.69:1 in Fontana USD, representing the comparative district with the most staff relative to student enrollment, to 
1,514.38:1 in Santa Ana USD, representing the comparative district with the fewest staff relative to student enrollment. The District’s 
ratio at 1,364.96:1 ranks 6 of 7 in the comparative group, indicating that the District has fewer staff relative to students enrolled than all 
but one of the comparative districts. 

Please note that SSC requested that the comparative districts provide staffing data on all technology positions that provide support in 
each district. Despite this, it is possible that the comparative districts may have certain school-based positions that are not reflected in 
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the following figures. As a result, the District’s staffing level in the Information Technology Services Department may be more deficient, 
comparatively, than the data shows.  

Figure 10: Information Technology Services—Overall Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Total FTEs  54.00  93.00  33.00  26.00  44.00  29.00  28.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  656.69   749.56   957.36   1,364.96   896.43   1,514.38   1,212.25  

Rank  1  2  4  6  3  7  5 

Number of 
Schools 

45  100  39  81  47  54  56 

 

Management Staffing 

At the management level, the District ranks the lowest (commensurate with Santa Ana USD) in the comparative group at 2.00 FTEs 
indicating that it employs fewer management-level positions than most of the group—ranging from 3.00 FTE in Stockton USD and 
17.00 FTE in Fresno USD. The average manager FTE in the comparative group is 8.00 FTE. When examining the five similar-enrollment 
comparative districts, the average manager FTE is 6.00 FTE. The enrollment-to-FTE ratio ranges from 3,286.92:1 in Riverside USD to 
21,958.50:1 in Santa Ana USD. The District’s enrollment-to-FTE ratio of 17,744.50:1 ranks 6 of 7. Figure 11 summarizes the total 
management FTE. 
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Figure 11: Information Technology Services—Management Staffing Summary 

  
Fontana  
USD 

(10/1/2020) 

Fresno  
USD 

(4/19/2021) 

Moreno Valley 
USD 

(10/1/2020) 

Oakland  
USD 

(10/1/2020) 

Riverside  
USD 

(5/1/2021) 

Santa Ana  
USD 

(4/16/2021) 

Stockton  
USD 

(10/23/2020) 

Total FTEs  7.00   17.00  6.00   2.00   12.00   2.00    3.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  5,065.86  4,100.53  5,265.50  17,744.50  3,286.92  21,958.50  11,314.33 

Rank  3  2  4  6  1  7  5 

Number of 
Schools 

45  100  39  81  47  54  56 

When examining the percentage of management staff relative to all other technology staff, the District has the second lowest percentage 
of management staff at 8%, just behind Santa Ana USD at 7%. 

Figure 12: Information Technology Services—Percentage of Management Staff 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Management FTEs  7.00   17.00  6.00  2.00   12.00   2.00    3.00 

Total FTEs  54.00  93.00  33.00  26.00  44.00  29.00  28.00 

Percentage 
Management FTE 

13%  18%  18%  8%  27%  7%  11% 

In examining the management job classifications found in the comparative districts, absent in the District is the support of the second 
tier of management (lower-level and mid-level managers): directors, coordinators, managers, and supervisors. By establishing a 
secondary management tier, technical staff can directly report to these positions, organizing the reporting line by function or service 
(i.e., instructional technology; school-level support services; network management and engineering; etc.) to streamline provision of 
training, supervision and work assignment, and evaluation. A supervisor-level position can be beneficial in creating more effective and 
efficient operations in that these positions can be responsible for implementing and monitoring programs and systems based on 
established procedures and can also be a hands-on manager to provide technical support as needed. Additionally, the span of control of 
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managers can be larger when staff supervised perform similar, repeatable work. Figure 13 provides the detailed management staffing 
for the District and the comparative districts. 

Figure 13: Information Technology Services—Detailed Management Staffing 

Information Technology Services—Total Management Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Management Staff       
Reports to 

Business Services      

Reports to the 
Deputy 

Superintendent, 
Administrative 

Services 

  

  
Chief Technology 
and Innovation 

Officer 

Chief Technology 
Officer 

Executive  
Director, 

Technology, 
Innovation, and 
Assessment 

Chief Technology 
Officer 

Director, 
Innovative 
Learner 

Engagement and 
Technology 
Services 

Director, 
Technology 
Innovation 
Services 

Chief Technology 
Officer 

   1.00  1.00  1.00  1.00  1.00  1.00  1.00 

     

Executive Officer, 
Enterprise 

Infrastructure 
and Services 

  
Executive 
Director, 

Technology 
        

      1.00     1.00          

     

Executive 
Director, 
Enterprise 
Applications 

              

      1.00                
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Information Technology Services—Total Management Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

  
Director, Online 

Education 
Director, Learning 

Support 
              

   1.00  1.00                

                

Assistant 
Director, 

Technology 
Innovation 
Services  

(Information 
Technology) 

  

                 1.00    

  
Coordinator, 
Computer 
Services 

Coordinator II, 
STEM and ATLAS 

Support 

Coordinator, 
Accountability 

  
Coordinator, 

Digital Learning 
Initiatives 

     

   1.00  1.00  2.00     1.00       

  
Coordinator, 
Network 

Communications 

Coordinator II, 
Learner Support 

School 
Information 
Systems 

Administrator 

           

   1.00  1.00  2.00             

  
Coordinator, 

Online Education 

Coordinator II, IT 
Security and 

Privacy 
              

   1.00  1.00                

     

Manager II, 
Enterprise 

Services and Core 
Infrastructure 

Network 
Manager 

  
Manager of 
Systems 

  
Technology 
Manager 
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Information Technology Services—Total Management Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

      1.00  1.00     1.00     1.00 

     
Manager I, 

Learner Support 
     

Manager, 
Instructional 
Technology 

     

      2.00        1.00       

     
Manager II, 
Network/ 
Telecomm 

     
Manager, 
Computer 
Applications 

     

      1.00        1.00       

     
Manager II, 
Enterprise 
Systems 

    

Manager, 
Network/ 
Computer 
Services 

     

      1.00       1.00       

  

Supervisor, 
Information 
Technology 

Customer Service 

Manager II, 
ATLAS Student 
Information 
System 

     
Supervisor, 
Instructional 
Technology 

  
Network 
Supervisor 

   1.00  1.00        1.00     1.00 

    
Project Manager, 
Student Records 

     
Technology 
Services 

Supervisor 
     

     1.00        1.00       

  
Information 

Security Specialist 
        

Network 
Specialist 

    

   1.00           3.00      
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Information Technology Services—Total Management Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

     Analyst II       

Specialist, 
Instructional 
Services‐
Innovation  

     

     2.00        1.00       

      Analyst I                

      1.00               

Total FTEs  7.00   17.00   6.00    2.00    12.00    2.00     3.00  

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  5,065.86  4,100.53  5,265.50  17,744.50  3,286.92  21,958.50  11,314.33 

Number of Schools  45  100  39  81  47  54  56 

Rank  3  2  4  6  1  7  5 

Source: District‐provided data 
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Technical Department Staffing 

For technical/staff positions, the District has the second lowest total FTE at 24.00 (commensurate with Stockton USD). Fresno USD 
reported the highest FTE at 74.00 FTE, and Moreno Valley USD reported the lowest staffing at 23.00 FTE. The average technical/staff 
FTE in the comparative group is 37.00 FTE. When examining the five similar-enrollment comparative districts, the average manager 
FTE is 30.00 FTE. The enrollment-to-FTE ratio ranges from 788.02:1 in Fontana USD to 1,689.12:1 in Santa Ana USD. The District’s 
enrollment-to-FTE ratio of 1,478.71:1 ranks 6 of 7. The District’s technical/staff FTE is significantly lower than the comparative group 
averages, likely impacting the District’s ability to provide needed services. Figure 14 summarizes the total technical staff FTE. 

Figure 14: Information Technology Services—Technical Staffing Summary 

Information Technology Services—Technical Staffing Summary 

  
Fontana  
USD  

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Total FTEs  45.00  74.00  23.00  24.00  29.00  26.00  24.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  788.02  942.01  1,373.61  1,478.71  1,360.10  1,689.12  1,414.29 

Rank  1  2  4  6  3  7  5 

Number of 
Schools 

45  100  39  81  47  54  56 
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In examining the technical staff job classifications found in the comparative districts, the Districts staffing for user support positions 
(school-level technology support, help desk, and other end user devices) appears to be lower than staffing levels for similar functions 
found in the comparative districts. While network administrator staffing in found in the District appears to be comparable, network 
analyst or technician-level staffing appears to be lower and could indicate that the administrator-level positions have absorbed additional 
duties as the Department experienced staffing reductions. Absent from the District’s staffing are positions to support instructional 
technology and related staff development. Figure 15 provides the detailed technical staffing for the District and the comparative districts. 

Figure 15: Information Technology Services—Detailed Technical Staffing 

Information Technology Services—Technical Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Technical 
Department Staff 

                    

Engineer/Database/
Programmer 
Designation 
 
 
 
 
 
 
 
 
 
 
 
 

  Systems Engineer 
Systems 

Administrator 
      

Systems 
Administrator 

  4.00  2.00         2.00 

Database 
Administrator 

Database 
Administrator 

  
Database 

Administrator 
  

Database 
Engineer 

Database 
Administrator 

1.00  2.00     1.00     2.00  2.00 

Junior Database 
Administrator 

         
Database 
Technician 

Database 
Applications 
Analyst 

1.00            1.00  4.00 

  
Software 
Engineer 

  
Software 

Developer IV 
Software 
Engineer 

Software 
Engineer 

  

   3.00     1.00  2.00  1.00    

  
Software 

Developer III 
  

Software 
Developer II 

        

   3.00     1.00          
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Information Technology Services—Technical Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Engineer/Database/
Programmer 
Designation Cont. 
  
  
  
  
  
  

  
Software 

Developer II 
        

Web 
Infrastructure 

Systems 
Administrator 

  

   4.00           1.00    

  
Software 
Developer I 

       
Programmer 

Analyst 
  

   1.00          4.00    

 Network 
Designation 
  
  
  
  
   

Senior Local Area 
Network Analyst 

    
Senior Network 

Engineer 
   Network Engineer 

Network 
Administrator 

2.00       1.00     1.00  2.00 

Local Area 
Network Analyst 

Network 
Technician II 

 
Senior Network 
Administrator 

  
Senior Network 

Analyst 

Lead Computer 
Networking 
Support  

Technician 

17.00  3.00    2.00     2.00  1.00 

Network 
Operations 

Center Technician 
   

Network 
Administrator I 

  
Network 
Technician 

Network Support 
Technician 

1.00      2.00     5.00  9.00 

Network Systems 
Analyst 

   
Network 

Infrastructure 
Specialist 

     

8.00      1.00       
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Information Technology Services—Technical Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Technical Support 
Designation 
   

        
Senior Computer 

Operator 
     

Computer 
Operator 

         1.00        2.00 

  
Information 
Systems 
Specialist 

  
Student 

Information 
Specialist III 

        

   1.00     3.00          

  
Student Records 

Technician 
Data Reporting 
Technician 

Information 
Systems 

Specialists II 
  

Application 
Support 

Operations 
Analyst 

Software 
Support/ Data 
Processing 
Technician 

   2.00  1.00  2.00     1.00  2.00 

  
Systems 

Technician II 
  

End User Support 
Specialist II 

        

   2.00     1.00          

Instructional 
Technology 
Specialist II 

       
Instructional 
Technology 
Technician 

   

6.00          1.00     

Instructional 
Technology 
Specialist I 

       
Lead Library/ 

Media Assistant 
     

4.00          1.00       

  
  
  
  

 
Technology 
Support  

Specialist III 
IT Analyst III 

Senior Computer 
Technician 

Help Desk  
Analyst III 

     

  4.00  4.00  2.00  2.00       
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Information Technology Services—Technical Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Technical Support 
Designation Cont. 
 

  
Technology 
Support  

Specialist II 
IT Analyst II 

School 
Technology 
Specialist 

Help Desk  
Analyst II 

     

   9.00  15.00  6.00  4.00       

  
Technology 
Support  

Specialist I 
     

Help Desk  
Analyst I 

Help Desk  
Analyst 

  

   22.00        10.00  2.00    

Help Desk 
Support Specialist 

Customer Service 
Representative  

    
Help Desk 
Assistant 

Help Desk 
Technician 

  

3.00  7.00       1.00  2.00    

Telecommunications 
Specialist 

Program 
Technician 

Technology, 
Innovation, and 
Assessment 
Assistant 

 
Data Quality 
Technician 

Business  
Analyst II 

  

2.00  3.00  1.00    4.00  3.00    

  
Web 

Administrator 
      

Business  
Analyst I 

  

   1.00         1.00    

             

       
Staff 

Development 
Specialist 

   

        3.00     

 
 

Teacher on 
Special 

Assignment 
   

Teacher on 
Special 

Assignment 
   

  3.00      1.00     
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Information Technology Services—Technical Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Total FTEs  45.00  74.00  23.00  24.00  29.00  26.00  24.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  788.02  942.01  1,373.61  1,478.71  1,360.10  1,689.12  1,414.29 

Number of Schools  45  100  39  81  47  54  56 

Rank  1  2  4  6  3  7  5 

Source: District‐provided data 

Clerical Staffing 

At the clerical support staff level, Moreno Valley USD ranks the highest at 4.00 FTE, while Santa Ana USD and Stockton USD rank 
the lowest at 1.00 FTE. The District is the only district within the group that does not employ clerical positions. The enrollment-to-FTE 
ratio ranges from 7,898.25:1 in Moreno Valley USD to 43,917.00:1 in Santa Ana USD. Figure 16 provides the summarized clerical 
staffing for the District and the comparative districts. 

Figure 16: Information Technology Services—Clerical Staffing Summary 

Information Technology Services—Clerical Staffing Summary 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Total FTEs  2.00  2.00  4.00  0.00  3.00  1.00  1.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  17,730.50  34,854.50  7,898.25  N/A  13,147.67  43,917.00  33,943.00 

Number of 
Schools 

45  100  39  81  47  54  56 

Rank  3  5  1  N/A  2  6  4 
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All of the comparative districts have clerical staffing—primarily in the form of a secretary position to provide clerical and administrative 
support to the technology departments. The average clerical FTE for the comparative group is just over 2.00. The absence of any clerical 
support in the District is unique, and as recently as 2018, an administrative assistant position supported the Department. This position 
was eliminated as a result of budget reductions to the Department. With an already lean staffing as compared to the other Districts, the 
absence of clerical support is likely to be felt acutely in the District’s Information Technology Services Department. The CTO and 
Executive Director reported absorbing many of the duties of former clerical positions. Figure 17 provides the detailed clerical staffing 
for the District and the comparative districts. 

Figure 17: Information Technology Services—Detailed Clerical Staffing 

Information Technology Services—Clerical Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Clerical Staff                      

  
Administrative 

Secretary 
Administrative 
Secretary III 

Secretary III    
Administrative 
Secretary II 

Administrative 
Secretary 

Senior 
Administrative 

Assistant 

   1.00  1.00  2.00     1.00  1.00  1.00 

  
Intermediate 
Secretary 

Department 
Office Manager 

Secretary II    
Administrative 
Secretary I 

     

   1.00  1.00  1.00     1.00       

        Data Clerk III    
Office  

Assistant III 
     

        1.00     1.00       

Total FTEs  2.00  2.00  4.00  0.00  3.00  1.00  1.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  17,730.50  34,854.50  7,898.25  N/A  13,147.67  43,917.00  33,943.00 

Number of Schools  45  100  39  81  47  54  56 

Rank  3  5  1  N/A  2  6  4 

Source: District‐provided data 
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Staffing and School Analysis 

While the staffing data provided in the previous tables demonstrates that the District’s staffing measured on a pure FTE basis, or even 
an enrollment-to-FTE ratio, is lower than found in the comparative districts, it is also critical that any evaluation of technology staffing 
also include analysis of the number of schools supported by a technology department. Though the District’s enrollment is similar to five 
of the comparative districts (Fontana USD, Moreno Valley USD, Riverside USD, Santa Ana USD, and Stockton USD), the number of 
schools supported by the District’s Information Technology Services Department is between one and a half and two times the number 
of schools reported in those comparative districts. For the similarly sized comparative districts, the average number of schools is 49 
compared to 81 in the District. When compared to Fresno USD with enrollment almost double the District at 69,709 and 100 schools, 
the District has just 19 fewer schools.  

Technology functions are deployed to and supported at schools across a school district including implementing and maintaining 
infrastructure (including wireless networks), providing hands-on technical support, and device and network set up. If, as in the District, 
technicians who support schools are assigned to more than one school, this must be considered as a factor affecting the level of support 
provided to a school if a technician is not “on-site” every day. The District reported that technicians providing school support may have 
up to 15 assigned schools, which limits the level of service that can be provided. Because of this, staffing must be viewed through the 
lens of enrollment and the number of schools supported. One would expect to see the level of staffing increase to support a larger number 
of schools.  
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The ratio of FTE support for schools was calculated in figure 18. It should be noted that the entire technology department staffing was 
included in the calculation to demonstrate the overall department staff support available to schools, with the understanding that not all 
of the department staffing will provide direct school support, but the departments provide staffing at some level to the entire district 
operation. The District’s staffing supports only 0.32 FTE to support each of the 81 schools, the lowest level of support found in the 
comparative group. For the remaining districts, the level of staffing to support each school ranges from 0.50 FTE in Stockton USD to  
1.20 FTE in Fontana USD. Without adequate staffing, staff may not be able to provide the required services and support. 

Figure 18: Information Technology Services—Staffing FTE per School 

Information Technology Services 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Total FTEs  54.00  93.00  33.00  26.00  44.00  29.00  28.00 

Number of 
Schools 

45  100  39  81  47  54  56 

FTE per School  1.20  0.93  0.85  0.32  0.94  0.54  0.50 

Rank  1  4  5  7  2  5  6 

 

Recommendations 

4. Reorganize the Department according to the functions performed by the job classifications. Technology departments can be 
broadly organized into three functions: Instructional Technology, Network and Infrastructure, and Student and Data Systems.  

a. Consider adding additional supervisory positions to oversee functional areas including technical end-user support, 
network/communications, instructional/educational technology, etc. Structuring the Department in this manner with the purpose 
of aligning functions with similar responsibilities and dependencies should allow for a more appropriate span of control for each 
supervisory or management position and enhance the standardization of support, communications, and improve service levels. 
In this model, the span of control for lower-level and mid-level managers can be larger because the functions and positions 
supervised are more similar and can be standardized. 
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5. Examine staffing at all levels and determine if augmentations can be made. Overall, the Department’s staffing is far below the 

levels found in the comparative districts. Interviews and review of staffing data over time demonstrate the reduction in management 
and clerical positions which has shifted most clerical work to the CTO and Executive Director, as well as the manager functions 
from the eliminated positions. Providing adequate staffing levels is crucial to support the current and future technology needs of the 
District. In addition to the recommendation to reorganize the Department and add supervisory positions, we recommend the 
following: 

a. Assess technical staffing levels that provide schools-level support. It is recommended that at a minimum, an assessment of 
school-level support staff be identified in order to provide further oversight and support for the delivery of technology services. 
The low ratio of FTE support per school indicates that no school has a dedicated technology staff member, and with large 
numbers of schools assigned to each technician, providing an adequate level of support will be challenging. It is common for 
larger schools to have a full-time technician assigned for support, augmented by other position supports as needed. Currently, 
school-level technicians are reported to have anywhere from 12 to 15 assigned schools, which if a regular schedule is established 
of visiting two schools a day (excluding any technology emergencies that might require a change in the schedule), technicians 
are able to visit a school every 1.5 to 2 weeks. We would recommend at a minimum, that roving technicians are assigned no 
more than five schools to allow for a at least a weekly visit, also providing time to address emergencies. The level of technical 
support required is largely dependent on the District’s technology initiatives, devices supported, and instructional technology 
needs. Based upon the District’s specific needs, a higher level of school-level technicians may be needed. 

b. Examine if existing school personnel job duties can be augmented to include targeted technology support for schools in order to 
address lower-level technology needs on days the assigned technician is not present. In some districts, this support is performed 
by with highly technical library median technicians and teachers on special assignment. These positions are based at the schools 
and can support immediate technology needs such as when classroom devices or technology are down and impacting teaching 
and learning time.  
 

c. Reestablish clerical support positions for the Department. For a district of Oakland USD’s size, having clerical support for the 
two senior management positions is necessary to allow proper assignment of functions, removing the clerical functions from the 
CTO and Executive Director. Functions for a clerical support position should include: 
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i. General administrative support including: Provision of secretarial assistance to the CTO and Executive Director, and other 
staff as assigned; maintains appointment calendar; schedules meetings. Compilation of data for and prepares reports and 
lists. Preparation of correspondence, forms, memoranda, and reports from handwritten drafts or dictation; duplication of 
materials.  

ii. Preparation of Board reports and agenda items 

iii. Posting of employee leaves  

iv. Maintaining staff absence and timesheet records to submit to the payroll office 

v. Preparation of purchase orders and participates in match and approval process for purchases and receipt of goods 

vi. Supporting department budget functions including preparing budget reports and summaries for the Department 
management  

6. Evaluate the District’s technology procedures and standards. The District should consider establishing a more centralized 
technology selection process—for software applications, hardware, and other components—and include staff participation in that 
process. This approach will reduce the risk of a technology being selected and implemented that does not meet end-user requirements, 
or the selection of a technology for which the District may not have the capacity or expertise to support—both outcomes can be 
costly to the District in terms of inefficiency and reduced morale when Department staff are unable to provide the desired high-level 
of service. The reciprocal element of this recommendation is that the Department needs the support from District leadership in 
establishing the expectation that all District staff and schools will follow the established selection process and standards. Below is a 
high-level outline of what a technology process should incorporate: 

 Identify/verify technology need 

 Identify key stakeholders of technology 

 Gather requirements from stakeholders 
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 Create a short list of leading vendors in the technology area 

 Create a matrix of features, costs, support requirement, life cycle, etc. 

 Incorporate outside opinions from Gartner, InfoWorld, peers, other districts, stakeholders, etc. 

 Weigh each of these metrics according to their relative importance to the District 

 Consider having a “bake off” of leading solutions and incorporate input from stakeholders 

 Select technology that offers “best value” to the District through careful return on investment analysis 

 Post implementation—validate whether project goals were met, and if not, identify gaps and adjust process as needed 
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 Talent Division  

Background Factors 

Review of documentation submitted during virtual fieldwork and interviews with department staff indicate that, as the result of recent 
reorganization processes and elimination of other departments and services, some functions have been reassigned to the Talent Division 
(Division). This has resulted in the migration of essential functions to the Division previously assigned to other departments or divisions. 
In addition, though the services and functions have been assigned to the Division, we did not find a corresponding increase in division 
staffing to accommodate the additional workload brought on by the increase in duties performed in the Division. This background is 
included in the analysis of the Division as it is noted by staff as significantly impacting the workload of the Division and influences the 
District’s ability to make staffing adjustments within the Division.  

Interviewees indicate that during a previous reorganization, the Organizational Effectiveness Department was eliminated. The function 
of this department was to improve the culture within the District and align the priorities with the talent (staff) within the District. After 
elimination of the Organizational Effectiveness Department, functions such as professional training for managers and classified staff 
were reassigned to the Talent Division. In addition, the Division and staff provide support for functions related to staff wellness, 
leadership growth and development, and teacher development. Information collected during interviews indicates that these departments 
were either eliminated during previous reorganizations, or the positions in other departments handling the functions were eliminated 
and the services were reassigned to the Division. In addition, the management of health and welfare benefits, which is commonly a 
shared responsibility between human resources and business services, was previously assigned to risk management in the Finance 
Division and was transferred to the Talent Division. There are currently 2.00 FTE positions supporting benefits in the Division, which 
staff indicate is functioning adequately, but any adjustments to staffing in terms of reductions will result in significant impacts to the 
District being able to support this critical function.  

Another factor which influences staffing needs and workload from Division staff perspective, is the unique circumstances found in the 
Oakland community. These circumstances are intertwined with the District’s initiatives and contribute to the development of needed 
District services. Interviews with staff indicate that the District is an integral part of the community, and the community is deeply 
integrated into the District. Due to the unique challenges and experiences within the community, current events and movements related 
to social justice and other important topics drive staffing needs in certain service areas, in addition to the needs of students. The external 
influences are also reflected in the District’s ability to retain staff. Due to the exceptional, and significant challenges of the student 
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population in the District, there is a greater need for specialized positions which provide multilingual services, mental health services, 
health clinics at schools, and community school management. In addition, the need for comprehensive support to serve special student 
populations such as homeless and youth services, and to address the District’s initiatives to focus on mental health services is greater.  

The increased need for positions in hard-to-fill areas results in increased recruitment workload. To assess Division workload related to 
recruitment, hiring and attrition data was examined as part of the analysis. Review of the data submitted in figure 19, indicates that the 
Division averaged approximately 932 new hire and rehire transactions over the last three school years. It is noted that the 2020–21 
school year was not complete when the data was submitted. Due to the hiring pace of 2020-21, it is estimated that the final number of 
recruitment transaction was greater than 691 transactions illustrated in figure 19. This data is included as the District’s focus on 
recruitment and retention is the essential objective of the Talent Division, resulting in significant workload impacts required to support 
this function.  

Figure 19: New Hire and Rehire Data 

2018–19  2019–20  2020–21 

New Hires  982  780  581 

Rehires  167  178  110 

Total  1,149  958  691 
Source: District recruitment data 
Note: 2020–21 data as of time of fieldwork (May 2021) 

In addition to workload impacts of recruitment, hiring new employees influences the induction and staff development needs of the 
District. Due to the large number of new employees hired on an annual basis, the Talent Division is under constant strain to provide 
onboarding, induction, and training services to ensure that the District’s educator and classified workforce is appropriately trained and 
qualified. Interviews with staff indicate that due to the teacher shortage, and the acute staffing needs within the District, the recruitment 
and retention program must go beyond a focus on process to integrate strategic efforts. The mindset within the Division cultivates a 
culture to grow the teacher workforce to address the challenge of staffing classrooms with fully qualified teachers. This includes what 
staff termed “wrap around” services to help provide opportunities for teacher candidates to earn credentials.  

As part of the ongoing efforts to improve teacher retention, interviews with staff indicate that the District has established an internal 
induction program with Division staff assigned to support the function. Interviewees also note that the District has implemented an in-
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house credentialing program initiative to help diminish the number of teachers working on emergency credentials. As this plan moves 
forward, staff note that the additional program support will require a review of existing Division staffing. Teacher induction is critical 
to the District’s ability to retain teachers; however, it is noted induction is typically a shared responsibility between educational services 
and human resources. Though Division staff value the responsibility of teacher induction and development, and express pride in the 
work they have done in this area, it is also recognized that staff assigned to this function are typically assigned to educational services. 
This is identified as an area which requires further assessment by the District, and one that, with current limited staffing, would struggle 
should staffing levels be reduced within the Division.  

During virtual fieldwork it was communicated that there is a sense that the Division is overwhelmed with the workload and any 
adjustments to reduce staffing would cause acute hardship in the District’s ability to operate. However, interviewees do not attribute this 
concern entirely to workload and transactional duties, but to the absence of effective systems and inequities in the distribution of work. 
In addition, staff indicate that they often field questions from employees that don’t fall within their assigned area. This is attributed to 
some of the job titles found within the Division as they are confusing and do not effectively communicate the roles and responsibilities 
of the positions.  

SSC observed that the name of the Division and some of the positions within the Division are uniquely named and titled, and therefore 
required an additional level of analysis. After review of the job duties assigned, it is determined that the job titles alone, not the work 
performed, are unique to the District, as the assigned functions to each position for human resources (HR)-related tasks aligned within 
the comparative group. This is noted in this analysis to distinguish that the Division name and job titles create a level of confusion as 
they do not accurately reflect the work performed. 

Organizational Structure and Function 

The Talent Division is responsible for a wide scope of functions, and the organizational structure reflects a separation of services within 
the department. Oversight of general HR functions such as all areas of employee management, including compensation, employee leave, 
substitute management, recruitment and retention, and other operational functions related to HR matters are all handled by the Division. 
In addition, the Division oversees all aspects of employee benefits, teacher and leader growth and development, and new teacher 
induction and peer assistance. The functional areas of employee benefits are commonly shared with the fiscal services department while 
teacher growth and development, and induction are shared with educational services. However, the department structure in the District 
includes these functions as areas of oversight by the Talent Division as reflected in figure 20.  
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Figure 20: Talent Division Organizational Chart, 2021 

 
Note: The organizational chart in Figure 20 was provided by the District and shows the former title for the Chief Talent Officer as Deputy Chief Talent. The position 

title was changed in 2019 to reflect Chief Talent Officer. The organizational chart has not yet been updated but was used in this report as a source document 

from the District. The correct title of Chief Talent Officer is used in this report. 
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Review of the comparative group organizational charts for the HR departments indicates that the District is the only district in the group 
that includes the areas of professional development and teacher induction as a function within the Division. In addition, Santa Ana USD 
provides a Classified Professional Development Department, which includes a director position with two training specialists. The 
Classified Professional Development Department is similar to the District’s Organizational Effectiveness Department, which was 
eliminated. This detail is of note as interviews with Talent Division staff indicated the Organizational Effectiveness Department was 
eliminated a few years ago, and the duties were absorbed within the Division. The additional responsibility impacts staffing needs and 
workload and reflects the trend of elimination of staff and services, then transferring the duties to the Division. In review of Santa Ana 
USD’s organizational chart, the Classified Professional Development Department is not illustrated as part of the HR Department, so HR 
does not staff to support the function in that comparative district.  

Oversight of the Talent Division is addressed through a multilevel supervisory model. The services within the Division are divided into 
their respective areas with each area assigned a partner or director with supervision responsibilities.  In review of the positions and 
organizational chart, the current structure reflects a model of departments within a department, in that each functional area has its own 
reporting line. While it is recognized that the functions related to teacher development, training, and induction should include their own 
reporting structures because they are not related to essential HR functions, the other areas involved with HR operations, recruitment and 
retention, and employee management support do not reflect an overlap of responsibility. This structure creates difficulty in the District’s 
ability to support cross training and create capacity within the department.  

Staffing Analysis 

The analysis of staffing levels in the Talent Division is based on SSC’s review of position control reports, the Division’s organizational 
chart, and virtual interviews with key staff members. Position control is a dynamic, reflecting staffing changes from day-to-day. The 
report reviewed for purposes of this analysis was retrieved at the time of SSC’s field work and staffing may have changed since the 
analysis was completed. It is further noted that the position control report included position vacancies as illustrated in figure 21.  
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Figure 21: Talent Division—Vacant Positions 

Position  Vacant FTE 

School Partner  1.0 

Manager, Leader Growth  1.0 

Assistant Staffing Support  1.0 

Specialist, Educator Effectiveness  1.0 
Source: District Position Control 

These positions may have been filled since the time of fieldwork, nevertheless since they are in position control, they are illustrated in 
the staffing tables as vacant positions. Should the District move forward with elimination of these positions and services, it is 
recommended that the positions be removed from position control records in order to maintain accurate fiscal records.  

The Talent Division has 43.80 FTE staff to support HR management and operations, teacher and classified staff professional 
development, and teacher induction functions. The comparative districts range from 27.00 FTE in Fontana USD and Riverside USD to 
55.00 FTE in Moreno Valley USD. The enrollment-to-FTE ratio ranges from 574.42:1 in Moreno Valley USD, representing the 
comparative district with the most staff relative to student enrollment, to 1,700.22:1 in Fresno USD, representing the comparative district 
with the fewest staff relative to student enrollment. The District’s ratio at 810.25:1 ranks 2 of 7 in the comparative group, indicating that 
the District has more staff relative to students enrolled than all but one comparative district. Overall staffing levels for each HR 
department are illustrated in figure 22.  

Figure 22: Talent Division—Overall Staffing 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Total FTEs  27.00  41.00  55.00  43.80  27.00  44.47  31.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  1,313.37  1,700.22  574.42  810.25  1,460.85  987.56  1,094.94 

Rank  5  7  1  2  6  3  4 
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It should be noted that, similar to the Finance Division, the District has a relatively high number of positions designated as management 
within the Talent Division. Specifically, 3.00 FTE are classified as clerical staff with the remaining 40.80 FTE designated as 
administrative, supervisory, and confidential. Due to the influence the number of confidential staff has on the allocation of management 
FTE in the Division, it is important to note the distinct differences between confidential and the administrative and supervisory 
classifications. The confidential classification are non-bargaining unit positions; however, the incumbents are not authorized to act in a 
supervisory capacity. Confidential positions are assigned duties which require a high level of analytical and technical skill, and the 
incumbents are responsible for working with a low level of supervision. In addition, an incumbent may also oversee the work of technical 
staff in the context of managing procedures, but they aren’t the direct supervisor of the employee. In review of the comparative group, 
the District is not an outlier in this area, as the majority of districts reflect a similar management-heavy staffing distribution which is 
driven by the confidential staffing levels. Fontana USD maintains the highest number of management-to-clerical staff with 1.00 FTE 
clerical, and 26.00 FTE management staff. Moreno Valley USD maintains the lowest number of management-to-clerical staff with 8.00 
FTE clerical staff out of the department total of 55.00 FTE. Of note is that while Moreno Valley maintains the lowest number of 
management staff, the District is ranked 1 of 7 in the highest staffing ratio. Detailed staffing levels by classification for each HR 
department are illustrated in figure 23.  

Figure 23: Talent Division—Detailed Staffing by Classification 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Administrator FTE  1.00  6.00  1.00  8.00  1.00  2.00  2.00 

Director Level FTE  3.00  2.00  3.00  2.00  4.00  3.00  3.00 

Manager FTE  1.00  0.00  2.00  8.00  2.00  1.00  2.00 

Confidential FTE  23.00  30.00  42.00  16.80  17.00  37.47  22.00 

Clerical Staff  1.00  5.00  8.00  3.00  5.00  3.00  3.00 

Total FTE  27.00  41.00  55.00  43.80  27.00  44.47  31.00 

 
As noted earlier in this analysis, the Talent Division supports functions related to teacher development and induction commonly shared 
with educational services. FTE is assigned within the Division to support these functions. While the FTE are reflected in the overall 
staffing allocation for the Division, figure 24 illustrates the staffing impacts of these function on the Talent Division’s ranking within 
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the comparative group and should be considered in any future staffing decisions made by the District regarding the Division. If the 
District’s teacher development and induction positions (6.00 FTE) are extracted from the Division comparative analysis, the District 
staffing would drop from 43.80 FTE to 37.80 FTE (see figure 24 below). It is important for the District to consider this function within 
Talent as the positions are not assigned HR related operational duties.  

Figure 24: Teacher Development and Induction Positions 

 
 
 
 
 
 

To provide a focused analysis of each position grouping within the comparative group, positions have been organized in Administrator, 
Director, Management/Supervisory, Confidential, and Clerical staffing as illustrated in figures 25 through 29. 

Administrator Staffing  

The Administrator staffing level within the Division is 8.00 FTE, which is the highest in the comparative group. In contrast, there are 
three districts in the comparative group which provide 1.00 FTE in this classification—Fontana USD, Moreno Valley USD, and 
Riverside USD. The District’s staffing level in the administrator classification is identified as an area which is staffed significantly 
higher than the comparative districts. The enrollment-to-FTE ratio ranges from 4,436.13:1 in the District to 39,443.00:1 in Riverside 
USD. The District’s ratio ranks 1 of 7 in the comparative group, indicating that the District has more staff relative to students enrolled 
in the comparative group. All functions within the Talent Division are overseen by the Chief Talent Officer position. It is noted that 
documents submitted by the District include the job title “Deputy Chief Talent”, but Talent staff indicate that the position title was 
modified to be “Chief Talent” reflecting a removal of the “Deputy” designation in 2019. The Deputy designation was removed 
throughout this report to accurately reflect the current job title of the position.  

The next level of management is the senior partner positions, titled Senior Partner Central Support and Senior Partner School, which are 
equivalent to senior or executive director positions. There are also two director level positions, Director HR Operations and Director 

Position  FTE 

Manager, New Teacher Support and Development  1.00 

Manager, Leader Growth  1.00 

Coordinator, New Teacher Support and Development  1.00 

Specialist, Educator Effectiveness  1.00 

Consulting Teacher  2.00 
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Talent Development Recruitment and Retention. The department organizational structure reflects variation from the industry standard 
of an assistant superintendent, executive/senior director, director, supervisor, and supporting technical, analytical, and clerical staff. In 
addition, the Talent division organizes work in the form of what the District refers to as “school networks”. The school network model 
is uncommon. Typically, HR departments are either split between classified and certificated employee support or alphabetically by last 
name. This is noted as the job titles require further examination and assessment to determine if the current configuration facilitates or 
creates barriers to operational efficiencies and effective communication about roles and responsibilities. 

Interviews with staff indicate that department leadership is provided by the Chief Talent Officer, Senior Partners, and Director positions. 
Supervisory responsibilities are assigned to other positions within the department, but they are lower to mid-management or confidential 
positions, and do not function as true administrator positions.  

   



Oakland Unified School District   
Comparative Organizational Structure and Staffing Review  October 21, 2021 

 

  © 2021 School Services of California Inc.  60 

Figure 25: Talent Division—Administrator Staffing 

Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Administrator Staff               

Reports to the 
Deputy 

Superintendent, 
Administrative 

Services 

  

  
Associate 

Superintendent, 
People Services 

Chief of Human 
Resources and 
Labor Relations 

Chief Human 
Resources Officer 

Chief Talent 
Officer 

Assistant 
Superintendent, 

Personnel, 
Leadership, and 
Development 

Assistant 
Superintendent, 
Human Resources 

Assistant 
Superintendent, 
Human Resources 

   1.00  1.00  1.00  1.00  1.00  1.00  1.00 

     

Executive 
Director, Human 

Resources 
Operations 

  
Central Office 

Partner 
  

Executive 
Director, Human 

Resources 

Executive 
Director, Human 

Capital 
Development 

      1.00     2.00     1.00  1.00 

     
Administrator, 
Labor Relations 

   School Partner          

      1.00    
4.00 

(1.0 vacant) 
        

     

Administrator, 
Human  

Resources 
Recruitment 

              

      1.00                
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Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

     

Administrator, 
Human  

Resources 
Retention 

              

      1.00                

     

Administrator, 
Human  

Resources 
Selection 

  

Senior Director, 
Project 

Management 
and Strategic 

Initiatives Talent 

        

      1.00      1.00          

Total FTEs  1.00  6.00  1.00  8.00  1.00  2.00  2.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  35,461.00  11,618.17  31,593.00  4,436.13  39,443.00  21,958.50  16,971.50 

Rank  6  2  5  1  7  4  3 

Source: District‐provided data 
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Director‐Level Staffing  

The Director-level staffing within the Department is 2.00 FTE, which is more closely aligned with the comparative group than the 
administrator positions. There are two districts in the comparative group which provide 2.00 FTE in this classification, (Fresno USD 
and the District). Riverside USD staffs the most director positions within the group at 4.00 FTE. The enrollment-to-FTE ratio ranges 
from 9,860.75:1 in Riverside USD to 34,854.50:1 in Fresno USD. The District’s ratio ranks 6 of 7 in the comparative group, indicating 
that the District has comparatively lower staffing levels in this area.  

Figure 26: Talent Division—Director Level Staffing 

Talent Division  

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Director‐level staff               

  
Director,  

People Services 
(Certificated) 

Director, Human 
Resources 

Director III, 
Human Resources 
(Certificated) 

Director, Human 
Resources 
Operations 

Director V, 
Certificated 
Personnel 

Director, Human 
Resources 

Director, 
Certificated 
Personnel 

   1.00  1.00  1.00  1.00  1.00  1.00  1.00 

  
Director,  

People Services 
(Classified) 

  
Director III, 

Human Resources 
(Classified) 

  
Director V, 
Classified 
Personnel 

Director, 
Classified 
Personnel 

Director, 
Classified 
Personnel 

   1.00     1.00     1.00  1.00  1.00 

        
Director III, 
Professional 
Development 

Director, Talent 
Development, 

Recruitment, and 
Retention 

  

Director, 
Classified 
Personnel 
Professional 
Development 

  

         1.00  1.00     1.00    
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Talent Division  

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

                    
Director, Labor 

Relations 

                     1.00 

  
Assistant 

Director, Human 
Resources 

Administrative 
Analyst 

     

Assistant 
Director, 

Certificated 
Personnel 

     

   1.00  1.00        1.00       

              

Assistant 
Director, 
Classified 
Personnel 

     

               1.00       

Total FTEs  3.00  2.00  3.00  2.00  4.00  3.00  3.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  11,820.33  34,854.50  10,531.00  17,744.50  9,860.75  14,639.00  11,314.33 

Rank  4  7  2  6  1  5  3 

Source: District‐provided data 
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Manager Staffing 

The District provides the highest staffing level of manager positions within the comparative group at 8.00 FTE. In review of this staffing 
area, it is determined that 3.00 FTE are assigned the responsibility of teacher development and induction. Positions assigned to functions 
related to teacher support are Manager Leader Growth (1.00 FTE), Coordinator Residency (1.00 FTE), and Coordinator New Teacher 
Support and Development (1.00 FTE). However, even with the removal of the 3.00 FTE teacher development and induction positions, 
the District maintains the highest level of manager level positions in the comparative group with 5.00 FTE positions for HR operational 
and technical functions.  

Staffing levels in this area are highly variable with Fresno USD not providing staffing in this area compare to the District at 8.00 FTE 
which is the highest number of FTE. The remaining districts in the comparative group provide manager level staffing ranging from 1.00 
FTE to 2.00 FTE. The enrollment-to-FTE ratio ranges from 4,436.13:1 in the District to 43,917.00:1 in Santa Ana USD. The District’s 
ratio ranks 1 of 6 in the comparative group (Fresno USD does not have staffing in this classification), indicating that the District provides 
the highest staffing levels in this area relative to students enrolled in the comparative group. 

Figure 27: Talent Division—Manager Staffing 

Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Manager Staff                   

           
Manager, Leader 

Growth 
        

            1.00 (vacant)          

           
Manager, Tech 

Support 
        

            1.00          

           
Business 

Manager, HR 
        

            1.00          
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Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

           
 Substitute 

Services Manager 
     

Operations 
Manager 

             1.00        1.00 

           
Coordinator, 
Benefits 

Management 
        

            1.00          

           
Coordinator, 
Residency 

        

            1.00          

        
Coordinator, 
Professional 
Development 

Coordinator, 
New Teacher 
Support and 
Development 

        

         1.00  1.00          

           
Coordinator, 

Leaves 
Management 

        

            1.00          

                 
Coordinator, 

Human Resources 

Coordinator, 
Human Resources 

Operations 

                  1.00  1.00 

  
Supervisor, 

People Services 
                 

   1.00                   

              
Credential 
Analyst 
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Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

               1.00       

               Resolution Officer       

               1.00       

        
Principal on  
Special  

Assignment 
           

         1.00             

Total FTEs  1.00   N/A  2.00  8.00  2.00  1.00  2.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  35,461.00  N/A  15,796.50  4,436.13  19,721.50  43,917.00  16,971.50 

Rank  5  N/A  2  1  4  6  3 

Source: District‐provided data 

Confidential Staffing 

The confidential staff group is the largest classification in the Talent Division at 22.80 FTE. In the comparative group, Moreno Valley 
USD staffs the highest number of confidential staff of 41.00 FTE and the lowest being Riverside USD with 15.00 FTE. The District’s 
staffing level in the confidential classification falls within the median of the comparative group at 22.8 FTE. The enrollment-to-FTE 
ratio ranges from 770.56:1 in Moreno Valley USD to 2,629.53:1 in Riverside USD. The District’s ratio at 1,556.54:1 ranks 3 of 7 in the 
comparative group, indicating that the District has higher confidential staffing levels relative to students enrolled than most of the 
districts in the comparative group. 

Additionally, some technical and support staff have job titles that also vary from the analyst, generalist, specialist position titles that are 
commonly found in HR departments. The Employee Support Specialist positions manage the schools within their networks and support 
both certificated and classified staff, in addition to the administrative team at the schools. The Employee Support Specialists are the 
largest job classification in the confidential grouping at 8.00 FTE. Review of job descriptions and interviews with staff indicate that 
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these positions function as HR analysts and generalists providing employee management support in their respective school networks, or 
the central office.  

During fieldwork, the confidential classification positions were examined to determine that they were in the appropriate classification. 
While positions within human resources have job duties that entail the use of information that needs to be kept confidential, that does 
not mean that they should be designated as confidential positions. The term “confidential” has a specific and narrow definition that is 
directly related to collective bargaining and codified in the Government Code. Specifically, Government Code Section 3540.1(c) states 
(the full text of the statute has been included in Attachment B for the District’s reference): 

“Confidential employee means any employee who is required to develop or present management positions with respect 
to employer-employee relations or whose duties normally require access to confidential information that is used to 
contribute significantly to the development of management positions.” 

There may be positions in the District that were designated as confidential under the old definition, which was “any employee who, in 
the regular course of his or her duties, has access to, or possesses information relating to, his or her employer’s employer-employee 
relations.” This broader definition was modified effective January 1, 2004, to become the narrower definition above. SSC’s review of 
job descriptions and interviews with staff indicated that the positions do not develop the position of the District as it relates to 
negotiations and their access to confidential information is not used in the develop of management positions. In addition, as noted earlier 
the confidential positions do not function in a supervisory capacity and influence the Department’s management staffing ratio to reflect 
FTE that is not an accurate depiction of functioning administrators and supervisory staff within the department. The overuse of the 
confidential classification is identified as an area of concern and requires further review.  
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Figure 28: Talent Division—Confidential Staffing 

Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

 Confidential Staff                     

           
Associate 
Systems 

        

            1.00          

           
Assistant Staffing 

Support 
        

           
4.00 

(1.00 vacant) 
        

     
Analyst I, 

Information 
Systems 

  
Systems Analyst, 

Human 
Resources 

        

      1.00     1.00          

     

Analyst II, 
Selection 

Classified and 
Management 

Human Resources 
Analyst 

Specialist, 
Employee 
Support 
Specialist 

     
Personnel  
Analyst 

      2.00  7.00  8.00        8.00 

     
Analyst II, Legal, 
Compliance, and 

Leaves 
  

 Specialist, 
Employee 
Retirement 

        

      1.00      1.00          

           
Specialist, 

Human Capital 
        

            1.00          
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Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

     
Analyst I, Human 

Resources 
  

Human 
Resources 
Confidential 

Clerk 

Credential 
Technician 

     

      1.00     0.80  3.00       

  
People Services 

Assistant 
     

Associate, Talent 
Development 

        

   4.00        4.00          

  
People Services 

Generalist 
     

Specialist, 
Educator 

Effectiveness 
        

   2.00        1.00 (vacant)          

  
People Services 

Specialist 
  

Human Resources 
Specialist 

Employee 
Information 
Analyst 

     
Personnel 
Assistant 

   4.00     5.00  1.00        3.00 

                   
Senior Personnel 

Technician 

                    6.00 

  
People Services 
Technician 

  
Human Resources 

Technician 
  

Human Resources 
Technician 

  
Personnel 
Technician I 

   8.00     1.00     9.00     2.00 

  
Guest Services 
Technician 

                 

   1.00                   

  
Leave and 
Compliance 
Specialist 
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Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

   2.00                   

             
Data Quality 
Technician 

     

              1.00       

              
Association 

Representative 
Association 

Representative 
Association 

Representative 

               2.00  1.00  2.00 

                 
Lead Credentials 

Technician 
  

                  1.00    

     
Human  

Resources Data 
Specialist II 

        
Lead Personnel 
Technician 

  

      7.00           2.00    

     
Human  

Resources Data 
Specialist I 

        
Personnel 
Technician 

  

      5.00           8.00    

     
Human  

Resources 
Specialist  

        
Personnel 
Assistant 

  

      7.00           2.00    

     
Customer  
Service 

Representative 
         Personnel Clerk    

      3.00           1.00    
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Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

     
Human  

Resources 
Assistant 

              

      1.00                

                  PAL    

                  2.00    

                 
Computer 
Technician 

  

                  0.75    

                 
Curriculum 
Specialist 

  

                  1.00    

                 
Department 
Specialist 

  

                  1.00    

                 
Program 
Specialist 

  

                  1.00    

                  Training Specialist    

                  1.00    

        
Professional 
Development 
Specialist 

     
Instructional 

Coach 
  

         24.00        12.00    

                 
Instructional 
Assistant 
(Bilingual) 
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Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

                  0.72    

        
Teacher ‐ 

Professional 
Development 

     Teacher    

         4.00       1.00    

Total FTEs  21.00  28.00  41.00  22.80  15.00  35.47  21.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  1,688.62  2,489.61  770.56  1,556.54  2,629.53  1,238.14  1,616.33 

Rank  5  6  1  3  7  2  4 

Source: District‐provided data 
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Clerical Staffing 

In the comparative group, the District, Santa Ana USD, and Stockton USD rank the lowest in clerical support staff with 3.00 FTE 
indicating that the districts employ the fewest support staff level positions. The comparative district that ranks the highest is Moreno 
Valley USD at 8.00 FTE. Fontana USD has 1.00 FTE support staff, while Riverside USD and Fresno USD have 5.00 FTE support staff 
positions. The enrollment-to-FTE ratio ranges from 3,949.13:1 in Moreno Valley USD to 35,461.00:1 in Fontana USD. The District’s 
ratio at 11,829.67:1 ranks 4 of 7 in the comparative group, indicating that the District falls within the median range of staff relative to 
students enrolled in the comparative group. 

At 3.0 FTE, the lower level of clerical support staff in the District’s Talent Division may be insufficient considering the recruitment 
activity and other employment management functions within the Division. The staffing level in this area requires further review to 
ensure that the appropriate level of clerical support is in place.  
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Figure 29: Talent Division—Clerical Staffing 

Talent Division 

  
Fontana  
USD 

Fresno  
USD 

Moreno Valley 
USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Clerical Staff                      

  
Executive 
Assistant 

Executive 
Secretary to the 
Superintendent 

Administrative 
Assistant 

Fingerprint 
Technician  

Executive  
Assistant II 

Executive 
Secretary 

Executive  
Assistant III 

   1.00  1.00  1.00  1.00   1.00  1.00  1.00 

     
Administrative 
Secretary I 

Confidential 
Secretary 

Consulting  
Teacher 

Executive 
Assistant I 

Administrative 
Secretary 

  

      4.00  1.00  2.00  2.00  1.00    

         Secretary III             

         1.00             

         Secretary II             

         1.00             

              
Human Resources 
Office Assistant 

  
Senior Office 
Assistant 

               1.00     2.00 

         Clerk III             

         3.00             

        
Switchboard 
Receptionist  
(Bilingual) 

  
District 

Receptionist 
District Centrex 

Operator 
  

         1.00     1.00  1.00    

Total FTEs  1.00  5.00  8.00  3.00  5.00  3.00  3.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment/FTE  35,461.00  13,941.80  3,949.13  11,829.67  7,888.60  14,639.00  11,314.33 

Rank  7  5  1  4  2  6  3 

Source: District‐provided data 
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Recommendations 

7. Consider reorganizing the Talent Division to minimize the separation of duties and increase the integration of services for 
employee support for schools and the central office, HR operations, and recruitment, residency, and retention services. The 
current department structure provides support for each service area in a “departments within the department” model, which represents 
focused support and corresponding positions in the service areas. The current reporting structure does not encourage cross training 
and opportunity for staff to assist in other areas of need when the demand is intense, for example with recruitment. The organization 
of employee support by school limits staff ability to provide services to all employees, and a model which assigns staff to certificated 
or classified staff support will help with cross training, increasing staff capacity, and allowing for flexibility for staff to assist in 
high-need areas. It is also noted that employee leave management is an area which did not have the appropriate level of staffing 
assigned. Reorganization, combined with cross training, could address staffing needs in these areas.  

8. The integration of duties will also contribute to the Talent Division plan for improvements in effective and efficient 
procedures and set the foundation for the ability to implement systems that improve efficiencies. Although this analysis did 
not focus on operational practices, the absence of efficient systems and the relationship to the Division’s ability to reduce staff was 
discussed throughout fieldwork. In order for the Division to consider staffing readjustments, effective procedures are required to 
prevent significant disruptions to the essential responsibilities of the Division.  

9. Revise the job title for Employee Support Specialist positions to reflect the work performed. The Employee Support Specialists 
are technical and analytical positions, but the job titles vary from the analyst, generalist, specialist position titles that are commonly 
found in HR departments. In review of the job descriptions and through interviews with staff, it is determined that the job titles for 
these positions are confusing to internal and external stakeholders as they do not communicate the work of the position. It would 
help communicate the role of the Employee Support Specialist positions by revising the job title to HR Generalist.  

10. Revise the Talent Division management-level positions by changing the job titles to help communicate the leadership role of 
these key positions. The executive leadership position titles within the Division do no not align with industry standard, and do not 
accurately reflect the work performed by each position. The recommendations for revised job titles shown in figure 30 align with 
similar recommendations made in this section.  
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Figure 30: Talent Division—Recommended Revised Job Titles 

Current Job Title  Recommended Job Title 

Chief Talent Officer 
Associate or Assistant Superintendent, Human 
Resources 

Senior Partner (School and Central Office)  Executive Director, Human Resources 

All functions within the Division are overseen by the Chief Talent Officer position. The next level of management are the Senior 
Partner positions, titled Senior Partner Central Support and Senior Partner School, which are equivalent to senior or executive 
director positions. There are also two director level positions—Director HR Operations and Director Talent Development 
Recruitment and Retention. The Division organizational structure reflects variation from the industry standard of an assistant 
superintendent, executive/senior director, director, supervisor, and supporting technical, analytical, and clerical staff.  

11. Reconsider the Division name to reflect the industry standard. The current department name of Talent Division does not reflect 
the industry standard. Revision of the name to Human Resources Services will help align the functional name with the positions 
within the Division. This recommendation aligns with the recommended job title changes also included in this report.  

12. Reassign employee benefits to a shared model with the Finance Division. Employee benefits are managed in the Talent Division. 
The single department model currently in place to support this service causes considerable strain on the Division. The District should 
consider examining the duties assigned to support benefits, and through a collaborative process, discuss the assignment of partial 
responsibility to the Fiscal Services Department. 

13. Evaluate positions within the Division in the confidential classification to determine if they are appropriately classified. We 
recommend that the District examine the confidential positions to make the determination that they meet the statutory requirements 
for the confidential classification. Should a position require reclassification, the District will need to work with the appropriate 
bargaining group to address the reclassification process, as the positions would become part of the bargaining unit. It is recognized 
that this process may be difficult and complex to manage, and it could potentially be perceived as a demotion. Due to these factors, 
we recommend as another option to consider the positions for reclassification when they become vacant, or during the reorganization 
process to encourage a successful transition for staff and the District. 
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14. Assess clerical and administrative support within the Talent Division to determine if the staffing levels are in alignment with 
administrative support needs. The current allocation of clerical staffing is in the lower tier of the comparative group. This 
recommendation should be addressed in concert with the evaluation of confidential positions within the Division as adjustments 
made in the confidential area will reclassify the positions as clerical/technical positions. This will help alleviate the needs in the 
administrative support staffing levels and provide additional flexibility in the Division’s ability to respond during periods of 
intensified workloads.  
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Summary and Conclusion 

The summary comparison of District office positions supporting the functions under review is provided in figure 31. In terms of absolute 
FTE, the District reported the second lowest staffing level at 115.35 FTE, just above Stockton USD at 108.00 FTE. The comparative 
group ranges from 108.00 FTE in Stockton USD to 211.65 FTE in Fresno USD. The second highest FTE was reported in Santa Ana 
USD at 127.47 FTE. In terms of enrollment-to-staff ratios, the comparative group ranges from 250.74:1 in Moreno Valley USD to 
344.53:1 in Santa Ana USD. The District ranks 3 of 7 at 307.66:1.  

Consideration must also be given to the larger number of schools the District operates—more than double the comparative districts of 
similar enrollment. Because many of the functions under review provide direct services to schools, a comparison of FTE per school is 
also provided. The comparative group ranges from 3.23 FTE per school in Moreno Valley USD to 1.42 FTE per school in the District, 
indicating that the District has fewer staff in the functions reviewed to support the schools and associated operations. 

Figure 31: Summary of Staffing 

Division/Department 
Fontana  
USD 

Fresno  
USD 

Moreno 
Valley USD 

Oakland  
USD 

Riverside  
USD 

Santa Ana  
USD 

Stockton  
USD 

Finance—Accounting, AP, Budget, Payroll  35.00  47.65  26.00  32.80  32.00  35.00  32.00 

Finance—Procurement  6.00  17.00  7.00  4.00  9.00  9.00  8.00 

Finance—Risk Management  3.50  13.00  5.00  8.75  8.00  10.00  9.00 

Information Technology Services  54.00  93.00  33.00  26.00  44.00  29.00  28.00 

Talent  27.00  41.00  55.00  43.80  27.00  44.47  31.00 

Total FTEs  125.50  211.65  126.00  115.35  120.00  127.47  108.00 

Enrollment  35,461  69,709  31,593  35,489  39,443  43,917  33,943 

Enrollment per FTE  282.56  329.36  250.74  307.66  328.69  344.53  314.29 

Rank  2  6  1  3  5  7  4 

Number of Schools  45  100  39  81  47  54  56 

FTE per School  2.79  2.12  3.23  1.42  2.55  2.36  1.93 

Rank  2  5  1  7  3  4  6 
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As noted earlier in this analysis, while this staffing data is provided for comparison purposes, there are many factors that can influence 
a district’s staffing such as available financial resources, differing programmatic emphasis, number of facilities and programs served, 
which services are contracted out, etc., though enrollment is typically the primary factor. The economies of scale for larger districts have 
an impact on the numbers of staff positions. In other words, there must be a certain number of staff positions to handle the centralized 
functions required for each district, and the staffing levels are, to a lesser extent, related to enrollment. It should also be noted that 
because of the large number of schools operated by the District, many of the economies of scale one would expect to find are absent, as 
a higher level of staffing is required to support the operational functions associated with individual schools.  

The process to assess the current staffing levels and identify areas that can sustain adjustment includes a shared responsibility approach 
which requires collaboration and partnerships within the school community. The focus should be on activities that are central to attaining 
instructional goals and support operational management. The first step in the assessment process includes an evaluation of essential 
services and programs, and the staffing levels assigned to support those functions as illustrated in figure 32.  

Staffing levels should reflect the resources needed to support initiatives and goals, and every school district will produce a unique list 
due to the variance of student populations and communities they serve.  
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Figure 32: Identification of Services  

 

 

The consideration of operational impacts is critical, as the elimination of services in one function impacts student support and 
instructional programs in other areas. Operational services and student learning intersect in many ways, and recognition of how school-
level staffing levels influence central office staffing should be included in decisions related to department staffing allocations. 

   

Level III

Level II

Core

Core (Level I) functions—Essential programs, services 

legally required, Local Control and Accountability Plan 

objectives 

Level II functions—Enhance learning experience for 

students, not legally required 

Level III—Activities which hold value, but are not legally 

required 
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While the District should consider all the findings and recommendations provided in the report, specifically, we highlight the following: 

 The proportion of management and confidential positions compared to all staff positions in the Finance Division’s Accounting, 
Accounts Payable, Budget, and Payroll Department and Risk Management Department should be examined 

 Review of the lower number of Procurement Department staff relative to all other districts, specifically in the purchasing technician 
and buyer job classifications (nonmanagement) to determine if the staffing level supports the needed functions and services 

 Reorganization of the Talent Division to minimize the separation of duties and increase the integration of services for employee 
support for schools and the central office, HR operations, and recruitment, residency, and retention services 

 Revision of job titles for Talent Division positions, as well as revision of the Division name to align with industry standard 

 Assessment of clerical and administrative support in the Talent Division to align with support needs 

 An evaluation of staffing of the Information Technology Services Department to address school support needs as well as additional 
management and clerical support required as a result of the findings 

 Reorganization of the Information Technology Services Department by functional area to align functions and oversight 

 Evaluation of the District’s technology procedures and standards to ensure the selection of technology that is supportable by the 
Department and aligns with the District’s technology needs and plan 

All areas of district staffing should periodically be evaluated to ensure staffing levels are appropriate, with focus on the District’s 
priorities and goals as defined by the Board and District leadership, as well as available financial resources. This report should serve as 
a baseline for future analysis by the District as it evaluates its staffing and organizational needs. 
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Attachment A: List of Schools 
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Attachment B: Government Code Section (GC §) 3540.1 

GOVERNMENT CODE - GOV 

TITLE 1. GENERAL [25 - 680.4] 

		(Title	1	enacted	by	Stats.	1943,	Ch.	134.)   

DIVISION 4. PUBLIC OFFICERS AND EMPLOYEES [1000 - 3599] 

		(Division	4	enacted	by	Stats.	1943,	Ch.	134.)   

CHAPTER 10.7. Meeting and Negotiating in Public Educational Employment  
[3540 - 3549.3] 

		(Chapter	10.7	added	by	Stats.	1975,	Ch.	961.)  

ARTICLE 1. General Provisions [3540 - 3540.2] 

		(Article	1	added	by	Stats.	1975,	Ch.	961.) 

3540.1.   

As used in this chapter: 

(a) “Board” means the Public Employment Relations Board created pursuant to Section 
3541. 

(b) “Certified organization” or “certified employee organization” means an organization that 
has been certified by the board as the exclusive representative of the public school 
employees in an appropriate unit after a proceeding under Article 5 (commencing with 
Section 3544). 

(c) “Confidential employee” means an employee who is required to develop or 
present management positions with respect to employer-employee relations or 
whose duties normally require access to confidential information that is used to 
contribute significantly to the development of management positions. 

(d) “Employee organization” means an organization that includes employees of a public 
school employer and that has as one of its primary purposes representing those employees 
in their relations with that public school employer. “Employee organization” shall also 
include any person of the organization authorized to act on its behalf. 

(e) “Exclusive representative” means the employee organization recognized or certified as 
the exclusive negotiating representative of public school employees, as “public school 
employee” is defined in subdivision (j), in an appropriate unit of a public school employer. 

(f) “Impasse” means that the parties to a dispute over matters within the scope of 
representation have reached a point in meeting and negotiating at which their differences in 
positions are so substantial or prolonged that future meetings would be futile. 

(g) “Management employee” means an employee in a position having significant 
responsibilities for formulating district policies or administering district programs. 
Management positions shall be designated by the public school employer subject to review 
by the Public Employment Relations Board. 

(h) “Meeting and negotiating” means meeting, conferring, negotiating, and discussing by 
the exclusive representative and the public school employer in a good faith effort to reach 
agreement on matters within the scope of representation and the execution, if requested by 
either party, of a written document incorporating any agreements reached, which document 
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shall, when accepted by the exclusive representative and the public school employer, 
become binding upon both parties and, notwithstanding Section 3543.7, is not subject to 
subdivision 2 of Section 1667 of the Civil Code. The agreement may be for a period of not to 
exceed three years. 

(i) “Organizational security” is within the scope of representation, and means either of the 
following: 

(1) An arrangement pursuant to which a public school employee may decide whether or not 
to join an employee organization, but which requires him or her, as a condition of continued 
employment, if he or she does join, to maintain his or her membership in good standing for 
the duration of the written agreement. However, an arrangement shall not deprive the 
employee of the right to terminate his or her obligation to the employee organization within 
a period of 30 days following the expiration of a written agreement. 

(2) An arrangement that requires an employee, as a condition of continued employment, 
either to join the recognized or certified employee organization, or to pay the organization a 
service fee in an amount not to exceed the standard initiation fee, periodic dues, and 
general assessments of the organization for the duration of the agreement, or a period of 
three years from the effective date of the agreement, whichever comes first. 

(j) “Public school employee” or “employee” means a person employed by a public school 
employer except persons elected by popular vote, persons appointed by the Governor of 
this state, management employees, and confidential employees. 

(k) “Public school employer” or “employer” means the governing board of a school district, a 
school district, a county board of education, a county superintendent of schools, a charter 
school that has declared itself a public school employer pursuant to subdivision (b) of 
Section 47611.5 of the Education Code, an auxiliary organization established pursuant to 
Article 6 (commencing with Section 72670) of Chapter 6 of Part 45 of Division 7 of Title 3 of 
the Education Code, except an auxiliary organization solely formed as or operating a student 
body association or student union, or a joint powers agency, except a joint powers agency 
established solely to provide services pursuant to Section 990.8, if all the following apply to 
the joint powers agency: 

(1) It is created as an agency or entity that is separate from the parties to the joint powers 
agreement pursuant to Section 6503.5. 

(2) It has its own employees separate from employees of the parties to the joint powers 
agreement. 

(3) Any of the following are true: 

(A) It provides educational services primarily performed by a school district, county board of 
education, or county superintendent of schools. 

(B) A school district, county board of education, or county superintendent of schools is 
designated in the joint powers agreement pursuant to Section 6509. 

(C) It is comprised solely of educational agencies. 

(l) “Recognized organization” or “recognized employee organization” means an employee 
organization that has been recognized by an employer as the exclusive representative 
pursuant to Article 5 (commencing with Section 3544). 

(m) “Supervisory employee” means an employee, regardless of job description, having 
authority in the interest of the employer to hire, transfer, suspend, lay off, recall, promote, 
discharge, assign, reward, or discipline other employees, or the responsibility to assign work 
to and direct them, or to adjust their grievances, or effectively recommend that action, if, in 
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connection with the foregoing functions, the exercise of that authority is not of a merely 
routine or clerical nature, but requires the use of independent judgment. 

(Amended	by	Stats.	2012,	Ch.	162,	Sec.	54.	(SB	1171)	Effective	January	1,	2013.) 

 


