FAIRBANKS NORTH STAR BOROUGH SCHOOL DISTRICT
BOARD OF EDUCATION
April 6, 2015
Work Session: Human Resources:
Structure, Processes, & Procedures
6:00 p.m.
Board Room
Administrative Center
520 Fifth Avenue
AGENDA
1. Call to Order
2. OUR MISSION is to provide an excellent and equitable education in a safe, supportive
environment so all students can become productive members of a diverse and changing
society.
3. Roll Call
Heidi Haas, President
Wendy Dominique, Vice President
Allyson Lambert, Treasurer
Lisa Gentry, Clerk
Sue Hull, Member
Michael O’Brien, Member
Sean Rice, Member
4. Human Resources
o Structure
o Processes
o Procedures
5. Board Comments/Announcements
6. Adjournment
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Talking Points: HR Department and Staffing Needs
The human resources department has had a staggering number of compliance issues that have
been ongoing for many years. Forty-nine compliance issues, identified during the transition
period of February through April 2013, were presented by the current executive director to the
former superintendent on April 30, 2013. Examples include:











Fingerprints/background checks not completed and/or missing from personnel files
State-mandated training for all employees not completed nor adequately tracked
Americans with Disabilities Act (ADA) Amendments Act (ADAAA) not implemented as
the law requires
Missing information or incorrect information in personnel files
Very few written HR departmental procedures
Staff not adequately trained in HR laws and best practices
Incorrect and conflicting tenure and hire dates recorded in Munis
Inconsistent hiring practices
Staff that should have been deemed ineligible for rehire were not recorded or tracked in
Munis
Job descriptions not ADAAA compliant

An audit of the department was conducted by an outside organization (HR Answers) in May
2014. The audit highlighted some of the same compliance issues identified by the executive
director as well as additional areas of concern and made recommendations to address them.










No employee handbook that clearly communicated the employment policies and
practices of the district
Personnel file issues, including the existence of “shadow” files
Job descriptions not ADAAA compliant
FLSA violations
Inadequate background checking
Need for management training: consistent, regular training on many different areas
typically considered under the HR umbrella
No harassment training for employees which has been required under the EEOC since
1999
Little in the way of written polices explaining the handling of corrective actions
Ratio of employees to HR staff is 370 to 1; industry standard is 100 to 1. Recommended
the addition of at least three new positions: investigator, trainer, and clerical.

The Growth Company, an organization hired specifically to assess the issues with personnel
files, not only confirmed compliance issues with the files, but identified some of the same issues
that had been identified by the executive director and HR Answers. Examples include the
following:





Unsatisfactory ways of documenting employee information at the school level
No documentation for completed investigations
Inconsistent retention of disciplinary records
ADAAA compliance issues
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Talking Points: HR Department and Staffing Needs
HR staffing ratios do not assume that a department/organization has years of compliance issues to
address. Even with the addition of four staff (investigation specialist, training specialist, senior
technician, exempt secretary), the department does not have the staffing capacity to address day-today needs as well as adequately address compliance issues. The choice that we are and will continue
to be forced to make is to deal with day-to-day operations while delaying or extending the timeframe to
address the compliance needs, which increases the risk to the district. The reality is even with the
addition of the four staff, it will take many years to address all issues. Without the addition, there is no
way to make sustained progress. The department needs a firm foundation from which to build and an
ongoing commitment from the school board and administration on long-term efforts. All four positions
were funded in 2014-15, with the training specialist in the process of being filled.
Staffing does not allow adequate time for training or professional development for HR staff. If HR does
not have the capacity to adequately manage day-to-day operations, it impacts every department and
position in the district. HR/LR rules, regulations, and statutory guidance can change frequently. Staff
needs time and resources to stay abreast of and respond to changes; otherwise, for every compliance
issue we address, we potentially create another one. The recommended ratio for HR personnel to
number of employees is 1:100. With the addition of four staff, the ratio would be 1: 177, still well above
industry standard.
The current state of the HR department is an area of risk and ongoing liability for the district. Neither
administration nor the board will be able to say in the future that we did not know the extent of the
problem. The executive director is continuously trying to prioritize which compliance issues to address
first based on the degree of risk to the district.
Due to the lack of capacity within the department to address the day-to-day tasks and the multitude of
compliance issues, principals and other staff have assisted and worked in HR each summer since May
2013.
Written procedures are being drafted to address critical HR and LR functions. However, they cannot be
done overnight. It takes time and dedicated efforts to research, review past practices, draft, implement,
and evaluate procedures.
The Restructure Plan was submitted to and approved by the school board in May 2014. The need and
rationale for the additional positions were clearly identified in the report. Funds were identified to
support the restructure plan that included the addition of the four positions. The executive director
presented an update to the board in September 2014 and again in February 2015.
From the Fairbanks Daily News-Miner: May 13, 2014, “The board stated it was not convinced following
its investigation that the district had an effective system in place to handle complaints and
investigations of employee misconduct. The board called for a ‘significant culture shift’ as well as the
sharing of employee misconduct information to building management in the future.” The investigation
specialist was hired to assist with providing consistency in processes, tracking, and documenting
investigations within the district.
Training is critical to compliance, yet it is the first to go when other more immediate needs take
precedence. No matter how many written policies and procedures are in place, without adequate
training and follow up, very little headway will be made. Several goals and objectives in the hiring
report address training needs districtwide. Without a trainer, these objectives cannot be met. A
training specialist will not only provide training, but will develop, coordinate, track, and anticipate
training needs.
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Talking Points: HR Department and Staffing Needs
One executive assistant cannot provide adequate clerical support for the many needs within the
department. The exempt secretary provides direct clerical support for labor relations, including
negotiations, and compliance. See attached for delineation of duties.
The staffing and operations coordinator was the one and only person responsible for recruitment,
posting, screening, and filling positions within the district. The addition of an additional senior
technician for recruiting has allowed the department to provide additional support to both applicants
and hiring managers and has allowed for more targeted recruitment outreach for substitute and
temporary applicants. The recruiting staff can now focus on essential short and long term projects
such as recruitment file overhaul, standardizing and bringing into compliance all district job
descriptions, and conducting analyses of ESSA and exempt job classifications.
Per the board president and borough legal, the insurance rate for the district did not have a significant
increase after the spring 2014 incident with the tutor because positions had been added and
processes were being put into place.
Labor relations is a separate and distinct discipline under HR. With the majority of the district’s
permanent work force being unionized, the labor relations director position is critical. The former labor
relations director had been in the position for 13 years. When she left, the district not only lost the
labor relations’ expertise but also the historical knowledge associated with that position. As with HR,
there were compliance issues to address with very few written procedures. While the current
executive director has been fulfilling the role of the labor relations director for the majority of the last
year, it is a less than ideal arrangement. Minimally, a labor relations director must have the time and
dedicated focus to:








Negotiate and interpret three collective bargaining agreements
Be the content expert of each agreement in order to provide guidance and support to
administrators and employees
Provide oversight and guidance for conducting investigations and conduct them when needed.
Stay abreast of labor law changes and serve as an advisor to ensure compliance with state
and federal laws
Draft labor relations policies, regulations, and procedures
Provide guidance and support on employee performance and evaluations
Provide training on labor relations topics and issues

Currently, HR is dealing with the results of many years of mismanagement. Strategies for addressing
the many issues were and continue to be discussed by the superintendent’s cabinet. While progress
has been made, it took many years for HR/LR to get to the level of non-compliance that currently
exists and it will take a long-term commitment from the school board and the administration to fully
address the many areas of non-compliance.
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Executive Assistant and Exempt Secretary – Human Resources

Exempt Secretary

Executive Assistant

Assist director of labor relations and director of
compliance and training

Assist executive director of human resources
Schedule appointments and maintain calendar

Maintain calendar/schedule appointments

Student discipline

Secretarial support for union negotiations

Tuition reimbursement

Process/approve SAS contracts

Administrative duties: payroll, purchasing, travel

Process FEA/ESSA leave requests

Process LWOP paperwork after approval

Create and maintain employee discipline and
grievance files

Take minutes for monthly Policy Review Committee
and Health Care Committee Meetings

Process/approve compensatory time to personal
leave requests

Backup for fingerprinting

Maintain information pertaining to closed LR files

Backup for front desk

Backup for background check

Proofread HR correspondences as needed, as well
as assist in updating documents

Backup for payroll
Proofread LR and training correspondences as
needed, as well as assist in updating documents
Backup for fingerprinting
Backup for front desk
Maintain program/print employee badges
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Confidential

Fairbanks School District
North Star Borough
Human Resources Practices Audit
Conducted in 2014
The purpose of a Human Resources Practices Audit is to examine the policies,
procedures, and materials related to the employment relationships within the Fairbanks
North Star Borough School District. All of the observations are made based on a
multitude of provided materials (policies and documents), answers to our questionnaire,
and follow-up questions during our on-site visit. The product or findings of an audit are a
series of reports, exhibits, and commentaries. Typically, where a brief comment will be
helpful, that comment is made within the report. Where a sample (policy or form) would
be more helpful than an extended narrative identifying all the areas suggested for change,
it is provided as an attachment.
Elementary education began as the Fairbanks Independent School District (the precursor
to today's Fairbanks North Star Borough School District) in 1947 and was established to
collect school taxes from areas outside city limits that were sending students to Fairbanks'
schools. The school district’s vision statement reads, “Excellence and Equity for All,”
and a stated mission to provide an excellent and equitable education in a safe, supportive
environment so all students can become productive members of a diverse and changing
society. Core values include: student learning, respect for diversity, safety, quality
education, high achievement, and active partnerships with the families and communities
of students. Major performance goals include improving overall performance for all
students, increasing the graduation rate, and reducing the dropout rate. Further goals
include ensuring minority students’ scores meet proficiency levels in math and writing.
The overarching concern with any audit is to help the Human Resources staff assist the
organization in the completion of its prime directives. In this case, that is the safety and
education of over 14,000 students in 35 schools. With class averages in the 23 to 25
student range, teachers and support staff need to have robust, effective processes in place
for dealing with HR issues. Many HR-related procedures do not appear to be consistent
and need to be standardized.
The Audit Report is intended to help FNSBSD identify areas where it can feel confident
that it is doing a good job of meeting both compliance requirements and following
suitable business practices and no change is needed. Also identified are areas where
there may be possible adverse consequences as a result of current practices. An audit can
form the basis from which to plan future activities and improvements.
The audit process included a review of written policies and forms and an on-site, two-day
visit that focused on employment procedures and practices, personnel files, general
HR Answers, Inc.
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environment, and required record keeping. After reviewing most of the materials
provided to us, meetings with most of the employees from the HR and Labor Relations
groups were scheduled. Meeting first with Traci Gatewood, Executive Director of HR
and proceeding with Gayle Pierce, Director of Labor Relations, and then with most other
personnel, the visit also included a brief department meeting on Monday morning. A
phone conversation was scheduled with Dr. Karen Gaborik, Acting Superintendent, upon
the consultant’s return to HR Answers.
The Department has experienced many changes over the last year with the employment
of Traci in her key role. Her philosophy is that without the appropriate people in place,
the job of educating children cannot be accomplished, and that is her main concern. The
HR Department has clearly been operating in crisis mode and a game plan for prioritizing
the most critical issues is needed. The ED came on board a year ago and submitted a
memo to the current Superintendent at that time (recently terminated), regarding many
areas of non-compliance. Partially due to lack of prior direction under different
leadership, systemic issues, and budgetary constraints, the Department appears to be
sorely understaffed, which compromises their ability to deal with many serious issues.
While an audit can seem to emphasize the negative, it is intended that this be a document
that can be used to plan future Human Resources activities and improvements. As with
every organization, there is some room for improvement, but at FNSBSD that need
appears to be critical. This report is meant to help triage by identifying those HR-related
areas most important in performance and/or risk reduction for the organization.
This report is divided into the following sections to aid in referencing the various areas
covered:
•
•
•
•
•
•

Administrative Regulations and Policies
Personnel File Review
Personnel Forms and Related Procedures
Recruitment and Employment
General Observations and Recommendations
Summary

The segments of this report cover the material in the order identified above. We hope we
have been clear about each item or concern, but certainly invite questions or further
discussion. It was a pleasure to conduct this work, and we hope it will be beneficial to
FNSBSD as a platform from which to work.

Administrative Regulations and Policies
While administrative regulations and policy manuals from the Board exist, our
understanding that the organization does not have an employee handbook is of concern.
It is something expected in most organizations of this size and it is of significant benefit
to most any group of people involved in working together. An Employee Handbook can
not only convey information about the organization’s history, services, policies,
HR Answers, Inc.
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procedures, benefits, and rules, but also communicate information about the expectations
the organization has of the employee and expectations the employee can have of the
organization. This clarification of expectations can help to establish the framework or
tone of the relationship between the organization and employees. The Employee
Handbook performs a vital role as an employee relations and communications tool. An
Employee Handbook is a simple way to formalize the written and unwritten guidelines
FNSBSD has in place, and we recommend that the District creates one as soon as
possible.
We reviewed the Administrative regulations that FNSBSD has on file; they appear to
relate to student issues as well as employees. We strongly recommend that the District
have two separate documents, one regarding students and families and one for
employees. Even though many employees are covered through a collective bargaining
agreement, a handbook clearly communicates the employment policies and practices of
the organization in succinct language. Well-organized and efficiently presented, a
handbook can be a valuable tool to use in helping employees, and often their families,
know what to expect of the employer and what is expected of them.
We have included a section following from our review of the administrative regulations
and of the relevant passages of the School Board Policies. We are providing the
following recommendations for additional policies and/or changes in practice that are
important in reducing the organization’s risk of employment claims.
General Items from Administrative Regulations and Policy Manual Review
Workers’ Compensation injuries or illnesses should be reported immediately. Mention
was made of reporting an incident to the supervisor within three days from the date of
onset. We’d recommend stating “immediately.”
We have concerns that the General Employee Policies (Chapter 5 of the Policy Manual)
are only reviewed sporadically, with the next scheduled review in 2015-16, and following
that, not until 2024-25. We hope there is a mechanism for instituting legislative changes
that occur before or between those dates.
On the third page of section 432, under the heading of Internal Controls – District
Employee Travel, the manual states that, “After 30 days, any unsubstantiated travel
advance will be deducted from the employee’s paycheck.” Be aware that this cannot
reduce the employee’s gross pay below minimum wage or cut into overtime.
On page 524, the manual addresses nepotism and defines it as, “an employee with a
direct supervisory relationship over another employee with whom he or she lives or
shares living quarters.” This seems to be a little overly broad since it includes familial
and non-familial relationships, and perhaps may lead to claims of discrimination.
On page 536, the manual addresses “approved sick leave without pay”; how does this
intersect with FMLA and/or AFLA? In other words, why be on sick leave without pay
when these other family medical leaves may apply?
HR Answers, Inc.
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We applaud the discussion of racial discrimination/harassment and sexual harassment as
the manual stated “implementing a plan to help students recognize, understand, and
prevent sexual harassment.” Also mentioned was student expression of personal
religious beliefs. It is a strong proactive stance throughout School District
communications, which hopefully translates into compliant actions by employees as well
as students.
School Board Policies
We suggest adding “genetic information” to protected classes, unless FNSBSD believes
“physical condition” covers this.
We commend the School District for including the phrase “awareness and acceptance of
others’ cultural backgrounds.”
Safety appears to be covered under the School Board policies with control of infectious
diseases, and drills around bomb threats, fire alarms, busses, safety, and earthquakes.
Under policy 801.22, unacceptable uses of technology include using “defamatory
information of any kind.” This appears to apply to students, but be careful of including
this sort of language in any kind of employee communications. “Defamation” is tough to
define and t prove so we caution use of words like this because they can be understood in
so many different ways.
Under the harassment policy on page 534, we would recommend adding “or any other
protected class covered by law.”
The School Board’s policy on sexual harassment includes “male or female” language.
And although not a common occurrence, be aware that some individuals may not identify
with either gender, and even go by a third set of pronouns. Sexual harassment can still
occur whatever gender someone feels they belong to, even if that is not clearly defined.
Perhaps a definition of sexual harassment is all that is needed here. A typical definition
is as follows:
Sexual harassment is a form of discrimination and is defined as “Unwelcome
sexual advances, requests for sexual favors, and other verbal or physical conduct
of a sexual nature constitute sexual harassment when:
1. submission to such conduct is made either explicitly or implicitly a term or
condition of an individual's employment,
2. submission to or rejection of such conduct by an individual is used as the
basis for employment decisions affecting such individuals, or
3. such conduct has the purpose or effect of unreasonably interfering with an
individual's work performance or creating an intimidating, hostile, or offensive
working environment.

HR Answers, Inc.
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Policies Missing
The federal Lactation policy is not posted or included in any policy manual that we
reviewed. This law allows time for new moms to express breast milk for their under oneyear-old child at work. It does not appear that this law is being appropriately
administered.. Here is a link to the federal law: http://www.dol.gov/whd/nursingmothers.
General Employee Forms and Issues
We would advise changing the term “discipline” to “corrective action.” Discipline
typically connotes a parent/child relationship; not an employee to employer one.
Corrective action sounds less judgmental, and judging can impede compliance by
instigating a rebellious attitude.
Protected Classes
We noticed that while some protected classes were listed in the policy manual and
administrative regulations, some were skipped. A protected class is a class of persons
who are protected legally from discrimination. The protected classes of race and gender
were addressed, but genetic information and several others were not. We recommend
revising policies (using an employee handbook) and addressing this. Protected classes in
Alaska include age, race, religion, color, national origin, sex, physical or mental
disability, marital status, changes in marital status, pregnancy, and parenthood.
Employment At-Will
When examining your mini-employee handbook for temporary and substitute teachers,
we saw language under the first section (employment relationship) that aids in protecting
the handbook from being interpreted as an employment contract and language that guards
against the erosion of the organization’s position as an at-will employer. While this
handbook focused more on classroom performance, this kind of language is still
important. In addition to a strong employment-at-will policy statement, these safeguards
include language that indicate a handbook is intended to be a guideline or summary of
policies only and that it is not meant to represent all of the policies of the organization;
and a statement that policies are subject to change at any time, but only by the top
administrator of the organization or his or her designee.
Organizations must be cautious about including language in Employee Handbooks,
policies, and personnel forms that has the effect of eroding the employment-at-will
relationship. To that point, we did notice that teacher contracts seem to clearly spell out
areas for dismissal which preclude the at-will stance. Namely, incompetency, immorality
(involving a crime of moral turpitude), and substantial non-compliance with regulations
are given as the only reasons a teacher may be terminated mid-year; and due process
must be followed. The non-retention of a non-tenured teacher, however, may be for “any
cause” that the School Board determines “to be adequate.” Teachers unhappy with their
non-retention or termination may participate in a hearing whose process is much like a
trial, with cross-examination and rebuttal statements. This appears to give them some
appropriate recourse.
HR Answers, Inc.
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Responsibility for Keys
Form Appendix A, 741 gives a certain repayment amount for losses of keys. The wage
and hour laws of the state say that you can only deduct for items like this “if you have
admitted willingly and in writing to having personally taken the specific amount of cash
or property alleged to be lost…” If the employee denies this, your enforcement is
limited. Developing a form authorizing this payroll deduction may be helpful.
Manager and Supervisor Policy Manual
In addition to developing and disseminating an Employee Handbook, organizations
should consider providing a manual to guide their managers and supervisors. It should
provide necessary detail about policies and procedures that are materially important for
management staff, but are not appropriate to include (or detail) in your Employee
Handbook. FNSBSD is currently large enough to greatly benefit from having a
Supervisory Guidebook to provide formal policies to guide managers. Employee
Handbooks often are design to tell an employee what the employer wants them to know
or what employees are most likely to have questions about. A Managers’ Manual often
provides additional information such as why the policy or procedure exists, how to
explain the requirements to employees and what specific steps the manager is to take in
addressing the concern or item.

Personnel File Review
The purpose of a review of the personnel files is to see the employment practices of
FNSBSD in action. A review of the files will normally reveal whether you are compliant
with the administration of many state and federal labor-related laws and regulations.
Personnel file documentation, or the lack of it, can be one of the most damaging pieces of
evidence against the employer in a legal action. Conversely, it can also be most helpful
to the School District’s defense if done well. We place a high value, therefore, on the
personnel file review.
The following suggestions are based upon our experience in working with hundreds of
organizations over the past three decades. We suggest FNSBSD organize all personnel
files to ensure they each contain the material they should and are void of improper
materials. Our personnel file review, conducted May 12th and 13th, included files of a
recently terminated employee; a newly hired employee; employees with a Workers’
Compensation and/or ADAAA issues; a minority employee; a disabled employee; and an
employee with a Plan of Improvement. The enclosed “Recommended Contents of
Employee Personnel Files” should be used to ensure appropriate materials are contained
in each personnel file.
We noticed that it was sometimes difficult to find hire dates without looking through
many documents. Some of the older files are quite full of paperwork, including payroll
files. It appears that personnel action forms may be employed, but we are not sure if this
is being done on a consistent basis.

HR Answers, Inc.
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Observations and General Recommendations
FNSBSD’s files contain many of the recommended forms. Our general observations
regarding any organization’s personnel files are:
1. All file information should be completed in ink, not pencil.
2. No self-adhesive (post-it) notes should be used on file documents, as they can easily
become detached, lost, etc.
3. There should be no information kept in the file that the employee has not either
signed or at least seen. There should be no secrets.
4. All documents should be completely filled out, dated, and signed, such as
employment applications, disciplinary documentation, employee census data, etc.
5. All behavioral issues or performance deficits that are significant should be reflected
by forms found in the personnel file.
6. Termination documentation should be fully completed, dated, and signed.
7. Leave of absence information should be fully documented.
8. Include any safety compliance related forms, fully completed.
9. Employee Acknowledgment forms signed and dated by employee. (Again, you must
have an employee handbook to have this form).
We recommend utilizing some type of folder that opens and includes four to six sections
for filing different kinds of paperwork in the same spot in each personnel file (i.e. all
offer letters and acknowledgment forms in one section in every personnel file; all training
requests and certifications in another, etc.). We noted that you are already using this type
of folder, but are also including other colored files along with this, and the different
sections of the main file do not appear to always be utilized.
To protect the privacy of each employee, and since managers/supervisors typically do not
need to know about the following issues (and which, if they did know, could lead to
claims of discrimination), we recommend keeping the following information in a separate
file normally located in the vicinity of the personnel files:
• Immigration Reform and Control Act documentation (I-9’s); (This
documentation includes copies of documentation that may include photo ID.) (It
is recommended that completed I-9’s be kept by year in a notebook separate from
personnel files for possible auditing by Immigration and Customs Enforcement
(ICE). In the future, this process will be paperless. We encourage you to ensure
forms are thoroughly completed, including filling in the hire date in the
certification section. ICE is very stringent about requiring these forms to be
complete and to be obtained within three days from date of hire).
•

Payroll information (except for a copy of the initial set-up)

•

Medical/benefits information

•

Equal Employment/Affirmative Action information that tracks
candidates’/employees’ race and sex

HR Answers, Inc.
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We recommend the following be kept in current employee files:
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Employment Application
Resume
Letters of recommendation
Employment Offer Letter
New Employee Orientation Checklist
Employment agreements and/or contracts
Any limitations (not diagnosis) of ADAAA issues
Copy of original payroll set-up sheet
Copies of all performance evaluations, goals and objectives
Copies of all disciplinary actions, and dispute procedure documentation and
results
Copies of complimentary notes or letters
All change notices with appropriate signatures for all salary or status changes
Requests for any policy exceptions
Requests for Leaves of Absence (unless the document contains medical
information, which goes in a separate confidential file)

For separated employees:
• Copy of resignation letter
• Copy of any action necessitating termination
• COBRA Notification
• Termination Checklist
I-9’s were sometimes located in the personnel files, however, this is a practice which has
been changed and current forms are kept separately. As stated above, we recommend
keeping the forms all together in a three-ring binder. This is done for a couple of reasons,
including the threat of an audit by a government agency (to minimize access to personnel
files), and keeping any kind of age/ethnic information out of the files.
During our conversations, the point was made that “shadow files” exist quite commonly
wherein documentation is held in a separate file and not reflected adequately in the actual
personnel file. This can make it difficult to support subsequent employment actions
taken, either adverse or positive, as the total picture of an employee’s performance is not
captured in one place. When two largely disparate files exist, any legal challenge would
be more difficult to defend. We recommend that a system be put in place or enforced to
encourage completion of proper HR forms and to ensure inclusion in the central file. It is
perfectly appropriate for a supervisor to keep performance observation notes in their own
file, but all materials other than those should reside in the formal personnel file.
Your files contained six separated compartments within one file folder, which we highly
recommend to aid in organization and ease of access. Red files are kept separately and
contain recruitment information only. We recommend keeping interview notes, reference
checks and background checks in the recruitment file, but typically this is done by
position, not individual. While forms appear to be filed in consistent areas within the
personnel file, it is difficult to ascertain when the individual was hired, and sometimes

HR Answers, Inc.
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non-retained and rehired. A log of personnel actions or a form denoting the status
changes is helpful in tracking this information. Contracts were included in most of the
files or letters giving position and pay information. Emergency contact forms were not
observed, but these may be housed at the Building level. If they are not readily available,
then steps should be taken to ensure that people with the need to access that information
have an easy way to achieve that.
Following are our specific observations and recommendations regarding the individual
files that were reviewed:
Recently Terminated Employee (AS)
• Termination checklist included listing it was a resignation. Great!
• It appears that the employee hasn’t been employed with the School District since
2007 (?), although a form updating addresses, etc., was included from 2012.
Recommend use of a Personnel Action Notice to denote status of employee. It is
difficult to decipher exactly when he was employed with the FNSBSD.
• Multiple I-9’s included in file. Recommend removal and that these be kept in a
separate file for all employees, even terminated ones. (See previous discussion).
• Tuberculosis testing (several) information included, and while negative, this is still
confidential and should be kept in the medical file.
• Teacher certification included signifying lifetime approval, but very hard to find as
it is a half-page form and it was buried in the middle of paperwork from the ‘00’s.
• Small slips of paper included. These could easily be lost.
• A physical dated June of 1982 stated that “the applicant has no physical or
emotional defects which would interfere with his or her performance….” (This was
also found on another older physical form). This is unfortunate wording and
doubles the need to remove this to the medical file. Additionally, it was noted that
a high school fundraising poster selling snacks put up on the bulletin board by the
restrooms was headed, “Are you Nuts?” It may be seen as insensitive to those
dealing with mental health concerns that people involved in an educational setting
are not more aware of the impact their words may have on others dealing with
mental health issues.
• A torn sheet listing hours due from 1973 was included. Again, easy to lose small
sheets of paper.
• Many benefits enrollment forms were included.
• The first performance review appeared to be from 1980 with additional older
reviews included. These were brief, one-page forms signed by the Principal.
Apparently, it would appear that his performance hasn’t been documented for the
past 30 years.
• An application included noted his graduation date from high school, which is
inadvisable, as it could add fuel to any claims of age discrimination. Multiple older
employment applications were included.
• The chronological order was not followed, so it appears other files were added to
this one, perhaps after his termination.
• An affidavit of teaching experience was included, although the date was not
apparent.
HR Answers, Inc.

Page 9

15

FNSBSD
Human Resources Practices Audit

•
•
•
•
•
•

Confidential
2014

Multiple documents have the employee’s social security number on it. This is
problematic from identity theft and the possibility of discovering one’s age from the
social security number assigned (had he not been separated).
Letter included listing him as being disabled. While limitations would be noted, a
letter stating this fact is better kept in the confidential medical file.
A transcript from the University of Alaska (assuming he had signed up for this
class) was included, listing his birth date. Other transcripts appear to be included to
validate his education. Validating education is Good!
Numerous copies of letters of employment or contracts were found.
Numerous copies of payment received or salary amounts included.
No benefits continuation/COBRA notification included. Hopefully, this is done at
the Borough level then, as it is a requirement to be notified within 14 days.

Recently Hired Employee (HC)
• Hire date was clearly listed on the Classified Orientation Checklist. Good!
• Current contact information form completed.
• Signed confidentiality agreement included. Great!
• Acceptable E-mail Use Agreement Form included.
• ESSA Notification of Employment Form completed.
• Position authorization form and application included in separate recruitment (red)
file. We would normally want to see the application included in the actual personnel
file and recommend its inclusion there. The recruitment file should be kept
containing the reference check to preclude issues with negligent hiring. The
position authorization form may also be kept there, and proves that prior
authorization and thought were put into this position opening. All this adds strength
to the organization’s defensibility of any discrimination claims.
• An e-mail from the hiring manager was included in the recruitment file listing
reasons for wanting the position filled. Good!
Workers’ Compensation Issue (RS)
•
•

•

•

Notices of required OSHA trainings (i.e. blood borne pathogens) were included.
This was a classified position, union-affiliated, and the employee requested that 4
different corrective action/employee action notices be removed from his file. The
handwritten note clearly outlined what those notices were and was included. Then
a response letter was written by a District employee quoting the CBA regarding
such removal. It is interesting that while documents may be removed, a record of
the disposition of each document is retained. This may raise more questions than it
resolves.
An investigation summary (great!) was included citing that the employee had
chosen to resign in lieu of being terminated. It may become problematic to prove
that the employee was not forced into this arrangement which may preclude
unemployment insurance monies being paid. The employee was terminated for
cause, so that may impact this issue anyway.
Annual reviews from last year through the beginning of service were included.
Great! The latest review reflects performance that does not meet standards.
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There was no mention of the injury or illness that made this a Workers’
Compensation situation. No medical files were reviewed for HIPAA reasons
during the course of this audit. It is hoped that any medical information would be
found there, along with WC information. Such information must be kept for 30
years if it has led to medical treatment and/or time loss.

Workers’ Compensation (NN)
•
•

While this was another WC situation, no mention was found in the file. One might
expect to see an accident investigation form, unless it was an exposure issue.
There was an EEO Form included from 2013. This should never be found in the
actual personnel file, again, to avoid claims of discrimination.

Minority (BB)
•

•
•
•

•
•
•
•
•
•

On multiple payroll forms, the employee’s ethnicity was recorded as an Alaskan
Native. One form involving pay was included which listed the employee’s “ethnic
code” as white. This is curious given that the file was labeled as belonging to a
minority, but more importantly, such information should not be contained in the
personnel file. Ethnic or racial information can lead to claims of discrimination (i.e.
in a promotional opportunity) even where none exists. These forms containing this
information should be removed and placed in the payroll file.
Many transcripts were included. Good!
Letters of commendation were included. Great!
A verification of employment for Chemical Dependency Professionals was
included. It entailed questions regarding arrests and past or current addictive issues.
This could be used to show discrimination against a former addict—a potential
disability. Questions regarding arrests and not convictions should no longer be used
unless it is done under a separate criminal background report for all employees in
similar positions. In other words, this form should be removed and kept in the
confidential file.
A loose letter was included regarding employment. Until files can be kept on-line,
we suggest all forms be adhered to the file in a more full proof method.
Copy of I-9 with picture included. This should be removed to a separate I-9 Binder.
Multiple applications included with accompanying contract/hire letters.
Multiple performance reviews included. Great!
Certifications and contracts included.
Other than the payroll forms, there was no indication of any language in the
personal reviews or in any other document that would indicate ethnicity. Great!

Disabled Employee (VK)
• This was a small file and nothing contained in either the personnel file or the
recruitment file gave any indication that the employee was disabled. Great!
Plan of Improvement (MH)
•

Plan of improvement was spelled out in detail in conjunction with a “does not
meet” evaluation, with a 90-day detailed follow-up review. Great!
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This employee was on a 4-month leave and apparently, due to the date of the
evaluation, has returned. A Leave of Absence Request Form that shows date of
departure and return may be helpful in providing a paper trail for someone checking
on the status of the employee, like a potential hiring manager, etc.

Workers’ Compensation to ADAAA (JO)
•
•
•

•

Protocol for requesting leave followed and recorded on leave form. Great!
Several license pictures included. These should be removed.
There did not appear to be any information regarding a WC claim. While a safety
incident report may be included, medical information should not be. The leave
situation was bereavement and did not appear to be connected to any kind of WC
situation.
One might expect to see a request or documentation listing any limitations.
Nothing was found indicating any kind of disabling condition. Again, medical
information is not to be filed in the personnel file, but limitations or agreed upon
reasonable accommodations which involve some sort of limitation or different way
of doing one’s job should be.

Confidentiality of Personnel Files
Any employee can ask to see their file with an advance request, and can come into the
HR Department to peruse it. Principals and managers can come in to view personnel files
for employment decisions, but they are not supposed to have access to medical or
recruitment information. Recruitment information for each person is found in a separate
red file kept behind the personnel file, including interview notes and references. (We
have made separate comments regarding this file later in the report.)
Confidential files containing medical information, Workers’ Compensation issues,
benefits enrollment, or other confidential data are not kept in a separate cabinet.
Regulations dictate that medical information be kept in a separate file cabinet from other
personnel files, and must be kept locked at all times. The possibilities of identity theft
and privacy, as well as HIPAA violations regarding Protected Health Information, are at
stake.
Given that custodians have access to the Department after hours and that Executive
Directors have master keys, we strongly recommend all personnel, recruitment, medical,
and payroll files for active and inactive employees be kept locked whenever multiple
HR/Labor Relations employees are not going to be present, such as lunch times or after
hours.

Personnel Forms and Related Procedures
A number of HR-related forms were reviewed. If we found no reason to comment, the
form is not mentioned here. We were pleased to find that throughout the materials,
student respect, appropriate student/teacher relationships, inclusion, and safety are noted
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and discussed. We have recommended several forms be used, but overall, the School
District has needed forms.
Employment Application
We reviewed the robust online application form, and the main thing that stood out was
use of the word “dummy” as in “Please list a “dummy” address, such as
noemail@noemail.com, if you do not have an email address for this reference.” While
the intent is without malice, undoubtedly, it seems especially hypocritical for an
educational organization to use this word in any situation. We recommend removing it
and use “fake” or some such term instead.
Additionally, again the protected classes referenced on page 7 of 11 are incomplete.
While it is safer to ask only if the applicant has ever had a “felony conviction,” due to the
student contact aspect of the majority of jobs within the District, the misdemeanor
question seems worth the risk. In other words, we would rather see the District defend
why they asked that question, versus why someone was hired who later took actions that
harmed children. Courts have viewed asking about misdemeanors, and anything less than
convictions, as a potential disparate impact issue. Their logic is that minorities are
profiled and arrested more often than Caucasians. The Equal Employment Opportunity
Commission has also mirrored these sentiments in their guidelines for background check
decisions. So this stance is a decision that should not be taken lightly.
Confidentiality Agreement
While this form can protect students and set expectations for teachers, employees, and
volunteers, the language included may run afoul of the National Labor Relations Board’s
latest decisions. The NLRB has found that language which is too broadly worded may
inhibit employees’ right to protected, concerted activity under the National Labor
Relations Act. This means that to continue use of such a form, specific wording defining
such items as “protected student information” or other narrowly defined prohibited issues
should be addressed. These items obviously may not be related to wages or working
conditions for employees.
Acceptable Email Use Agreement
Another form which new hires are asked to sign regarding email usage may contain the
same types of verbiage the NLRB finds offensive. Under “civility” and “disruption”
sections, the employee is asked to not “malign…or disparage another person or group.”
Also, a caution against sending school-wide emails without “permission” is mentioned.
All of these issues could be seen as prohibiting an employee’s right to protected,
concerted activity. We recommend your review of this language with Counsel after the
recent NLRB rulings.
Americans with Disabilities Act Amendment Act (ADAAA) Supervisor Initiated Form
We commend the organization for having a formal record of the interactive process. One
caution is with the last sentence which states that all forms and other matters will be
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placed in the employee’s medical file. The exception, which you may wish to state,
would be any agreed upon limitations (not diagnosis) so that others not familiar with the
situation would be aware of health care provider approved restrictions.
Emergency School Closure
We would advise the District that, if an exempt individual (under the Fair Labor
Standards Act, exempt from overtime) works a partial day and they have no annual leave
time in their bank, they must be paid for the entire day. Also, should they work part of a
week, they must be paid for the entire week.
Emergency Contact Form and Marital Status
This form is important to have in case of a medical emergency especially, but we
question the need for recorded marital status. Marital status (includes changes in status)
is a protected class in Alaska, and asking for this information may violate this.
Employee Physical Authorization Form
We would recommend using a disclaimer regarding the inadvertent gathering of genetic
information, especially if it could be returned to the District:
TO BE INCLUDED WITH ANY MEDICAL CERTIFICATION (including
FMLA/OFLA-related requests)
The Genetic Information Nondiscrimination Act of 2008 (GINA) prohibits
employers and other entities covered by GINA Title II from requesting or
requiring genetic information of employees or their family members. In order to
comply with this law, we are asking that you not provide any genetic information
when responding to this request for medical information. “Genetic information,”
as defined by GINA, includes an individual’s family medical history, the results of
an individual’s or family member’s genetic tests, the fact that an individual or an
individual’s family member sought or received genetic services, and genetic
information of a fetus carried by an individual or an individual’s family member
or an embryo lawfully held by an individual or family member receiving assistive
reproductive services.
Physician/Practitioner Certification of Health Care
We recommend including the above disclaimer of genetic information on this form as
well.
Health Questionnaire
We would strongly recommend immediate disuse of this form. It appears to be used in
conjunction with a Workers’ Compensation claim. If so, your carrier may wish to send it
to the employee, but it lists medical condition information and asks whether the employee
has previously filed a claim. This could be seen as retaliatory or as being in violation of
GINA (Genetic Information Non-Discrimination Act).
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Orientation Checklist (Certified, Classified, Exempt, Substitute Teachers/Temps)
We would recommend consideration of a separate form under “HR Completes” regarding
the importance of respectful workplace culture and avoiding sexual or other harassment.
This serves as reinforcement to any written policies prohibiting this behavior.
Temporary packets noted that a Substitute Teacher or Temporary employee have no
assurance of continued work. (Good that you point it out).
RIF’s and Terminations
While this is a bargaining issue, there appears to be some inefficiency in the reduction-inforce process. If someone is laid off and they return, they may not get their same job
back. Bumping status means District-wide seniority and qualifications do not matter.
This results in a mismatch of skill sets and interest-level (i.e. middle-school teacher stuck
with an elementary school position for which they do not feel suited).
Contract requirements make it difficult to manage the situation. There is concern over
having to send notices out, especially recently where they only received funding after
some notices had already been sent meaning some people may be displaced. We suggest
that the District determine the level of concern regarding this matter so that it can be
appropriately prioritized during the next negotiation process. If the level of concern is
high enough, it may be worth giving something in return to address and modify the
current practice and contract language. Having people in positions for which they may
have no interest, and lesser or no skills, does the District a disservice, and leads to
employees feeling inadequate in performing their jobs.
EEO Information
You may wish to include a box for “Do not wish to report.” The federal forms now
include this. The Veteran information is only necessary if you are filing a Vets 100 or
100A.
Workers’ Compensation
Under the Workers’ Compensation section of the New Hire Orientation Training
Material, it states that any incident must be reported to the supervisor within three days
from the date of onset. We are curious how this coincides with the caveat of immediate
reporting of injuries, regardless of severity, that is typically a best practice in these
situations.
Employees are asked to fill out a form entitled Notice of Previous Injury and Illness
Form. This appears to be risky given Workers’ Compensation non-discrimination laws;
however, Alaska has a second injury fund that helps pay for subsequent injuries when
they resurface with another employer. We would advise finding a way around asking
those questions and/or file this in the confidential file.
We did notice that under Workers’ Compensation, it appeared employees could only
cover up to 20% of their time with sick leave. We would assume this would be ~33% as
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Workers’ Compensation would cover the rest? We did note a very generous sick leave
policy allowing for an unlimited accrual of 1.3 sick days per month.
Laptop Computer Agreement
Under #14, this form states that “failure to exercise the expected level of care may result
in paying the cost of repair or replacement, and/or discipline.” We prefer the term
“corrective action” instead of “discipline” because it has less of a punitive and more of a
“desired result” orientation. We point out that the District may be limited in its ability to
actually enforce this clause. An individual would have to write a check to the School
District, and this may be hard to obtain, especially if no payroll deduction has been
authorized by the employee.
Statement Concerning Your Employment in a Job Not Covered by Social Security
You may wish to update the initial example since it is dated 2005. Understandably, it is
updated every year and that is outlined, but since a decade has almost passed, it may be
seen as more professional.
Military Access Form
A military access request form for purposes of employment required a driver’s license. Is
there a reason for that? Does the individual have to drive onto the base? We advise that
you ensure that there is a job-related reason for requesting this.
Leave Request Form
We did not review a FMLA leave request form, but would hope that the District uses the
WH-380 Series found at: http://www.dol.gov/whd/fmla/#.UIGJEMXAcgv for any
Family Medical Leave Act issues. We have also included a general Leave of Absence
Form for your reference.
One question surfaced regarding why pregnant employees are allowed to use paid time
off for six weeks and take leave without pay for the remainder. Evidently, an unwritten
rule provides six to nine weeks paid leave based on deliveries. Then the expectation is
that female employees will return to work. Additional time away of up to 12 weeks may
be taken in paid leave state if the employee has a medical certification that they must be
out due to a medical concern.
Since there is no parental leave clause (either under FMLA or Alaska Family Leave Act)
in Alaska, the individual must have a “serious health condition” we are surmising, to be
allowed additional time off. The initial time period would be seen as “disability” leave
and covered under both FMLA and AFLA. Women are routinely considered disabled for
six to nine weeks for giving birth. Of course, there can be variation in this depending on
an employee’s physical condition.
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Benefits Enrollment Forms (various)
These were skimmed for any apparent issues, but your Provider would be the creators of
any forms for these types of plans. We recommend continuing to build your relationship
with a knowledgeable Broker/ Provider/Borough Representative/Consultant who can
assist in aiding you in providing, in a balanced way, the best and most economically
suitable benefits possible.
Employee Termination Checklist
We noticed the following question on the checklist for FEA, FPA, ESSA, and Exempt
workers: “What date is employee eligible for reconsideration?” Does this mean that the
person is non-retained due to their contract running out (in the case of union personnel),
and not due to performance issues? It just begs the question about the implications and
we suggest it be reviewed to ensure clarity of intent.
Website
We perused the organization’s website to view its role in messaging FNSBSD as an
employer. The website has a good aesthetic, and has an area designated for jobs or
openings available with FNSBSD. We noted that pictures of individuals used on the site
appear to include children/people of color. Additionally, it is obvious from perusing
School Board Resolutions and other areas that diversity is noted and honored. Great!
Suggested Forms
We find the following forms to be helpful in establishing expectations and documenting
issues and have included samples for you to customize:
•
•

Request to Attend Seminars or Workshops
Vacation/Sick Time Accumulation Form

Recruitment and Employment
Recruitment and Selection
We recommend consistency and best practices be followed in the hiring process and the
organization’s compliance with legal issues. We recommend that FNSBSD review and
clarify its hiring procedures, provide more training to all Principals, supervisors and
managers involved in the hiring process, and continue to ensure the new employee
orientation form is completed so that established procedures are followed.
Positions are posted or broadcast internally for five business days. This may be done via
an e–mail only to the group that may be qualified for the position. This may be likely to
occur for Principal or Assistant Superintendent or Superintendent positions. We
recommend an internal posting be drafted for each opening. Screening recommendations
need to be made clear to hiring managers/principals, so they understand why they are
getting the applicants that they are interviewing.
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For external recruitments, the Recruitment Manager screens applications received from
the website. EEO reviews the screened applications for gender and racial information.
The Recruitment Manager may be asked to include another applicant (or more) based on
race/gender information that the EEO department is using. A better practice would be to
broaden the applicant pool by reaching out to applicable groups, advertising in specific
places to attract women and minorities, veterans and the disabled, and to include EEO
info on any job advertisements.
Typically, five to seven applicants are forwarded on to the hiring manager. Only the
hiring managers are involved in interviewing and reference checking. Some hiring
managers will request interview questions. Managers know that the same questions must
be asked of all candidates for any particular job.
The current software system, MUNIS, tied into the payroll system, has unfortunately not
been very good at capturing applicant data. A software package known as AppliTrack
has been used instead. This is seamless to the applicants and is where the application and
applicant tracking information gets entered into. Obviously, a computer system where all
modules interact with each other and all employees have suitable training on the software
is a better solution.
Recently, HR has limited the ability of Principals and hiring managers to view others’
notes on interviewed applicants, and shows only the open jobs that the particular manager
has open. In the past, others could see everyone’s open jobs, which could lead to some
territorial and discriminatory concerns. The very real human factor Principals and hiring
managers face in living and working in the communities in which they hire people, work
in buildings with parents, and turn people down for jobs, should be remembered.
Explaining the reasons behind required processes, in conjunction with working as a team
to get positions filled quickly, will be paramount in gaining understanding and
compliance from hiring managers. The HR department wants to be seen as a resource
and not an impediment. Focusing Managers/Principals on fair and equal hiring practices
is a concept that goes along with the overall mission of the District. Being proactive in
working with teachers and Directors to get people hired and oriented will be viewed as
serving the internal clients with real leadership. HR has faced a shortage of staff, and still
is currently considered responsive one-on-one on the phone, helpful and patient by
individuals interviewed. The Department received praise for sticking with policies and
not just placating Principals when they are upset.
Employment Interviews
Currently, the Recruiter screens resumes only on to the hiring Managers and Principals.
We recommend that all Managers involved in the recruitment process of conducting
interviews receive training, since the employment process is a prime cause of legal
action. Interviewing has actually been shown not to be a very valid or reliable factor in
candidate success. Because of this inherent difficulty in seeing how well an individual
will fit into any work group and how well they may do the job, it may be beneficial to
have the Recruiter be able to do an initial screening interview. With more School District
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employees being involved, the better chance that questions may arise and be answered
before someone is hired.
ADAAA
There appears to be a good process in place for making reasonable accommodations,
precluding undue hardship. One item that might help is a form to capture requests for
accommodation (we’ve included an Accommodation Request Form).
Job Descriptions
We commend FNSBSD for developing job descriptions for positions within the
organization. With the passage of the Americans with Disabilities Act (ADA) and
subsequent Amendment Act (ADAAA), job descriptions became a vehicle for
organizations to use in defining the essential functions and mental and physical skills
required by a position. Job descriptions address any skills and qualifications that are
requirements for the position. They can also be a good communication tool for
employees, providing them information on the duties of their position, and serving as a
basis for performance evaluations. Job descriptions are also important in the
interviewing process, and we recommend that all applicants scheduled for interviews
review the description first.
We strongly recommend breaking the job duties down into two categories: Essential
Functions (currently listed as “Responsibilities”) and secondary functions. This is an
important distinction. Essential Functions are what an employee must be able to do, with
or without reasonable accommodation. In other words, the secondary functions are not
considered items that a person must accomplish in the job should a disability prevent it.
An example might be a receptionist being asked to drop off the mail on his/her way
home. This may easily be accomplished by several people in the office, and therefore,
not an essential function of the job. If the receptionist became unable to drive through
some physical/mental challenge, it would not be a function he/she would have to do in
order to keep the job. An Essential Function must be met (with or without reasonable
accommodation), or the District may separate the employee. Additionally, while the job
description lists “perform other duties as assigned,” it is beneficial to include a disclaimer
to the effect that, “This job description reflects management’s assignment of essential
functions (key responsibilities); it does not prescribe or restrict the tasks that may be
assigned.”
While the designation of “exempt” is added to most job descriptions we reviewed, its
meaning may be different than the relevant Fair Labor Standards Act classification of
exempt or non-exempt status. We understand there is no formal process for classifying
jobs as salaried exempt or hourly non-exempt. This can be confusing to those unfamiliar
with the system. Since one’s exempt status under the FLSA determines if an individual
receives overtime pay or not, it would seem important to note this separately on the job
description.
While some mention is made of physical or mental abilities required of the job, we
suggest an even more robust physical activity requirements section to meet the ADAAA
HR Answers, Inc.
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requirements. We are providing samples of ADA-Physical and Mental Requirements
for your information. For example, you might add “requires continuous use of hands,
wrists, and fingering,” or “may occasionally lift up to 25 pounds,” etc.
You may also wish to include more and separate information on the “job scope” of each
position, which would include information such as the following example:
“Work performed is with little direction and involves a wide diversity of situations
and a high degree of complexity. The Superintendent is responsible for developing
overall objectives and policies along with ensuring compliance with federal and state
regulations. Errors in work and decisions can have a significant impact on the
educational goals success, potential litigation, and/or reputation of the entire
organization. The Superintendent works in concert with other management staff such
as Assistant Superintendents, Principals, and Assistant Principals to set budgets. The
Superintendent is responsible for setting the tone and culture of the entire School
District, modeling all desired behaviors, and establishing the values of integrity and
ethics within the School District.”
In our physical review of the job descriptions, we did note that many had no experience
or education listed even though a certification was required. The Teacher job description
we reviewed had the most physical/mental demands listed, but could have included even
more mental demands.
(This audit included review of specific job descriptions, but not the actual individual
employee performance or job functions. Observation and review of individual employee
job tasks and function is beyond the scope of this audit, absent specific written
designation by HR Answers, Inc. and the organization that this is part of the process. The
organization should know and understand that it is the employee’s actual, individual job
tasks, functions, and responsibilities, and not the job description, that will be used to
determine exempt status under the Fair Labor Standards Act.)
Wage and Hour
One of the issues raised during our interviews was the fact that some employees engage
in doing the same job duties at times they are not getting paid—otherwise known as
volunteering. There are very clear FLSA prohibitions against this, as some employees
might be intimidated or coaxed into doing this (working) against their will. For obvious
sound reasons then, this is an area that we would recommend be strongly audited as it
represents a clear legal risk.
Employment References
Conducting reference checks on all final candidates is considered a good practice in order
to better assess future behavior, evaluate prior work history, and minimize potential
discrimination risks. Documentation of these efforts is critical, even if only sketchy
information is received. Obviously, the School District must have documentation of
prudent investigation into the work history of any teacher or person coming into contact
with students. Failure to check references can be the basis for a later “negligent hiring”
complaint, if an employee injures (or commits a crime against) a student, an employee, a
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client, a vendor, or a member of the public while the employee is on the job. We
understand that the hiring managers conduct these on each hire. We would recommend a
strong policy statement regarding this in an employee handbook and a sound process for
conducting and recording these references be maintained.
Completed reference check forms should be kept separate from personnel files to ensure
privacy, and we recommend putting them in the recruitment file (by position, not person).
We have enclosed a sample reference checking form which FNSBSD may wish to use,
and we suggest it be used to consistently conduct reference checks for all potential hires.
We saw copies of transcripts and strong evidence that educational history is verified for
each candidate who requires a degree for their position. Great!
Background Checks
One of the critical items the audit surfaced is the fact that while the District ensures an
Alaskan State Troopers’ Interested Persons criminal background check has been
completed on each applicant with child contact, this only covers crimes committed in the
state of Alaska. Simultaneously, a criminal check (including submitting fingerprints) is
launched through the Federal Bureau of Investigation. Unfortunately, the FBI report
takes 60 to 90 days for a nationwide review of any crimes conducted by the new hire.
This is obviously too late if someone hired is intent on criminal activity, and could lead to
claims of negligent hiring/retention.
We strongly urge FNSBSD to consistently, and for all positions, use a third-party source
for conducting criminal background checks. When using a third-party, the District must
ensure that the Rights and Responsibilities Form from the Bureau of Consumer
Financial Protection (http://www.gpo.gov/fdsys/pkg/CFR-2012-title12-vol8/pdf/CFR2012-title12-vol8-part1022-appK.pdf) is dispensed to each applicant under review. For
any reference/education verification/criminal background checks, it is important that the
employee gathering these reports keep information confidential and file documents in the
recruitment file for that position.
Additionally, we recommend a re-running of these criminal checks on a continual basis,
say every three years. Otherwise, any subsequent criminal behavior may go unreported.
We were happy to report that no blanket policy regarding not hiring someone with a
criminal background exists and this is best practice according to the EEOC. Each
decision is based on the case-by-case merits of the situation, such as severity of the
crime, job-relatedness, and time since the activity occurred.
Driver License Required
We recommend a driving records check for all positions that require driving. We
understand that school bus drivers are on contract with an outside organization. Any
positions that require driving, however, should have a license on file with your insurance
company.
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Offer Letters
We examined an exempt employee contract. Because people have successfully sued for
their annual salary, we recommend using the amount paid per “pay period” (or hourly
amount in the case of a non-exempt employee).
It appears, from our personnel file review, that offer letters or contracts are currently
being used, should a new employee be brought on board. We commend the organization
on using this important document.
On-Boarding Process
Introducing employees to the organization is a vital step in the new hire process. An
orientation process can help make new employees feel welcome and familiarize them
with their jobs and with general and organization services, operations, policies, and
procedures. FNSBSD appears to put a great deal of detailed effort in ensuring that this
happens well and in a timely manner.
We commend the District for what appears to be a highly structured on-boarding process.
It covers equal employment, affirmative action, sexual harassment prohibitions,
discrimination and racial harassment, pay, blood borne pathogens, FMLA leaves,
USERRA, performance evaluation information and drug and alcohol abuse awareness.
As well, this orientation material discusses benefits and transactional items necessary for
on-boarding. We commend the School District for a thorough listing and information
regarding benefits also presented during the on-boarding process. Information offered
includes retirement benefits, medical information, flexible spending plans, PERS, longterm disability, and more. Great!
With the temporary and substitute positions, a “Statement of Understanding” is signed.
This is a good practice as it points out the “at-will” nature of the employment, especially
since by the very nature of their assignment; it will probably not be a long-lasting
position. We recommend not going over 6 months without formalizing the temporary
employment relationship to regular employment because it can run afoul of ERISA
requirements.
The amount of time to reach tenure did not appear to be defined in the Teacher
Evaluation Handbook. It would be important that this is covered for new hires, and
perhaps it is under a separate process.
Harassment and Management Training
Another critical area called out by FNSBSD, and seconded by the consultant, is the need
for management training. Individuals need to know “why” something is important, not
just detailed instructions about what to do. Without a greater understanding of how their
actions can impact people or put the School District at risk, managers may not retain
information and/or readily be able to put it into practice. Consistent, regular training on
many different areas typically considered under the HR umbrella needs to be addressed.
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FNSBSD does not conduct harassment training for employees, which has been required
by the Equal Employment Opportunity Commission (EEOC) since 1999. Documentation
of harassment training, including names of the participants, dates, and content of the
training is important to show compliance with EEOC requirements, and to offer an
affirmative defense. Such training would ensure employees understand that the
organization takes this seriously and this needs to be done in addition to reducing risk.
This is a serious omission which should be addressed as soon as possible.
While the supposition can be made that in a school district environment this would not be
as important, it only takes one lawsuit to decimate funds and/or the District’s reputation.
For an organization the size of FNSBSD, it is imperative that individual managers,
principals, assistant superintendents, and supervisors be as well versed as possible in
employment best practices and regulations/laws. Continuous training is very necessary to
keep managers able to handle critical personnel situations. Current employment case law
and new legislation impact how employers may interact with employees every day. So
one side of HR is oriented toward protection and another aspect of HR is geared toward
inspiring workers. And yet another facet of HR involves the daily paperwork and
transactions that are required to ensure compliance and administration of compensation
and benefits plans.
Training is needed for Managers, Principals, Superintendents, and Assistant
Superintendents/Principals. These positions are in charge of large numbers of employees
as well as oversight of key District goals. One of the challenges is finding the time to
offer this, with summer being an obvious option. Of course, employees would have to be
paid for mandatory training.
An introductory supervisory course for new Managers or Principals/Superintendents is
strongly recommended.
This may mean several levels of supervisory training are developed. Performance
management, conflict management, corrective action, on-boarding, ADAAA, sexual
harassment, interviewing, affirmative action, etc., are all areas where supervisors need to
be current on training. Sexual harassment training is advocated by the EEOC and serves
as an affirmative defense. If training has not occurred, no affirmative defense is possible.
When managers feel more knowledgeable about disability situations, corrective action
scenarios and how to approach employee interpersonal problems, proactive discussions
are more apt to occur. When people do not know what to say, silence may be the option
used. Ignoring issues can typically lead to a host of complications, something that good
communication can circumvent.
Performance Appraisal
Documented performance appraisals, completed in a non-biased and thorough manner,
provide support for effective promotion and discharge decisions, as well as guard against
discrimination and other unfair treatment of employees. Without them, it is often
difficult to justify those decisions if challenged. For example, a discrimination claim can
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be refuted based on valid, objective, job-related criteria documented in employee files. In
addition to assisting the organization with legal issues, performance appraisal programs
can be a good way to improve communication between employees and supervisors, to
recognize and reinforce good behavior and performance, increase morale and
productivity, plan future projects and goals, and to respond to potential performance
deficiencies before they become serious.
We are pleased to see that FNSBSD uses several different and thorough forms to
document employee performance based on an employee’s status (i.e. certified, classified,
etc.). Managers should be trained on how to deliver performance reviews. It appears that
the teacher evaluation system is highly detailed and completed in a consistent manner. A
detailed policy describing the performance appraisal program should be developed to
provide guidance for managers and supervisors in completing the evaluation process for
others in the supervisory manual. Information should include rating descriptions, how to
use the form, how to conduct interviews, how to record critical performance incidents
and correctly use the information to arrive at the proper rating. The policy should clearly
communicate the District’s philosophy and emphasis placed on this critically important
program.
We saw no issues in our review of the forms used for this process. It appears to be
administered from the Borough level down through the schools.
Compensation
Typically, in looking at an organization’s compensation plan, we look at any issues with
retaining and/or attracting employees, issues with compression or complaints regarding
the pay/benefits package. Our understanding is that the compensation program is driven
from the Borough to the schools. While there may be a supporting compensation
philosophy, we did not receive that from the Central office. This limited information
made a more detailed review challenging and curtailed our usual practice of a more indepth analysis of the pay structure.
Compensation appears to be managed in quite a structured process. We were given four
different pay schedules: Principals, Teachers, ESSA (support positions), and Exempts
(from unions). Obviously, wages are negotiated for union employees. We noticed,
however, there was no expected and common mid-point progression for the Exempt pay
schedule. Further examining this pay schedule, the percentage differences in mid-point
progression seemed to change, with no apparent consistent pattern. With no document to
explain the reasoning behind the pay structure, the lack of consistency added to our
confusion. Pay structures usually have a common mid-point progression and often are
tapered so that they get wider as the position duties gain greater responsibilities or
accountabilities. The reasoning behind this increasing width is that jobs take longer to
learn and there are fewer positions that incumbents can be promoted into as they increase
their skill and acknowledge. This enables a greater retention of employees because there
is more pay future for them to achieve with a wider range. Yet the Exempt pay schedule
for the District appears to do the opposite.
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With the Equal Pay Act, and the recent passage of the Lilly Ledbetter Act, pay should
always be analyzed on the basis of equity, regardless of protected class (i.e. gender, age,
race, ethnicity, etc.). As a public sector employer, sensitivity to the ability to explain any
pay actions taken should be an expectation. This is a key responsibility of the
organization, and something beyond the scope of this overall audit. Hopefully, this is an
area the Borough is well versed in. We would be happy to assist with a more in-depth
analysis of your pay levels, and with reviewing your overall compensation strategy and
structure.
Benefits
Attracting and retaining employees is the goal for FNSBSD. The School District uses
employee/management benefits (healthcare) committees to manage its highly-regarded
benefits plan. They examine the current benefits packages and make recommendations.
Of course, union-affiliated employees bargain for their benefit packages.
Currently almost 2,000 employees are benefit-eligible. Some are covered by Native
Alaskan or military health benefits. Fulltime employees pay less than $400 per month
while part time employees must pay almost double that contribution. The Benefits
Enrollment Guide and online brochures, as well as hard copies, are prepared each year to
aid in communicating this information.
A total rewards program looks at benefits and pay to determine remuneration. While
MUNIS currently cannot provide individualized benefits statements, providing this at
some point may be worth the time and effort. Employees may not realize the total dollar
amount of their compensation package.
Fair Labor Standards Act
The Department of Labor has been rigorously investigating exempt and non-exempt
status issues recently (non-exempt employees earn overtime for hours worked over 40 in
any seven-day workweek). It is a good idea to make sure all positions are correctly
classified. To be classified as exempt, a salaried employee must be earning $455 per
week or more. If in doubt, it is a better idea to classify a position as non-exempt rather
than the other way around. We have attached an Exemptions test which you can also
find on the Bureau of Labor and Industries website:
http://www.dol.gov/elaws/esa/flsa/screen75.asp.
Corrective Action
From the local newspaper’s article on May 13, 2014, “The Board stated it was “not
convinced” following its investigation that the District had an effective system in place to
handle complaints and investigations of employee misconduct. The board called for a
“significant culture shift” as well as the sharing of employee misconduct information to
building management in the future.”
FNSBSD has little in the way of written policies explaining the handling of corrective
action. Supervisors should be trained in the proper steps to take if an employee fails to
perform according to established policy or performance standards. A Corrective Action
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form can be used to document the type of offenses, the number of offenses, and the
seriousness of the offenses. This documentation can be critical in waiving off a wrongful
discharge claim or an employee grievance. Substantiating these areas can also shape
expectations in ways that can help avoid such a claim altogether. It helps the
organization maintain good performance and the employee is informed when serious
deficits or behavioral issues exist. One frustration voiced was the need to terminate
quickly when an employee is putting kids at risk by being non-responsive to students. In
these situations, it is not necessary to terminate immediately. An employee can be placed
on Administrative Leave so that a thorough and complete investigation can occur. This
makes it all the more important to have a procedure in place for dealing with these kinds
of emergency circumstances, as well as routine employee behavioral issues.
We heard from many interviewees that there needs to be clear, consistent processes put in
place to handle disruptive employee behavior. Labor Relations is headed by an
experienced staff person who routinely coaches managers through employee performance
issues. Those in management positions need to feel confident in beginning these
conversations, and the general feeling is that clear procedures and processes may need to
be documented formally and communicated to managers. A separate, more detailed
guide for managers and supervisors in handling corrective action situations and for
discharging employees could be helpful to less experienced managers/supervisors.
The decision to discharge an employee, for any reason, should be made thoughtfully.
The Discharge Policy should require: 1) supervisors to obtain upper management’s
approval prior to initiating any discharge action, 2) complete documentation of the
reasons(s) leading to discharge, and 3) review of all documentation by a higher-level
manager prior to discharge (which they do through the ED).
On a positive note, performance appraisals do seem to be completed on a regular basis
and plans of improvement instituted when necessary.
Employee Separation/Exit Record
It appears that FNSBSD offers exit interview forms for terminating employees. We
would recommend separation interviews be done in person (or Skype) for the greatest
candor, but understand that with the different school locations and weather conditions,
this may not always be possible. Something to consider may be “stay” interviews or
Employee Opinion Surveys. When these tools are used with interest and sincerity the
District may gain employee perspectives on the employment experience at FNSBSD.
Exit interviews also provide the opportunity for the organization to conclude the
employment relationship constructively. Additionally, they can provide excellent
documentation that the organization was not advised of any unresolved issues at the time
of separation. Traci, the ED, does do a final review before anyone is terminated. Good!
Drugs & Alcohol
We recommend use of the terms “reasonable basis” to replace “reasonable suspicion” and
“presence of [drugs and/or alcohol] in your system” instead of “under the influence.”
The former seems to vilify and the latter is a much harder standard to meet. We also
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encourage you to address prescription drugs, define controlled substances, and add a term
such as “distributing” to prohibited actions under the policy.
We strongly recommend the School Board implement a requirement that all teachers and
support staff undergo drug-testing at the beginning of employment or making it
contingent for hiring. If the School District is considered a public employer, the timing
of the drug test is important. You may only drug-test public employees before hiring
them, if it is a safety-related position (and there are very specific regulations regarding
this). You may need to hire the individual and then drug test immediately. It may send a
message if employees are not tested that may imply drug use is not an important issue to
the District.
Technology and Automation
It does appear that the HR Department has been working diligently to move all processes
to an electronic medium (except for personnel files). This effort is hampered, however,
by the fact that the main system (MUNIS) does not talk with other modules (i.e.
AppliTrack), as the recruitment piece is separate. The payroll system does not appear to
be able to provide any kind of leave tracking. As the organization moves forward, it is
crucial that conversations occur around the best methods/products for tying these systems
together. This increases efficiency and allows the limited staff more opportunity to tackle
other work.
Safety
Safety issues are handled mainly by the Borough office and processes, forms, and
procedures were not reviewed. It did appear that Emergency Action and Fire Protection
Plans were in place and that regular evacuation drills and fire safety programs are
followed on a regular basis.
We did note that the OSHA Form 300 was posted. This is typically only posted for 3
months annually (February – April). Employee 801 Forms (Worker's and Employer’s
Report of Occupational Injury or Disease/Illness reporting form) would be completed in
the event of a time-loss or treated injury. More state information regarding the reporting
of such issues may be found at: https://www.osha.gov/dcsp/osp/stateprogs/alaska.html.
We could not confirm that Safety Committee meeting minutes were posted. Our question
of how does the District ensure the safe operations of school buildings and the
Centralized office was answered in part by the use of Safety Officers for each department
and floor. Blood borne training is conducted at school sites. Great!
Posters
A portion of the review examines the postings required by federal, state, and local laws
and regulations. Employers are required to post notices mandated by the federal and state
governments in a manner and place that can easily be seen by both applicants and
employees, which can sometimes make compliance a little difficult. The HR Department
postings appear to be located in a place that is visible to employees, and highly visible to
any applicants visiting HR. Great job! We found most of the required postings on the
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HR Department’s main bulletin board. Several minor postings (i.e. Workers’
Compensation Certification, unemployment document, etc.) should also be posted here as
well. (We noted that the WCC was posted on the bulletin board in the break room). Our
understanding is that each Building (school) also contains the required employment
posters; it would be important that these posters are displayed in a similar manner as well.
We were told that no AFLA (Alaska Family Leave Act) poster existed, and although we
did a web search, were unable to locate one either. It seems reasonable, though, that
there is some sort of posting regarding this somewhere and would recommend further
research.
Leaves of Absence
We found some interesting policies around leave laws. Apparently, an employee may
have up to a one year leave of absence with a health care provider’s medical certification.
This is certainly a liberal leave for the guarantee of a return to your job. Perhaps our
understanding is incorrect. This is fine to do, the parameters just need to be clearly
communicated to employees.
We did not find a clear standard on the use of sick leave or any real standard operating
procedures on how to administer leaves, including use of sick leave, etc. It appears that
some anomalies around administration of leaves do occur. Leave tracking does not
always occur as it should due to the fact that the Central office does not have direct
purview of what is actually happening at Buildings. An online method of tracking these
leaves, where both the individual schools and the Central office could view this
information, would be preferable.
Record Retention
FNSBSD has an established record retention policy for payroll and personnel records.
We have also attached a Records Retention Guideline. We did note that employee
files are kept for 50 years. Our standard recommendation is 4 to 7 years. Unless there is
a legislative reason, hanging onto records past their mandatory limits may leave the
organization vulnerable to issues as well. We suspect this may have something to do
with the teaching positions and legal requirements, but are uncertain as to this?
Workforce Demographics
FNSBSD currently has approximately 3500 employees. Affirmative action planning is
done through the EEO Department. Due to our understanding that this department tracks
minority and female numbers, we have not done an analysis here.
We do encourage the School District to look at the compensation analysis that is typically
done in conjunction with an Affirmative Action Plan. This will point out discrepancies in
pay that cannot be explained by differing educational achievements, experience levels,
knowledge base, skills, hire dates or abilities. With the recent Lilly Ledbetter Fair Pay
Act of 2009, it is important to be able to proactively address any differences in pay that
appears as if an individuals’ gender or race may be the reason behind pay differences.
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Hopefully, this helps to explain what types of issues an outside regulatory agency would
be looking at if they were investigating any type of complaint. In other words, you want
to look at any red flags and denote decisions from a defensible job-related standpoint.
Reorganize the HR Department
Additionally, the fact that EEO, Labor Relations, and all other HR functions are split
between three different departments is confusing and seems a duplication of efforts may
be occurring often. Disagreements over how to complete tasks (i.e. EEO requesting the
Recruiter screen in targeted ethnicities) is made more difficult and perhaps looked at
more territorially by using the existing structure. Obviously, silos of expertise can occur
instead of pooling all efforts toward devising best practices for human resources matters
as a whole. By all accounts, employees are beginning to use the resources of the HR
Department to a greater extent. Opening the Department to a more collaborative
environment would intentionally model desired outcomes.
Addition of HR Personnel
The current ratio of employees to HR staff is around 370 to 1. Last year the overtime bill
was $24,000 for the department, which adds to the need for more support staff.
Understanding that this is for critical needs and that daily, more mundane issues may just
go to the bottom of the pile and not get done. While the new Executive Director has
made great strides to implement formalized processes and procedures, she agrees there is
much to be done. Knowing resources are typically scarce, we would still recommend the
addition of at least three new positions.
Positions of Trainer and Investigator could easily be used in a full-time manner. An
option could be to use an outside service for training on an as-needed basis. This would
still entail retaining a Trainer that is familiar with School District jobs and issues. With
an average of three complaints a week, an Investigator could easily be employed full
time. And finally, in looking at the amount of overtime performed by non-exempt HR
employees, we would recommend adding an additional clerical person who focuses on
filing and administrative tasks. This also adds an increased level of comfort with
accurate and confidential filing, which using multiple part-time people can erode.

General Observations and Recommendations
This report contains many recommendations and activities necessary to form the
framework for an effective human resources function. Several of these activities can be
accomplished through use of outside assistance. Included here are some of the most
important issues HR Answers, Inc., feels the organization would most greatly benefit
from (due to liability reduction, money saved, greater efficiency, greater employee
engagement, etc.) by working on in the coming year:
• Realignment of the three separate departments including HR, EEO and Labor
Relations to operate as a whole, and subsequent organizational development
following these major changes
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Roles and responsibilities clearly delineated to provide consistency when dealing
with union-affiliated employees and grievances,
Implementation of nation-wide criminal background check (completed in 3 days)
Personnel file review (compilation of one main personnel file for each employee
which includes all necessary documentation)
Implementation of the federal lactation policy
Review of software packages to ensure greater synergy in dealing with
business/HR issues (so modules “talk to” each other)
Lilly Ledbetter analysis of compensation rates
Electronic tracking of leaves via payroll software
Require drug-testing at or shortly after hire,
Address the volunteerism issue with employees doing similar work without
receiving pay
Employee handbook creation (employee policies are best reviewed annually)
Locked file cabinets for medical and personnel information
Greater involvement in screening interviews
Hiring processes continuing to be formalized
Consistent procedures used when corrective actions are taken
Training of principals and hiring managers in interviewing, recruitment best
practices, conflict resolution, sexual harassment, coaching/counseling, leave laws
and other employment issues
Sexual harassment training for all employees
Addition to job descriptions of complete ADAAA-requirements (mental/physical
abilities)
Implement changes outlined from the Audit Report made to forms and policies,
Driving records checked for appropriate positions
Addition of staff (trainer, investigator, clerical assistant)
Continuing and growing HR’s strategic role in shaping the District’s human
resources policies and vision

The staff we worked with during our on-site review provided a warm and welcoming
environment. The staff is motivated and cohesive under current leadership. The HR
Department now seems to be providing a positive, nurturing work environment, while
looking toward continued improvement in HR process development and continued
growth for employees.
FNSBSD is well on its way to reaching its goals of increased efficiency and
effectiveness. The HR Department, under Traci’s oversight, has an articulated mission of
excellence to serve School District personnel. Moving forward with that momentum,
employee engagement and student success may be realized to an even greater degree.

Summary
This information, as well as the sample documents referred to in this Report, is intended to
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give FNSBSD an outside perspective of how human resources is designed and may
function at a best practices level. The report looks at the elements of compliance, structure,
written materials, procedures, and record keeping. We believe a thoughtfully designed and
conscientiously implemented Human Resources Management function is crucial to legal
and effective employment practices. It will help to ensure that the right people with the
right skills continue to be brought together to meet the needs and goals of the organization.
We also believe that if the organization follows the guidelines and suggestions we have
provided, many challenges of complying with regulations can be avoided. While the
amount of information we have provided for you may seem a bit overwhelming, we
believe FNSBSD will benefit from engaging in these efforts. We suggest that a greater
emphasis be placed on those items that represent a greater potential liability for FNSBSD.
We encourage you to consider implementing those items listed in the previous section
first.
While not intended to be self-serving, HR Answers, Inc. can be of assistance to you in
implementing all the suggestions of this report. As a full-service, broad-based HR
consulting firm, we have a wealth of experience, which may reduce the stress and
challenge of making many of these ideas come to life. As you know, HR Answers is
prepared to function as an outside resource for FNSBSD or to help you choose the best
course of action.
This report is presented as a draft and it is our anticipation that you will wish to discuss
the recommendations, ask for additional material, etc. Once we have had those
conversations and meet whatever your needs are regarding this draft, we will finalize it
for you. We can also present this material to any person or group. If you have any
questions about the information contained in this report, please let us know so we can
discuss your concerns. We want to ensure your understanding with all our observations
and suggestions.
It was a pleasure to conduct this work and we hope it will be beneficial to FNSBSD.

Joan
_______________________
Joan Sampson, SPHR
Professional Consultant
HR Answers, Inc.
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Samples and Forms Included
1.
2.
3.
4.
5.
6.
7.
8.
9.

Recommended Contents of Employee Personnel Files
Leave of Absence Form
Request to Attend Seminars or Workshops
Vacation/Sick Time Accumulation Form
Accommodation Request Form
ADA-Physical and Mental Requirements Form
Reference Check Form
FLSA Exemptions Test
Records Retention Guideline
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FNSBSD Human Resources Department Restructure
Update as of February 4, 2015
Compliance issue #1: Personnel files and written procedures
Personnel and labor relations files are out of compliance and few to no written procedures exist
to guide prudent decision making.
Initial proposed solution: Contract with individuals and/or a service in order to do a complete
review and overhaul of every personnel, medical/confidential, recruitment, investigation, and
other files linked to personnel in order to bring them into compliance. As there are currently over
3,500 employees who have three or more files of various types, this corrective action is expected
to take 12-18 months. The following would be addressed:





misfiled items;
standardization of files;
merging files, when appropriate; and
exploring the feasibility of moving to electronic files.

This group would also work with the district to develop an employee handbook and written
procedures.
Initial estimated cost: $100,000
Status: September 15, 2014
The Growth Company has submitted a proposal to review, analyze, and evaluate the current HR
filing system; devise a restructure model; and perform an extensive review of each of the 50009000 HR/LR/building files. Files would be standardized, inappropriate and misplaced content
would be removed, and missing content would be identified. Additionally, they would design a
“state of the art” file management system and train all necessary stakeholders on the new
system. They estimate the complete file review to be completed in 3-6 months.
Estimated Phase 1 cost: $8,840-$14,080. This would include two consultants being onsite for 3-5
days to perform a physical assessment of the current filing system (including review of 50-150
files), analysis of current policies/procedures, and dialogue with legal counsel and district staff to
gauge current and potential issues within current HR practices.
Status to date
Phase 1 was completed with the onsite file review portion of the phase performed the week of
Oct. 20, 2014. The site review included a random representative collection of employee files
from three elementary schools, one charter school, three middle schools, three high schools, and
districtwide services/groups including facilities management, administrative offices, nutrition
services, student workers, substitutes, and temporary workers. An average of three randomly
selected employee files from each identified work location were reviewed. As part of the
process, The Growth Company met with the principals and/or supervisors for the selected work
areas to discuss their concerns relating to employee files. The Growth Company also met with
union representatives from FPA, FEA, and ESSA and conducted a post-site visit survey. This
survey was sent to principals from the schools not randomly selected as part of the site visit.
The Growth Company provided a Personnel File Review report to the school district on Nov. 17,
2014. The report reviewed their findings and also relayed the survey responses from principals.
The report showed consistencies in the suggested areas of improvement noted in the Human
Resources Practices Audit performed by HR Answers, Inc. provided to the school district in May
2014. The report also provided a breakdown of additional services available and associated
pricing.
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While The Growth Company report provided support in identifying key areas of improvement
identified as concerns by human resources staff and the Human Resources Practices Audit, it
did not provide enough substance or detail relating to the requested plan of improvement to
prudently rely on continued service performance with The Growth Company.
The total cost for phase 1 was $13,058.
The human resources department has determined that phase 2 of the personnel file upgrade and
written procedural documentation will be best managed within the department. A thorough
search for outside Alaska vendors that perform these types of services previously did not
produce many options. The department is in the process of developing a project plan and work
breakdown to utilize internal staff resources with the assistance of temporary workers to
complete the personnel file alignment process.


The project plan will include the following items:
o
o
o

o
o

comprehensive personnel file restructure with identified form location and record
retention period;
project schedule for systematic review and realignment of current employee
personnel files (and associated files) to approved file structure;
communication and training plan for educating current human resources staff,
supervisors, and other employees with employee file contact, as well as providing
a reference guide for continued compliance;
development of internal audit procedures and schedule to review continued
compliance with established file structure; and
development of terminated employee file rotation schedule procedure for
archiving terminated employee files.

The project will also explore the feasibility of moving identified files to an electronic image format
utilizing the current school district human resources information system (HRIS), Munis. The
security, accessibility, and overall sustainability will be assessed prior to implementation.
The estimated cost of the project for FY16 is $110,000, which includes two temporary termfunded workers, personnel file folders, and two work stations with scanners.
Compliance issue #2: Ineffective inter-and intra-departmental staffing and alignment
Initial proposed solution: Restructure as follows:


The labor relations department would be eliminated and the director of labor relations
would be a direct report to the executive director of human resources. $0



The EEO director would be a direct report to the executive director of human resources
and the superintendent. $0



Eliminate the assistant executive director of HR position and replace it with a director of
compliance and training. This position would oversee HR department compliance and
develop and monitor training, as well as backfill for benefits management, including the
Family Medical Leave Act (FMLA). $0
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Add an investigator of personnel issues and student discipline that would assist the
director of labor relations with investigations and be the hearing officer for student
discipline. $120,000



Add an executive assistant position to support the director of labor relations and director
of training and compliance. $80,000

Initial estimated cost: $200,000
Status: September 15, 2014
Restructure is underway. The labor relations & EEO departments no longer exist as separate
departments. Currently the executive director of human resources is also acting as the director of
labor relations and the director of compliance. While the majority of the focus since May has
been on the integration of labor relations functions, steps are being taken to develop and
implement communication and decision making protocols around HR/EEO functions, as well as
to refine and delineate duties.
The department does not need a second executive assistant position. However, an exempt
secretary position is necessary. The addition of an exempt secretary will allow the current
executive assistant to provide the complex and confidential administrative support needed by the
executive director. The exempt secretary will provide administrative support for student
discipline, employee investigations, and compliance training, as well as prepare, edit, and
disseminate bargaining documents during investigations.
Status of Hires
Compliance Director
Labor Relations Director
Investigation Specialist
Exempt Secretary
Trainer

Krista Lord
Kim Saner
In process of hire
Lonna Bartlett
Not filled

Start Date
September 15, 2014
On or about October 15, 2014
TBD
September 8, 2014
N/A

Estimated cost: No change to initial estimate
Status to date
Since beginning her position on September 15, 2015, the compliance director has worked to
address previously identified areas of concern, as well as identify new areas that need attention.
Areas of focus will continue to be prioritized based on the degree of exposure and the capacity of
department personnel and resources. An overview and status of current compliance projects is
as follows:


Personnel File Review – Project in Progress
o Review the current filing system for employee personnel files and other related
employment files for compliance, accuracy, consistency, security, and
organization. Develop a systematic approach to bring current files into
compliance, as well as develop a sustainable filing structure that can be effectively
communicated and utilized in the future.



Background Check Procedures for Employment Candidates and Volunteers – Completed
o Develop a comprehensive screening process to review applicant’s criminal history
prior to employment offers and approval of volunteers. The process includes a
consistent, thorough review of consumer reports within the guidelines of Fair
Credit Reporting Act (FCRA) including the development and implementation of the
pre-adverse and adverse action processes.
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Terminated / Archive File Management – In Progress
o Review backlog of terminated employee files and prepare files for document
imaging and long term storage. Adhere to school district record retention policies
and develop on-going schedules and procedures for terminated employee file
management.



Office Security / Confidentiality – In Progress
o Address issues relating to security and storage of confidential information within
the HR department and identify any confidential information not housed within the
HR department.



Human Resources Information System (HRIS) Management, Management Ad Hoc
Reporting, and Document Imaging Security and Mapping – In Progress
o Develop a good understanding of the capabilities, structure, and current usage of
Munis. Identify information gaps and overlaps, and suggest ideas for efficient
usage that takes full advantage of software capabilities.



Mandatory Training Management – In Progress
o Audit current training records and tracking system management. Develop
systematic approach for updating training records in HRIS software. In addition,
develop regular and ad hoc reporting capabilities to identify mandatory training
needs and notify appropriate staff.



Internal HR Communication Systems – In Progress
o Review current internal HR department communication systems and develop
effective communication systems to support cross functional, cooperative
information sharing.



Bloodborne Pathogen Exposure Control Plan and Review of School District Hazcom and
Safety Management Programs – In Progress
o Reviewed current Bloodborne Pathogen Exposure Control Plan and made
necessary updates to bring plan information into compliance. In addition, work
cooperatively with borough risk management to review the status of current
Hazcom and safety programs, including safe driver programs.



Review of Office of Federal Contract Compliance Programs (OFCCP) Compliance
Systems – In Progress
o Work in conjunction with EEO to maintain record compliance with new Office of
Federal Contract Compliance Programs (OFCCP) requirements. Develop an
efficient method to obtain status updates according to requirement deadlines.



SAS Contract Administration and Interaction with Fair Labor Standards Act (FLSA) – In
Progress
o Review the current system for administering and awarding SAS contracts and
determine applicable effect in relation to Fair Labor Standards Act (FLSA).
Develop a statistical reporting mechanism that allows management to review SAS
contract awards by employee group and contract amount.



Volunteer Packet Processing / Electronic Process Management – In Progress
o Review current system including forms and processes for volunteer approval
procedure. Develop a systematic electronic work flow to process and store
volunteer packets.
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Established Process Documentation Format – Completed
o Research current methods used to document HR decision processes. Develop
and format to accurately document and preserve decision processes related to
procedural changes. Maintain information in a central electronic format for future
ease of accessible historical information.



Family Medical Leave Procedures – In Progress
o Review current procedures and forms utilized in the Family Medical Leave
Act/Alaska Family Leave Act (FMLA/AFLA) eligibility verification and leave
management. Determine areas of improvement utilizing current school district
software reporting capabilities. Provide improvements to documents and forms
utilized for the family leave process and address best practice methods for
communicating benefit program to employees.



HR Department Process and Procedure Reference Guide – In Progress
o Create a method to categorize and document HR processes and procedures to
use as a reference guide for current and future HR staff to promote consistency
and provide a training mechanism within the department. Included in each guide
will be a written step-by-step procedure breakdown, as well as a visual process
map.

Status of Hires
Exempt Secretary
Compliance Director
Investigation Specialist
Labor Relations Director
Training Specialist

Start Date
September 8, 2014
September 15, 2014
September 30, 2014
November 3, 2014
Posted February 3, 2015

Lonna Bartlett
Krista Lord
Ivory McDaniel
Kim Saner
Not filled

The cost for the addition of the investigation specialist/hearing officer ($133,500), training
specialist ($133,500), and exempt secretary ($90,000) positions is estimated at $357,000
(includes salaries and benefits) for FY16 and requested in the human resources' FY16 proposed
budget.
Compliance issue #3: Inadequate support for complex legal issues
The district deals with many complex issues on a daily basis that need consistent and ongoing
legal advice.
Initial proposed solution: Hire an attorney with duties to include offering advice on legal and
policy matters, researching legal issues, and representing the school district in litigation matters.
Initial estimated cost: $160,000
Status: September 15, 2014
No attorney has been hired. HR continues to rely on FNSB legal for legal support. More
discussion is needed regarding how we proceed. Options include: proceed with hire of an
attorney; continue to rely of FNSB legal; utilize services of other law firms; or some combination
of these options. The district and FNSB legal have an upcoming meeting to discuss the feasibility
of each option.
Estimated cost: TBD - To date, the HR department has not utilized services of any outside
attorney.
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Status to date
While HR continues to rely on FNSB legal, the need is rapidly exceeding their current capacity.
We are actively exploring the possibility of contracting with an attorney outside the borough to
provide legal guidance and support.
To date, the HR department still has not utilized services of any outside attorney. Future costs
are TBD.
Compliance issue #4: Background checks
All employees are required to have an Interested Persons Report provided by the Alaska State
Troopers. The report only covers the State of Alaska. Additionally, all employees except temps
are required to be fingerprinted (FBI). Results can take 3-6 months to be returned to districts. HR
staff checks volunteers’ criminal history on Court View.
Initial proposed solution: Contract with background check service in order to have essential
background data needed to make safe, compliant hiring decisions. All employees and volunteers
will have the background check upon hire or before volunteering when expected to be alone with
students. All employees except temps will continue to have fingerprints done as well. Require
employees self-disclose arrests and convictions that occur while employed at the district in order
to determine suitability for continued employment.
Initial estimated cost: $30,000
Status: September 15, 2014
Fingerprinting and background check requirements should be customized based on the criteria in
the job description. Currently, they are not. Until job descriptions are overhauled and brought
into compliance, background check requirements will continue to be standardized across all
employee groups.
The district is in the process of finalizing short-term contracts with two vendors, Aurico and
Frasco. These vendors will be utilized until an RFP process is completed and a permanent
vendor is selected. As the compliance requirements and protocols are stricter than current
practice, the district is working with FNSB legal to review the liability language and is taking steps
to ensure the department is prepared for implementation.
Questions that need to be addressed include:
1) Will we require new employees to bear the expense of both the fingerprints and
background checks?
2) Will we require background checks periodically for existing employees? Who will be
responsible for the cost?
3) Will we require employees to self-disclose arrests and/or convictions for certain crimes?
What policies need to be in place to address such disclosures?
Estimated cost: No change to initial estimate
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Status to Date
The third party background check vendor process was implemented on October 20, 2014. As of
January 21, 2015, a total of 378 background checks have been performed on candidates for
employment and volunteer positions. The process included revision to current internal
procedures, as well as implementation of the pre-adverse and adverse action processes to
maintain compliance with legal requirements. The short term contracts have stayed below the
original cost estimate to date.
The RFP process is near completion for regular vendor placement. Four companies have
submitted proposals for consideration.
Compliance recommendations are to:


Determine and implement a regular renewal schedule of background check reports for
employees and volunteers. The suggested regular report renewal period is every two
years, consistently applied to both current employees and school district volunteers. The
two year time period is consistent with the established school district record retention
schedule for background reports and would allow for regular monitoring of criminal
convictions.



Continue to provide the background check reports at no cost to volunteers and applicants
for employment, as well as budget cost coverage for current employee bi-annual record
check. The estimated expected cost of $135,000 for this program is requested in the
human resources FY16 budget.

Compliance issue #5: Training
Principals and other hiring managers are not properly trained in critical areas such as:











ADAAA (ADA Amendments Act of 2008);
diversity management;
EEO;
evaluations;
interviewing;
investigations;
mandatory reporting;
tracking-mandated trainings;
wage and hour; and
shared supervision

It is critical the district equip hiring managers with the right training and tools needed to make
good decisions and to remain compliant with employment and labor laws.
Initial proposed solution: Hire a trainer to work with the director of compliance to develop,
coordinate, and deliver ongoing training to district staff.
Estimated cost: $95,000
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Status: September 15, 2014
Assistant Superintendent Sandy Kowalski has taken the lead on implementing and tracking Child
Abuse Prevention training (mandatory reporting). She has been working closely with the Office of
Children’s Services (OCS). In July, OCS provided training to all principals and management
team members. Principals and supervisors are providing the training, using e-Learning, to
teachers and exempt staff. All ESSA staff will be trained during their in-service on September 29,
2014.
A resource manual, Administrator Training on Conducting Investigations, has been developed.
While still in draft, training of principals has begun and tools from the manual are being used. An
Investigation Intake Form was developed and is being used to capture critical information
needed after an alleged incident and to prompt required reporting. The district now uses a team
(building and administrative personnel) approach to address disciplinary issues. Through this
approach, recalibration across the district is taking place. Fairness, consistency, and
appropriateness are guiding influences for decision making.
The director of compliance will take the lead in this area once she is in place. While proper and
adequate training is key to compliance, the hiring of the trainer position will be delayed until the
department has a clearer understanding of the need and function of this position.
Status to date
Establishing and communicating labor relations functions and processes has been challenging,
in part due to the critical need to create written procedures as they were being implemented.
The district team and members from each of the associations are working together to identify
and address areas of concern and confusion, as well as areas of improvement and to clarify new
procedures. Ultimately, a joint communication will be drafted and shared with all employees. The
Administrator Training on Conducting Investigations resource manual will be finalized after the
associations and the district refine and clarify new procedures. The resource manual and
communication to district employees will be finalized at or around the same time. Administrator
training and development of the resource manual will ensure procedures are standardized and
consistently applied to all employees; investigations are thorough and documented; and
outcomes and findings are communicated to the union and the employee in writing. The targeted
goal for completion is March 2015.
During the ESSA inservice held on September 29, 2014, Assistant Superintendent Sandy
Kowalski and Damaris Bronson (OCS) provided child abuse prevention training. During the same
training, Traci Gatewood provided training on staff and student boundaries. A staff and student
boundaries video has since been developed. The platform for the video is consistent with the
presentation provided to all ESSA staff at the inservice. The video will be included in new
employee orientations and available as needed for additional staff viewing.
After completing an assessment of the current mandatory training records, it was determined
documentation of employee training records has not been maintained current to date. A
strategic process for bringing current human resources training files up to date was developed
with a targeted goal of completion by March 31, 2015.
Currently in progress is the development of a mapped mandatory training requirement for each
position in the district. The document will assess and assign the appropriate training
requirements for each position.
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A review of current onboarding processes identified a gap in orientation processes for student
workers. A customized student worker orientation program was developed by human resources
staff with implementation targeted for March 2015.
A collaborative effort between the human resources, technology, and curriculum departments is
currently in process to review training tracking software that will address the needs of training on
a multi-department platform.
A multi-department working team has been established to address new teacher induction training
needs. The work team is researching topical areas and the best application of a training
program to help integrate beginning teachers and teachers new to the district.
Human resources is working on developing a supervisory training series to address general
supervisory training topics, procedural, and district policy specific training. A component of the
training program will be an electronic resource guide supervisors can access for reference.
The district’s Bloodborne Pathogens Exposure Control Plan was updated and published for
districtwide use in December 2014. Continued districtwide safety plan development needs and
updates were identified during the process. The human resources staff will be working in
conjunction with borough risk management to address safety training needs.
The training specialist position was posted on February 3, 2015. It is vital to district training
plans to have a dedicated staff member to help develop and maintain current training programs
for the district’s diverse needs. The estimated cost for the training specialist in FY16 is $133,000
(includes salary and benefits) and included in the human resources’ proposed FY16 budget.
Compliance issue #6: Inadequate recruiting and hiring support for hiring managers
There is only one person responsible for recruitment which makes it extremely difficult to conduct
recruitment for each employee group along with adequately training and supporting hiring
managers. Additionally, there is only one person in the department assigned to fulfill this
function. If that person is out, there is little to no backup due to the workload already tied to other
positions.
Initial proposed solution: Add a recruiting and staff senior technician who would be a direct
report to the recruiting and staffing coordinator. Together, they would be responsible for the
following:











recruiting and staffing management;
overhauling recruitment files in order to bring them into compliance;
developing and providing training to hiring managers;
training and supporting hiring committees;
developing interview question banks;
focusing recruitment on substitutes;
reclassification study-ESSA;
exempt position alignment;
redoing all job descriptions to address compliance with ADAAA (defining the essential
functions and mental and physical skills required by a position) and to address
background check requirements; and
diversity management.

Initial estimated cost: $95,000
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Status: September 15, 2014
For the period of July 1-September 30, 2014, the recruiting and staffing coordinator was
appointed to the former assistant executive director of human resources position to assist during
the transition. Focus on this area has been minimal as other areas have taken greater priority. As
hiring is one of the most critical functions of HR, this is an area that needs to quickly become a
priority.
Status to date
On December 29, 2014, Brandy Gloria joined the HR team as the senior HR technician for
recruiting. Ms. Gloria has since been able to assume the majority of the ESSA recruiting
functions which has enabled the staffing and operations coordinator to serve in an advisory
capacity on multiple principal hiring committees and to begin the planning stages of the ESSA
job descriptions and reclassification study. In addition, applicants and district hiring managers
have already noticed the enhanced and more accessible level of recruiting support that is a
direct result of a having a dedicated staff member serve in a help desk capacity.
Since Ms. Gloria was hired, the recruiting team has been able to commit to increased
participation in local job fairs and more frequent community outreach in order to recruit for
substitute teachers and temporary employees. Previously, participation in such events was
limited because if the one and only recruiting staff person was out of the office on business or in
meetings, there was little or no recruiting support available for applicants and hiring managers
who called or visited the HR office.
Upcoming priorities include the following:





overhauling the structure and filing method of recruiting files, to include moving files to
digital format; work to begin in February 2015;
increasing participation in community events, particularly at Fort Wainwright and Eielson,
for the purpose of recruiting substitute teachers;
analysis of recently conducted survey of current substitute teachers to develop strategies
for retention and training; and
revising all special education classified job descriptions in conjunction with the special
education department to address special education compliance issues.

The estimated cost (salary and benefits) for the addition of the senior technician position for
FY16 is $93,000 and included in the human resources’ proposed FY 16 budget.
Compliance issue #7: Wage and hour
The district has a difficult time tracking overtime and employee work hours.
Initial proposed solution: Move from negative time keeping to time clocks. Provide ongoing
guidance and training to all employees on the requirements of the Fair Labor Standards Act.
Initial estimated future cost: $120,000
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Status: September 15, 2014
Moving from negative time keeping to time clocks is an area to be addressed in the future.
A memo addressing overtime for classified support staff and hourly non-union staff, including
substitute teachers and temporary workers, was sent to all staff on August 14, 2014. The
following areas were addressed:








definition;
approval process;
pay rate;
comp time;
volunteering;
reporting to work; and
enforcement.

Principals and supervisors have received guidance and support for implementing overtime
requirements. They are discussing requirements at the building level and, all ESSA staff will be
trained in this area at the September in-service. A question and answer session was held for
impacted staff at the Administrative Center.
Estimated cost: TBD
Status to date
During the ESSA inservice held on September 29, 2014, Traci Gatewood provided overtime
compliance training. Further, an overtime compliance video was developed. The platform for the
video is consistent with the presentation provided to all ESSA staff at the fall inservice. The video
will be included in new employee orientations and available as needed for additional staff
viewing.
A multi-departmental committee has been formed to review the use and application of electronic
timecards systems. There are many variables that must be considered before a decision is
made regarding the use of an electronic timecard system. A more dynamic time documentation
system has the potential to identify true overtime hours and enable management to better
address overtime compliance. The committee will continue to vet this option. No funding is
requested in the HR budget for FY16 for this system.
Compliance issue #8: FEA employee management
There are almost 1,000 FEA employees. One senior technician cannot adequately manage this
area due to the number of staff and the complexity of the contract.
Proposed solution: Split the job between two existing senior technicians. One would focus on
elementary staff and compliance; the other would focus on secondary and SAS contracts.
Estimated cost: $0
Status: September 15, 2014
Two senior technicians are now working with FEA staff. One works with elementary staff; the
other with secondary staff.
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Status to date
While there was turnover in one of the FEA senior technician positions, the vacancy did not last
long. Stefanie Weirauch is the new senior human resources technician for elementary schools.
While still in training, she is a valuable asset to the department and has fully assumed the duties
associated with the position.
Compliance issue #9: Inadequate substitute management
There are no specific procedures that address substitute management. Substitutes are provided
with an orientation, but no official training.
Initial proposed solution: Utilize Stedi or another substitute training service to provide training
to all substitutes. Develop criteria for hire, management, and termination. Finalize education
qualifications for substitutes.
Initial estimated cost: Training: $60,000
Status: September 15, 2014
Automated reference checking for substitutes has been implemented. The annual student safety
memo and packet is incorporated in the orientation and will be incorporated into the Substitute
Teacher Handbook.
Estimated cost: No change to initial estimate
Status to date
Currently, the Stedi training system is being analyzed and compared to other training programs.
The FY16 HR budget request for the training is $60,000. Human resources is determining if the
training need may be able to be managed with an in-house developed training program.
A survey of the needs of current subs and temps has been completed and is currently being
analyzed. The information will assist in addressing specific needs in the district.
The Substitute Teacher and Temporary Employee Reference Guide (formerly handbook) has
been updated and provides subs/temps a resource tool for temporary work assignments.
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