THINK OF IT AS
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SURVIVAL
FILE

While you know and we know that the
disaster of fire always happens to
‘someone else’, consider your situation
if the ‘someone else’ is you — or your
chient, cspecially it essential records are
kept 1n an ordinary file. After the fire,
chances are there wculd be nothing but
ashes to work with.

On the other hand, a Diebold fire
insulated file or safe offers protection
for your records’ against a virtual
inferno. Listed with Underwriters’
Laboratories, Diebold fire insutated files
and safes represent a comparatively
small investment — especially when you
consider your situation if your records
— and your client's records — were
destroyed by fire.

It's reatly not a risk worth taking, is it?
Call 216489 4047 and ask us to send
complete information.

BIROOLD

INCORPQRATED
CANTON, ONMIO 44711

“We know how to help you’”’

Beforev you choose
any money market fund, read this.

In particular, Fidelity Daily Incoine
Trust invites a comparison with similar
[unds on the lollowing key points:

1. High yield (Figures readily available

:‘% from any fund by phone).
2% 2.Management fee (FDIT's is a low 3/10 of 1%).
':55 \’?:;}) 3.Cost structure (FDIT distinctly lavars

e investors with $10,000 or more).
o

£ > ¥ 4. $1share value
7 . i T Compare these key points and we
p 7 think you'll see why FDIT is an excellent
f‘i investment choice to take advantage of
X today’'s high money market yields.
B\ > More detailed inform>tion on FDIT is
yours for a toli-free call. Or when you return the coupon below.

Call Free (800)225-6190 1 Mass. Catl Coltect (617) 726-0650

£2 982 Fidelity Dail

57é 3 IncomeTrus Name
PO. Box 832. Dept. 1A 040179
82 Devonsture St_, Boston. Mass 02103

For more complete information, cuy State i
including management fees and
expenses, please write or call for a

-

Address

Company

portant role in organizations that
run  smoothly.  Problems  arisc
when  organizations  overcmpha-
size incentives that rivet attention
on expressed recognition and un-

. dermine regard for implied recog-

nition. As a result, all the mem-
bers of the “tcam™ try to grab the
ball and nobody blocks. They scl-
dom win consistently, But why
grab from others what they will
give you voluntarily? When you
make sure you get the credit you
deserve, in the long run you get
less of it than you would otherwise.

Japanese perspective provides a
further insight, It reminds us that
the rcal organization you are
working for is the organization
called yourself. The problems and
challenges of the organization that
vou are working for “out there”
and the one “in here” are not two
scparate things. They grow toward
excellence together. The scnse of
the “implied” for accommodation
and timing and the sense of the
“expressed” for the jugular must
be woven together like strands in
a braided rope, alternately appear-
ing and disappearing from sight
but part of the whole. Good ex-
ecutives master the art and the sci-
cnce of management—not just one
or the other.

Staff assignments in
accounting firms

Staf] assignment is a problem in
all firms, including the smaller
ones. Miklos A. Vasarhelyi,
Ph.D., associate professor of busi-
ness, Graduate School of
Business, Columbia University,
New York, N. Y. 10027, has
made a swudy of the swff assign-
ment systems used in 12 CPA
firms; what he learned could be
of interest to many of us.

Staff assignment is a key factor in
public accounting firm profitabil-
ity, client satisfaction and auditor
carcer development. This article is
directed to the large number of
accountants who are assigners or
managers of accounting personnel.

| [ts purpose is to proposec some |
reconinendations  for  improving

the staff assignment system and to
(Forum continued on page 44)

prespectus. Read it carefully before
| you invest or send money.
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o Designed for Working Accountants
and Tax Specialists

o Degree Program authorized by the
State of California Dept. of
Education

* Graduates Qualify for California Bar
Examination

Phone for School Catalogue
Outside Calif. 1-800-423-4303
In Calif. (213) 799-4129

OR WRITE:

UNIVERSITY OF
SAN GABRIEL
VALLEY -

222 East Glenarm
Pasadena, Calif. 91106
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SBA BUSINESS LOANS

Trepare | ekeywoan SBA loan is the right loan
iBA ll-cmn " applicabon. This book presents a suc:

e complete SBA loan application
e | package th2t sats a standard for the

' s t preparation of any longterm business
loan applicagon.

Explananons cf SBA requrements are inchuded for each
page of mz example SBA lean appheation. The instiuctions
note each pont where a particular SBA form coiresponds
with the remamnder of the SBA loan applicaton. Chient dota
gathenng farms prowde for a one-time data collection
without you regeating the same questions. Send for free
brochure or $14.83 for the complete kit. Add $2.00 for first
class mail. SATISFACTION GUARANTEEQ.

KASET COLLEGE, DEPT. AC
BOX 15877, NEW ORLEANS, LA 70175

help uscrs of accounting services
to understand assignment prob-
lems. Even though 12 large of-
ficcs of CPA firms were surveyed,
the results arc also applicable to
the small practitioner. The assign-
ment process, if well performed,
increascs firm profitability and
creates the climate for a well-bal-
anced and satisfied staff.

The staff allocation-assignment
problem

There are two basic types of staff
requests: expericnced stafl (more
than two years of service with the
firm) tend to be specifically re-
quested to return to engagements
while less cxperienced staff are
usually requested in more general
terms—no individual is requested
by name. The key difficulty with
experienced staff is that they—
or the schedulers—must “juggle”
schedules to satisfy the requests,
particularly as expanding staff re-
sponsibilitics  require incrcased
time allotments to successive en-
gagements. This problem can be
cased by publicizing staff avail-
ability through long-range assign-
ment predictions and  allowing
managers to pick and choose as
well as to negotiate allocation.

The sccond type of request al-
lows for more flexibility in that
stafi. members are regarded as in-
terchangeable. This permits the
scheduler to consider such issues
as engagement location, audit
group composition and individual
specialization skills and prefer-
ences.

Ultimately, the assignment pro-
cess is a way to try to satisfy a
series of conflicting requirements.
The schedulers try to match client
and staff necds with a hierarchy of
objectives in scheduling. In order
to improve the process, manage-
ment can improve the quality of
the scheduler's perceptions by
adopting formal policies and ob-
taining better and more timely in-
formation. A series of methods and
steps to reach these objectives will
be described below. However, a
consistent and homogeneous sys-
tem is needed rather than a set of
independent steps. These recom-
mendations were developed and
based on obscrvation of CPA firm
scheduling, consensus among CPA

firms of desirable procedurces and
systems analysis of the different
processcs observed,

The proposed assignment
procedure
The assignment procedure should
be used jointly with a good set of
forms such as those described in
the April 1977 Forum article by
Danicl S. Goldberg, “New Light
on Staff Scheduling™ (pages 50-
52). Figure 1, page 46, summar-
izes the proposed procedure.
1 Accountants in charge (AIC)
of engagcments will present a plan
for the next yecar’s cngagement
with their final reports, These
plans cncompass tentative dates,
staff members to be involved (and
available according to the master
schedule), hours per task and a
dollar budget at present billing
rates. Dollar budgets prevent the
“needed skills inflation syndrome™
where an AIC requires highly
skilled staff members in order to
facilitate his task and to avoid
having to train beginners,
2 Once this plan is reviewed by
the manager or partner responsible
for the engagement, it is for-
warded to the scheduler to be in-
corporated into the master sched-
ule,
3 On receipt of an engagement
plan, the scheduler cvaluates it for
its rcasonableness, conflicts in
specific personnel request, tech-
nical requirements for the job and
geographical location of the job in
relation to the staff member’s resi-
dence. Conflicts and inconsisten-
cies are resolved through negotia-
tion with the AIC and adjustments
to the engagement plan.
4 The scheduler will decide on the
assignment of the unspecified per-
sonncl by following company as-
signment policies. The actual hier-
archy of priorities on staff assign-
ments are stated formally as the
firm’s policy guideline,
5 Dccisions are entered on a mas-
ter schedule, which maintains a
one-ycar “lookahead.” This mas-
ter schedule is posted for all staff
members’ perusal. At the end of
each quarter, the cxpired three-
month period is dropped from the
master schedule and a new one is
added.
6 Thc problems and shortcomings
of the last quarter’s scheduling, as
(Forum continued on page 46)




well as of the ones expected for
-the coming quarters, are evaluated.
This entails an cxamination of
staff utilization levcls, promotions
and turnover; decisions on  the
levels and timing of hiring; and
planning for training and vacation
scheduling.

7 Every month an updated copy
of the schedule for the following
quarter, taken from the master
schedule, is distributed to the en-
tire staff. AICs are charged with
calling up the assigned staff be-
fore the start of the engagement.
If there are significant changes in
the master schedule (such as an
engagement shift), the reasons
should be explained to the staff
member as well as to the AIC.
This sort of frank communication
is necessary to avoid having staff
members read unwarranted mean-
ings into scheduling changes.

8 In order to deal with short-term
adjustments, a weckly availability
report is circulated through the
managers for short-term requests.
Managers are to use unassigned
personnel rather than resort to
overtime of scheduled personnel.
All changes during the job are
discussed with the scheduler, and
those initiating such changes
should give at least a 48-hour
warning. These are treated as
short-term changes and considered
separately from the main assign-
ment process.

9 The time-sheet reporting system
is tied into job performance and
budgets. A quarterly “perform-
ance” report is valuable, particu-
larly for feedback rather than for
evaluation purposes, “‘Anticipated
overtime” is separated from “‘un-
expected overtime,” which is an
uncontrollable variance.

A scheduling cvaluation system
allows the firm to cstablish its ob-
jectives on a quarterly basis and
then examine how well these ob-
jectives are being met, For ex-
ample, during the busy scason, the
firm may set goals of 15 percent
overtime, four staff members
slated to be hired and four to be
terminated or to resign. These
cvaluation results are provided
both to the scheduler and the part-
ner in charge of the office. The
scheduler is also supplicd with
feedback from the staff through an

Figuro 1
The proposed scheduling system
Step | Step 2 Step 3 Step 4
Assign
Engagement unnamed
plans staff
Engagement
plan <
revisions
Step 6 Step 5
Step 9| — Quarterly 12-month
=] Time | scheduling lookahead
sheets evaluation
Step 7 | Monthly
update and
distribution
of the
quarterly Step & Weekly
assignment availability
schedule reports

Notes on selected steps

Step I: Engagement plans are (o be filed immediately at the end of the prior year's

engagement.

Step 3: Does the plan conform to policy? Does it provide desired experience to stafl

members? Is the staff still available?

Step 4: Are the staff’s desires being considered? Is the firm's staffing policy being

followed?

item in their evaluation forms or
through a scparate form to be
completed periodically.

The scheduler :
The personality and job descrip-
tion of the scheduler is of major
importance in this process. A
scheduler should have the final de-
cision about assignments. His or
her decisions should not be over-
ruled by a partner. A formal pro-
cedure for review of contested de-
cisions is advisable,

The nature of the scheduler’s
job requires job continuity. Six
months’ notice is advisable in the
change of schedulers, Another re-
quirement is that a sccond person
always be informed of major
scheduling issues through the rout-
ing of key documents and commit-
tee participation. This person may
be the cventual replacement of the
scheduler and may be eased into
the job by being placed in charge
of short-term assignments.
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The scheduler is a person who
is expericnced in auditing. How-
ever, audit experience may be re-
placed by long-term experience
in personnel work. Schedulers
must be aware of the staff’s be-
havioral needs, sensitive to client’s
requircments and understand on-
the-job pressures, Lack of common
communication skills will inevit-
ably lead to staff dissatisfaction
and high turnover.

Conclusion

The bencfits of these recommend-
ations arc applicable not only to
scheduling but also to communi-
cations and promotions within
CPA firms. Unfortunatcly, in spite
of its importance, the scheduling
problem has been taken too lightly
by practitioners, It must be at-
tacked in a systematic manner,
with a competent and well-in-
formed scheduler, and schedules
should be communicated to all
staff levels. m
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