
POSITION CONTROL
What it is, why it matters, and how it protects California school districts from 
fiscal crisis.

WHAT IT IS
A statewide fiscal 

oversight and support 
program

HOW IT 
PROTECTS
Early intervention, 
technical aid, and 

monitoring

WHY IT 
MATTERS

Prevents budget failure 
and safeguards 

students



WHAT IS POSITION CONTROL?

THE GATEKEEPER OF THE BUDGET

In a California school district, Position Control is the primary system used to manage 
personnel and prevent "budget creep." Because 80–85% of a school district's budget is 
typically spent on salaries and benefits, Position Control ensures the district doesn't hire 
more people than it can afford.

WHY IT'S CHALLENGING

Position control is a complicated concept. The focus may be on 
operations, technology, and procedures as the source of difficulties. The 
most common cause for poor position control practices is an absence of 
role clarity and responsibility.

Responding to fiscal challenges requires planning, communication, and 
collaboration with the CBO and HR leadership.



CORE CONCEPT: PEOPLE VS. 
POSITIONS
The most important distinction is that the system tracks positions, not individuals.

THE POSITION
A permanent "slot" in the budget — e.g., "3rd Grade Teacher at Lincoln Elementary" or "Night 
Custodian." It has a specific funding source (General Fund, Title I, etc.) and a set cost (Salary + 
Benefits). If an employee leaves, the position remains as "vacant."

THE PERSON
The employee who happens to be sitting in that slot today. People come and go — but the 
position is the permanent budget unit. Tracking the position, not the person, is what keeps the 
budget accurate and prevents unauthorized hiring.



THE BUSINESS & HR CONNECTION
The business and HR relationship is reciprocal — success in one department is contingent on what is happening in the other.

COLLABORATION IS NON-
NEGOTIABLE
For successful position control, both departments must 
be involved and able to work together. Do not allow 
interpersonal dynamics or personnel difficulties to get 
in the way of supporting LEA operations and serving 
students.

SHARED ACCOUNTABILITY
All staff members throughout the district are held 
accountable for following appropriate procedures. The 
absence of effective position control poses great risk 
to an LEA — and accountability resides with HR and 
Business Services.

JOINT PLANNING REQUIRED
For enrollment projections and staffing needs, both 
departments must engage and communicate. Defining 
roles and regularly meeting on joint issues is key to 
efficiency and accuracy in budget and staffing.



WHY IT MATTERS IN CALIFORNIA
California districts are under heavy scrutiny from FCMAT (the Fiscal Crisis and Management Assistance Team) to maintain fiscal solvency. Poor position control is almost 
always cited as a leading cause of a district going into state receivership (bankruptcy).

PREVENTS "GHOST HIRES"
Stops departments from hiring people for jobs 
that weren't in the approved budget.

ACCURATE MULTI-YEAR 
PROJECTIONS
Because the system knows exactly what every 
"slot" costs, the district can accurately project 
costs 3 years into the future — required for the 
Multi-Year Projection (MYP).

FUNDING SOURCE 
ACCURACY
Ensures staff paid by restricted grants (Special 
Education, COVID-relief funds) are actually doing 
that work — vital for state audits.



COMMON BREAKDOWN PROBLEMS
When you hear about a "breakdown in position control," it usually means one of three recurring failures:

⚠ PARALLEL SYSTEMS

HR has one list of employees and Finance has 
another — and the two lists don't match. This 
misalignment is the root of most fiscal errors.

⚠ OVER-HIRING

A principal hires a "temporary" aide, but because 
the position wasn't tracked, the person stays on 
payroll for years without a budget.

⚠ THE GENERAL FUND SINK

A grant ends, but the district forgets to cut the 
position — so the cost "sinks" into the General 
Fund, draining the district's reserves.



POSITION 
CONTROL 
DEFINITIONS
Understanding the language of position control is 
essential for both HR and Business Services staff.



DEL NORTE COUNTY SCHOOLS – STAFFING 
STATISTICS
Position counts by bargaining unit, broken down by unrestricted and restricted funding sources. As of 3/17/26.

Bargaining Unit Total Positions Unrestricted Restricted

DNTA 233 153 89

CSEA 525 167 357

CONF 5 5 1

CERT MGT 26 20 8

CLASS MGT 19 8 11

ASST-SUP 4 3 1



RESTRICTED POSITIONS DEFINED
Restricted funds come with "strings attached." Unlike the Unrestricted General Fund, restricted funds can only be spent on specific programs, student populations, or 
purposes as defined by state or federal law. The employee's salary and benefits are paid out of a specific "bucket" of money.

TITLE I
Federal funds for "economically disadvantaged" students — often pays for 
intervention teachers or literacy coaches.

SPECIAL EDUCATION
State and federal funds for students with IEPs — pays for RSPs, Paraeducators, 
and Speech Pathologists.

ASES / ELOP
Funds specifically for after-school programs and expanded learning 
opportunities.

GRANTS
Short-term "one-time" money (e.g., ESSER COVID-relief funds) used for 
temporary positions like mental health counselors or tutors.



THE "SUPPLEMENT, NOT SUPPLANT" RULE
This is the most critical legal concept in restricted funding.

THE RULE

You must use restricted funds to add value (supplement), not to pay for things the 
district is already required to provide by law (supplant).

THE EXAMPLE

A district cannot use Title I money to pay for a regular 3rd-grade teacher — they are 
legally required to provide that teacher anyway.

However, they can use Title I money to hire an extra reading specialist to help those 
3rd graders.



TIME & EFFORT REPORTING
Because state and federal governments want to ensure their money is used correctly, employees in restricted positions must document their work.

SPLIT-FUNDED POSITIONS
If a teacher is 50% Special Ed (Restricted) and 50% General Ed (Unrestricted), 
they must keep Time and Effort logs to prove they actually spent half their 
time with SPED students.

AUDIT RISK
If a district pays a custodian out of Title I funds but that custodian spends all 
day cleaning the district office, the district will be flagged in an audit and 
forced to repay that money to the federal government.



THE FUNDING CLIFF
The biggest headache for HR and Business departments regarding restricted positions. If a position 
is funded by a 3-year grant, the district must decide what happens in Year 4.

1
GRANT ENDS
Restricted funding expires with no replacement identified.

2
DECISION POINT
District must act — no plan means a fiscal crisis.

3
OPTION A: ELIMINATE
Issue layoff notices ("RIFs") per California Education Code.

4
OPTION B: SHIFT COST
Move to Unrestricted General Fund — risks a budget deficit if unmanaged.



POSITIONS FUNDED WITH RESTRICTED 
RESOURCES
The table below details DNUSD's restricted positions by program, including position counts, vacancies, cost by resource, and expiration dates. Grand Total: 

446 positions | 95 vacancies | $24,438,877.46



KEY TAKEAWAYS

1 TRACK POSITIONS, NOT JUST PEOPLE
The position is the permanent budget unit. Vacancies must remain in the 
system — not disappear when an employee leaves.

2 HR & BUSINESS MUST WORK AS ONE
The relationship is reciprocal. Role clarity, joint meetings, and shared 
accountability are non-negotiable for fiscal health.

3 PLAN FOR THE FUNDING CLIFF
Every restricted position needs an exit strategy before the grant ends — or 
the General Fund absorbs the cost.

4 POOR POSITION CONTROL = STATE 
RECEIVERSHIP RISK
FCMAT consistently cites position control failures as a leading cause of 
districts losing fiscal solvency. The stakes are high.


