
www.lslcpas.com

Finding New Ways to Do the 
Same Work With Fewer People

Kelly Telford, CPA, Partner, LSL CPAs
Patricia Song, CPA, Finance Director, City of Garden Grove
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Polling Question
What is your Finance Department’s current staffing levels?

• Fully staffed (all positions are filled)
• Only a small amount of turnover (infrequent vacancies) 
• Vacancies in a few positions 
• 25% or more vacancies
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Current Challenges
• Fewer experienced candidates are available to fill 

management positions

• Fewer college students are choosing accounting as a career

• Fewer students are choosing government as an industry

THESE ISSUES AREN’T TEMPORARY!!!!

Quoted studies
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How do keep up on day to day 
given these staffing issues?
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Change How We Do Things

Possible 
Solutions

Improve 
Efficiencies

Outsource Documented 
Processes

Cross 
Training
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Improve Efficiencies
• Look for opportunities to automate or minimize repetitive and 

labor-intensive processes

• Assign the right people to the task

• Upgrade software 
• Enhance customer experience and allow more to be done online (rather 

than people coming into City Hall)
• Implement paperless environments where documentation is always at 

your fingertips
• Avoid the temptation to prepare reports outside of your system… let the 

software do the heavy lifting!
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Outsourcing 
• Look for 3rd parties to do things that may not be labor 

intensive but are repetitive in nature

• Look for key repetitive functions that take a lot of time that 
you can outsource

• Hire consultants to do the complex functions that you don’t 
have staff with expertise in… let consultants do the heavy 
lifting!
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Polling Question
Does your organization have documented processes or procedure manuals 
(accounts payable, payroll, cash receipts, utility billing, bank reconciliation, etc.)?

• Yes, our procedures are well documented and updated regularly.
• Some key processes are documented but not all processes.
• No, and we don’t have the time to do it!
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Documenting Processes
• Understand the roles and responsibilities of each position

• Create a workflow document that shows the main steps in 
the process

• Build out procedures manuals that document how we do it

• Look for opportunities to improve HOW we do things
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Documenting Processes
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Documenting Processes
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Documenting Processes

LSL GASB Update 2022 | The New Normal: Adjust & Adapt
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Polling Question
Does your organization have staff that are cross trained in your major transaction 
areas (AP, cashiering, payroll)?

• Yes, we have fully trained backups that can step in if someone is on vacation or there is a 
vacancy.

• Some processes have backups but the backup can only do the basic functions. They can’t 
handle the unusual items.

• No, we don’t have backups and have issues any time there are vacancies.
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Cross Training 
• Provides opportunity to test your documented process to 

ensure they are still accurate.

• Protects the organization from loss of institutional 
knowledge.

• Ensures key functions are protected and your vendors and 
your people will always be paid.
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Investing in Technology

• $6 million investment

• 3-year implementation – from RFP to Go-live

• 2 phases

CITY OF GARDEN GROVE



GG Experience in ERP Implementation

Dedicated Project 
Manager

Change Management

Manage Expectation

Distinctive yet Well-
Coordinated 
Governance Structure

CITY OF GARDEN GROVE

City Team

Project 
Manager

System 
Provider



GG ERP City Team

Steering 
Committee

Project 
Management 

Team

Functional 
Leads

Department 
SME’s

Change 
Management 

Team

Department 
Leads

Quality 
Assurance 

Team

CITY OF GARDEN GROVE



Outsourcing

Efficiency

•Leverage 
knowledge 
base & 
expertise

•Reduce 
resource 
needs

Flexibility

•Optimizing 
ratios of 
inputs to 
outputs

•Avoid staff 
burnout

Innovation

•Apply best 
practices

•Benefit from 
cutting-edge 
technology

Quality & 
Accountability

•Delineated 
quality 
expectations

•Benchmark 
with industry 
standards

CITY OF GARDEN GROVE



GG Example in Outsourcing

Bank 
Rec

Fixed 
Assets 

Year-End

…

Citation 
Processing

Data Clean-
up/ 

Conversion

SOP 
Develop-

ment

CITY OF GARDEN GROVE



Process Documentation
Standard SOP

Periodic 
Process Review

Share with all 
Stakeholders

Apply Best 
Practices

Living 
Document

CITY OF GARDEN GROVE



Cross Training

Based on good Documentation

Ensures business continuity

Promotes staff development 
opportunities

Enhances morale

Improves internal control

CITY OF GARDEN GROVE
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Questions?
Thank you! 

psong@ggcity.org
kelly.telford@lslcpas.com
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