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PURPOSE: This item presents proposed revisions to the internal control maturity assessment 
process that was developed jointly by the Department of Finance and Budget (DFB), Loudoun 
County Fire and Rescue (LCFR) and Combined Fire & Rescue Volunteer Company (LC-CFRS) 
Leadership. Key aspects of the new process include a focus on improving internal control maturity 
through regular communication and goal setting, and reducing risk of potential fraud.  
 
RECOMMENDATIONS:  
 
Finance/Government Operations and Economic Development Committee (FGOEDC): At the 
FGOEDC meeting on September 8, 2020, the FGOEDC recommended (5-0) that the Board of 
Supervisors (Board) approve the revised Internal Control Maturity Assessment as shown in 
Attachment 1. 
 
Staff: Staff concurs with the FGOEDC recommendation.  
 
 
BACKGROUND:  On July 2, 2014, the Board enacted Chapter 258 of the Codified Ordinances 
of Loudoun County establishing the LC-CFRS.1 Chapter 258 established the current governance 
structure under which the current system operates. This governance structure established roles and 
responsibilities for five committees under which all combined companies would operate. The 
                                                 
1 Item #2d – Ordinance to Establish New Chapter of Codified Ordinances of Loudoun County: Combined Fire and 
Rescue System – Correction and Readoption and Dissolution of the Loudoun County Fire and Rescue Commission 
Chapter By Laws, Business Meeting, July 2, 2014. 

https://lfportal.loudoun.gov/LFPortalinternet/0/edoc/134910/Item%2002%20-%20Administrative%20Items%20Report%20of%2007-02-14.pdf
https://lfportal.loudoun.gov/LFPortalinternet/0/edoc/134910/Item%2002%20-%20Administrative%20Items%20Report%20of%2007-02-14.pdf
https://lfportal.loudoun.gov/LFPortalinternet/0/edoc/134910/Item%2002%20-%20Administrative%20Items%20Report%20of%2007-02-14.pdf
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Administrative Operations Committee (AOC) is comprised of the President from each company, 
and LCFR’s Assistant Chief of Support Services and Volunteer Administration.  
 
According to section 258.04 of the ordinance, the AOC is responsible for, “providing advice, 
counsel and recommendations to the Executive Committee and/or the System Chief on matters 
pertaining to LC-CFRS system-wide procedures (SWPs) which include but are not limited to the 
following: administration guidelines, policies, procedures, fiscal matters, recruitment and 
retention of volunteers and objectives of the volunteer companies, and other matters as may be 
deemed appropriate by the Executive Committee and the System Chief.”  
 
With regard to fiscal matters, the AOC is responsible for financial audits of all companies. Under 
section 258.08, the ordinance established, “regular financial audits of all volunteer companies 
using appropriate audit procedures as prescribed by the Loudoun County government with full 
cooperation of the companies, the LC-CFRS governance structure and the System Chief.”    
 
To assist the companies in preparing for upcoming financial assessments, and to raise awareness 
of potential fraud risks (given prior financial irregularities in two companies) staff engaged Cherry 
Bekaert, L.L.P. (Cherry Bekaert) to develop a three step process. 
 
The County first engaged Cherry Bekaert to conduct a Financial/Fraud workshop for volunteers 
responsible for managing a company’s financial assets to discuss ways to detect and avoid fraud, 
and methods of establishing and maintaining strong internal controls for proper governance. This 
workshop was conducted on September 25, 2013.  
 
Secondly, on February 18, 2014, Cherry Bekaert conducted a kickoff meeting for the next phase - 
the Accounting Controls Project. This stage involved performing site visits to walk through 
existing procedures involving cash management, assessing fire station practices compared to best 
practices, and identifying gaps in internal control procedures. The results of this project produced 
the Accounting Controls Project Risk Advisory Report2. This report outlines the results of Cherry 
Bekaert’s review of existing financial policies, procedures and governance; procedures around 
cash transactions and other uses of cash (i.e. inventory and equipment); financial reporting 
documents; and internal controls. The report, shared with the Fire and Rescue Administrative 
Operations Committee (AOC) (i.e., elected volunteer company Presidents) and all companies, 
served as the baseline for the auditors, AOC and the Finance/Government Operations and 
Economic Development Committee (FGOEDC) to evaluate progress made towards meeting 
recommended best practices during their financial review of each company. 
 
The third phase of implementation was the creation of the Financial Policies and Procedures 
manual, which describes accounting policies and procedures recommended for use by the 
Volunteer Fire and Rescue Companies. This manual, used to assist in the understanding of best 
practices, was shared with all volunteer companies during the AOC Meeting on November 13, 
                                                 
2 The Accounting Controls Project Risk Advisory Report is provided as Attachment 2 to Item 10 from the March 10, 
2015 FGOEDC meeting. 

https://lfportal.loudoun.gov/LFPortalInternet/0/edoc/168844/FGSOC%20Item%2010%20-%20Volunteer%20Fire%20and%20Rescue%20Companies%20Financial%20Audits%20Update.pdf
https://lfportal.loudoun.gov/LFPortalInternet/0/edoc/168844/FGSOC%20Item%2010%20-%20Volunteer%20Fire%20and%20Rescue%20Companies%20Financial%20Audits%20Update.pdf
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2014, and served as a foundation and guidance to ensure continuity as newly elected Treasurers 
assume responsibility.  
 
Once these phases were complete, Cherry Bekaert staff began conducting internal control maturity 
assessments with each company. Each Company is assessed on the effectiveness of their internal 
controls and compliance with the Company’s financial policies and procedures as part of the 
assessment process. Three levels were used to rate each Company on their adherence to formalized 
policies, processes and procedures. The levels are: 
 

Formal: Policies and Procedures formally documented; controls are consistently 
performed and evidenced. This rating indicates that all sampled items tested 
were in accordance with company policies and procedures. 
 
Defined: Policies and Procedures formally documented; controls are not 
consistently performed or evidenced. This rating indicates policies and 
procedures are documented, but there is one or more deviations. 
 
Informal: Policies and Procedures are not formally documented; controls are not 
performed timely or insufficient evidence of controls; performance is not 
evidenced. This rating indicates policies and procedures are not documented, 
and/or there are several deviations. 

 
Cherry Bekaert staff conducted these assessments with five different Companies each year, 
resulting in all Companies assessed at least once every three years. Each company’s first 
assessment focused on whether the company had policies in place. Cherry Bekaert staff provided 
feedback on policies and procedures to support improvements. During the second assessment, each 
company was assessed on the degree to which the company was following the policies they set in 
phase one. If any company received an “informal” rating on their assessment, Cherry Bekaert staff 
completed follow up activities in the subsequent year to support improvement. Since 2016, 
maturity assessment results across Companies have been mixed, with some Companies having 
worsening assessments while other Companies having assessment improvements.  
 
During the November 12, 2019 FGOEDC meeting3, County staff recommended that the County 
explore different options to better support Companies in meeting best practices, and financial 
policy implementation and compliance that may include ongoing training and assistance, 
bookkeeping services and clearly defined roles and responsibilities. 
 
ISSUES: In December 2019, County staff began meeting with AOC members and LCFR 
leadership to develop a revised measure that supported continuous improvement of policies, 
procedures and internal controls. The initial meeting between County staff and company leadership 
included a detailed discussion of the challenges with the current assessment process, and 
                                                 
3 Item #4, Volunteer Fire-Rescue Companies Financial Assessment Update Combined, Finance/Government and 
Operations Committee, November 12, 2019.  
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testimonies from companies on the supports they needed to improve. Staff and company leadership 
decided to meet regularly to ensure cooperation on the new process.  
 
From January to May 2020, County staff researched best practices and tools in financial audit 
procedures, met with the AOC, and met with individual company leaders to gather information on 
what worked well with the current assessment process and what could be improved. In researching 
best practices, staff found multiple assessments that included ratings of four or five levels, rather 
than the three currently used in the process. These assessments were used as self-assessments in 
addition to financial audits, and were designed to support improvement of processes. Additionally, 
staff reviewed multiple questionnaires that outlined internal controls for new vendor setup, 
segregation of duties, reporting, and site audits.4 Overall, the questionnaires were designed to 
accompany internal audit procedures or assessments and be used as an improvement tool.  
 
In addition to research on best practices and tools, County staff attended multiple AOC meetings 
in which Presidents and/or Chairpersons from all volunteer companies were able to discuss what 
worked well, and what could be improved in the current process. The AOC and company leaders 
had three points for improvement of the current process: (1) make the process more transparent; 
(2) communicate with, and assess companies more frequently; and (3) include companies in 
supporting their improvements on internal controls. Among the challenges companies faced with 
the current assessment process was a lack of transparency in scoring and communication. Each 
company was assessed once in three years, with little reminder of the process ahead of time. While 
leaders attended a training prior to beginning the assessment process, they may not have occupied 
the position during the previous assessment, and had little knowledge of the assessment’s purpose. 
Likewise, company leaders noted that turnover in leadership has posed a challenge, and that further 
communication regarding the assessment is necessary. Lastly, all AOC members stated they are 
committed to improving their policies and procedures related to internal controls, however they 
need support on how to make changes.  
 
Revised Assessment  
County staff and AOC leaders began developing a revised assessment tool, and accompanying 
improvement framework based on research into best practices, and feedback from company 
leaders. The assessment tool has five rating levels, and is based on well-defined and transparent 
scoring system. The scores for the assessment are derived from descriptors under each level that 
help the company understand the reason for the score they receive. Rating levels are based on a 
range scores that a company can easily discern from the report.5  Rating levels are;  

• Lowest Risk – Formal policies/procedures exist; evidence policies are followed 
consistently; evidence of internal control; staff has strong experience with financial 
transactions or bookkeeping services retained and monitored at least semiannually; 

                                                 
4 
https://www.knowledgeleader.com/knowledgeleader/content.nsf/klTools.xsp?&area=Checklists%20%26%20Questi
onnaires  
5 A detailed description of each rating level, and descriptors can be found on page 8 and Appendix B of the attachment. 

https://www.knowledgeleader.com/knowledgeleader/content.nsf/klTools.xsp?&area=Checklists%20%26%20Questionnaires
https://www.knowledgeleader.com/knowledgeleader/content.nsf/klTools.xsp?&area=Checklists%20%26%20Questionnaires
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• Little Risk - Formal policies/procedures, evidence that most policies are followed, regular 
oversight; some regular internal monitoring; volunteer has some experience with financial 
activities; bookkeeping services monitored at least semiannually 

• Moderate Risk – Formal policies/procedures, evidence some policies are implemented 
consistently; inconsistent evidence of internal monitoring; volunteer has little experience, 
bookkeeping services retained, but not monitored 

• Moderate/High Risk – Formal policies may exist; only a few policies/procedures followed; 
little evidence of internal control; volunteer has little or no experience with financial 
transactions 

• High Risk - No formal policies/procedures, no evidence of internal controls; volunteer does 
not have experience with financial activities 

 
Improvement Process 
In addition to a revised assessment that better describes, and makes transparent, each company’s 
internal control maturity ratings, County staff and AOC leaders developed a continuous 
improvement process that would accompany the assessment results. The improvement process 
includes regular check-ins for all company treasurers, the development of goals related to 
assessment results, and support from County staff. Once a company has decided on a goal, leaders 
can ask for resources to help them improve. These resources can be requested through quarterly 
treasurer meetings, or through contact with County staff.  
 
County staff in LCFR, and DFB will serve as resources for companies. LCFR accounting staff will 
act as a subject matter expert (SME) “phone-a-friend” resource; a liaison between the companies, 
DFB and the contractor who assess companies. Company treasurers can ask the LCFR SME for 
resources on best practices to help them improve their policies and procedures. Likewise, the SME 
will attend quarterly treasurer meetings to present on improvement strategies based on best 
practices. The DFB analyst will serve as a support to the SME and DFB leadership. The analyst 
will help develop best practices tip-sheets, review company goals, and support improvement 
activities. County staff will not act as technical experts on the assessment. Any specific questions 
related to scores or assessment issues will be sent to the contractor for response.  
 
Timeline 
Staff recommends implementing the revised assessment and improvement process in 
October/November 2020, beginning with an all-company orientation to the new assessment. This 
orientation will serve as the beginning of the new process, where company leaders can ask 
questions about policies and procedures, learn about the new tool, and be introduced to their new 
County staff supports. Companies can then begin to self-assess their policies and procedures and 
make improvements. From February to May 2021, a limited number of companies will be assessed 
using the new tool. These companies will report any challenges to the assessment, and County 
staff will make changes based on their feedback. Staff will report findings to the Board in July 
2021. From May 2021 to March 2022, companies will continue improvement activities in 
preparation for their initial assessments.  
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Companies will be assessed in two phases. Phase 1 companies will be assessed beginning in March 
2022 for the July 2021-December 2021 time frame; Phase 2 companies will be assessed March 
2023 for the July 2022-December 2022 time frame. Companies will be reassessed no less than 
once every two years.  
 
FISCAL IMPACT: The following outlines the fiscal impacts for this item:  

• There is no fiscal impact as sufficient funds exist in the FY 2021 operating budget.  
• The contracted expenditures for the vendor for the assessment process are between 

$112,000 and $123,000. This cost is part of the existing budget. 
• County staff will take responsibility for the follow-up and improvement activities, 

orientation and support for training as part of the new process.  
• Additional time for the SME within LCFR, and the analyst from DFB are budgeted at 10 

– 20 hours quarterly and are expected to fit within current duties.  
 
ALTERNATIVES:  
 
1. The Board could choose not to adopt the proposed internal control maturity assessment.  
 
DRAFT MOTIONS: 
 
1. I move the recommendation of the Finance/Government Operations and Economic 

Development Committee that the Board of Supervisors adopt the proposed revised Internal 
Control Maturity Assessment as outlined in Attachment 1 to the September 15, 2020, Board 
of Supervisors Business Meeting Action Item. 

 
ATTACHMENT: 
 
1. Loudoun County- Combined Fire & Rescue: Volunteer Companies Financial Monitoring and 

Improvement Plan 
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Background 
Beginning in September 2013, the County engaged Volunteer Fire & Rescue Companies (Companies) in 
increasing their awareness of best practices in implementing financial policies and procedures in order 
to build a foundation for implementation of those policies through a three step- process developed by 
Cherry Bekaert, L.L.P. (Cherry Bekaert). The first step (awareness step) was to conduct a workshop for 
volunteers responsible for managing a company’s financial assets. This workshop included methods for 
detecting and avoiding fraud, establishing and maintaining internal controls and recommendations for 
proper governance.  

During the second step of the process (accounting controls step), Cherry Bekaert performed site visits 
with each company to identify existing procedures involving financial management. Cherry Bekaert staff 
then compared these practices to best accounting practices and identified gaps in internal control 
procedures. These visits and comparisons served as the basis for the Accounting Controls Project Risk 
Advisory Report6 which outlined the results of these reviews. The report also served as the baseline 
from which assessors, the Finance/Government Operations and Economic Development Committee 
(FGOEDC) and the LC-CFRS Administrative Operations Committee (AOC) would measure progress toward 
best practices during ongoing financial reviews.  

The third step in the process (guidance step) was to develop a financial policies and procedures manual 
that provided recommendations to Companies on what policies and procedures they would be held 
accountable to implement in order to improve their financial practices. This manual was developed as 
the foundation and guidance for newly elected treasurers and leaders to ensure continuity in 
responsibility and not designed as a compliance document. 

Once these steps were complete, Cherry Bekaert staff began conducting internal control maturity 
assessments with each company. Each Company is assessed on the effectiveness of their internal 
controls and compliance with the Company’s financial policies and procedures as part of the assessment 
process. Three levels were used to rate each Company on their adherence to formalized policies, 
processes and procedures. The levels are: 
 

Formal: Policies and Procedures formally documented; controls are consistently 
performed and evidenced. This rating indicates that all sampled items tested were in 
accordance with company policies and procedures. 
 
Defined: Policies and Procedures formally documented; controls are not consistently 
performed or evidenced. This rating indicates policies and procedures are documented, 
but there is one or more deviations. 
 
Informal: Policies and Procedures are not formally documented; controls are not 
performed timely or insufficient evidence of controls; performance is not evidenced. 
This rating indicates policies and procedures are not documented, and/or there are 
several deviations. 

 

                                                 
6 The Accounting Controls Project Risk Advisory Report is provided as Attachment 2 to Item 10 from the March 10, 
2015 FGOEDC meeting. 

https://www.loudoun.gov/3430/Finance-Government-Ops-Economic-Dev-Comm
https://www.loudoun.gov/3430/Finance-Government-Ops-Economic-Dev-Comm
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Cherry Bekaert staff conducted these assessments with five different Companies each year, so all 
Companies were assessed at least once every three years. Each company’s first assessment focused on 
whether the company had policies in place. Cherry Bekaert staff provided feedback on policies and 
procedures to support improvements. During the second assessment, each company was assessed on 
the degree to which the company was following the policies they set in phase one. If any company 
received an “informal” rating on their assessment, Cherry Bekaert staff completed follow up activities in 
the subsequent year to support improvement. Since 2016, maturity assessment results across 
Companies have been mixed, with some Companies having worsening assessments while other 
Companies had some assessment improvements.  

During the November 12, 2019 FGOEDC meeting, County staff recommended that the County explore 
different options to better support Companies in meeting best practices and financial policy 
implementation and compliance that may include ongoing training and assistance, bookkeeping services 
and clearly defined roles and responsibilities. This plan is the result of that recommendation. 

The plan will be implemented using a continuous improvement approach. The proposed improvement 
progression will be completed in four phases that combined, constitute a continuous improvement 
process. This document will serve as a living document that summarizes roles and responsibilities, 
training and support, and recommended policy guidance across programs, to be revised at each phase 
of the improvement process. 

Purpose 
The purpose of this plan is to identify, describe and measure the critical steps for improving LC-CFRS 
Volunteer Companies’ internal controls and processes in order to prevent potential fraud or misuse of 
taxpayer dollars.7 This includes defining the revised LC-CFRS Volunteer Companies’ internal control 
maturity assessment program in which periodic assessments will be based a Company’s status on an 
internal controls continuum, and from which tailored supports such as training and meetings with 
County staff will be implemented. To illustrate the need for a continuum we expect companies are 
somewhere between two poles; for instance, a Company who has employed a bookkeeper and has 
three years’ worth of financial statements may be performing their own full financial audit, whereas a 
Company who has had turnover in leadership and no bookkeeper may be ready for improvement to 
their internal controls. This plan will outline an assessment and measurement program that has 
supports for all companies based on their unique needs. 
 
Theory of Action  
The long-term outcome for this program is to have all Companies regularly and uniformly implement 
clear financial policies and procedures that have well-defined internal controls. This goal will be 
achieved by completing the short and mid-term goals described below. Short and mid-term goals and 
objectives are critical to accomplishing the long-term goal. 

The mid-term goals will help Companies and the County move closer to the long-term goal of full 
implementation of appropriate financial policies and procedures for their company’s needs. Mid-term 
goals for this plan are twofold, one shorter-term and one longer-term. The shorter mid-term goal is to 
address each Company’s individual needs to improve internal controls through tailored assistance from 

                                                 
7 No evidence exists to suggest that any misuse of funds by any company. 
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contractors and County staff. This approach may include additional training for company staff on 
implementing financial policies and procedures, creating a direct line of communication between the 
Company and County staff to answer questions about policy or internal controls or supporting a 
Company in hiring a bookkeeping firm to formalize many internal control processes. The longer mid-
term goal addressed by this program plan is for every company to increase the quality and 
implementation of financial policies, procedures and corresponding internal controls in order to achieve 
“lowest risk” status. Lowest risk status is defined as a Company’s ability to reliably implement financial 
processes and controls in order to produce financial statements that show little to no evidence of risk of 
fraud or abuse across samples tested. All Companies should be supported in achieving this goal 
regardless of their current status. The continuum is described in the assessment section. 

The short-term goal addressed by this program plan is to identify and define a continuum that 
characterizes and measures the indicators that must be present to lower financial risks. Each Company 
will be placed at a level on the continuum. Placement on the continuum will help identify the type of 
support necessary for a Company to achieve lowest-risk status. Some Companies may be placed in the 
lowest risk category because they have clearly defined policies and procedures that reduce risks; and 
these policies are consistently followed. Conversely, some Companies may still be working to develop 
and implement financial policies and procedures, or may not be following policies that are in place, 
which would place them on a higher-risk status on the continuum.  

LC-CFRS Financial Assessment Theory of Action 

 

   Roles and Responsibilities 
This section outlines roles and responsibilities for the Department of Finance and Budget, Loudoun 
County Fire & Rescue (LCFR) leadership, and the Loudoun County Combined Fire and Rescue System (LC-

IF:

•County staff, AOC 
and contractors 
identify and 
define an 
appropriate 
continuum to 
measure financial 
policy and 
procedures 
implementation 
status among 
Companies

and IF:

•The County 
and AOC 
implement 
supports for 
improvement 
such as 
training and 
quarterly 
check-ins,

THEN: 

•Companies 
will improve 
their status 
on the 
continuum 
incrementally 
in a 
sustainable 
way, 

SO:

•All Companies 
will be well 
equipped to 
regularly 
report on 
internal 
controls and 
financial 
status. 
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CFRS) AOC to support ongoing improvement and successes for Companies in implementing current 
financial policies and procedures.8  

 Department of Finance and Budget  
DFB staff will be responsible for developing the purpose, goals and expectations for the financial 
assessment program, including the development of a continuum, roles and responsibilities, and timeline 
for implementation. These items will be provided to the LC-CFRS AOC Chairperson (or designee) in 
writing for review and comment prior to being finalized. The expectations will include a process to 
monitor milestones which will measure companies’ progress toward full implementation of their 
existing policies and procedures. The expectations will also include scheduling regular financial 
statement assessments or maturity assessments. Additionally, DFB staff will develop a policy statement 
or guidance document, and a stronger training program designed to support companies in an ongoing 
manner through outreach activities. These activities may include quarterly or semi-annual site visits to 
meet with LC-CFRS AOC to identify needs and supports for continuous improvement. DFB will continue 
to contract assessment services and monitor assessor performance on a regular basis.  

LC-CFRS Volunteer Administrative Operations Committee  
AOC members will be responsible for providing input into the planning and development of policies and 
supports to companies. During the planning process the AOC Chairperson (or designee) will be 
responsible for collaborating on the development of, and co-presenting, this plan to the Finance/ 
Government Operations and Economic Development Committee (FGOEDC). Designated AOC members 
will also work with DFB staff to review and refine DFB-developed policies and guidance. Once policies 
and guidance are finalized, it will be the AOC’s responsibility to make recommendations pursuant to 
Chapter 258 (c) (3) to adopt these documents and communicate their adoption to company volunteers. 
AOC members will also be responsible for strongly recommending that all company volunteer officers 
attend financial training as determined by AOC Chairperson and schedule regular check-ins (i.e., phone 
calls, video conferences or in-person meetings) for designated AOC members and LC-CFRS staff to 
review progress toward overarching goals and policy implementation.   

LC-CFRS Leadership 
LC-CFRS’ Volunteer Administration Division leadership will serve as the liaison between AOC members 
and DFB staff. This responsibility includes supporting scheduling for financial training to volunteer 
companies, reviewing financial documents developed by DFB, and support for quarterly check-ins 
between designated AOC members and volunteer company treasurers and signatories. LC-CFRS’ 
Volunteer Administration Division staff will continue to serve as a resource for inquiries and any data 
that the AOC and its members desire. A designated subject matter expert will be available as a resource 
to companies and serve as a “phone-a-friend” for ongoing questions. 

Assessors 
The external assessor/ auditing firm will be responsible for communicating with DFB, LC-FR and 
Company Leaders during the scheduling, planning, implementation and reporting phases of the 
assessment process. When a Company is scheduled for an external assessment, the assessor will work 

                                                 
8  References to LC-CFRS in this document will refer to the combined fire and rescue service which includes volunteer 
company leadership and members. LCFR for the purpose of this document are county staff who work in the fire and 
rescue system.  
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with the Company treasurer, president and other members responsible for company finances to identify 
the control policies they will review, the process by which they will review policy implementation and 
provide recommendations for improvement. Once the assessment report is complete, the assessor will 
work with the AOC Chairperson (or designee), LC-CFRS, and DFB to communicate next steps for follow-
up with the Company.  

Company Leadership  
Company leaders will be responsible for completing all assessment activities during their assessment 
cycle. This includes participating in planning meetings or calls with the external auditing firm hired to 
complete their maturity assessment, LC-CFRS and DFB staff, and coordinating with the external auditing 
firm hired to complete their maturity assessment. Additional duties for company leadership include; 

• Identifying company volunteers who will need to produce documentation during the 
assessment process,  

• Scheduling check-ins with the AOC, LCFR and DFB staff after assessment results are reported,  
• Making an action plan to improve assessment results,  
• Monitoring improvement activities and communicating those to the AOC and DFB. 
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Volunteer Company Assessments 
Proposed Assessment Continuum 
The table below describes indicators which will measure each Company’s financial policy and procedure implementation, including internal controls. Upon 
completion of a financial assessment using the indicators in the continuum as a guide, each Company will be placed in a risk category. The risk category will be 
used to guide scheduling for additional follow-up activities such as quarterly meetings or additional assessments and training. 

Highest Risk Moderate/high risk  Moderate risk  Little Risk  Lowest Risk / highest 
compliance  

(Gold Standard)  

Typically characterized by low 
levels of internal control over 
financial procedures. This could 
be observed through the 
following: 

   Typically characterized by a high 
level of internal control of 
financial processes. This could 
be observed through the 
following: 

1. No formal policies that 
dictate internal control 
processes for financial 
transactions 

2. No formal procedures for 
financial transactions 

3. Little evidence that policies 
and procedures are being 
implemented consistently 

4. No evidence of internal 
control monitoring  

5. Staff or volunteers who do 
not have the education or 
experience to be 
responsible for financial 
activities (SR9) 

1. Formal written policies 
may exist, but they lack 
specificity 

2. Formal written 
procedures exist, but they do 
not describe roles and 
responsibilities for internal 
controls 

3. Evidence that only a few 
policies and procedures are 
being followed, with 
several deviations 

4. Little to no evidence that 
internal control monitoring 
occurs 

1. Formal written policies & 
procedures are in place for 
all financial transactions 
and include roles and 
responsibilities for some 
staff 

2. Evidence that some 
policies are being 
implemented consistently, 
with a less than 15% 
deviations 

3. Inconsistent evidence that 
regular internal monitoring 
occurs 

4. Staff have little experience 
with financial transactions 

1. Formal written policies & 
procedures that include 
regular oversight according 
to roles, responsibilities 
and monitoring of financial 
activities 

2. Evidence that most policies 
and procedures are being 
implemented consistently 
with no deviations 

3. Evidence that some regular 
internal monitoring occurs 

4. Staff have some experience 
with financial transactions 

5. Bookkeeping services have 
been retained and 

1. Formal written policies & 
procedures that include 
regular oversight according 
to roles, responsibilities and 
monitoring of financial 
activities 

2. Evidence that all policies 
and procedures are being 
implemented consistently 
with no deviations 

3. Evidence of regular internal 
financial monitoring  

4. Staff experience or 
education is equivalent to 
qualified bookkeeper or 
bookkeeping services have 
been retained and are 

                                                 
9 SR – Self-report 
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 5. Staff have little to no 
experience with financial 
transactions 

5. Bookkeeping services have 
been retained but are not 
regularly monitored. 

monitored at least 
semiannually. 

 

 

monitored at least 
semiannually. 

Proposed assessment schedule  per category 
Reassessed quarterly Reassessed quarterly Reassessed every 6 months Reassessed annually Reassessed every 2 years 
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Assessment schedule 
While the new status categories and indicators outlined above align with those included in the Cherry 
Bekaert maturity assessments, there are additional indicators that may predict the level of risk 
associated with a company’s financial records (Company leaders’ financial experience, clarity of policies 
and procedures, etc.)  Therefore, County staff propose that all companies establish a new baseline in FY 
2022 and FY 2023 using the rubric above. By establishing a baseline using the new tool, companies can 
identify areas where supports will be needed and work with DFB and LCFR staff to achieve positive 
results. DFB staff will work with the AOC and companies to deliver training on the new tool and 
subsequently adopt a formal schedule for baseline ratings and subsequent follow up assessments. 

During FY 2021-2022 DFB staff will work with the AOC to identify supports and resources to prepare 
companies for the revised baseline and assessment process. Companies with an FY 2022 baseline 
assessment date will access resources first. Resources and supports may include additional training on 
establishing and monitoring internal controls, coaching company leadership on how to choose the right 
bookkeeping service, mock assessments or check-ins with leaders from companies who excelled during 
their last assessment with Cherry Bekaert. 

Once all companies have an established baseline, each company will be reassessed according to the 
proposed schedule on the scale above. Companies with the “lowest risk” level will be reassessed every 
two years using the same evaluation rubric; companies that fall into the “low risk” category will be 
reassessed annually; companies with moderate to high risk will be reassessed more regularly, starting 
with quarterly check-ins and reassessments. These more frequent assessments will support 
improvements. Any company with Moderate to High levels of risk will complete a follow-up limited 
reassessment at 9 months, with shorter term check-ins in interim quarters. If the company has not made 
adequate progress (increased score on one or more of the indicators under their assigned risk category) 
after two reassessment cycles, the County may exercise  the option to select a bookkeeping service to 
support the Company with highest risk transactions.  

Annual formal meetings and semi-annual check-in meetings will be designed to support company 
leadership in developing short and mid-term goals to improve their assessment scores on specific 
indicators. For example, a company may have no evidence of monitoring their internal controls, which 
puts them in a higher risk category. The semi-annual process will focus on small goals such as setting up 
a monitoring plan, identifying company staff who will monitor controls and developing a monitoring 
tracking system. Each quarter will focus on improvements that support that company to get a better 
score on the indicator during the next full assessment. The Appendix outlines tasks and a timeline for 
this schedule. 
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Assessment Schedule 

 

• October 2020 – May 2021: Companies will receive training and will conduct self-
assessment using new tool 

• February 2021 – May 2021: 2-3 companies will test the tool and county staff will make 
revisions 

• May 2021 – January 2022: Companies will work on improvements to their internal 
controls 
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Assessment Program / Improvement Process 
 
Below is the proposed implementation process to support all LC-CFRS Volunteer Companies in 
improving their financial policies, procedures and internal controls. This process will be expanded 
throughout spring 2021 to include tasks and subtasks for DFB, AOC, LCFR and Company leadership. You 
can also find a process chart in the appendix that illustrates these steps. 

1. Spring 2020: DFB staff will develop new assessment of internal controls and financial statements 
based on risk continuum (assessment items to be developed in conjunction with contractor) 

a. What to expect during the process 
b. Company staff assignments to assessment 
c. How long the process should take 

2. Fall 2020 – Spring 2021: DFB and LCFR staff conduct training on the new assessment for all 
companies. Companies will complete self-assessment with support from County Staff.  

3. Summer 2021 – Fall 2021: Companies will make improvements to the internal controls based on 
their self-assessment. 

4. Spring – Summer 2022 (Phase 1 companies)10: Contractor/auditor will determine placement on 
status scale using results from transaction assessments, interviews and checklists. The 
placement will be shared with the Company leadership during a debrief meeting where the 
Company will have the chance to formally respond to the placement. 

5. Summer – Fall 2022 (Phase 1 companies): DFB, LC-CFRS and Volunteer Company will 
cooperatively identify supports for follow-up based on the company’s placement on the scale. 

a. Company staff assignments to assessment  
6. Fall 2022 – Summer 2023 (Phase 1 companies): 

a.  Companies placed in the Highest and Moderate/ High risk status will set up REGULAR 
check-ins with LC-CFRS AOC members and DFB staff  

i. During the initial meeting, Company leadership and County staff will identify 
concrete steps that will support the company getting to next level on scale. The 
time it takes a Company to achieve enough milestones to move to the next level 
will vary.   

ii. Focus on internal controls for at least 1/2 of steps 
iii. Discuss bookkeeping services for higher risk transactions as an alternative to 

what is currently in place. 
b. Companies placed in the Moderate risk status will set up 6-month meetings with LC-

CFRS AOC members and DFB staff 
i. During the initial meeting, Company leadership and County staff will identify 

concrete steps that will support them getting to next level on scale  
ii. DFB staff and AOC leadership will talk with Company leadership about 

bookkeeping services 
c. Reassessments are completed at least annually until Company reaches Little or Lowest 

risk status.  

                                                 
10 All companies have access to ongoing training and assistance through contracted vendors and 
County staff who will provide targeted training at least twice annually for all companies. 
 



 

13 
 

i.  For those Companies which are considered Little or Lowest risk, set up annual 
meetings. During the annual meeting, Company Leadership, LC-CFRS and DFB 
staff will discuss:   

1. Organizational changes that may impact policy and procedure 
implementation 

2. Revisions to policies and procedures that could improve their internal 
controls 

3. Monitoring processes to improve financial reporting 
4. Review the quality of bookkeeping services (if applicable) 

d. Companies in Lowest Risk Status will be assessed every two years for internal controls. 
These companies will not be required to meet with LC-CFRS AOC members and DFB staff 
during the interim years, however they can request meetings and trainings that will 
support their continued Lowest risk status. 

7. Spring – Summer 2023 (Phase 2 companies): Contractor/auditor will determine placement on 
status scale using results from transaction assessments, interviews and checklists. The 
placement will be shared with the Company leadership during a debrief meeting where the 
Company will have the chance to formally respond to the placement. 

8. Summer – Fall 2023 (Phase 2 companies): DFB, LC-CFRS and Volunteer Company will 
cooperatively identify supports for follow-up based on the company’s placement on the scale. 

a. Company staff assignments to assessment 
9. Fall 2023 – Summer 2024 (Phase 2 companies): 

a.  Companies placed in the Highest and Moderate/ High risk status will set up REGULAR 
check-ins with LC-CFRS AOC members and DFB staff  

i. During the initial meeting, Company leadership and County staff will identify 
concrete steps that will support the company getting to next level on scale. The 
time it takes a Company to achieve enough milestones to move to the next level 
will vary.   

ii. Focus on internal controls for at least 1/2 of steps 
iii. Discuss bookkeeping services for higher risk transactions as an alternative to 

what is currently in place. 
b. Companies placed in the Moderate risk status will set up 6-month meetings with LC-

CFRS AOC members and DFB staff 
i. During the initial meeting, Company leadership and County staff will identify 

concrete steps that will support them getting to next level on scale  
ii. DFB staff and AOC leadership will talk with Company leadership about 

bookkeeping services 
c. Reassessments are completed at least annually until Company reaches Little or Lowest 

risk status.  
i.  For those Companies which are considered Little or Lowest risk, set up annual 

meetings. During the annual meeting, Company Leadership, LC-CFRS and DFB 
staff will discuss:   

1. Organizational changes that may impact policy and procedure 
implementation 
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2. Revisions to policies and procedures that could improve their internal 
controls 

3. Monitoring processes to improve financial reporting 
4. Review the quality of bookkeeping services (if applicable) 

d. Companies in Lowest Risk Status will be assessed every two years for internal controls. 
These companies will not be required to meet with LC-CFRS AOC members and DFB staff 
during the interim years, however they can request meetings and trainings that will 
support their continued Lowest risk status. 

Bookkeeping Services 
The Department of Finance and Budget has drafted a list of core competencies and quality 
characteristics to help companies identify the best CPA firms or bookkeeping services available in their 
areas. County leadership encourages companies to hire qualified firms to support financial reporting.  
The table below highlights few considerations for Companies who choose to employ a bookkeeper or 
CPA firm. The Bookkeeper/ CPA Firm Must Haves column lists three characteristics that any quality 
service must adhere to in order to comply with state and federal law, and foundational programs. The 
Bookkeeper/ CPA Firm Should Haves column lists some items that Companies should consider when 
choosing a service. High quality bookkeepers or CPA firms may not have all characteristics listed.  

Bookkeeper/ CPA Firm Must Haves Bookkeeper/ CPA Firm Should Haves 

• Adherence to the Generally Accepted 
Accounting Principles 

• Document Retention Standards that align 
with Internal Revenue Service (IRS) and 
government regulation standards 

• Software that protects personally 
identifiable information.  

• Knowledge of volunteer fire & rescue 
operations and budgets 

• Excellent organization  
• Excellent communication skills 
• Flexible work schedule   
• Relationship building skills 

 

Training and Ongoing Support Plans 
Each year, County staff and contractors will provide on-site training to Company Leaders during their 
annual Leadership Orientation and Networking Meeting. This training will be based on results from 
annual assessments and provide examples for how to improve internal controls.  

The check-in process outlined in the improvement section will serve as ongoing training for company 
leaders. The majority of these check-ins will occur during regular meetings among company treasurers. 
During this process, company leaders in the moderate to high risk categories will identify small goals to 
improve their rating. During check-ins, they will review their progress and adjust their goals based on 
feedback from other company leaders and County staff.  

In addition to the annual training and check-ins, County staff and/or contractors will develop an 
introductory internal controls webinar for new leaders. This webinar may be used when there is 
turnover in company leadership mid-year, or as a refresher for leaders who have been in their position 
for multiple years. The webinar will include how to define internal controls, how to refine policies and 
procedures to improve internal controls, and examples of “gold standard” internal controls. 
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Improvement Process Chart
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Instructions for Completing Assessment Tool 
This tool is designed identify and score the quality of internal controls as measured by individual LC-CFRS companies’ financial policies and 
procedures. The tool is separated into two sections: 

1. Overall Controls and Supports: This section measures the quality of staff experience with financial controls and the degree to which they 
access supports such as professional development related to financial transaction controls, electronic bookkeeping software and 
external bookkeeping services.  

2. Internal Control Maturity: This section’s measures the degree of oversight, reliable implementation and management of financial 
policies and procedures across areas where there is the potential for risk of fraud. Areas include cash receipts, cash disbursements, new 
vendor setup, bank reconciliation and credit/debit cards.  

Procedure 
Section One: Assessors interview company leadership (i.e., president, treasurer, chief, etc.) to gather information on staff’s experience with 
finances and implementing internal controls. Interview questions may be formal or informal based on the company’s size and complexity. 
Questions may request documentation such as training records or a copy of bookkeeping software licenses to ensure there is evidence for a 
score. Based on leadership responses to the questions, and appropriate documentation of supports, assessors will assign a score for staff 
experience and support items.  

Section Two: Assessors request documentation for cash receipts, cash disbursements, new vendor setup, bank reconciliations and credit/debit 
cards for the agreed-upon time frame. Assessors randomly select a sample of transactions from each category based on the size of the 
company’s operations: 

10 or less transactions in a category 

 

Assess all transactions for that category 

11 to 50 transactions in a category Randomly select a sample of no less than 10 transactions for the 
category 

51 or more transactions in a category Randomly select a sample of no more than 30 transactions for the 
category 
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Once samples for each category are selected, assessors will conduct testing of the sample. Testing is conducted by examining the sample and 
replicating the process for internal controls based on the company’s policies and procedures. Assessors replicate each step as outlined in the 
company’s policies, and make notes where documentation is inconsistent with policy and procedure. Assessors then count the number of 
inconsistencies and assign a score for each indicator under the category.  

Below are definitions to support reliable assignment of a score based on the indicators11: 

Indicator Term Large sample (size = 30) Small sample ( size < 10) 

Few Less than 30% transactions meet criterion Less than 3 transactions meet criterion 

Some 50% to 70% transactions meet criterion 5 to 7 transactions meet criterion 

Most 80% transactions meet criterion  8 transactions meet criterion 

 

Once all transactions have been tested and scores assigned across indicators, assessors will calculate a total score for the full assessment. The 
score range for results is listed below. 

 

Low Functioning Controls Few Functioning Controls Average Functioning 
Controls 

Moderate/Strong 
functioning Controls 

Gold Standard Controls 

0 - 22 23 - 45 46 - 68 69 - 91 92 - 114 

 

 

 

 

                                                 
11 The definitions above are defined to support reliable scoring across assessors. Assessors will weigh the materiality of each transaction 
in addition to the using the terms above. 
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Indicator 0  

Low Functioning 
Control 

1 2 3 4  

High functioning Controls 

Score 

Overall Controls and Supports 
Staff 
experience 

Staff or 
volunteers who 
do not have the 
credentials or 
experience to 
be responsible 
for financial 
oversight 

Staff have little to no 
experience with 
financial transactions 
(new treasurer with 
no prior experience) 

Staff have little 
experience with financial 
transactions 

 

Staff have some 
experience with 
financial transactions 

 

Staff experience or 
education is equivalent 
to qualified 
bookkeeper. (For 
example a degree in 
accounting, finance or 
bookkeeping). 

 

External 
supports and 
safeguards 

No external 
supports such 
as a 
bookkeeping 
service or 
software have 
been retained 

Bookkeeping software 
(i.e., Quickbooks) has 
been obtained, but is 
not regularly used or 
monitored 

Bookkeeping software is 
used and regularly 
monitored OR 
Bookkeeping services 
have been acquired, but 
no evidence of 
monitoring is present 

Bookkeeping services 
have been retained 
and monitored at least 
semiannually. 

 

Staff experience or 
education is equivalent 
to qualified bookkeeper 
or bookkeeping services 
have been retained and 
are monitored at least 
semi-annually 

 

       

 Assessor Comments Subtotal  

 

Cash Receipts 
 

Policies No formal 
policies that 
dictate internal 
control 
processes for 

Formal written 
policies may exist, but 
they lack specificity 

Formal written policies 
are in place for all 
financial transactions 
and include roles and 

Formal written 
policies that include 
regular oversight 
according to roles, 
responsibilities and 

Formal written policies 
that include regular 
oversight according to 
roles, responsibilities 
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financial 
transactions 

 

 responsibilities for some 
staff 

 

monitoring of financial 
activities 

 

and monitoring of 
financial activities 

 

Procedures No formal 
procedures for 
financial 
transactions 

 

Formal written 
procedures exist, but 
they do not describe 
roles and 
responsibilities for 
internal controls 

 

Formal written policies & 
procedures are in place 
for all financial 
transactions and include 
roles and responsibilities 
for some staff 

 

Formal written 
procedures that 
include regular 
oversight according to 
roles, responsibilities 
and monitoring of 
financial activities 

 

Formal written 
procedures that include 
regular oversight 
according to roles, 
responsibilities and 
monitoring of financial 
activities 

 

 

Reliability & 
Consistency 

Little to no 
evidence that 
policies and 
procedures are 
being 
implemented 
consistently 

 

Evidence that only a 
few policies and 
procedures are being 
followed, with several 
deviations 

 

Evidence that some 
policies are being 
implemented 
consistently, with a few 
deviations 

 

Evidence that most 
policies and 
procedures are being 
implemented 
consistently with no 
deviations 

 

Evidence that all 
policies and procedures 
are being implemented 
consistently with no 
deviations 

 

 

Monitoring & 
oversight 

No evidence of 
internal control 
monitoring  

 

Little to no evidence 
that internal control 
monitoring occurs 

 

Inconsistent evidence 
that regular internal  
monitoring occurs 

 

Evidence that some 
regular internal 
monitoring occurs 

 

Evidence of regular 
internal financial 
monitoring  

 

 

 Assessor Comments Subtotal  

 

Cash Disbursements 
 

Policies No formal 
policies that 
dictate internal 
control 
processes for 

Formal written 
policies may exist, but 
they lack specificity 

 

Formal written policies 
are in place for all 
financial transactions 
and include roles and 

Formal written 
policies that include 
regular oversight 
according to roles, 
responsibilities and 

Formal written policies 
that include regular 
oversight according to 
roles, responsibilities 
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financial 
transactions 

 

responsibilities for some 
staff 

 

monitoring of financial 
activities 

 

and monitoring of 
financial activities 

 

Procedures No formal 
procedures for 
financial 
transactions 

 

Formal written 
procedures exist, but 
they do not describe 
roles and 
responsibilities for 
internal controls 

 

Formal written policies & 
procedures are in place 
for all financial 
transactions and include 
roles and responsibilities 
for some staff 

 

Formal written 
procedures that 
include regular 
oversight according to 
roles, responsibilities 
and monitoring of 
financial activities 

 

Formal written 
procedures that include 
regular oversight 
according to roles, 
responsibilities and 
monitoring of financial 
activities 

 

 

Reliability & 
Consistency 

Little to no 
evidence that 
policies and 
procedures are 
being 
implemented 
consistently 

 

Evidence that only a 
few policies and 
procedures are being 
followed, with several 
deviations 

 

Evidence that some 
policies are being 
implemented 
consistently, with a few 
deviations 

 

Evidence that most 
policies and 
procedures are being 
implemented 
consistently with no 
deviations 

 

Evidence that all 
policies and procedures 
are being implemented 
consistently with no 
deviations 

 

 

Monitoring & 
oversight 

No evidence of 
internal control 
monitoring  

 

Little to no evidence 
that internal control 
monitoring occurs 

 

Inconsistent evidence 
that regular internal  
monitoring occurs 

 

Evidence that some 
regular internal 
monitoring occurs 

 

Evidence of regular 
internal financial 
monitoring  

 

 

 Assessor Comments Subtotal  

 

New Vendor Setup 
 

Policies No formal 
policies that 
dictate internal 
control 
processes for 

Formal written 
policies may exist, but 
they lack specificity 

 

Formal written policies 
are in place for all 
financial transactions 
and include roles and 

Formal written 
policies that include 
regular oversight 
according to roles, 
responsibilities and 

Formal written policies 
that include regular 
oversight according to 
roles, responsibilities 
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financial 
transactions 

 

responsibilities for some 
staff 

 

monitoring of financial 
activities 

 

and monitoring of 
financial activities 

 

Procedures No formal 
procedures for 
financial 
transactions 

 

Formal written 
procedures exist, but 
they do not describe 
roles and 
responsibilities for 
internal controls 

 

Formal written policies & 
procedures are in place 
for all financial 
transactions and include 
roles and responsibilities 
for some staff 

 

Formal written 
procedures that 
include regular 
oversight according to 
roles, responsibilities 
and monitoring of 
financial activities 

 

Formal written 
procedures that include 
regular oversight 
according to roles, 
responsibilities and 
monitoring of financial 
activities 

 

 

Reliability & 
Consistency 

Little to no 
evidence that 
policies and 
procedures are 
being 
implemented 
consistently 

 

Evidence that only a 
few policies and 
procedures are being 
followed, with several 
deviations 

 

Evidence that some 
policies are being 
implemented 
consistently, with a few 
deviations 

 

Evidence that most 
policies and 
procedures are being 
implemented 
consistently with no 
deviations 

 

Evidence that all 
policies and procedures 
are being implemented 
consistently with no 
deviations 

 

 

Monitoring & 
oversight 

No evidence of 
internal control 
monitoring  

 

Little to no evidence 
that internal control 
monitoring occurs 

 

Inconsistent evidence 
that regular internal  
monitoring occurs 

 

Evidence that some 
regular internal 
monitoring occurs 

 

Evidence of regular 
internal financial 
monitoring  

 

 

 Assessor Comments Subtotal  

 

Bank Reconciliations 
 

Policies No formal 
policies that 
dictate internal 
control 
processes for 

Formal written 
policies may exist, but 
they lack specificity 

 

Formal written policies 
are in place for all 
financial transactions 
and include roles and 

Formal written 
policies that include 
regular oversight 
according to roles, 
responsibilities and 

Formal written policies 
that include regular 
oversight according to 
roles, responsibilities 
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financial 
transactions 

 

responsibilities for some 
staff 

 

monitoring of financial 
activities 

 

and monitoring of 
financial activities 

 

Procedures No formal 
procedures for 
financial 
transactions 

 

Formal written 
procedures exist, but 
they do not describe 
roles and 
responsibilities for 
internal controls 

 

Formal written policies & 
procedures are in place 
for all financial 
transactions and include 
roles and responsibilities 
for some staff 

 

Formal written 
procedures that 
include regular 
oversight according to 
roles, responsibilities 
and monitoring of 
financial activities 

 

Formal written 
procedures that include 
regular oversight 
according to roles, 
responsibilities and 
monitoring of financial 
activities 

 

 

Reliability & 
Consistency 

Little to no 
evidence that 
policies and 
procedures are 
being 
implemented 
consistently 

 

Evidence that only a 
few policies and 
procedures are being 
followed, with several 
deviations 

 

Evidence that some 
policies are being 
implemented 
consistently, with a few 
deviations 

 

Evidence that most 
policies and 
procedures are being 
implemented 
consistently with no 
deviations 

 

Evidence that all 
policies and procedures 
are being implemented 
consistently with no 
deviations 

 

 

Monitoring & 
oversight 

No evidence of 
internal control 
monitoring  

 

Little to no evidence 
that internal control 
monitoring occurs 

 

Inconsistent evidence 
that regular internal  
monitoring occurs 

 

Evidence that some 
regular internal 
monitoring occurs 

 

Evidence of regular 
internal financial 
monitoring  

 

 

 Assessor Comments Subtotal  

 

Credit/ Debit Cards 
 

Policies No formal 
policies that 
dictate internal 
control 
processes for 

Formal written 
policies may exist, but 
they lack specificity 

 

Formal written policies 
are in place for all 
financial transactions 
and include roles and 

Formal written 
policies that include 
regular oversight 
according to roles, 
responsibilities and 

Formal written policies 
that include regular 
oversight according to 
roles, responsibilities 
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financial 
transactions 

 

responsibilities for some 
staff 

 

monitoring of financial 
activities 

 

and monitoring of 
financial activities 

 

Procedures No formal 
procedures for 
financial 
transactions 

 

Formal written 
procedures exist, but 
they do not describe 
roles and 
responsibilities for 
internal controls 

 

Formal written policies & 
procedures are in place 
for all financial 
transactions and include 
roles and responsibilities 
for some staff 

 

Formal written 
procedures that 
include regular 
oversight according to 
roles, responsibilities 
and monitoring of 
financial activities 

 

Formal written 
procedures that include 
regular oversight 
according to roles, 
responsibilities and 
monitoring of financial 
activities 

 

 

Reliability & 
Consistency 

Little to no 
evidence that 
policies and 
procedures are 
being 
implemented 
consistently 

 

Evidence that only a 
few policies and 
procedures are being 
followed, with several 
deviations 

 

Evidence that some 
policies are being 
implemented 
consistently, with a few 
deviations 

 

Evidence that most 
policies and 
procedures are being 
implemented 
consistently with no 
deviations 

 

Evidence that all 
policies and procedures 
are being implemented 
consistently with no 
deviations 

 

 

Monitoring & 
oversight 

No evidence of 
internal control 
monitoring  

 

Little to no evidence 
that internal control 
monitoring occurs 

 

Inconsistent evidence 
that regular internal  
monitoring occurs 

 

Evidence that some 
regular internal 
monitoring occurs 

 

Evidence of regular 
internal financial 
monitoring  

 

 

 Assessor Comments Subtotal  

 TOTAL  
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APPENDIX C: COUNTY STAFF PERSONNEL DESCRIPTIONS 
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It is important that all roles and responsibilities for County staff are outlined clearly to separate 
assessment activities and improvement activities. By creating this separation, companies will be able to 
access county staff for resources that will help them improve their internal control processes, and they 
can ask questions that may not be appropriate for an assessor to answer. Similarly, for technical 
questions regarding scoring or interpretation of the assessment, County staff will submit those to the 
contractor for response to ensure misinterpretation and communication is kept to a minimum. 

LCFR Subject Matter Expert: 
About the position:  

The LCFR subject matter expert (SME) SME is an essential part of the assessment process as he/she will 
be the liaison between companies and County staff. The SME will be responsible for communication 
with companies’ treasurers and leadership regarding questions on internal control maturity 
assessments. The SME will collaborate with Department of Finance and Budget (DFB) to provide 
feedback/ input on support documents such as tip sheets, training materials and resources, and answer 
questions that will increase companies’ treasurers’ knowledge of internal controls, and thus increase 
scores on their assessments. 

Duties: 

• Provide input and feedback to contractor responsible for developing annual internal control 
maturity training 

• Deliver portion of internal control maturity training (portion TBD based on input) 
• Solicit questions regarding internal controls from company leadership  
• Attend quarterly treasurer’s meetings and using the feedback from DFB on best practices to 

answer leadership questions regarding improvements they can make to their procedures  
• Respond to phone and email requests for information on best practices and improvement 

strategies for companies preparing for the assessment process 
• Provide coaching (goal-setting, check-ins) and resources to moderate/high risk companies in the 

improvement process 
Duties do not include: 

• Drafting and delivering annual internal control maturity training 
• Assessing companies’ transactions 
• Reviewing company books 
• Technical questions outside of the scope of the improvement process  

Communication with companies will be prioritized to meet the needs of high-risk and moderate risk -
rated companies first. 

Time commitment: 15 – 20 hours per quarter 

DFB Analyst/Research: 
About the position: 

The DFB analyst will be part of the small team responsible for supporting companies’ improvements on 
internal controls. The DFB analyst is a support for research on best practices, developing and editing tip 
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sheets or resources that describe best practices for internal controls, and supporting the development 
of annual training.  

Duties: 

• Work with SME, DFB staff, and contractor to develop and deliver annual control maturity 
training to company leadership 

o The training will include a combination of assessment findings from the previous phase, 
best practices based on low-scoring indicators and action steps companies can take to 
increase low scores. 

• When requested by SME, conduct research on best practices for specific internal control 
procedures; write up findings in brief tip-sheet format 

• Respond to email and phone requests when prompted by SME. Communicate those requests or 
technical questions to management for contractor communication. 

• Review coaching documents for completeness and provide follow-up tasks to SME 
Time commitment: 10 – 15 hours per quarter. 
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