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The major function s o f the board are: -

a) Boar dhas the authority to supervise management an d development plans ofthe
school,

b)t o control the discipline of teachers and students and

c)t o control the finances ofthe school.

Accordingto the actthe board is supposed to meet 4 times in a year. Records in LSS

indicate that the board was holding its meeting only once per year from its inception till

year 2000.

Between year 2000 til1 200 2 there were no meetings held because the previous board

had finishe d its term o f office and it was alleged that the ministry did not approve new

board members .

In Octobe r 200 3 ne w boar d wa s forme d an d approved by the Regional Commissioner

according t o curren tregulation . Ne w boar di s convenin g it s meeting s regularl y

according to the regulations .

Boardi nany organizatio nis an essentia |l orga n fo r supervisin g th e management . I n

order that board is able to perform its function well members shoul d be trained on their

roles and functions .

It should alsobe noted that for the board to make th e right decisions, particularly with

regard to finances they have to receive timely and precise data and information from the

management. Managemen t ha s faile d t o supply timely and precise informatio n because

interpretation an d reporting procedures ar e lacking .
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On the other hand irregular b oard meeting in the past may have contributed to p oor
performance of the school in that there was no effective organ in place to control the

management on the use of funds.

7.2 Job d escription: W hen respondents w ere asked to give their o pinion w hether j ob
description were written and on use or not, 67% said no while 33% agreed (table 15,
appendix x). The reason for this is that job descriptions were available only for teachers.
Other support staff including the school bursar had no job description, or if available
then they w ere not open to workers. Job d escription is important as it shows among
others; authority level and the obligations of the worker to the organization.

Lack of job description can lead to workers mixing jobs, interfering tasks of
others and some workers doing more or less work and hence inefficiency. A sound
accounting manual contain job description at least of account department workers. By
having job description a worker can recognize her/his position in the organizational
hierarchy. However in LSS the organization structure seen in appendix v, figure 6 does
not show span and authority relationship in the internal organization. Organization
structure is part and parcel of an accounting manual as it indicates the hierarchy, span of

control, authority level, and accountability.
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8. Accounting procedures:

Respondents were asked to give their opinion on the school financial accounting
procedures. 90% of those informed were of the opinion that the school accounting
procedures were not written and clear to all concerned while the remaining 10% agreed.
(refer table 20 below)

Table 20: Accounting procedure written and clear to all concerned

requency [Percent 'Valid Percent
True 1 2.5 11.1
Not true 8 19.5 38.9
Total 9 22.0 100.0
Not applicable 32 78.0
Total 41 100.0

Source; LSS Research, April 2004
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8.1 The current accounting system at Laela Secondary School.

8.1.1 Personnel of accounting section are the headmistress and the accounting clerk.
The account clerk has the following duties;

1} collects the revenues of the school

2) purchases of the routine school requirements

3) maintains the store of the school

4) Signatory of cheque book for the school

Qualifications and experience;- Form four graduate with training in education as a
teacher. Has a long time experience of more than twenty years in handling cash in four
institutions of the Catholic diocese of Sumbawanga.

There is no written job description given to account clerk. However she receives
directives from the head of the school on what to be done. Other instructions received
were provided by her predecessor two years ago on how to maintain the accounting
records of the school.

Head of school;

a) Has the authority on the use of school funds

b) Put to custody the school revenue

¢) collect revenue of the school.

d) Record the transaction in the record book mentioned by the head of school.

e) Provides the account clerk with petty cash to meet routine expenses.

f) Signatory of cheque book.
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81.2 Account books and other documents

Source documents: Basically these are the books in which the entries are made prior the
posting into the ledger. In the case of LSS normal exercise books are used in place of
receipts for collection of cash and payment voucher for paying cash. Invoices and
delivery notes are not used at all even though some items such as farm inputs are bought
on credit and at times meat may be sold on credit.

The account books that are usually maintained include cash book, musterall and
general ledger. The cash book and cash analysis books that were found at the school are
not used by the account clerk on the claim that it involves a lot of paper work. Instead a
normal exercise book is maintained in place of a cash book. There was no evidence of
the use of internal transfer vouchers for the recording of the internal transactions
effected. For example movements of stocks are only recorded but they are not passed in
the internal transfer vouchers. Likewise the assets that are bought on cash are recorded
in the cash book only but there is no further treatment of posting to individual ledger

accounts because ledgers and the account codes are not in place.

8.1.3 Salary accounting
The accounts clerk prepares the salary payment after receiving instructions from the
head of the schoo! on the amount to be paid for each worker as extracted from letters of

appointments.
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Salaries are prepared by using the teachers and non teachers monthly deduction form
that records the name of employee, monthly salary, the necessary deductions for each
employee and the net salary. After arriving at net salary for each employee the account
clerk prepares a payroll.

Basically it contains the names of payees, net salary and a space for each payee
to put a signature after receiving the payment. The prepared payroll is then sent to head
of school for cross checking the calculations. The head of school will release cash equal
to the total amount of net salary shown in the payroll after verifying the calculations.
However the designed form does not show a space for authorization. The account clerk
will effect payment after each employee has signed the payroll. The total amount of the
net salary that is paid out is recorded in the record book maintained by the account
clerk. However no journal voucher is passed to show the treatment of the deductions
made such as NSSF contributions, payee etc.

8.1.4 Accounting for cash collection from income generation projects;- The cash
collection in each project is collected by operator of that project. The collections are
recorded in the record book and sent to account clerk or head of the school at the end of
each working day. The account clerk/head of school will collect the cash from the

operator of the project and record the same amount in his/her recording book.
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8.1.5 Cash collection from student fees

The students are required to bring at least half of the fees at the beginning of the school
year. Fees are either received by the head of the school or the account clerk whereas
each of them has a recording book showing the collections.

The account clerk upon receiving the fees will write a receipt (actually it is not a
receipt but a cash sale) that is provided to the student as an evidence that the fees have
been received. The “receipt” provided are not pre numbered and do not bear the stamp
of the school.

Moreover the account clerk will enter the same amount collected into her cash
record book together with other cash transactions so that she can at any time determine

the cash in hand.

8.1.6 Farming accounting; The farming accounting for the school include crop growing
and animal rearing.

There is a teacher who is in-charge of farm operations. He/she prepares the budget of
farm activities and submits it to the head of the school. After scrutiny by the head of the
school the money for farm operations is given to the in-charge by installment. The farm
in-charge does not sign any document as evidence of receiving cash for farm activities.
It is believed that the in-charge will use the money according to the work done 1n the
field. There are no records kept for those (casual laborers) paid as it is usually the case.

With this kind of procedures misappropriation and cheating is likely to occur.
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After harvesting the yields are recorded in the store record book and entered in the store
ready to be used by students as their food. However no journal entry is passed to
indicate how much in terms of money was transferred from farm project to the store.
Likewise when there are requirement in the kitchen, cereals are transferred from the
main store to the small kitchen store.

The cereals taken from the main store are recorded in the store record book
indicating the date, type of cereal and amount but without showing the value of the
cereals. Again no journal voucher is passed to show how much food expressed in
monetary terms is spent to feed the students.

In the case of selling livestock products such as pork, meat, milk, culls etc. the
cash is collected by the livestock keeper and record in his/her record book. The
livestock keeper will then remit the collected sum to the account clerk or head of the
school together with his/her record book. The head of school/account clerk will check
the arithmetic sum and compare with the sum being remitted. Then the cash is collected
and recorded in another record book handled by the account clerk/head of school. It
should be noted here that both account clerk and the head of the school have different
books for recording cash transactions, an indication of the element of mistrust.
Moreover when cash is received from projects the account clerk does not put the initials
in the record book of the in-charge of the project. Likewise the project in-charge does

not get the receipt showing that the account clerk has received cash from the project.
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8.1.7 Approval for payment

Since the head of the school is currently the custodian of the school cash no large sum
of cash can be paid without her approval. However when payments are effected by the
account clerk the approval from the head of the school is usually verbally as the

payment document is not returned for approval before the actual payment.

8.1.8 Internal check procedure on the accounting system:
The division of work between the account clerk and the head of school does not offer
room for internal control since the latter has both the authority and at the same time the

custodian of cash.

8.1.9 Budgeting and reporting: As mentioned in finding number 6 above, budgets are
prepared by the head of school, assistant head of school and bursar. This budget is
neither sent to board or owner for approval. Financial reports are prepared by bursar on
monthly basis following the designed format as shown in appendix x, figure 7. However
the report exclude non cash transactions and it is not compiled to quarterly and yearly
reports. Lack of proper financial records has failed the school from preparing financial
statements and financial ratios for interpretation. Management and the board cannot

make informed decisions because of lacking right information.
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9. General opinion of respondents on possible solution to the problems of LSS:
These opinions are as ranked in table 21 below and when clustered the solutions can be
put into two broad categories of strengthening management by putting up systems and
procedures particularly the accounting manual and fundraising that also featured in the
needs assessment analysis. However fundraising is not advisable at the moment without
having in place proper accounting procedures that will facilitate preparation of proper
budget and cash flow.

Table 21: Opinion of respondents on possible solution

Frequency {Percent alid Percent
Management should supervise properly the IGA's |11 26.8 26.8
Increase salaries of teachers 8 19.5 19.5
School to look for donors 5 12.2 12.2
School income and expenses put in writing and in5 12.2 12.2
transparency
School to have rules and procedures in place 3 7.3 7.3
School to employ qualified and competent staff |7 17.1 17.1
School handed to government or any able2 4.9 4.9
congregation
Total 41 100.0 100.0

Source; LSS Survey, April 2004
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10. CONCLUSION

This study has revealed that lack of accounting manual has contributed to the poor

performance of school in the following ways:-

1.

Failure to prepare realistic budget due to lack of accounting manual has led the
school to charging very low fees that cannot meet the operation costs. This is the
reason why the school cannot pay its staff competitive remuneration and as such
cannot attract qualified teachers. The school has had few and unqualified
teachers because of poor remuneration. Few and unqualified teachers cannot
teach well and this results into poor performance of students in their final exams.
Poor performance of students in final examinations does not attract students to
join this school and this result into shortage of students.

Failure to run income generating activities (IGA’s). All IGA’s of school have
collapsed due to lack of accounting manual. Since no proper records were kept
for operation of these projects it was not possible to determine the profitable
projects so that unprofitable one could be eliminated. In this way the school has
lost an opportunity to generate income which is very much needed to support

financial sustainability of school.
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Management and the board cannot make informed decisions because of lacking
reliable information and at the right time. Lack of proper financial records has
failed the school from preparing financial statements and financial ratios for
interpretation. These are the kind of information needed by the management and
board to make decisions.

Misappropriation: Lack of accounting manual has provided loop-holes for
cheating and misappropriation as fund control mechanisms are not in place.
Lack of accounting manual has resulted into recruiting untrained accounting
personnel. Accounting manual show the accounting procedures in the
organization and this hint the scope and magnitude of the work involved.
Information about the scope and magnitude of the work involved determines job
description and hence the caliber of personnel required.

Inefficiency. Lack of accounting manual has led to inefficiency in that job
description particularly of accounting personnel is lacking. This has caused
interference in the duties of one another or not knowing what to do or doing less
work.

Lack of proper organization structure: Lack of effective organization structure
has led to misuse of power and poor accountability as workers do not know their
position in the organization hierarchy.

Poor accountability: Lack of accounting manual has failed the accounting
personnel to record, analyze and prepare financial report for stakeholders of the

LSS.
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9. Transparency: Failure of LSS to produce financial report to management and to
outsiders has led to lack of confidence to the school administration. When
stakeholders lose confidence they promote a bad name for the school and this
does not attract new students

10. Misallocation of funds: Lack of accounting manual has led to misallocation of
funds because proper records are not kept so that expenditures and revenue can
be tracked against budget.

11. Participation: Lack of accounting manual has led to poor budget preparation in
that only three people (headmistress and her assistant and bursar) are involved.

Head of departments does not sit with their staff to prepare departmental budgets.

11. RECOMMENDATIONS

Preparation of a tailor-made accounting manual is expected to contribute to the efficient

running of LSS by:-

1. Preparation of realistic budgets that relate income and expenditure. The school will
be able to charge realistic fees that when combined with other sources of income
will be able to meet the operational costs including prompt payment of competitive
remuneration to workers.

2. Producing of reliable and timely reports to management and board for decision
making. With availability of accounting manual it will be possible to produce
reliable and timely reports so that correct decisions can be made by decision making

bodies.
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Availability of accounting manual will make 1t possible the documenting of accurate
financial records of IGA’s and carrying out the analysis to determine profitability of
each project. The unprofitable projects that used to consume profits of other projects
will be eliminated and contribute to financial sustainability of school.

Accounting manual will eliminate the possibility of misappropriation by putting in
place sound accounting procedures and control mechanism that do not provide loop-
hole for misappropriation.

Accounting manual leads into the recruitment of accounting personnel who match
with the type of job to be accomplished.

Accounting manual promotes efficiency by providing clear and sound accounting
procedures including job description of concerned staff. The inclusion of
organization structure that show who is where in the organizational hierarchy
further promote discipline and thus enhance efficiency.

Transparency. Accounting manual will make it possible to record, classify, analyze,
interpret and report financial transactions to all concerned stake holders and hence
enhance transparency.

Accounting manual will eliminate misallocation because it provide procedures and
mechanisms that does not leave room for funds misallocation.

Accounting manual will enhance participation by providing clear instructions that
indicates who will participate in the budget preparations, assessment of profitability

of projects and carrying out of stock taking.
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CHAPTER 5: IMPLEMENTATION OF RECOMMENDATIONS
The accounting manual was prepared following the request made by the management of
Laela Secondary School (LSS). Their request was supplemented by in depth study that
revealed lack of proper financial records, accountability, transparency and lack of
financial reporting and evaluation have contributed to the failure of school to achieve its
objective of providing secondary education. It is difficult for the school to measure its
performance without maintaining proper financial records because most of its activities

are finally expressed and are measured in monetary terms.

1. Preparation of the manual

A number institutions, literatures and individuals were consulted before preparing this
manual. The aim of consultation was to gather information and experiences on what has
been written and put into practice regarding accounting procedures. Four secondary
schools in the Southern highlands area of Tanzania and two accounting firms were
consulted. The management of LSS was involved in every stage in the course of
preparation of the manual.

This manual mainly adheres to Tanzania Statement of Recommended Practice No. 2:
Basic Record keeping and Accounting Practices for NGO’s in Tanzania. It is prepared
on consideration that LSS has no accounting system at all that complies with official
standards and as such the proposed manual is made simple but it enhances transparency,

accountability and financial reporting.

/
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2. The main section of the manual as seen in appendix xiii are:-

A. The proposed organization structure of the school

w

The sources of fund for the school

The accounts codes

o O

Basic accounting routines
E. Preparation and control of annual budgets
F. Accounts preparation

G. Accounting for fixed assets.

3. Orientation of LSS staff on the use of manual
The orientation on the use of this manual was conducted in the last week of February
whereby it took 1.5 hours each day for five days. The participants in the orientation

were the head of school, bursar, academic master and staff representative.

4. Adoption of the manual

The economic and planning committee of the school instructed the management team to-
apply the manual immediately after the orientation. The manual was put into use in the
beginning of March 2005.

The remaining activity is the evaluation of the manual on its effectiveness which may
be performed after a period of at least four months from the date of commissioning the

manual.
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5. Recommendations

A simple, but adequate accounting manual for LSS has been proposed and
adopted. The important parts of this manual include the organization structure, sources
of funds, chart of accounts, routine accounting procedures, accounting for fixed assets,
budgeting, financial report preparations and reporting.

Preparation and adoption of accounting procedure manual for the LSS is but one
step forward toward the achievement of school objectives. It is important that the
evaluation is done to determine if the manual will serve the intended purpose after the
elapse of considerable time. Since the management is already acquainted to the manual
it is suggested that the accountant has to ensure that the manual is put into the
application whenever a transaction is effected. Likewise the head of school should
supervise the application of the manual by weekly checking the recording of
transactions in appropriate books and fulfilling the role of authorization whenever a
transaction is made.

The school board, been the main governance organ, has the overall
responsibility of ensuring the application of the manual. The board may insist receiving
quarterly financial reports prepared following the guideline stipulated in the manual as a
way of monitoring its application. For an effective monitoring of the application of the
manual by the board it must have members who have accounting expertise in their

team.
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The evaluation may commence after the elapse of at least a year to see if the
more qualified teachers are available and receiving competitive remunerations. Other
indicators for evaluation could be students performance, number of students enrolled
etc.

It must be emphasized that Board is a very crucial organ for any organization.
There is a need to strengthen the school board by providing it with necessary board
training so that it is able to perform its function including supervision of application of
the accounting manual. The role of the diocese as owner and manager of the school is
not very clear. At the moment the diocese supervises its education institutions through
the diocesan education board but the role of this organ is not clear as well. There is a
need for the diocese to define clearly the role of the diocesan education board so that it
is able to contribute to the development of education institutions of the diocese. One of
the important role of this board could be the development of education policy for the
diocese that is currently lacking. Membership to this board should be mainly guided by

the functions of the board.
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