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Maricopa County, Arizona
Ensuring Continuity with the Budget Analyst Essentials Suite
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	 Business Preparedness and  

Continuity Guidelines

About Maricopa County

The fourth-largest county in the United 

States, Maricopa County was home to 

4.5 million people as of 2021. It is home 

to the Phoenix metropolitan area, Sky 

Harbor International Airport, and a large 

swath of land to the west and southwest 

with a total size of 9,224 square 

miles—making it larger in area than 

seven U.S. states. Established in 1871, 

Maricopa County was named in honor 

of the Xalychidom Piipaash people, who 

inhabited the area as early as 1775. 

M
aricopa County was in 

the middle of its busy 

budget season when the 

COVID-19 pandemic hit, 

plunging employees into 

a virtual environment. Employees from 

Maricopa County’s Office of Budget and 

Finance met the challenge head-on, 

creating and implementing the Budget 

Analyst Essentials Suite to transform 

onboarding, training, and engagement 

materials for a new way of working. Not 

only did the team deliver the budget on 

time, but its members also captured 

valuable institutional knowledge and 

forever changed the way they work 

together. Here is what happened—and 

what lessons other governments can 

learn from Maricopa’s experience.  

A STORY OF SURVIVAL

January through June is budget 

season, commonly referred to as the 

busiest season of the year. To keep 

budget preparations on track, the 

department’s analysts, supervisors, 

and senior staff quickly pivoted to a 

remote work environment and started 

developing the Budget Analysis 

Essentials Suite as a new model. Their 

vision was a continuously updated 

continuity of business operations 

plan that could replace some of the 

traditional training processes that had 

been conducted in-person. The Office 

of Budget and Finance was bringing 

new staff on and had additional roles 

to fill in early and mid-2020, so a 

radically changed work landscape 

demanded new tools and processes. 

The Budget Analyst Essentials 

Suite’s was built from a foundation 

of Microsoft products for county 

communications. Staff collaborated 

to create a master OneNote file to 

organize departmental training 

materials into sections that new 

analysts would be able to tackle in 

manageable chunks. The OneNote file 

opens with a “Welcome to the Office” 

section that includes a note from the 

chief financial officer, orientation 
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manuals, departmental reports, 

system reference guides, and a county 

overview. Also included is a detailed 

list of tasks that new analysts need to 

complete during the first two weeks 

of their employment. All the sections 

are interlinked through the checklist, 

tabs, and pages, providing an easily 

accessible suite of training materials. 

Analysts are directed to explore the 

orientation and procedure manuals 

and are given links to important folders 

in the shared drive or to essential 

external resources. The file also 

includes a detailed system reference 

guide and a thorough overview of 

Maricopa County, including the current 

strategic plan, most recent budget book, 

and a list of relevant statutes and laws 

from the Arizona State Constitution. An 

appendix includes important links for 

users to bookmark, a list of guidelines 

and policies, fund descriptions, and a 

list of specific acronyms used by the 

Office of Budget and Finance.

The OneNote file is exported and 

copied to a project folder for the new 

employee and then personalized for 

that person’s particular role. The 

file is additionally customized with 

a section of relevant department 

reports related to the new employee’s 

assignments and responsibilities. 

This tailored approach makes 

it possible for new employees to 

complete specific onboarding tasks 

and add additional notes while 

learning the materials. 

In addition, as county staff 

transitioned into a virtual office 

environment, they turned to 

Microsoft Teams, along with millions 

of other workers around the world. 

Office of Budget and Finance team 

members developed a list of training 

videos to supplement the OneNote 

file. Staff developed PowerPoint 

presentations and corresponding 

scripts to record training videos, 

which were then posted them to a 

Teams training channel for staff to 

access, view, and add questions and 

comments. A schedule contained 

in the OneNote file recommends 

specific times during the orientation 

window for watching these videos. 

A STORY OF TRANSFORMATION

Three members of the Office of Budget 

and Finance shared their experience 

with GFR: Deputy Budget Director 

Kristin Chernin, Budget Manager 

Mitch Kolf, and Budget Analyst Tristan 

Wulffson. “First, because of the 

limitations on in-person work, we as a 

county had to move on from an older 

approach to onboarding, in which the 

supervisor sits behind you and tells 

you what to do,” Wulffson said. “Now, 

we’re able to onboard and train faster, 

more effectively, and more efficiently 

through the suite and tools.” 

“We found that these materials made 

training more consistent for every 

budget analyst, because everyone 

was following the same process,” Kolf 

added. 

Chernin pointed to a challenge under 

the prior system: “Before the suite, 

we didn’t hire from January to June 

because training took up so much of 

supervisors’ time. But this meant that 

supervisors had to take on the work of 

vacant positions during budget season, 
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too.” Wulffson concurred, adding, 

“One of the great successes of the suite 

is the ability to cross-train analysts as 

well. Because training is consistent 

and analysts have a consolidated 

base of information to reference, they 

can bounce ideas off each other, even 

when supervisors are busy. It helps us 

all be more effective and efficient.” 

Chernin noted the difficulty of 

adapting culture to an all-virtual work 

environment. Adopting Teams gave 

county staff the ability to see each 

other during meetings, which helped 

boost connection among colleagues. 

“We’d had staff say, ‘I haven’t seen so-

and-so in a month, and I miss them,’ 

so we put meetings in place to engage 

staff and to make new employees feel 

part of the team.” She described weekly 

check-ins for updates from senior staff, 

and a Bring Your Own Meeting concept 

in which budget analysts would make a 

presentation about a departmental topic 

of interest. These meetings began with 

icebreaker activities like Jeopardy. 

A STORY OF WORKING SMARTER

Ultimately, developing the Budget 

Analyst Essentials Suite has enabled 

anytime, anywhere training that has 

been successful on several fronts, 

even as the county has shifted into 

a hybrid work environment. These 

include ensuring on-time delivery of 

budget recommendations; providing 

a positive and effective onboarding 

process, even in a remote environment; 

and capturing valuable institutional 

knowledge. This last point took on 

urgency when some key analysts 

moved to new roles in other county 

departments. The staff members who 

were leaving were able to record their 

knowledge in training videos. 

The office filled these open 

positions, and the team headed into 

the FY22 budget season with four 

new budget analysts. In a first for 

the county, team members were 

able to use the Budget Analyst 

Essentials Suite to train finance-

only analysts to help create the 

budget book. The FY22 budget 

book and recommendations were 

delivered on time. “This represented 

a monumental leap in our abilities, 

as we were able to pull in ‘inside-

outside’ help and get them up to 

speed to produce an entire budget 

book,” Wulffson said. “The FY22 

budget was a proving ground  

for the suite because we were able  

to successfully complete it with  

eight budget analysts, all of whom  

had been with us less than a year,” 

Chernin added.

The suite has been a shining  

example for other county offices. 

Executive staff have recorded training 

videos, and a Legislative Analyst 

Essentials Suite is being developed. 

The Budget Analyst Essentials Suite is 

also regularly revamped with new and 

improved training videos and updated 

materials. “It’s a fluid document, and 

we update it in real time, as the need 

arises,” Kolf said.

GFOA BEST PRACTICE 

The Maricopa County Office of Budget 

and Finance followed GFOA’s best 

practice, Business Preparedness 

and Continuity Guidelines, which 

recommends that governments 

should develop, test, and maintain a 

plan to continue their basic business 

operations during and immediately 

after disruptive events. With the 

suite it has developed, the Office of 

Budget and Finance has elevated its 

organizational preparedness and 

navigated the challenges of a new 

work environment while ensuring 

zero service disruption. “We’ve 

used the idea of anytime, anywhere 

training to advance Maricopa 

County,” Wulffson said. Looking 

forward, Chernin added, “The suite is 

something we can continue to build 

on for years to come for consistency of 

training and continuity of operations.” 

Below, thanks to the Budget Analyst 
Essentials Suite's training capabilities, 
Maricopa County was able to get four 
new budget analysts up to speed and 
deliver their FY22 budget book on time.

“The FY22 budget was a proving ground for the suite 

because we were able to successfully complete it 

with eight budget analysts, all of whom had been 

with us less than a year.”  –DEPUTY BUDGET DIRECTOR KRISTIN CHERNIN


