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Dear Mr. Gargano:

Pursuant to the State Comptroller’s authority as set forth in Article X, Section 5 of the State
Constitution, and Article II, Section 8 of the State Finance Law, we have audited select aspects of
employee time and attendance practices and overtime controls at the Whiteface Mountain and Gore
Mountain Ski Centers.  Our audit covered the period April 1, 1999 through March 31, 2000.

A. Background

The Olympic Regional Development Authority (ORDA) was established in 1981 under
State legislation to operate, maintain and promote the 1980 Winter Olympic facilities in the Lake
Placid region, host of the 1932 and 1980 Winter Olympic Games.  These facilities include
Whiteface Mountain Ski Center, the Olympic Jumping Complex, the Olympic Sports Complex and
the Olympic Center.  Gore Mountain Ski Center in North Creek, NY was added in 1984.  ORDA
assumed operations of the winter sports facilities at Whiteface Mountain and Gore Mountain Ski
Centers (Whiteface and Gore) under an agreement with the State Department of Environmental
Conservation (DEC).  Whiteface has more than 170 acres of skiable terrain on 66 trails serviced
by 10 lifts and Gore has about 262 acres of skiable terrain on 59 trails serviced by 9 lifts.  Both
ski centers have various operating departments, such as snow making and lift operations.  Both
mountains are in the midst of a five-year capital improvement plan that includes the addition of new
trails and lifts.

ORDA’s two downhill ski facilities received about 182,500 visitors from November 1999
through the end of February 2000.  Whiteface and Gore combined employ more than 850 people
during the peak winter ski season.  ORDA’s combined personal service budget for Whiteface and
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Gore through the end of February 2000 was $4,670,041.  Actual personal service expenditures
through the end of February 2000 were $4,692,262.

ORDA uses an automated timekeeping system at its venues including Whiteface and Gore.
The system resembles an electronic time card system with swipe cards instead of punch cards, but
it has more technical capabilities than a traditional punch time card system.  The system records
employee time and attendance data electronically and maintains the information in an on-line
database.  The data is used for payroll purposes including generating employee paychecks.
Reports can be produced that show the times employees punched in and out on specific days or
periods.  Administrative staff also use daily downloads of information to reconcile time and
attendance matters (e.g., sick leave, vacation leave).

B. Audit Scope, Objectives, and Methodology

We audited selected aspects of employee time and attendance practices and overtime
controls at Whiteface and Gore for the period April 1, 1999 through March 31, 2000.  This
included determining whether time and attendance controls are effective, payroll expenditures were
supported adequately by time and attendance records, and overtime payments were necessary and
appropriate.  In addition, we evaluated staffing practices to identify opportunities for Whiteface and
Gore to reduce overtime costs.  We also assessed the potential for improving the efficiency of the
payroll process.

Our field work was performed during March 2000, which allowed us to observe the ski
centers’ normal business operations.  To achieve our audit objectives, we performed four different
audit tests on randomly selected samples of employees at Whiteface as well as Gore.  At each
location, we reviewed the process of adding 25 employees and removing 25 employees from the
payroll; reviewed time and attendance records for selected pay periods for another 25 employees;
and, for a fourth sample of 25 employees, verified that they were present and performed their
assigned tasks during their designated shifts.  We also reviewed overtime transactions for selected
pay periods to determine if the overtime was properly approved for the 25 employees with the
most overtime.  In addition, we met with department supervisors to determine the time and
attendance controls and factors that affect department staffing.

We conducted our audit in accordance with generally accepted government auditing
standards.  Such standards require that we plan and perform our audit to adequately assess those
operations which are included within our audit scope.  Further, these standards require that we
understand ORDA’s internal control structure at Whiteface and Gore and ORDA’s compliance
with those laws, rules and regulations that are relevant to the operations included in our audit
scope.  An audit includes examining, on a test basis, evidence supporting transactions recorded in
the accounting and operating records and applying such other auditing procedures as we consider
necessary in the circumstances.  An audit also includes assessing the estimates, judgments and
decisions made by agency management.  We believe that our audit provides a reasonable basis for
our findings, conclusions and recommendations.
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We use a risk-based approach when selecting activities to be audited.  This approach
focuses our audit efforts on those operations that have been identified through a preliminary survey
as having the greatest probability for needing improvement.  Consequently, by design, finite audit
resources are used to identify where and how improvements can be made.  Thus, little audit effort
is devoted to reviewing operations that may be relatively efficient or effective.  As a result, our
audit reports are prepared on an “exception basis.”  This report, therefore, highlights those areas
needing improvement and does not address in detail activities that may be functioning properly.

C. Results of Audit

Overall, we found that the payrolls at Whiteface and Gore were adequately supported by
time and attendance records.  However, we also found that ORDA could improve selected aspects
of the ski centers’ payroll processes by developing formal methods for pre-authorizing overtime,
by using the automated timekeeping system as a tool for monitoring and decision-making purposes,
and by improving communication among operating departments.  Such improvements could
enhance accountability over the payrolls at Whiteface and Gore and increase operating efficiency
and effectiveness at the two ski centers.

1. Overtime

Overtime comprises 14 percent of Whiteface’s personal service costs and 10 percent
of Gore’s personal service costs.  For the 1998-1999 ski season, overtime was 8 percent over
Whiteface’s overtime budget and 5 percent over Gore’s overtime budget.  As of February 29,
2000, overtime was 30 percent over Whiteface’s overtime budget and 17 percent over Gore’s
overtime budget.  Several factors affect overtime in each department at each mountain, such as
weather conditions, hiring difficulties, skier visits and special events.  Overtime work is built into
the work schedules of employees at many operating departments.

Good organizational controls for overtime help ensure that necessary overtime is
properly authorized, recorded and paid according to applicable laws and regulations.  Such
controls include management’s establishment of formal mechanisms to pre-approve employee
overtime.  Pre-approval helps ensure that the overtime work is necessary and is not work that
could be performed by employees on regular work shifts.  Pre-approval of overtime also helps to
control payroll costs.  However, Whiteface and Gore supervisors do not document prior approval
of overtime.  Department supervisors told us they verbally authorize employees to work overtime
on an as-needed basis.  ORDA management believes this approach allows the departments
adequate flexibility to deal with employee sick leave call-ins and constant changes in weather
conditions.

We reviewed records for the 50 employees at Whiteface and Gore (25 at each
location) who earned the most overtime during our audit period.  The purpose of this test was to
determine whether supervisors kept adequate documentation to support the overtime usage and
whether the overtime work appeared reasonable.  During this period, the highest individual
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overtime earners at Whiteface and Gore were paid for 657 hours and 721 hours, respectively.
Although the supervisors for these employees, and supervisors for the other high-overtime
employees in our sample, could tell us about the general factors that lead to overtime in their
departments, they did not have specific documentation to support the overtime actually worked.
Therefore, we could not determine whether the overtime paid was properly authorized and
necessary.  By having a formal mechanism for pre-approval of overtime work and a system to
accumulate this information in a summary format, management can better account for overtime
used, find out the overall reasons why overtime occurs at the ski centers, and evaluate whether
overtime expenditures are necessary or avoidable.  Tracking overtime usage would also give
management better information for projecting anticipated overtime costs when developing future
budgets.

2. Management Information

Management is responsible for promoting economical, efficient and effective
operations consistent with the organization’s mission.  Management is also responsible for
developing and maintaining reliable financial and management data, and for accurately presenting
that data in timely and useful reports.  Such data can be used for monitoring and decision-making
purposes.

Managers need useful data to help them make informed policy decisions and direct
their organization’s day-to-day operations.  ORDA’s automated payroll system can provide various
management reports using real-time payroll data.  Currently, administrative personnel at Whiteface
and Gore use the electronic payroll information only for preparing and verifying payroll and time
and attendance transactions.  However, management could also use this information for monitoring
payroll trends, such as the overtime used by individual departments, the overtime used from period
to period, and the leave charged by specific employees or during certain periods.

By exploring the different ways this information can be compiled, ORDA could
create valuable decision-making tools from already existing technology.  Managers would be able
to account for fluctuations from year-to-year and from one department to another.  Individual
supervisors would also be able to track data and information specific to their own departments.
Moreover, management could use such information to decide whether paying overtime at premium
rates is more economical than hiring additional employees and adjusting shifts accordingly.

3. Communication Among Departments

Management should establish effective communication lines throughout the entire
organization to ensure each department receives the timely, accurate and useful information needed
to achieve its objectives.  During the course of our audit, we also visited the Belleayre Mountain
Ski Center (Belleayre), run by the Department of Environmental Conservation, in February 2000.
We noted that Belleayre’s General Manager meets with all department supervisors for about 15
minutes every morning to discuss factors which might affect ski center operations.  Such factors
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would include weather conditions, expected skier visits for the coming days based upon historical
data, any unusual circumstances needing special attention and upcoming special events requiring
special preparation by individual departments.  This practice provides department managers with
timely information so they can better prepare for any operating issues that need prompt attention.
For example, during these daily meetings, Belleayre supervisors decide which departments might
need extra staff and which departments could lend employees to other departments.

Neither Whiteface nor Gore currently conduct such meetings.  Both rely on the
individual supervisors to maintain open communication about any operational issues which require
coordinated efforts.  We believe daily management meetings, such as those held at Belleayre,
would enhance communication among the individual departments at Whiteface and Gore. 

Recommendations

1. Establish a mechanism at Whiteface and Gore by which supervisors formally authorize
overtime in advance and document why it is necessary.  This mechanism should allow
summary data about the reasons for overtime to be accumulated in useful manner.

(ORDA officials responded to the above recommendation in our draft report that frequent weather
change patterns, the volume of sick leave call-ins, and the high turnover of seasonal staff, make it
necessary to pay overtime to experienced staff who can ensure properly-groomed and “safe” trails
for the public.  They added it would be appropriate to implement a formal pre-approved overtime
program if they had a larger worker pool to draw from.  However, they indicated that they will
continue to explore our recommendation as the employee pool increases.)

2. Assess how electronic payroll data could be summarized in different ways to allow
management to better monitor and control operations at Whiteface and Gore.

(ORDA responded to our draft report that it will assess how the electronic payroll data could be
used by ski center management.)

3. Evaluate the feasibility of conducting daily staff meetings of department supervisors at
Whiteface and Gore to discuss operational needs.

(Responding to our draft report, ORDA officials agreed to discuss with ski center managers the
undertaking of daily staff meetings with their supervisors to ensure efficient operations.)

A draft copy of this report was provided to ORDA officials for their review and comment.
Their comments have been considered in preparing this final report, and are included as Appendix
A.
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Within 90 days after release of this report, as required by Section 170 of the Executive
Law, the Chairman of ORDA shall report to the Governor, the State Comptroller, and the leaders
of the Legislature and fiscal committees, advising what steps were taken to implement the
recommendations contained herein, and where recommendations were not implemented, the
reasons therefor.

Major contributors to this report were Gerald Tysiak, Roger C. Mazula, Mark Ren, Brian
Krawiecki, and Carmen Vega.

We wish to thank the management and staff of ORDA, Whiteface and Gore for the
courtesies and cooperation extended to our auditors during this audit.

Very truly yours,

Carmen Maldonado
Audit Director

cc: Mr. Charles Conaway, DOB
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