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Dear Mr. Maul:

Pursuant to the State Comptroller’s authority as set forth in Section 1, Article V, of the State
Constitution and Section 8, Article 2, of the State Finance Law, we have audited selected aspects of
the management of overtime expenditures by the Office of Mental Retardation and Developmental
Disabilities (OMRDD) at the Bernard Fineson, Letchworth, and Long Island Developmental
Disabilities Services Offices.  Our audit covered the period April 1, 1994 through March 31, 1996.

A. Background

OMRDD serves and supports more than 96,000 New Yorkers who are developmentally
disabled.  It delivers both institutional and community-based services to the disabled, as well as to
their families, through a network of nonprofit providers and State-operated developmental centers
and community-based programs.  OMRDD operates out of 13 district offices, known as
Developmental Disabilities Services Offices (DDSOs).  OMRDD employs approximately 22,500
persons, most of whom work directly with the agency’s clients.  For the year that ended on March 31,
1996, it spent approximately $795 million on personal services, including more than $20 million
(about 2.5 percent) in overtime payments.

The Bernard Fineson DDSO, located in the New York City borough of Queens, employs
approximately 1,200 staff to service 440 clients.  During the year that ended on March 31, 1996,
Fineson spent $35 million on personal services, including $1.4 million in overtime payments.

The Letchworth DDSO, located in Rockland County, employs approximately 2,075 staff to
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service 1,490 clients.  During the year that ended on March 31, 1996, Letchworth spent $67 million
on personal services, including $3.4 million in overtime payments.

The Long Island DDSO, located in Suffolk County, employs approximately 1,500 staff to
service 935 clients.  During the year that ended on March 31, 1996, the Long Island DDSO spent $52
million on personal services, including $2.1 million in overtime payments.

B. Audit Scope, Objectives, and Methodology

We audited selected aspects of the management of overtime expenditures and related time and
attendance practices at the Bernard Fineson, Letchworth, and Long Island DDSOs, for the period
April 1, 1994 through March 31, 1996.  The objectives of our audit were to determine whether the
three OMRDD DDSOs had taken appropriate steps to manage overtime expenditures, whether they
had authorized the overtime properly, and whether that overtime was necessary.  To accomplish these
objectives, we reviewed applicable laws, policies, and procedures; interviewed OMRDD Central
Office and DDSO personnel; and reviewed a sample of relevant data and records.

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 of the DDSOs that are included within the audit scope.  Further, these standards require
that we understand the DDSOs' internal control structures and their 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 management.  We
believe that our audit provides a reasonable basis for our findings, conclusions, and recommendations.

We use a risk-based approach when selecting activities to be audited.  This approach focuses
our audit efforts on those activities we have 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 activities that may be functioning properly.

C. Results of Audit

In general, we found that the Bernard Fineson and Long Island DDSOs made progress during
our audit period in reducing overtime, both in actual dollars and as a percentage of total salaries.
However, we observed that the Letchworth DDSO's overtime expenditures increased during our
audit period.  We have made some observations and recommendations for improving the management
of overtime expenditures at the three DDSOs.
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1. Overtime Scheduling at Letchworth

During the 1994-95 fiscal year, Letchworth spent $2.8 million, or about 4 percent of
its total personal service expenditures, on overtime.  During the following year, overtime expenses
increased to $3.4 million, or about 5 percent of personal service costs.  We found that Letchworth
could realize significant savings in its overtime expenses through proper management of employee
pass days (i.e., regularly-scheduled days off).  During our sample period of May 9 through May 15,
1996, we found that 37 percent of the staff in the Letchworth Multiple Diagnostic Program's units
had not been scheduled to work on Friday, Saturday, or Sunday.  This contributed to a staffing
shortage on weekends.  To meet the units' minimum staffing requirements on those three days,
management had to assign 220 hours of overtime, some of which was necessary because of the
imbalance in pass days.  For the Monday, Tuesday, Wednesday, and Thursday of the sampled period,
just 74 hours of overtime were incurred.  We estimate that if our sample period was representative
of the entire year, those units could save more than $212,000 annually by scheduling pass days
properly throughout the week.

2. Procedural Weaknesses

Each State agency and department is required to maintain complete and accurate
records of employee attendance.  This will support payroll expenditures; it will also provide a basis
for internal review and audit evidence of controls in effect.  At all three of the DDSOs we audited,
we found that the amount of overtime worked was often not recorded on the employees’ official time
and attendance (T&A) records.  About 18 percent (270 hours) of the overtime hours we reviewed
had not been recorded as required.  When employees sign their T&A records, they are attesting that
the time recorded represents the number of hours they actually worked.  These records are maintained
by the supervisor at the employee's assigned location.  The supervisor records the employee’s
attendance from the sign-in/out logs at that location; therefore, overtime worked at different DDSO
locations is frequently not recorded on the T&A.  When the employee reviews and signs the T&A
record at the end of the covered period, unrecorded overtime hours should be brought to the
supervisor's attention; and investigated and corrected, if necessary.

We also found that several employee sign-in/out sheets had not been completed
properly.  In one instance, we found that a Letchworth employee had signed the sign-in sheet for
another employee.  If the employee did not actually work the hours reported, such an act represents
a potential fraud.  On 31 other occasions, 19 of the employees whose sign-in sheets we reviewed
failed to either sign in or sign out.  In addition, each of two supervisors had failed twice to sign off
on their unit’s overtime sign-in/out sheets.

Employees who work a full shift are not to be paid for their half-hour meal breaks;
however, we found that this rule was not always observed at the Long Island DDSO.  Of the 73
overtime instances we reviewed at the Long Island DDSO, 40 were full shifts.  On 9 of these 40
occasions, no time reductions had been made for the 30-minute meal break.  As a result, four
employees, each of whom worked at different locations, received overpayments.
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3. Overtime Management

Management is responsible for monitoring overtime usage and seeking ways to control
overtime costs while still providing adequate services.  We found that neither the OMRDD Central
Office, nor the DDSOs, accumulates data on the causes of overtime.  In the sample of overtime we
reviewed, we noted that the reasons given for overtime included coverage for: scheduled absences
such as pass days or vacations; unexcused absences, in the case of no-call/no-show employees or late
arrivals; emergency maintenance or repairs; client activities such as trips, hospital visits, or close
observations; and extended sick leave or workers' compensation leave.  In 34 percent of these
occasions, when the Letchworth and Long Island DDSOs had paid overtime during our audit period,
we found that the need to "maintain minimum staffing levels" was given as justification for the
overtime.  Since many of these instances occurred at Letchworth, where pass days had not been
scheduled efficiently, they represent controllable overtime.

The second most common reason for overtime was coverage for unexcused absences
or late arrivals of regularly-assigned employees.  Since DDSOs provide services at many small
geographically-separated facilities, such as community residences, it is difficult to shift staff from one
facility to another to cover for an absent employee; thus, overtime is incurred.  To determine when
controllable overtime is occurring, OMRDD needs to accumulate data on the stated reason for each
overtime decision.

Several DDSOs have taken an active approach to the management of overtime.  In
an effort being implemented at several DDSOs, known as "Cash Management," the management and
staff of each DDSO are more directly responsible for the fiscal operation of the facility, including the
use of overtime.  Long Island management began implementing the program in April 1995 in stages
at groups of their community residences.  In April 1996, Letchworth management decided to
implement the program at all of their residences at once, rather than implementing it gradually.

Management at the Long Island DDSO also monitors both unexcused absences and
late arrivals through a report that highlights all employees whose records show at least two such
occurrences during the four weeks covered by each T&A record.  These reports are forwarded to the
Treatment Team Leaders, who assess the employees under their supervision and take appropriate
actions that may range from inaction to starting the actual disciplinary process.

In addition to monitoring employees whose personnel records show unexcused
absences and late arrivals, Long Island DDSO management recognizes employees who have good
attendance records, with the expectation that such recognition serves as a positive reinforcement to
the employee’s morale.  Those achieving three, six, nine, or more absence-free months are listed in
an agency newsletter on an Honor Roll.

At the Bernard Fineson DDSO, all of the overtime in our sample resulted from
unexcused absences or late arrivals.  Bernard Fineson officials told us they recognize the effect that
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unexcused absences and late arrivals have on both their colleagues and the need to incur overtime.
They said their position is that the abuse of time and attendance policies is a serious problem and
requires a strong response.  Bernard Fineson employees found to be abusing these policies are subject
to disciplinary proceedings.  During the 1994 calendar year (the most-recent full year of closed cases
available), Bernard Fineson closed disciplinary cases at the rate of more than 10 per 100 employees,
the second-highest rate at any DDSO.

Recommendations

1. Ensure that DDSOs schedule pass days properly to minimize the use of overtime.

2. Ensure that DDSOs record overtime completely and correctly on each employee’s time and
attendance record.

3. Ensure that DDSOs implement proper controls over sign-in/out sheets.

4. Ensure that DDSOs deduct meal breaks, when appropriate, from calculations for overtime.

5. Have DDSOs accumulate data on the causes of overtime and take action to minimize
controllable overtime.

A draft copy of this report was provided to OMRDD officials for their review and comment.
Their comments have been considered in preparing this report and are included as Appendix A.
OMRDD officials generally agreed with our recommendations and indicated they will take action to
implement them.

Within 90 days after the final release of this report, as required by Section 170 of the
Executive Law, the Commissioner of OMRDD 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 Kenneth Spitzer, Anthony Carbonelli, Peter Schmidt,
Clyde Bynoe, Anil Watts, and Marticia Madory.
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We wish to thank the management and staff at OMRDD's Central Office and Bernard Fineson,
Letchworth, and Long Island DDSOs for the courtesies and cooperation extended to our auditors
during this audit.

Very truly yours,

Frank J. Houston
Audit Director

cc:  Patricia A. Woodworth
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