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EXECUTIVE SUMMARY

This is the second and final report in the series of two reports on the District’s custodial
services. The first report in the series evaluated programmatic efficiencies and
effectiveness related to custodial services.!

The objective of this part of the audit was to determine the effectiveness of operational
management practices relative to payroll and personnel related functions at the
Department of Plant Operations.

Our audit concluded that:

e Plant Operations needs to improve poor payroll recordkeeping and
documentation practices, which significantly departed from District policies and
procedures. Overtime payroll practices particularly need to be improved.

e Measures need to be taken to ensure that Head Custodians meet the minimum
gualification for their positions. This involves ensuring that all certification and
training requirements are met.

e School site administrators used funds budgeted for custodial services for non-
custodial services and materials.

Our detailed findings and recommendations start on page 6 of this report and provide
additional information that is integral to understanding the substance and context of the
conditions noted above. Based on our audit, we have made 7 recommendations. We
have received responses to our findings and recommendations from management and
have incorporated them in our report.

! For details on the previously reported findings and recommendations relative to the District’s
custodial services, please refer to the Internal Audit Report, District’s Custodial Services
(September 2007), at mca.dadeschools.net.
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INTERNAL CONTROLS

Our evaluation of internal controls relative to the areas audited is summarized in the

table below.

INTERNAL CONTROLS RATING

CRITERIA

SATISFACTORY

NEEDS
IMPROVEMENT

Process Controls

Policy &
Procedures
Compliance

Effect

Information Risk

External Risk

X
X
X

INTERNAL CONTROLS LEGEND

CRITERIA SATISFACTORY NEEDS
IMPROVEMENT
Process Controls Effective Opportunities

exist to improve
effectiveness.

Policy & In compliance Non-Compliance
Procedures Issues exist.
Compliance

Effect Not likely to Impact on
impact operations | outcomes
or program contained.
outcomes.

Information Risk Information Data systems
systems are are mostly
reliable. accurate but can

be improved.

External Risk None or low Potential for

damage
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BACKGROUND

The District employees 2,472 full-time and 673 part-time custodians that contribute to
the sanitation, health and safety at the District’s facilities. The FY2006-07 total annual
custodial payroll cost, including fringe benefits, was approximately $89.5 million.

There are four levels of job classifications and responsibilities for custodial staff:

1. Regular Custodian — performs the routine custodial work involving cleaning
and maintenance of buildings, facilities, equipment and grounds.

2. Lead Custodian — performs same tasks as the regular custodian plus minor
supervisory responsibilities.

3. Head Custodian — performs same tasks as the regular custodian plus
supervises plans, assigns and schedules the work of custodial personnel.

4. Master Custodian — conducts specialized custodial work and provides
technical advice and support to administrative and custodial personnel.

Custodians assigned to school or District sites are directly supervises by the Principal or
administrator of the site. The Department of Plant Operations (Plant Operations)
supports site administrators by providing custodial staffing allocation reviews and
recommendations, hiring, training and certifying custodians.

Plant Operations is a department of District Inspections, Operations and Emergency
Management. The department consists of 28 staff positions, including four
administrative support staff. (See organizational chart on the next page.)
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Department of Plant Operations
Organizational Chart
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OBJECTIVES, SCOPE AND METHODOLOGY

Pursuant to the approved FY2006-07 Audit Plan, we have audited the District's
custodial services. This audit determined the effectiveness of operational management
practices relative to payroll and personnel related functions at the Department of Plant
Operations, which provide key support to the District’s custodial program.

The scope of the audit covered operations during FY2006-07.
The procedures performed to satisfy the audit objectives were as follow:

e Familiarized ourselves with applicable operating manuals,
procedures, policies and rules.

e Examined payroll records and supporting documentation.

e Analyzed general ledger postings.

e Reviewed employees’ job descriptions and certification.

¢ Interviewed relevant District staff.
Our audit was conducted in accordance with generally accepted government auditing
standards applicable to performance audits contained in Government Auditing
Standards issued by the Comptroller General of the United States of America. This
audit included an assessment of applicable internal controls and compliance with

requirements of policies, procedures and School Board Rules to satisfy our audit
objectives.
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FINDINGS AND RECOMMENDATIONS

1. IMPROVEMENTS NEEDED IN PAYROLL
RECORDKEEPING AND DOCUMENTATION

Employee availability is paramount to the success of the District’'s custodial program.
The daily attendance and location of the staff at the Department of Plant Operations
(Plant Operations) is documented using:

1) the Daily Payroll Attendance Sheet (DPAS),

2) the In-County Travel Trip and Return Log,

3) the Project Cost Tracking Report, an in-house log for managers, and
4) the Daily Status Form (FM-0405) for custodial staff.

We selected three pay periods for examination during the period June 1, 2007 through
July 12, 2007. In addition, we examined overtime pay for 11 pay periods between
February 9, 2007 and July 12, 2007. Our examination disclosed the following:

1.1  Plant Operations payroll is being processed by the Department of
Safety using copies of original records and often with incomplete
information.

Final processing and approval of Plant Operation’s payroll are
completed by an administrative secretary and the district director in the
Department of Safety, respectively. These two departments are
logistically remote from each other. The payroll records are forwarded
to the Department of Safety to allow for the processing and approval of
the payroll. However, neither the original Daily Payroll Attendance
Sheet (DPAS) nor the original leave cards are being sent to the
Department of Safety on a timely basis. Accordingly, the Department of
Safety processes Plant Operation’s payroll using faxed copies.

The original copies for the pay periods tested were still at Plant
Operations when we visited in mid-July. Two of the faxed copies of the
leave cards for the payroll period ended June 28, 2007 had been
process without supervisory approval, but the original leave cards
contained the required signatures at the time of our field visit at Plant
Operations. Processing payroll using incomplete copies of original
records located at a remote location result in errors and
inconsistencies as exemplified below.
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1.2 For two of the payrolls tested, the final payroll roster faxed to the
Department of Safety did not agree with the Daily Payroll Attendance
Sheets (DPAS). The attendance of employees was not indicated on
the daily attendance record at the Department of Safety. The original
daily attendance record examined at Plant Operations included the
missing initials of the employees that were not indicated on the faxed
record used to process the payroll(s).

The Payroll Processing Procedures Manual states that, “The Daily
Payroll Attendance Sheet is one of the most important documents in
the payroll process... The attendance sheet should be completed daily
to facilitate the preparation of the Payroll Attendance Roster at the end
of the pay period. Full-time employees (including principals/worksite
administrators) must indicate their attendance by personally noting
their presence on the Daily Payroll Attendance Sheet upon arrival...
Employee initials, or actual time, should be used instead of a check
mark or any other symbol, to indicate the employee’s presence.”

Processing the payroll from incomplete or inaccurate records
contributes to increased errors, adjustments and over/underpayments.

1.3 We examined the payroll records for the top 10 overtime earners to
whom the greatest amount of overtime was paid. Our examination
disclosed that most overtime was not pre-approved and recordkeeping
practices were unacceptably poor and inefficient as detailed below:

e Overtime hours worked were not pre-approved as required by the
Payroll Processing Procedures Manual. The Payroll Processing
Procedures Manual states, “Overtime worked must be pre-
approved and must be recorded on the pay code “V” attendance
sheet. Employees working overtime must indicate the actual time
the overtime started and ended. Full-time employees cannot be
reported as vacation, personal or sick and also for regular or
overtime pay for the same time period of the day.”

The District's Retirement Earning Verification System (REVS)
indicate that the 10 employees selected were paid 1,409 hours.
The required Request for Pre-Approval of Overtime Form (FM-
7074) was presented to support only 147.50 or 10.5% of the 1,409
hours reported.

2 Miami-Dade County Public Schools Payroll Processing Procedures Manual, Revised
September 29, 2004, p. 1.1.

? Ibid, p.1.2.
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For example, the total overtime hours worked by one managerial
employee during the 4% months period examined were 239 hours
for total gross payment of $13,299. Of the 239 hours paid, only 96
were pre-approved. In one instance, the approval was not obtained
until 1% months after the hours were worked.

Furthermore, the dates and schools where overtime was reported
did not agree with the information reported on the few Pre-Approval
forms presented for audit. There were seven (7) instances where
the schools named did not agree and two (2) instances where two
different schools were reported on the same day, in conflict.

Employees might be paid for unauthorized overtime when overtime
worked is not pre-approved.

e Only 37 or 34% of the 110 days between February 9, 2007 and July
12, 2007 for which overtime was charged to special projects were
documented. The documentation and recordkeeping practices for
overtime hours worked on special projects is unacceptable and
inefficient.

For purposes of tracking overtime cost, Plant Operations developed
the Project Cost Tracking Report (PCTR) worksheet. This
worksheet includes a breakdown of regular hours, hazardous hours
and overtime hours worked. It also includes the date, the school's
name, a short project description, the project number and the
employee’s name and number. According to Plant Operations,
each employee is required to complete a worksheet for each day
worked on a project.

In addition to the Project Cost Tracking Report, Plant Operations
requires that an employee completes a separate form — the Daily
Status Form (FM-0405) for each day worked on a project. This form
includes spaces for regular and overtime hours. According to Plant
Operations, this form is to be attached to the PCTR worksheet.

Plant Operations also requires that a Special Project Cleaning
Assignments worksheet be completed and attached to the PCTR
worksheet. This worksheet includes the names of the school and
employee who worked on the project, the employee’s numbers and
other details about the project (i.e., room numbers, maintenance
issues with the rooms, comments, etc.). Thus the same information
is required to be collected multiple times.
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1.4  Plant Operation’s staff frequently perform tasks at District's schools
away from their “home” location. To document staff's attendance in
such cases, the Payroll Processing Procedures Manual states, “To
document attendance of employees whose assignments consist of
visiting schools or other locations, the authorizing administrator must
establish detailed procedures requiring employees to “call-in” from the
assigned location, upon arrival, at each new location throughout the
work day. These calls to report attendance must be logged. The
Travelers Location Log (FM-5543) should be used for this purpose,
and shozjld be summarized daily on the Daily Payroll Attendance
Sheet...”

Plant Operations practices deviate from these stated procedures in the
following ways:

e The department does not use the official Travelers Location Log
(FM-5543) to log in the schools visited by its staff. Instead, an In-
house form is used for managerial staff and the Daily Status Form
(FM-0405) is used for custodial staff.

e Employees do not call in to report the location where they have
arrived. Instead, employees write in the remote location(s) when
they return to Plant Operations.

e The In-house form used for managerial employees does not
designate where to record the employee’s name, the time he or she
arrived at any one location and only records regular time as
overtime is documented on the PCTR.

e With regard to the Daily Status Report used for custodial staff, there
were missing documents and inconsistency in records
maintenance:

a. For the payroll period ended July 12, 2007, there were 18
instances where there was no documentation for employees
who traveled to remote locations.

b. For the payroll period ended June 28, 2007, the documentation
was missing for all applicable employees.

c. Five (5) of the forms were not signed by a school official.

* Ibid, p.1.2.
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RECOMMENDATIONS

11

1.2

1.3

1.4

Plant Operations should approve its own payroll.
Responsible Department: Department of Plant Operations

Management Response: Plant Operations managerial and confidential exempt
personnel previously assigned to the Division of Safety and Emergency
Management - Central Inspections payroll at location 9225 have been transferred
to their original work location payroll at Plant Operations (W/L 9221).

All employees should be required to indicate their presence on the Daily
Payroll Attendance Sheet.

Responsible Department: Department of Plant Operations

Management Response: The District Inspections, Operations and Emergency
Management (DIOEM) head administrator has reviewed M-DCPS payroll
attendance procedures with Plant Operations personnel. All Plant Operations
personnel have been directed, in writing, to adhere to M-DCPS payroll
attendance procedures. Periodic internal reviews will be conducted by DIOEM to
ensure that all payroll attendance procedures are being followed.

All overtime should be authorized, pre-approved and properly documented
in a non-redundant manner.

Responsible Department: Department of Plant Operations

Management Response: The DIOEM head administrator has reviewed with
Plant Operations personnel MDCPS procedures for authorizing and documenting
overtime. DIOEM and Plant Operations administrators will, to the extent
possible, anticipate when overtime will be required and use the Request for Pre-
Approval of Overtime (FM-7074) to authorize and document overtime; however,
due to the emergency response services provided by Plant Operations,
unplanned overtime may occasionally be required.

Comply with District’s payroll procedures and properly maintain complete
employee call-in information, using the official Travelers Location Log
(Form FM-5543).

Responsible Department: Department of Plant Operations
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Management Response: Upon arrival at a job site assignment, Plant Operations
managerial and custodial personnel shall call clerical staff at the Plant Operations
office to report the name of their job assignment location and time of arrival. This
procedure will be repeated prior to departure. Clerical staff shall use the
Travelers Location Log (FM-5543) to record arrival and departure times of Plant
Operations personnel. Plant Operations custodians shall also continue to use
the Daily Status Form (FM-0405) to document their work activities performed at
each job assignment location.

Miami-Dade County Public Schools -11- Audit of Custodial Services
Office of Management & Compliance Audits Payroll, Timekeeping
& Personnel Related Issues



2. ENSURE HEAD CUSTODIANS MEET
MINIMUM REQUIRED QUALIFICATIONS

The Head Custodian job description delineates the minimum qualifications that all head
custodians must meet to qualify for that position. Among those minimum qualifications
are the requirements for the individual to possess a State of Florida Custodial Certificate
and a State of Florida Custodial Master Certificate.

Our review of custodians’ certification disclosed that two out of 59 head custodians
sampled do not have the required State certificates. Both employees were appointed as
acting head custodians for a specified period. Plant Operations prepared memoranda
approving these temporary appointments. However, the employees’ acting status was
never reversed at the end of the specified period. A review of the employees’
employment history showed that the job code for the acting position is the same as the
job code for the permanent position. Therefore, unless the appointment of the acting
position is reversed, the employee’s position will not change and will remain in a
“permanent acting” position.

Promoting employees to a position for which they do not meet the minimum
gualifications and allowing them to remain in that position creates an atmosphere of
inequity, negative employee morale and is inconsistent with District policy.

RECOMMENDATIONS

2.1  Ensure that the Head Custodians meet the minimum required qualifications
for the position.

Responsible Department: Department of Plant Operations/Office of
Human Resources, Recruiting and
Performance Management

Management Response: Head Custodians are required to have Leadership
Development training certification and Custodial Master certification. The
Department of Plant Operations is responsible for the Leadership Development
training and the M-DCPS Adult and Career Technical Education Department
provides the custodial certification program. Plant Operations shall assist in the
verification of custodian certification. Human Resources and School Operations
will work to ensure that job descriptions are maintained on a regular basis and
that all permanent appointments meet minimum qualifications.
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2.2 Develop a process to ensure that job codes are reviewed between
transitions to/from positions to detect inconsistencies.

Responsible Department: Department of Plant Operations

Management Response: It has been recommended to the Office of Human
Resources that procedures be instituted to prevent Temporary or Acting Lead
and Head Custodian positions from being converted to permanent positions
unless the candidates have attained the required certifications. Implementation
of a distinct job code for Temporary and Acting assignments will help prevent
permanent Lead and Head Custodian positions being filled by candidates that
may not meet the certification requirements.
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3. ENSURE PROPER ACCOUNTING
OF CUSTODIAL SUPPLIES AND
EQUIPMENT

The Florida Department of Education Red Book sets the requirements for the
accounting structures for District expenditures. Similarly, Florida Statutes Chapter
274.02, Section 2(1) and School Board Rule 6Gx13-3D-1.05 establish requirements for
the capitalization of tangible property of a non-consumable nature with an expected life
of 1 year or more. The District’s capitalization threshold for such property is $1,000.

The audit team judgmentally selected a sample of 20 schools. The detailed transaction
register for the custodial supplies account was reviewed and 53 transactions were
tested. Our testing disclosed that 10 or 19% of the transactions tested should not have
been charged to the custodial supplies account. School sites are charging non-
custodial supplies to this account, causing improper reporting of expenditures to the
Florida Department of Education and in the District's Annual Financial Report. For
instance, equipment costing $2,853 was charged to the custodial supplies account and
not the Furniture, Fixtures and Equipment account; violating Florida Statutes and Board
Rule.

The results of our review appear to corroborate claims made by custodians interviewed.
Those custodians asserted that they are not able to adequately perform their
responsibilities because they are not provided the necessary supplies and equipment
because school site administrators customarily use the custodial budget for non-
custodial expenditures.

RECOMMENDATION

3.1 New internal controls should be designed and implemented to ensure that
Principals and other site administrators refrain from using the Custodial
Supplies Account for unrelated purchases.

Responsible Department: School Operations

Management Response: In order to improve and ensure that proper accounting
for custodial supplies and equipment are maintained, the schools will implement
the following actions to properly manage custodial supplies and equipment
expenditures and promote a healthy and safe environment for District’s students,
staff and parents.

School Operations in cooperation with Business Operations will include a
budgetary line item for Custodial Services for the purpose of identifying a
baseline amount to be dedicated solely to custodial supplies and equipment. In
addition, the Regional Directors will periodically monitor that the account
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dedicated to custodial supplies and equipment is utilized for the purpose of
replacing and/or replenishing supplies and/or sanitation equipment.

The Bureau of School Operations has scheduled awareness training to all
principals, assistant principals and regional center administrators on monitoring
custodial supply accounts through the District's Money Matters Support Program.
In addition, the principals will be required to hold monthly meetings with their
custodial staff to review and evaluate the school's overall appearance for
cleanliness and process supply and equipment orders on a needs basis

Regional Superintendent or designee will be responsible for making visual
inspections of schools to include exterior/interior cleanliness observations and
assist in identifying maintenance issues and serve as the liaison in maintenance
matters difficult to resolve at the school site.
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