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Audit Services and Management Support
Project Summary

Leu Gardens Administrative Personnel Report Date: April 21, 2008
Management Study (Report # 08 - 03M)

At the request of Leu Gardens management, the Office of Audit Services and
Management Support has performed a limited scope management study of the
Leu Gardens Division’s administrative functional areas. Our objectives were to
determine if the functional responsibilities between the Accounting Specialist Il
and Administrative Assistant positions are properly distributed and to assess the
workload level for each position. The management study resulted in five
recommendations.

Key Conclusions and Recommendations

» There is a need to transfer some functional responsibilities from the
Administrative Assistant to the Accounting Specialist Il. We recommend
reassigning to the Accounting Specialist Il position the: (1) processing of cash
reports; (2) calculation of late fees and interest for caterers payments; and (3)
creation of a verification report from the Wachovia transactions statement.
(See Recommendation #1 on page 4 of the Report.)

» There is a need to improve internal controls by enhancing independent
oversight of financial activities and by addressing segregation of duties
issues. We recommend that management identify independent back-up
personnel other than the Accounting Specialist I| and Administrative Assistant
to perform the financial responsibilities, when either is out of the office. We
also recommend that summaries of financial activities be provided to the
Department Director for review. (See Recommendations #2 and #3 on page 4
of the Report.)

» The Accounting Specialist Il is often involved in processing a considerable
amount of customer service phone calls, especially due to Leu Gardens
special events. We recommend creating an on-line secure ticket purchasing
feature on the Division’s website and improving the website to better inform
all visitors about special events. This feature could reduce the amount of
customer service telephone calls. (See Recommendations #4 and #5 on
page 4 of the Report.)

The Leu Gardens Division has concurred with all five recommendations and
management has expressed its commitment to implementing the
recommendations.



TABLE OF CONTENTS

AV T=T0 0] =T o 11 1o RN 1
P UIDOSE 2
BacCKgroUNd ... 2
EXECULIVE SUMMAIY ...oeeiiiieii e e e 3
Position Description ANAIYSIS .......ocvvuuiiiiiie e 5
Analysis of the WOrk ProCESSES ..........viiiiiiiiiiiiieeeiie e 10
Workload Distribution ANalySiS .........ccouiiiiiiiiiiiie e, 12
Overall Conclusions and Recommendations ............cc.uveeveeeveiiiiiieeeeennns 16
Attachments

Attachment 1: Accounting Specialist Il Core Functional Activities Cash Report Processing ...... 18
Attachment 2: Accounting Specialist Il Core Functional Activities Invoice Processing ............... 19
Attachment 3: Accounting Specialist Il Secondary & Auxiliary Functional Activities .................... 20
Attachment 4: Administrative Assistant Core Functional ACtVItIeS.........cccooeceereiiiiee e, 21
Attachment 5: Details of Administrative Assistant Core Functional Activity #3 ...........cccccvvveeeenn. 22
Attachment 6: Administrative Assistant Secondary Functional Activities ...........ccccccevvceeeencnen.. 23
Attachment 7: Administrative Assistant Auxiliary Functional ACtivitieS.........ccccccceeeeeiiicciiieeeneeenn, 24

Attachment 8: Accounting Specialist Il Transferred Workload...........cccccooviiiiiiieee i, 25



1ty OF ORLANDO

Memorandum
To: Robert Bowden, Leu Gardens Executive Director
From: Beryl H. Davis, CPA, CGFM
Director, Audit Services and Management Support
Date: April 21, 2008
Subject: Leu Gardens Administrative Personnel Management Study

(Report No. 08-03M)

At your request, the Office of Audit Services and Management Support has performed a
limited scope management study of the Leu Gardens Division’s administrative functional
areas. Our objectives were to determine if the functional responsibilities are properly
distributed between the Accounting Specialist Il and Administrative Assistant positions
and to assess the workload level for each position.

The work performed on this engagement is not an audit, as Government Auditing
Standards were not followed, and the work does not include a comprehensive review of
the risks and controls over the processes studied. The objectives for this Management
Study were chiefly determined by Leu Gardens’ management. This review focused on a
functional activities analysis only and, therefore, other control issues may exist that
were not observed due to the specific and limited nature of this Management Study.

We have developed several diagrams to assist management to better understand the
functional activities and workload performed by their employees on an annual basis.

We would like to thank the management and employees of the Leu Gardens Division for
their courtesy and cooperation during this study.

c: The Honorable Buddy Dyer, Mayor
Byron W. Brooks, Chief Administrative Officer
Brie Turek, Chief of Staff
Rebecca W. Sutton, Chief Financial Officer
Allen Johnson, Orlando Venues Department Director
Leland Brown, Human Resources Division Manager



Purpose

The Leu Gardens Division requested a reclassification for two positions in January of
2007. As a result, one position was upgraded and the other position remained
unchanged. Subsequent to this action, Leu Gardens management became concerned
about the type and amount of work assigned to each position and requested assistance
in assessing the propriety of the positions’ functional responsibilities.

This Management Study was designed and performed to assist Leu Gardens
management with an effective and accurate assessment of the workload and duties
distributed between the positions under review. The purpose of this study was to:

> Determine if the functional responsibilities are properly distributed
between Accounting Specialist 1l and Administrative Assistant
positions;

» Assess the workload level of the Accounting Specialist Il and
Administrative Assistant.

Background

The Leu Gardens Division represents an important part of the cultural heritage of the
City of Orlando and features three miles of paved scenic walkways with fifty acres of
southern styled gardens. Its operation maintains these inherited cultural assets to
provide the highest quality of service to all visitors wishing to admire and/or use the
available spaces for diverse recreational and professional purposes.

The Leu Gardens Division serves approximately 140,000 visitors a year. The Division
has 23 employees that perform horticultural, technical, organizational, financial and
administrative processes to ensure that services are of great quality. To ensure a high
satisfaction level of all visitors, efficient managerial and organizational measures are
necessary.



Executive Summary

Position Description Analysis

The study included a review of the Position Description documents for each position
under review to identify any differences between the documented functional
responsibilities and the work each person is actually performing. We found that the
Position Descriptions describe the functional responsibilities and duties for each position
accurately. Based on interviews with employees and workday observations, we
identified and analyzed the core, secondary, and auxiliary functional activities for each
position.

We identified that there is a duplication of job duties and responsibilities assigned to the
Administrative Assistant and Accounting Specialist Il positions, relating to the function of
“Processing Cash Reports”.

Analysis of the Work Processes

A detailed analysis of the work processes was performed for the Accounting Specialist 11
and Administrative Assistant positions to determine the approximate workload
distributed to each position. In order to accomplish this analysis, we developed
attachments to describe the identified functional activities for each position. We also
performed several workday observations to identify the work activities performed, and to
determine the average time it takes to perform an activity.

We observed that the Administrative Assistant performs some operations which are
directly related to the accounting functional area. These work activities relate to
calculating the late fee and compound interest, developing the fee update sheet,
processing cash reports and creating the verification report from Wachovia transactions
statement.

Workload Distribution Analysis

Based on the workload distribution analysis, we determined the amount of work
distributed to each position. The amount of work assigned to the Accounting Specialist Il
and Administrative Assistant positions was taken into consideration, during the workload
distribution analysis.

Out of 1,796 hours of total available work time per year per employee, we determined
that the approximate workload level for the Accounting Specialist Il position is 76% per
year and 87% per year for the Administrative Assistant position.

Overall Conclusion

We found that the Administrative Assistant is performing some activities that are outside
the position’s functional area “official” responsibilities. We also determined that there is
a discrepancy between the job duties and responsibilities, stated in the Administrative
Assistant Position Description. Currently, the Processing Cash Reports work being
performed by the Administrative Assistant is causing a duplication of functional duties
and responsibilities with the Accounting Specialist Il position. These activities should be
reassigned to the Accounting Specialist Il position.




Summary of Conclusions and Recommendations

Each recommendation is classified with a “Criticality Factor”, defined as:

HIGH represents a needed improvement requiring immediate attention.
MEDIUM represents a needed improvement requiring attention in the next year.
LOW represents a process improvement that can be addressed at

management’s discretion.

# | Conclusion / Recommendation

There is a need to transfer some functional responsibilities from the
Administrative Assistant to the Accounting Specialist Il.

1. Reassign the following responsibilities to the Accounting Specialist Il position:
1) Processing of cash reports; 2) Calculation of late fees and interest for
caterers payments; and 3) Creation of verification report from Wachovia
transactions statement. (HIGH)

Client Response: Concur.

There is a need to improve internal controls by enhancing independent
oversight of financial activities and by addressing segregation of duties issues.

2. Provide summaries of financial activities to the Department Director for review.
(MEDIUM)

Client Response: Concur.

3. Identify independent back-up personnel to perform the financial responsibilities
of the Administrative Assistant and Accounting Specialist Il when either is out of
the office. (MEDIUM)

Client Response: Concur.

The Accounting Specialist Il is processing a considerable amount of customer
service telephone calls, especially due to Leu Gardens special events.

4, Consider creating an on-line secure ticket purchasing feature on the Division’s
website. This feature could reduce the amount of customer service telephone
calls. (MEDIUM)

Client Response: Concur.

5. Improve the website to better inform all visitors about special events: the
upcoming event should be advertised on the first page, so the customer would
not have to go through multiple searches finding the necessary information and
ultimately call in to inquire or make a ticket purchase. (MEDIUM)

Client Response: Concur.




Position Description Analysis

We reviewed the Position Description documents for each position under review to
identify any differences between the documented functional responsibilities and work
each person is actually performing.

We found that the Position Descriptions describe the functional responsibilities and
duties for each position accurately. Based on our interviews with employees and
workday observations, we identified the core, secondary and auxiliary functional
activities for each position, as defined below:

1) Core functional activities - the main operational areas in which the
employee is heavily involved on a daily and/or weekly basis.

2) Secondary functional activities — activities that are performed periodically
(monthly, quarterly or annually) or on an incidental basis. It is important to
emphasize that separating the functional activities into the secondary
category does not diminish their importance and complexity.

3) Auxiliary functional activities — activities that are not directly related to a
position’s duties and responsibilities.

Accounting Specialist Il Position Description Analysis

Based on our employee interviews and workday observations, the following core
functional activities for the Accounting Specialist Il (AS) position were determined:

1) Process cash reports.

2) Process invoices for payment.

The AS performs the following secondary functional activities periodically (monthly,
quarterly or annually) or on an incidental basis:

1) Prepare the Division’s annual budget.
2) Prepare the Quarterly Performance Reports and the annual Business Plan.
3) Prepare the monthly financial reports for management (3 reports per month).

4) Perform activities related to the Grant project: keeping track of incoming funds
and controlling spending; making sure funds are properly allocated.



5) Perform activities such as entering purchase requisitions, journal entries, pro-
card statements and budget revision requests into JD Edwards.

6) Perform duties required to maintain, control and report the bank account for
the Friends of Leu Gardens trust fund (3 reports per month).

7) Assist in processing payroll.
8) Maintain and control the Division’s petty cash.

9) Assist the Museum Curator in collecting and accounting for the cash money in
the Museum Donation Box (4 times per month).

All other activities assigned to the AS by management are classified as auxiliary
functional activities. The auxiliary activities are important tasks, but do not directly
relate to the AS position’s functional responsibilities and duties. Among the auxiliary
activities are:

1) Answer customers phone calls on a daily basis (Customer Service).
2) Take mail down to the Front Desk (every other week).

The above functional activities were then compared with the activities described in the
Position Description for this position.

The Position Description states the following main responsibilities for the Accounting
Specialist I position:

“Performs paraprofessional accounting and financial record keeping work
requiring knowledge of the practices and methods of accounting and familiarity
with the operations and procedures of accounting systems. Employees assigned
to this classification are primarily responsible for reviewing complex, detailed
financial transaction documents for accuracy, completeness and conformance
with established criteria; researching various records and performing detailed
audits of transactions in order to correct errors and reconcile accounts through
the use of computer and/or manual record keeping”.

We compared the identified core, secondary and auxiliary functional work activities to
the duties listed in the Position Description and found no major discrepancies.

In conclusion, we determined that the Accounting Specialist Il is performing job duties
and responsibilities that align with the Position Description. No significant discrepancies
were found between the established position activities and the actual work performed by
the employee.



Administrative Assistant Position Description Analysis

Based on our employee interviews and workday observations, the following core
functional activities for the Administrative Assistant (AA) position have been
determined:

1)

2)

3)

4)

5)

6)
7
8)

9)

Process all incoming correspondence. The incoming mail is sorted and
directed accordingly to its destination. All the correspondences containing
payments (checks, money orders, credit cards etc.) are recorded in the daily
log sheet.

Update employees' time sheets.

Verify, maintain, monitor and enter information in regards to accounts
receivable related to caterers (involved in Leu Gardens events).

Process payroll information and overtime sheets.

Prepare documentation package for Harry P. Leu Garden Board and the
Public Art Advisory Board meetings (including the preparation of the Board
meeting minutes).

Attend meetings and record meeting notes.
Maintain the Division Director’s schedule.
Routinely check the Division Director’s “outbox” for assignments.

Answer customer phone calls on a daily basis (Customer Service).

Among secondary functional activities that the AA performs periodically (monthly,
guarterly or annually) or on an incidental basis are the following:

1)

2)
3)
4)

5)

Prepare/reconcile credit card statements with supporting documents and
make copies.

Prepare travel requests forms and process for staff.
Complete public accident forms.
Complete employee accident forms.

Update vacation requests in the office and Division Director’s calendars.



6)

7)
8)

9)

Process service calls and maintenance requests — this involves the
coordination of maintenance requests and handling of alarm calls.

Order office and maintenance supplies.
Update changes to personnel files.

Reset telephone software display as needed.

10)Update/change the automated voice mail for special events as needed.

11)Prepare the month end attendance report for Leu Gardens visitors.

All other activities the AA is assigned by the management were classified as auxiliary
functional activities. The auxiliary activities are important tasks, but do not directly
relate to the AA position’s functional responsibilities and duties. Among auxiliary
activities are:

1)

2)

3)
4)

5)

6)

7)

Provide two quarterly attendance board reports to the City Clerk office.

Gather information on the number of visitors, special events, and employee
hours for the Quarterly Performance Reports; provide the information to the
Accounting Specialist to use in the Major Accomplishments for Year-End
Reports.

Review preliminary cash reports from the Gift Shop for completeness.
Process cash reports.

Download Wachovia transactions statement and create a report used for
verification purposes in processing cash reports.

Work special event evenings (annually, March through December).

Provide a year-end report on Harry P. Leu Garden Board and The Public Art
Advisory Board activities to the City Clerk office.

The above functional activities were then compared with the activities described in the
Position Description.

The Position Description states the following main responsibilities for the Administrative
Assistant position:

“‘Performs complex secretarial, administrative, and clerical work of a diverse
nature. Performs various specialized secretarial and clerical duties which require
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in depth knowledge of the organization, programs, policies and procedures of the
department and a general knowledge of other City programs. Duties performed
consist of more diverse and specialized tasks which require application of more
involved processes and/or procedures than does the Staff Assistant position.
Work performed generally involves specialized/technical subject matter and may
require familiarity with the terminology used in the assigned area, in addition to
excellent typing and or dictaphone/shorthand skills. Provides principal secretarial
support for a large and/or complex Bureau, usually having several sections;
and/or has primary responsibilities of a Recording Secretary and frequently
attends meetings of several major/official boards, commissions, etc”.

After comparing the responsibilities stated in the Position Description to the identified
core, secondary and auxiliary functional activities, we determined that most of them
coincide. However, we determined that the following activities are not a part of the AA
functional area:

1) Verify, maintain, monitor and enter information related to accounts receivable
from caterers (involved in Leu Gardens events);

2) Process and review cash reports.

A more detailed analysis (Attachment 5) of the tasks related to the activity: “Verifying,
maintain, monitor and enter information related to accounts receivables from caterers”
led to the conclusion that one task from this activity should be performed by someone in
the finance/accounting field of operations. Particularly, we noticed that the AA performs
the task of calculating late fees and compound interest. We consider this task to be best
performed by the accounting functional area.

In addition, we found some duplication in the job duties for the AA and AS positions.
Both employees are responsible for processing cash reports. We performed a detailed
analysis of the “process cash reports” work process through interviews and
observations and documented the process steps executed by the Accounting Specialist
Il. We determined that this activity requires knowledge and skills from individuals trained
in accounting. The “process cash reports” activity consists of verifications for
discrepancies and accuracy between different statements and reports; reconciling bank
and credit card statements; and performing multiple calculations and data entering
operations. These activities are stated in the Accounting Specialist Il Position
Description as some if its primary responsibilities, and therefore, should be performed
by someone trained in accounting.



Analysis of the Work Processes

We performed a more detailed analysis of the work processes performed by the
Accounting Specialist Il and Administrative Assistant, to determine the approximate
level of the workload distributed to each position. In order to accomplish this analysis,
we used the identified functional activities and developed attachments to present in
more detail each step of the operations for the core, secondary and auxiliary functions
of each position.

The first step is to determine the average time it takes to perform an activity. This
represents the total cumulative time it takes to accomplish each assigned task. We
asked the assigned employee to note the average time it takes per task. Then, in step
two, we performed several workday observations and identified how work activities are
performed. These work activities were timed and analyzed for reasonableness. We
found that the times noted by the employees were relatively accurate.

Analysis of the Accounting Specialist |l Position’s Work Processes

Based on the Position Description analysis, the following processes were identified as
the main core functional activities for the Accounting Specialist position:

> Process cash reports.
» Process invoices for payment.

In order to determine the detailed work steps of the activities above, we performed
multiple interviews and work day observations.

The identified activity flow for the “Process Cash Reports” work process is listed in
Attachment 1. The second analyzed work process was “Process Invoices for Payment.”
The process is more complex and it is divided into two subprocesses: 1) Invoice
preparation and processing, and 2) Batch approval processing. The workflow for
processing invoices is presented in Attachment 2.

In step three, we reviewed the secondary and auxiliary functional work processes
and developed a diagram of these activities - Attachment 3. Some secondary functional
activities the AS performs are: 1) Prepare the Division’s annual budget; 2) Prepare the
Quarterly Performance Reports and the annual Business Plan; and 3) Prepare the
monthly financial reports for management (3 reports per month). Based on our analysis,
there were no issues found in regards to the Accounting Specialist Il secondary
functional activities.

We observed that one of the AS’s auxiliary functional responsibilities is answering
customer phone calls. Four employees in the Division share the responsibility of
answering customer phone calls. We reviewed the internal daily phone log and
calculated the average number of phone calls as 90 calls per workday and 22 calls per
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employee per workday. We were told that on average it takes about 3 minutes to
process a phone call when there are no upcoming events and 5 minutes when events,
such as Spring Stroll, Date Night and Valentine’s Day are approaching. We set the
average call processing time value to 4 minutes per call for calculation purposes. In
doing this, we can use the variables to determine the approximate auxiliary workload
strain on the employee generated by the volume of incoming calls (Attachment 3).

Analysis of the Administrative Assistant position’s work processes

We developed an attachment to identify the core functional activities for the
Administrative Assistant Position. We interviewed the AA to determine the average time
it takes to perform both core functional activities and their frequency. The results for
core functional activities can be found in Attachments 4 and the results for secondary
functional activities in Attachment 6.

We determined that one of the core functional activities, the activity of “Verify, maintain,
monitor and enter information in regards to accounts receivable related to caterers
(involved in Leu Gardens events)”, represents a complex process with multiple steps,
involving some accounting operations. Therefore, we performed a more detailed
analysis of this work process as presented in Attachment 5. The work process was
broken down into two parts: 1) Processing On-time Payments, and 2) Processing Late
Payments.

We observed that in the second part of the work process, the AA is performing some
accounting operations such as “Calculating the late fee and compound interest, and
developing the ‘Fee Update Sheet’.” Based on the data contained in the division’s
“‘Receive Log for Caterer's Fees,” prepared and maintained by the AA, we determined
that the AA processes an average of 7 late payments and 8 on-time payments a month
(calculations presented in Attachment 5). These operations are considered the most
time consuming and require accurate calculations of the compound interest and late fee

to determine the amount due.

We also developed Attachment 7 to identify the AA position’s auxiliary functional
activities. After analyzing the Diagram, we observed tasks similar to the AS’s Core
Functional Activities Diagram (Attachment 1). Certain activities performed by the AA are
related to the “Process Cash Reports” process and were officially assigned to be
performed by the AS. This confirms that a duplication of functional responsibilities exists
between the AA and AS positions. We also noted that one of the AA’s auxiliary
functional activities is to download the Wachovia transactions statement and create a
report used for verification purposes in processing cash reports. This appears to be an
accounting function.
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Workload Distribution Analysis

Based on the calculations presented in the attachments, we were able to perform an
analysis on how the amount of workload is distributed per position, considering the
assigned functional activities.

The workload distribution analysis was performed by taking into consideration the
amount of work formally assigned to the AS and AA positions. The position’s workload
is defined by the amount of functional activities (primary, secondary and auxiliary),
which are performed regularly or periodically by employees. The frequency of the
functional activity was converted to represent the number of times it is performed within
a year.

At first, we determined the actual available work time by deducting the time off the
employee is entitled to from the total available work time per year, as presented below:

Allowed Time off Hours per year
Personal leave accrual — 3.3 hours/week, for employees
with 4 years and higher longevity. (3.3 hours x 52 weeks 172
per year)
Paid City holidays — 11 per year x 8 hours per work day 88
Floater holidays — 3 holidays x 8 hours per work day 24
Total time off 284
Total available work time (52 weeks x 40 hours/week) 2,080
Actual available work time (2080 - 284) 1,796

In the next step we determined the necessary time adjustments to be made due to such
factors as:

» Administrative time — this is the time spent on such activities as checking and
responding to work related e-mails, voice messages, organizing personal work
files, preparing for the work day and occasional short breaks. We determined the
total amount of administrative time to be an average of 1 hour per actual work
day or 225 hours per year (1796 hours / 8 hours work day).

» Seasonal increase in the workload — this is the additional workload generated
by the increased number of phone calls and customer inquiries received due to
Leu Gardens special events (approximately 13 major events per year). Based on
the internal phone calls log data we observed that, usually, five days prior to and
including the event day, the number of phone calls sometime doubles, which
represents customers desire to either purchase tickets or inquire about the event.
Based on the amount of yearly events we determined the total number of days
that experienced an increase in calls due to seasonal workload: 5 (humber of
days with an increased amount of phone calls per event) x 13 (number of events)
= 65. We also determined that in average there are 162 phone calls per day of
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the special event season compared with 90 on a regular work day. We believe
the increased amount of phone calls is mainly generated by the lack of an on-line
ticket purchasing option on the Division website. We then determined the
approximate workload increase due to the seasonal factor as presented below:

Seasonal Factor # of Phone Calls
Special event day 162
Regular work day 90
Increase in daily workload (162 — 90) 72
Increase in annual workload (72 x 65 days) 4,680
Additional annual workload per employee 1,170
(4680 / 4 employees)

» Compensatory time — this is an adjustment made to the total amount of the
operational time due to unpredictable and hard to identify factors such as
unexpected assistance requests from the management and/or work interruptions
caused by a phone call, a walk in customer or an employee inquiry. It is almost
impossible to precisely determine the additional workload generated by these
factors. We considered adding a 3% to the total amount of operational time as a
reasonable amount to account for those unpredictable events.

After determining all the necessary adjustments and variables, we calculated the
workload distribution.

The calculations below in tables 1 and 2, summarize the approximate workload that the
AS and AA positions have each year.
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Table 1. Accounting Specialist Il Position's Workload

Activities Time
(hours)
Core Processing Cash Reports (Attachment 1) 130
functional Processing Invoices (Attachment 2) 358
Secondary functional (Attachment 3) 160
Auxiliary functional (Attachment 3) 367
Seasonal increase adjustment (additional 1170 calls/year x 4 min/call) -8
/ 60 min
Administrative time — one hour per workday (1796 hours / 8 hours work 295
day)
Total operational time 1318
Total operational time adjusted (1318+3% compensatory time) 1358
Actual work time available (2080 available work hours per year — 1706
284 total time off)
Accounting Specialist Il Position Workload level (1358/1796) 76%
Table 2. Administrative Assistant Position's Workload
Activities Time
(hours)
Core functional (Attachment 4) 828
Secondary functional (Attachment 6) 223
Auxiliary functional (Attachment 7) 163
Seasonal increase adjustment (additional 1170 calls/year x 4 min/call)
/ 60 min 78
Administrative time — one our per workday (1796 hours / 8 hours work
day) 225
Total operational time 1517
Total operational time adjusted (1517+3% compensatory time) 1563
Actual work time available (2080 available work hours per year —
284 total time off) 1796
Administrative Assistant Position Workload level (1563/1796) 87%

Based on the calculations above, we can see that the approximate workload level for
the Accounting Specialist Il position is estimated to be at the level of 76% per year and
87% for the Administrative Assistant position. These workload levels were calculated
based on the 1796 hours or 100% of available work time per year per employee.
Generally, an 80% - 90% workload level is considered to be reasonable.
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These percentages do not represent the employees’ daily workload level. Daily
workload varies depending on the employees’ task deadlines, unexpected
management’s assignments and delays caused by performing auxiliary activities.

During the management study, we discovered that the Accounting Specialist Il and
Administrative Assistant alternate fiscal responsibilities, when one of the positions are
absent from work. The employee present will have to perform some functional activities
which belong to the other position, such as taking phone calls, distributing the daily
correspondence (including the process of logging in mailed payments) and processing
cash reports. This temporarily increases one employee’s daily workload level and
causes a weakness in the division’s internal controls without third party oversight, when
fiscal responsibilities are interchanged between the two positions.

This action, if continued could result in the development of concealed errors and cause
inaccurate or incomplete reporting of financial information. It is not a best practice for
the Accounting Specialist Il and Administrative Assistant to perform each other’s fiscal
responsibilities, when either of the positions are absent from work.

Even though we did not do a complete study of this area and it was not a part of our
work program scope, we recommend that management identify independent back-up
personnel other than the Accounting Specialist Il and Administrative Assistant to
perform the financial responsibilities assigned to each, when either is out of the office.
In order to maintain effective internal controls, we also recommend that summaries of
financial activities be provided to Executive Director for independent oversight.
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Overall Conclusions and Recommendations

Based on our analyses, interviews and workday observations, we conclude:

» There is a need to transfer some functional responsibilities from the
Administrative Assistant to the Accounting Specialist Il.

The Administrative Assistant is performing activities that are outside of the functional
area’s “official” responsibilities. In addition, these responsibilities create an additional
112 hours of work strain on the Administrative Assistant’s position annual workload (see
calculations in Attachment 8).

Recommendation

We recommend the following functional activities be transferred from the Administrative
Assistant to the Accounting Specialist Il position:

1) Calculate the late fee and compound interest, and develop the Fee Update
Sheet. (Attachment 5)

2) Process cash reports. (Attachment 7)

3) Download Wachovia transactions statement and create a report used for
verification purposes in processing cash reports. (Attachment 7)

Based on the calculations made in Attachment 8, we determined that an additional 112
hours or 6% will be added to the Accounting Specialist 1l workload level, increasing it to
82% from 76%. Subsequently, the Administrative Assistant workload will be reduced to
81% from the current 87%.

» There is a need to improve internal controls by enhancing independent
oversight of financial activities and by addressing segregation of duties
issues.

During our management study, we discovered that the Accounting Specialist and
Administrative Assistant alternate fiscal responsibilities, when one of the positions are
absent from work. The employee present will have to perform some functional activities
which belong to the other position, such as taking phone calls, distributing the daily
correspondence (including the process of logging in mailed payments) and processing
cash reports. This temporarily increases one employee’s daily workload level and in
some cases causes a weakness in the division’s internal controls, without a third party
reviewing the fiscal activity of the positions.

If continued, this action could result in the development of concealed errors and cause
inaccurate or incomplete reporting of financial information. It is not a best practice for
the Accounting Specialist Il and Administrative Assistant to perform each other’s
financial responsibilities, when either of the positions are absent from work.
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Recommendation

Even though we did not do a complete study of this area and it was not a part of our
work program scope, we recommend management identify independent back-up
personnel other than the Accounting Specialist Il and Administrative Assistant to
perform the financial responsibilities, when either is out of the office. In order to
maintain effective internal controls, we also recommend that summaries of financial
activities be provided to the Department Director for review.

» The Accounting Specialist Il is often involved in processing a considerable
amount of customer service phone calls, especially due to Leu Gardens
special events.

Processing customer service calls is an auxiliary activity for the position. Excessive
auxiliary workload could negatively affect the quality of work since the accounting area
of operations involves complex calculations and verification procedures where
concentration is a key factor that influence the quality of work performed. The high
seasonal influx of customer service calls generates frequent interruptions from core
functional activities, and thereby, delays the accomplishment of completing work
assignments.

One of the main causes of the increased amount of customer service calls during the
special event season is the lack of an on-line purchasing feature on the Division’s
website. The current website does not offer an on-line secure purchasing choice for
customers to purchase upcoming event tickets or items sold at the Gift Shop.

Recommendation

Consider creating an on-line secure ticket purchasing feature on the Division’s website.
The website should be improved to better inform all visitors about the special events:
the upcoming event should be advertised on the first page, so the customer would not
have to go through multiple searches finding the necessary information and ultimately
call in to inquire or make a ticket purchase. This will considerably reduce the amount of
incoming phone calls overall during the events season.
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Attachment 1

Accounting Specialist Il Core Functional Activities -
Cash Report Processing

N Frequency Time Ii?rt\?al
# Activity/Step Amount* | Number (rg;”t;tsis) (minutes
(per month) | (per year) P per year)
Visually check for any discrepancies
1 between the "Daily Money for System" report 20 240 o5 600
and Credit Card Transactions Bank (20x12) ' (240x2.5)
Statement.
Count the receipts and separate them by 20
2 | account categories. Verify receipts for 240 2 480
accuracy (compared with bank statement).
3 Verify the Cred!t .Card _Sales br(_aakdown 20 240 2 480
report for any visible discrepancies.
Verify if the total amount indicated in the 20
4 | cash register report matches the bank 240 2 480
statement.
Attach earlier categorized receipts to 20
5 | corresponding reports (transaction 240 1 240
statements).
Visually verify the "Invoice Logs", "Inventory 20
6 | Activity" report and "Department Income 240 5 1200
Analysis" report for any discrepancies .
7 Calculat_e the total amount of resale 20 240 ) 480
transactions.
8 Calculat_e the tax amount for resale 20 240 2 480
transactions.
Verify the calculated tax amount with the tax 20
9 | figure represented in the "Daily Money for 240 1 240
System" report.
Enter the revenues and deposits data into 20
10 the database, using PeopleSoft software. 240 10 2400
11 Verify datak_)ase s results with the bank 20 240 1 240
statement figures.
12 | Print the final report. 20 240 1 240
13 g(t)())(re the final report in the Archive Storage 20 240 1 240
Total minutes annually 32.5 7800
Total hours annually (page 14) 130

*Reflects the amount of cash reports processed per month
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