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== Summary

» Turnover procedures initiated due to retirement of prior Sheriff and
election of new Sheriff

» Conclusions on Obijectives:
O Determine controls exist and are operating effectively to ensure compliance with
policies and procedures for non-personnel expenditures including travel

[ Determine that controls exist and are operating effectively to ensure Agency Head
transactions are properly approved

@ Determine that adequate controls exist and are operating effectively to ensure
compliance with policies for personnel expenditures including overtime

A Determine adequate controls exist over fixed assets
o Determine adequate controls exist over inter-department transfers

» Exception Oriented
* 4 reportable Issues and 4 Other Observations

* Management Action Plans have been developed to address all
risks identified

® |nsufficient-immediate Attention A Improvement Needed O sufficient
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Introduction

 Auditor lll Joyce Aikor-Richardson performed
turnover procedures

» Used professional auditing standards
« Examined controls & tested for selective compliance
 All exceptions given to Agency

» Reported control design issues & significant test
exceptions

* Work for same Government we audit
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o Background

* The Sheriff is an elected Constitutional officer.

» The Sheriff’'s Office is responsible for maintaining
the safety and security of the jails and courthouses
and serving civil process and court ordered
documents.

* The Code of Virginia establishes minimum
standards for local correctional facilities in Chapter
3 of Title 53.1 (§53.1-68 to §53.1-133.9).

= Background

* The Sheriff's Office operates two separate facilities. The
Henrico County Regional Jail West is located in the
western section of Henrico County and has a
Department of Corrections rated operating capacity of
329 inmates.

» The Henrico County Regional Jail East is a cooperative
effort between Henrico, Goochland and New Kent that
was constructed in New Kent County in 1996. The
facility has a Department of Corrections rated operating
capacity of 458 inmates. Both facilities house male and
female inmate.
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Budget Versus Actual

$28,608,867

$30,000,000

$25,000,000

$18,351,881

$20,000,000

Budget Highlights

(as of January 31, 2020)

$13,740,964
$15,000,000
$8,244,506
$10,000,000
$3,588,228
$5,000,000
$233,294
A
s $(108,855)
Personnel Operating Capital Inter-department
$(5,000,000)
H Approved Budget ® Actual
7
7
Budget Highlights
Approved Month to Date  Year to Date Over Budget
Full-Time Salaries and Wages - Overtime $ 550,000.00 | $ 114,599.49 | $ 1,065,504.90 | $ (515,504.90)
Full-Time Salaries and Wages - Overtime $1,016,117.00 |$ 228,213.63 |$ 2,045,574.14 | $ (1,029,457.14)
Temporary Salaries and Wages - Regular $ 269,704.00 |$ 90,646.10 |$ 871,560.07 |$ (601,856.07)
Temporary Salaries and Wages - Overtime $ - |$ 2,488.03 |$ 3,140.66 | $ (3,140.66)

noted as of January 31, 2020

Two cost centers within the Sheriff’s Office were over budget as
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ik -
Scope
Expenditures

July 1, 2019 to January 31, 2020
$233,294  $(108,855)

$8,244,506 ‘

m Personnel ®m Operating = Capital Inter-department

517 total capital assets with cost value of $6,009,001

ri o
Scope

» Expenditures from July 1, 2019 to January 31, 2020
« 517 capital assets totaling $6,009,001 as of March 31, 2019

Exclusions

* Inmate and Canteen Funds (both subject to annual external audit)
* Revenue

* Construction in progress

« Commissary Fund (No expenditures for 2020 as of audit cut-off date)

10
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Internal Controls
Objectives

Reliability and integrity of information

Compliance with policies, procedures,
laws and regulations

Safeguarding of assets
Effectiveness and efficiency of operations

11

Internal Controls Cont'd
General Limitations of any Controls

 Errors and irregularities may go
undetected

 Inherent limitations in any control structure
» Limitations include resource constraints,
legislative restrictions, etc.

* Projection to future subject to risk of
change in effectiveness

« Compliance may deteriorate

12
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Audit Methodology

* Determined expenditure-related processes
and control procedures

 Evaluated strengths and weaknesses of
control procedures

* Randomly sampled recorded transactions and
traced to supporting documents for accuracy
and compliance with policy

» Confirmed existence of capital
assets

13

Conclusions on Objectives

Issues and Other Observations
Identified

Other observations 1, 2, 3, & 4

Objectives

[0 | Determine controls exist and are
operating effectively to ensure
compliance with policies and procedures
for non-personnel expenditures including
travel

m | Determine that controls exist and are
operating effectively to ensure Agency

Head transactions are properly approved None
Determine that adequate controls exist Issues 1 & 2
@ | and are operating effectively to ensure
compliance with policies for personnel
expenditures including overtime
A Determine adequate controls exist over Issues 3 & 4
fixed assets
Determine adequate controls exist over None

inter-departmental transfers

@ Insufficient-immediate Attention /\ Improvement Needed [0 Sufficient

14
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mmh
S Issues

1. Overtime Paid as High as 181% of Annual Salary
Exceeding 25% Cap

2. Overtime Paid Incorrectly
3. Capital Asset Accountability Controls Need Strengthening
4. Expenditure Meeting the Threshold Was Not Recorded

as a Capital Asset

15

Other Observations

1. Services Obtained over Threshold without a Purchase
Order

2. Sales Tax Paid Improperly
3. Agency Posted Expenditures to Incorrect Account Codes

4. Ensure All Invoices Submitted for Scanning and
Attachment into G/L are Initialed and Dated

’8

16
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Overtime Paid as High as 181% of
Annual Salary Exceeding 25% Cap

Issue 1

17

Condition 1: FY19 High OT Earners

FY19 Total OT OT% of

Annual Amount Total pay in | Annual

Employee # Salary Paid FY19 salary
1 $42,929.24 | $ 77,854.03 | $120,783.27 181%
2 $45,556.83 | $ 75,305.13 | $120,861.96 165%
3 $42,462.93 | $ 64,109.98 | $106,572.91 151%
4 $40,013.81 | $ 55,723.68 $95,737.49 139%
5 $42,929.24 | $ 47,024.60 $89,953.84 110%
6 $42,462.93 | $ 45,169.93 $87,632.86 106%
7 $43,470.13 | $ 44,555.32 $88,025.45 102%
8 $39,086.65 | $ 39,741.37 $78,828.02 102%
9 $42,929.24 | $ 39,152.92 $82,082.16 91%
10 $52,437.32 | $ 47,700.21 | $100,137.53 91%
11 $39,086.65 | $ 35,367.73 $74,454.38 90%
12 $39,086.65 | $ 34,294.35 $73,381.00 88%
13 $47,743.65 | $ 41,108.54 $88,852.19 86%
14 $60,356.98 | $ 51,638.34 | $111,995.32 86%
15 $39,086.65 | $ 32,836.45 $71,923.10 84%

Top 15 over 25% of Annual salary

Issue 1

18
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Issue 1

Condition 2: FY20 High OT Earners at Q3
FY20 Total OT
Employee| Annual Amount Total Paid to OT% of
# Salary Paid date in FY20 |Annual salary
1 $44,217.12 | $65,303.32 $109,520.44 148%
2 $48,036.56 | $56,653.57 $104,690.13 118%
3 $42,191.80 | $49,544.88 $91,736.68 117%
4 $43,736.83 | $48,910.28 $92,647.11 112%
5 $41,214.22 | $38,064.93 $79,279.15 92%
6 $44,217.12 | $36,654.11 $80,871.23 83%
7 $44,774.23 | $36,781.48 $81,555.71 82%
8 $40,259.25 | $32,084.64 $72,343.89 80%
9 $40,259.25 [ $31,973.31 $72,232.56 79%
10 $41,214.22 | $32,366.23 $73,580.45 79%
11 $44,774.23 | $33,387.36 $78,161.59 75%
12 $53,338.40 | $39,395.92 $92,734.32 74%
13 $41,214.22 | $29,738.84 $70,953.06 72%
14 $55,291.56 | $38,937.39 $94,228.95 70%
15 $44,774.23 | $30,605.93 $75,380.16 68%
Top 15 over 25% of Annual salary 19
19
Issue 1

salary.

Condition 3: General OT Observations

« 361 employees earned overtime in FY19, 164 of
those met or exceed 25% of annual salary

» 362 employees earned overtime in FY20 at Q3,
143 of those met or exceed 25% of annual

« Some employees worked from 16 to 24 hours a
day in pay periods sampled. Some of those were
working back-to-back days.

20

20

10
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Issue 1
(Informational)
Sheriff Police Fire
CURRENT | FLSA CURRENT | FLSA CURRENT ' FLSA
Job Title Grade | Status Job Title Grade | Status Job Title Grade | Status
Sheriff Salary set by SCB | Chief of Police HU.45 E [Fire Chief HU.45 E
Undersheriff HP.41 E _|Police Li Colonel HP.41 E |Deputy Fire Chief HP.41 E
Chief Deputy Sheriff HP.37 E |Police Major HP.39 E |Assitant Fire Chief HP.39 E
Sheriff Major HP.34 E |Police Captain HP.35 E |Fire lion Chief HP.35 E
Sheriff Captain HP.32 E |Police Li HP.33 N |Fire Captain HP.33 N
Sheriff Li HP.30 N |Police HP.31 N |Fire Li HP.31 N
Sheriff HP.27 N |Police Officer-Corporal HP.29 N |Firefighter (Career) HP.28 N
Sheriff Deputy/CDP Career HP.25 N |Police Officer-CDP Career Officer | HP.28 N |Firefighter (Master) | HP.27 N
Sheriff Deputy/CDP Master HP.24 N |Police Officer-CDP Master HP.27 N |Firefighter (Senior) HP.26 N
Sheriff Deputy/CDP Senior HP.23 N |Police Officer-CDP Senior HP.26 N |Firefighter (FFIll) HP.25 N
Sheriff Deputy/CDP First Class HP.22 N |Police Officer-CDP 1st Class HP.25 N |Firefighter (FFII) HP.24 N
Sheriff Deputy HP.21 N |Police Officer HP.24 N |Firefighter HP.24 N
E = Exempt
N = Non-Exempt
Source: Human Resources
21
Issue 1

Effect

+ At the beginning of these procedures, the agency was
$1,548,103 over their overtime budget by February 11, 2020.

* Potential risks related to employee safety, etc. regarding long
shifts and back-to-back days of work.

Cause

The Sheriff's Office does not operate like any other county agency.
The staff in question work an 11.75 hour shift and with a schedule
that requires them to work 4/5 days a week at times. With high
vacancy levels, TDO’s, hospital security and mental health watches
to name a few reasons for OT usage and long hours, we are not
always able to reduce the number of people working overtime due
to our task of providing care to those in our custody.

22

22
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m,_éﬁ:: Issue 1
Criteria

The Personnel Rules and Regulations establish the following guidelines for
overtime pay:

% Overtime is defined as hours worked beyond normal or standard hours in a
workweek.

< Payment is authorized for only those hours worked beyond standard hours
and must be limited to emergency, seasonal, occasional peak-load needs,
or hours critical to public safety needs.

% The only hours used in computing eligibility for overtime at the time and a
half rate are hours actually worked.

% Hours in a paid leave status (annual, sick, injury or civil leave, for example)

are not considered standard hours worked for overtime payment at time and

one-half pay.

23

23

m Issue 1
= ———n

Criteria, continued

Personnel Rules and Regulations guidelines continued:

+ Overtime may be computed and paid at a time and one-half rate even
though an employee has not worked a standard workweek for certain
exceptional or emergency occasions.

% The County Manager has authorized an Agency Head to declare an
exceptional or emergency occasion and to document the situation in
Agency records.

Interoffice Memorandum Overtime Report Dated June 13, 2008. "A cap of 25%
per employee was imposed by the County Manager and each Agency would be
expected to explain any exceptions to the cap."

24

24
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Issue 1

Recommendation

The Office should:

« try to implement policies and schedules to assist
with reducing the number of employees
exceeding the County Manager's cap on
overtime.

* ensure supervisors are reviewing reports of high
overtime earners periodically to manage
schedules accordingly

« consider partnering with Human Resources on
ideas for reducing overtime hours.

25

25

Issue 1

Management’s Action Plan

The Sheriff's Office respectfully requests an
extension on this Issue to more thoroughly
research tools to monitor and manage overtime
within the agency. During this extension, the
Sheriff’'s Office will form a committee to review
overtime policies ensuring staff health and safety in
overtime endeavors.

BY WHOM: Sheriff '
EXPECTED COMPLETION

DATE: February 15, 2021 and Quarterly Review

26

26
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Issue 2

Overtime Paid Incorrectly

-

27

27

ﬂi: Issue 2
Condition

We sampled 8 pay periods with overtime
and each of those revealed instances where
overtime had been computed at the time
and one-half rate even though the employee
also had hours in a paid leave status during
the same standard workweek.

4

28

28
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m—; Issue 2

Reasons for Overtime Included

Some of the OT reasons noted in the HR System Reports reviewed:

+ Stay over to inventories inmate brockington canteen, Mandatory
Training, Worked on Catching up Route from Assisting the Academy
the Previous Week

» OT Booking staff meeting

* OT due to meeting with Lt. Jenkins and reviewing a possible
disciplinary action on staff

»  Work at home on Labcorp , worked on Westwood at home
+ overtime for mandatory C.I.T training
* Deputy Interviews

+ Complete screenings of 200+ applicants for OAlll's Library Asst.
scheduling interviews with 8 individuals

» Painted briefing room in booking with the paint crew per Major Johnson
» Chili cook out, cutting grass and pruning, leaf removal, supervisor
paper- work

29

29

m—; Issue 2

Effect

At the beginning of this audit the agency was $1,548,103
over their overtime budget by February 11, 2020.

Cause

While it's always possible that in some instances overtime might have
been paid out incorrectly, the 28-day non-exempt employees that were
paid exception overtime even though they used leave in the pay period
were correctly paid. For law-enforcement employees, the County has
established a 28-day work period for determining eligibility for overtime
pay. Non-exempt law-enforcement employees will receive overtime pay
for all hours in a paid status in excess of 160 hours in a 28-day work
period. 28 day employees are able to use exception overtime for all
overtime other than the 4.5 built into the 28 day pay period. They are
able to use exception overtime even when they have annual or sick

leave in that same pay period.
30

30

15
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mg Issue 2

Criteria

Office Manual, Section 8A Human Resources,
Attendance/Leave of Absence, dated March 2018:

“The Sheriff, Chief Deputy, Majors, or designee must
approve overtime in advance. Overtime is computed with
the workweek beginning on Wednesday and ending on
Tuesday.”

“Authorization of overtime must be limited to seasonal,
emergency, occasional peak-loads, or hours critical to
public safety needs. Overtime use to accomplish services
that can be provided during a regular work schedule is
prohibited. Hours in a paid leave status are not considered
to be standard hours worked towards eligibility for overtime

payment.” Cfs
31

31

m—; Issue 2

Recommendation
The Sheriff's Office should:

* ensure exception overtime policies are clearly
written with examples of what qualifies and what
does not.

* ensure policies, training, authorization, and
review/approval controls are strengthened to ensure
employees are paid overtime correctly.

« compute overtime payments in accordance with
their guidelines to include maintaining a written
record to support the declaration of any exceptional
or emergency occasions.

32

32
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m Issue 2

Management’s Action Plan

The Sheriff's Office will ensure overtime is paid correctly.
Supervisors will be reminded of current policies and will be
further trained on any overtime monitoring/management
changes resulting from the review committee’s work. The
Sheriff's Office respectfully requests an extension on this Issue
to more thoroughly research tools to monitor and manage
overtime within the agency. During this extension, the Sheriff’s
Office will form a committee to review overtime policies
ensuring staff health and safety in overtime endeavors.

BY WHOM: Sheriff

EXPECTED COMPLETION
DATE: February 15, 2021 and Quarterly Review

33

33

Issue 3

Capital Asset Accountability Controls
Need Strengthening

4

34

34
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m—; Issue 3

Condition

In an observation of a sample of 134 department assets with
recorded cost of $1,600,455, we noted the following:

+ 4 assets where asset tag numbers were not recorded in the system.

28 assets ($222,304) were retired and we were able to confirm the retirement
in the financial system.

- 3 assets ($15,258) we observed were replacements of the ones we sampled
which had been disposed of somehow but not updated properly in the
financial system.

« 7 assets ($57,127) we were told were surplus but were still in the financial
system and Purchasing Staff were unable to find surplus records.

- 6 assets ($35,668) we were told were disposed of with no records or
documentation of the disposal.

26 of the assets ($337,908) were missing serial number, model number, or
tag numbers and we could not be certain if the assets observed were those

sampled.
35

35

m—; Issue 3

Effect

% Surplus assets “retired” and assets not found.

% System records incomplete as to current location and
disposition.

% Data entered in capital assets system are missing tag
and serial numbers which may cause issues with
accountability for assets

Cause

Responsible staff require additional training. The staff that
handles these items has been working to learn how to
properly document and account for these items going
forward.

36

36
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mg Issue 3

Criteria

Capital Assets Manual:

“Department Directors are responsible for
maintaining an adequate system of internal control
within the department sufficient to ensure that the
department capital assets are safeguarded and
capital asset dollar values are fairly presented.”

Tag and serial numbers should be entered prior to
posting in Capital Assets system

37

37

m—; Issue 3

Recommendation

Sheriff's Office should:

1. ensure tag and serial numbers are
entered in the system where applicable.

2. ensure timely physical inventory and
system updates.

3. work with Purchasing to ensure chain of
custody on assets sent to surplus and
account for handling assets not found.

38

38
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Issue 3

Management’s Action Plan

Actions

Expected
Completion Date

1. The Sheriff's Office forwarded Capital Asset Information Forms
to Accounting during the 2020 Annual Equipment Inventory

November 30, 2020

2. The Sheriff’s Office discussed asset training with Finance.
Finance agreed to conduct training for the Office in the near
future. Our plan moving forward is to conduct this training with
an annual refresher.

March 31, 2021

3. The Sheriff’s Office Controller will forward all purchases Immediately
meeting the Capital Asset criteria to the Major of Quality (as of February
Assurance as they occur. The Controller will also send the 2021)

Major of Quality Assurance a quarterly report of said
purchases for QA purposes.

4. Disposed assets will be removed through Oracle with proper Immediately
documentation. (as of February

2021)
By Whom: Major Quality Assurance
39
39
Expenditure Meeting Threshold
Was Not Recorded as a Capital Asset
40

40
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m:g—_: Issue 4
Condition

1 of 12 expenditures in the capital accounts,

totaling $8,683 and meeting the
capitalization threshold of $5,000 or over,
was not capitalized as a capital asset.

41

41

m'_‘?;:? Issue 4
Effect

Non-compliance with Capital assets manual
as well as understated capital assets for the

Agency.

Cause

Agency was not aware that the cost of labor
and parts to rebuild assets was included in
the total cost of the asset.

42

42
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m‘f Issue 4

Criteria

Capital Assets Manual:
“The capitalization threshold for personal property is $5,000.
Examples of expenditures to be capitalized as Personal
Property are:
» Original contract or invoice price
» Freight charges « Import duties
» Handling and storage charges
* In-transit insurance charges
» Sales, use, and other taxes imposed on the acquisition
» Installation charges
» Charges for testing and preparation for use
» Costs of reconditioning used items when purchased
» Parts and labor associated with the construction of equipment”
43

43

m—; Issue 4

Recommendation

Agency should develop procedures to
ensure that all relevant expenditures that
meet the capitalization threshold for
personal property (e.g., with total of $5,000
or over) are capitalized.

44

44
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Management’s Action Plan

The Sheriff's Office Controller will forward all
purchases meeting the Capital Asset criteria to the
Major of Quality Assurance as they occur. The
Controller will also send the Major of Quality
Assurance a quarterly report of said purchases for
QA purposes.

BY WHOM: Controller
EXPECTED COMPLETION
DATE: Immediately (as of February 2021)

45

Issue 4

45

Other Observations

The following slides include additional
observations noted during our turnover
procedures which were considered less
critical in reaching our conclusions on the
related objectives.

46

46
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m Other Observation 1
= p—]

Services Obtained over Threshold
without a Purchase Order

In our direct pay invoice sampling we noted 18 payments to a
supplier for acupuncture services for inmates in each month from
July 2019 to January 2020 totaling $10,800. The Office did not
have a purchase order created for these services which totaled
over the $7,500 threshold.

The Office noted that this supplier was providing an alternative
treatment on a test basis and the total services grew before it
was noted that the threshold had been exceeded.

Recommendation

Should any future, ongoing services be used from the supplier
post-COVID, the Office should consult the Purchasing Division
and ensure that appropriate purchasing policies are followed.

47

47

m Other Observation 1

Management’s Action Plan

The Controller will monitor these activities and
inform the necessary personnel of the proper
procedures.

BY WHOM: Controller

EXPECTED COMPLETION
DATE: This has been done and will continue

48
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m Other Observation 2
= p—]

Sales Tax Paid Improperly

Agency staff paid sales tax (totaling approximately $14) on 5
payments.

Recommendation

Agency should ensure all staff are made aware that the County
should not pay sales or use tax. When purchasing goods on
behalf of the County, ensure a tax-exempt certificate is obtained
from Purchasing and used as necessary.

49

49

m Other Observation 2

Management’s Action Plan

The Finance Supervisor met with staff on February
1, 2021 to review county guidelines regarding the
payment of sales tax. Each staff member signed
off on the training and will work to ensure sales tax
is not paid on any purchases for the county. The
Controller will verify.

BY WHOM: Finance Supervisor

EXPECTED COMPLETION
DATE: February 1, 2021 and Immediately

50
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m Other Observation 3

Agency Posted Expenditures to
Incorrect Account Codes

7 of 158 (4%) direct pay expenditure transactions reviewed
revealed invoices were posted to an incorrect account code.

Recommendation
Ensure the use of proper account codes

51

51

m-_\;:_:: Other Observation 3
Management’s Action Plan

The Controller will ensure the proper account code
is used on direct pay expenditure transactions.

BY WHOM: Controller

EXPECTED COMPLETION
DATE: This has been done and will continue
(As of February 2021)

52
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Other Observation 4

Ensure All Invoices Submitted for Scanning and
Attachment into G/L are Initialed and Dated

41 of 158 (26%) of purchase order expenditure invoices sampled were
not initialed on the support scanned into the G/L but were check
marked to indicate review for goods and services received prior to
payment.

42 of 158 (27%) of direct pay expenditure invoices sampled were not
initialed on the support scanned into the G/L but were check marked to
indicate review for goods and services received prior to payment. The
Agency made comments on 6 of the exceptions regarding why those
were not initialed (e.g., in some cases other supporting documentation
is signed which is used to confirm the bill prior to payment).

Recommendation
Ensure all scanned invoices attached into the G/L are initialed and
dated to indicate review and accountability for goods and services
received prior to payment

53

53

Other Observation 4

Management’s Action Plan

The Finance Supervisor met with staff on February
1, 2021 to review direct pay expenditures. All
invoices will be submitted with evidence to support
review of goods and service received on the
documents as well as staff signatures to confirm
review of all documents. The Controller will verify.

BY WHOM: Finance Supervisor

EXPECTED COMPLETION
DATE: February 1, 2021 and Immediately

54

54



County of Henrico
Internal Audit Report #280
Agency Head Turnover Procedures - Sheriff's Office

Closing

» Appreciate Agency’s cooperation

* Follow up on open Action Plans will be
performed as completion dates are
reached or after sufficient time has passed
to ensure that actions taken are effective
and ongoing. ;

/S

=
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Report Distribution

Audit Committee Board of Supervisors,
(Mrs. O’'Bannon, Mr. Thornton, | Non-Committee Members
County Manager)

Deputy County Manager for | Sheriff
Administration

Internal Audit Staff
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Audit Contact Information
Joyce Aikor-Richardson, Auditor Il

Phone: 804-501-4493
E-Mail: aik11@henrico.us

Vaughan Crawley, Director of Internal Audit
Phone: 804-501-4292
E-Mail: cra85@henrico.us
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