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MEMORANDUM
To: Lee A. Niblock, Community Resources Bureau Chief

FroM:  David R. Ellspermann, Clerk of the Circuit Court
DATE May 19, 2003

RE: SpeciAL ReEvIEW OF MARION CouNTY ANIMAL CENTER

We have performed a specia review of the Marion County Animal Center. The purpose was to provide
County Adminigtration and the Bureau Chief with a limited review of certain operationa issues after the
recent County government reorganization. To accomplish this, we conducted the review principaly to
update our determinationof the status of recommendations previoudy identified in Audit Report 1999-05,
entitled Follow-Up Review of Animal Center Cash Collection Controlsand Procedures. Inaddition,
we reviewed cash collection procedures and related cash controls, as wel as fadility security and drug
storage controls.

We did not perform a comprehensve examination of Anima Center operations since the purpose of this
review was to provide management with updated information on areas previoudy examined. Our review
activitiesconsisted of gtaff inquiries, review of written documentation, physical ingpection of facility security
and observation of gaff performance. We found that, of the eight recommendations identified in our
previous report as being implemented, the first seven are il rlevant and aredill implemented. We have
attached a summary schedule of those recommendations as were presented in Report 1999-05.

Wefound that cash security procedures and controls have been maintained and further enhanced (withone
exception) sSnce our last review. The sameistrue of fadlity security, induding drug storage rooms. Our
current review, athough limited, did disclose some areas requiring Management's attention, which are
attached. Management’ s responses are included.

We would like to express our appreciation to the management and staff of the Animd Center for ther
assstance and cooperation during this review.

C Patrick G. Howard, County Administrator

Janet Y. Tutt, Deputy County Administrator
JII E. Lancon, Animd Center Supervisor/Acting Director
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ANIMAL CENTER SPECIAL REVIEW

FINDINGSAND RECOMMENDATIONS

CAsH RECEIPTS

We noted that the Center had a practice, for quite some time, of maintaining afew days cash receipts on
hand before submitting to Finance for depositing into the bank. The reason givenfor thiswasto reduce the
need to prepare check requests for refunds to customers. Such refunds were for customer payments for
surgeries and adoptions. The previous Center Director and previous Assstant County Administrator
reportedly approved the retaning of a certain number of days receipts in order to return checks to
customers if requested during first three days. The records are revised to record and account for the
refunds and clearly disclose the sdeis voided.

Before this change, refunds required that a separate procedure (preparing a check request, with County
Adminigtrator review and approval) be performed before Finance would prepare a check. This process
takes time and, according to present Center Management, this caused ddlays inthe customer receiving the
refund and which sometimes resulted in customer complaints.

Thismay have beena beneficid change for the Center, but the reasoning and gpprovals obtained were not
documented in writing. We have aso been informed that Finance was not consulted and probably would
not have approved. We are not sure that the benfits previoudy obtained till outweigh the current control
issues. Generaly, cash should not be retained any longer than is necessary to process and ddiver to
Finance for depositing. Presently there can be as many as five days receipts on hand before the earliest
day ispicked up by the contracted security company. During one day in February, the daily receipts on
hand totaled $4,651, with the daily range from $531 to 1,227.

Although fadility security and cash controls have been sgnificantly improved, there appearsto be too much
exposureto loss. We recommend that the Anima Center make daily and current deposits, and discontinue
its practice of holding daily receipts. Further, any customer refunds should be made through authorized
check requests.(Note: the Center Director had previoudy agreed with this recommendation and had
directed gaff to currently submit daily receipts to Finance for recording and depositing into bank.)

M anagement Response: We concur.
»  Cash receipts are being sent to Finance on adaily bass.

e All customer refunds are being processed as per County policy with awritten request from the
customer.

EMPLOYEE M ANUAL

Animd Center management has devel oped a comprehensive Employee Manud that givesingructions and
guidance on many Center policies and procedures. This manua covers such diverse and important
operating procedures asimpounding animals, anima redemptionand adoption, euthanasia, cash collection
and safeguarding and security darm system.

This manud waslast updated in July 2000 and there have been certain changes sincethat time. The manud
isin process of being revised, which began in January 2003. The Center Director showed us the “draft”
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ANIMAL CENTER SPECIAL REVIEW

manud and explained that Center staff were asked to provideinput. The revisons gppear to improve the
manua and we believe the methodology of using employee input is appropriate. We recommend that the
Animd Center management continue with this update of the Employee Manud to ensure that each policy
and procedureis current. Upon completion, we suggest that the manual be provided to the Bureau Chief
for review and comment, as well as any required approva.

M anagement Response: We concur.
» Thepolicy and procedure revisons have been completed.

* A copy of the manud revison was provided to the Bureau Chief.

| NVENTORY | SSUES

The Anima Center purchases many types of suppliesfor the care and maintenance of animasin its care.
Some important items are drugs, medications and vaccines. The controlled drugs are under very good
control and security, as observed during our review and as evidenced by the results of annud and periodic
invedigations by the State of Florida. The other drugs, medicines and vaccines appear to be well
controlled as to purchases and usages. There are inventory logs and schedulesmaintained, but thereis no
present method to periodicaly conduct a physica inventory of these items and reconcile to the purchase
and usage records. Inmany ingtance, thiswould be very time consuming, but we bdieve that suchperiodic
reconailiations could have value inensuring that certain of the inventoryitemsare completely accounted for.
We recommend that Anima Center management establisha procedurefor periodic physca inventory of
selected drugs, medicines and vaccines, whichare thenreconciled to supporting records of the purchases
and usages of the items.

M anagement Response: We concur.
* Aninventory policy and procedure will be drafted, reviewed and added to the manual.

* Aninventory document is being created that will have tracking ability to record arunning taly of
supply usage, inventory will be done on a weekly basis prior to ordering needed drugs and
supplies. Inventory sheets will be kept in abinder and a reconciliation report done quarterly.

» Drugs arelogged and inventoried based on daily usage.

The Animd Center purchases food for anima careand maintenance. In addition, there have been donations
of theseitems, whichare acknowledged but not vaued and accounted for inthe Center records. Wewere
informed that food and other care items (including medications) are sometimes used for animds in foster
care and given to people adopting animals We bdieve that certain additional controls could be
implemented to ensure that dl food and animd care items are properly used only for those animds for
which the Center is responsible. We recommend that Animd Center management consider additiona
inventory control enhancementsover itsanimal food and maintenanceitems. These could include: establish
a procedure for periodic physica inventory of sdlected items and reconciliation to supporting records of
the purchases and usages of the items; establish a policy that dlows, and under what circumstances, food
and other careitemsto be givenfor foster care and adopted animal's; and establish a policy to note usages
of certain sgnificant items on individua animd records.
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M anagement Response: We concur.
* Aninventory sheet has been created to track supplies and pet foods.

* Inventory is being done on aweekly bass prior to ordering needed supplies and food items.

* Inventory sheetswill be kept in a binder and a reconciliation report done quarterly.

* Aninventory policy and procedure will be drafted, reviewed and added to the manual.

* A policy and procedure on foster anima and adopted anima supplies has been included in the
revison draft that is being reviewed.

FACILITY INTERIOR |l MPROVEMENTS

The Animd Center will undergo some interior improvements to make better use of the fadlity for
employees and the public. This will include changing the front counter area, which should result in better
security and public “crowd” control. Another areawill be remodeled into smal partitioned offices.

The Center Director hasbeeninvolvedwithFacilities M anagement in planning stages of the renovation. She
discussed with us many of the potential changes and we believe they have operationa and security merit.
Facility security was an important component of our previous reports and we believe that further security
enhancements are appropriate. The Center Director asked our specific opinion on proposed changesin
and around the cashier’s office. Presently there is a diding glass window with access to the public areg,
which is no longer needed. We believe that the diding window is no longer needed and does present an
unnecessaryrisk of unauthorized accessto cashier’ soffice, whichis otherwise secure. The Center Director
suggested that this potentia access point be covered or replaced withafixed window, to whichwe concur.
We recommend that the appropriate County personnd give due consideration to the Center Director’s
suggestions in the interior improvements of the Anima Center.

Management Response: ~ We concur.
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ATTACHMENT

Schedule of Recommendations from the Animal Center Follow-up Review, as disclosed in Report No. 1999-05 ( Dated August 16, 1999)

ORIGINAL MANAGEMEN CURRENT
RECOMMENDATION T STATUS COMMENTS
RESPONSE
1. Management should revise and reissue Concur Implemented  Management has revised the Center’'s operational policies and
in written form its policies concerning employee manud, induding policy and procedures for cash callection
cash collection and safeguarding. and safeguarding. Center employees recently have been issued this
revised written policy and procedures.
2. Other cash security features should be Concur Implemented  Management promptly obtained and implemented al suggested
devised or acquired. security measures and enhanced cash control procedures.
3. Cashier’s office should be further secured. Concur Implemented  The cashier’s officeis well secured with numerous enhancements
implemented by management.
4. All important security doors should have Concur Implemented  The important doors have been upgraded to provide suffident and
appropriate upgraded security features appropriate security.
5. Unautthorized access to the building Concur Implemented  Public access to employee areas has been significantly restricted by
should be further regtricted. fences and locked gates. Further regtrictions will occur when planned
changesto the animal intake area are completed.
6. Employee entrance gate should be Concur Implemented A new employee entrance gate was acquired. It is electronic and
upgraded with current technology. requires a remote control device for access. Individud devices are
assigned by Center management.
7. Management should evduate if there are Concur Implemented  The evaduation occurred. Improvements have resulted from reducing

prefereble  dternatives to  Saturday
employee gaffing.

daly hours of Community Service workers and better scheduling
after filling vacant employee positions. Further improvements should
result from additiond staff approved for FY 2000.



