
City of Cape Coral City Auditor's Office 

TO: Mayor and Council Members 
FROM: Dona J. Newman, City Auditor ~ 
DATE: November 12, 2009 -U .
SUBJECT: Review of Position Control 

At the request of the City Council, we conducted a review of the position control process 
in the City of Cape Coral. Position control in this context means a way to ensure that 
only budgeted positions are filled. We focused on full time positions in this review due 
to the additional costs beyond salaries and wages in current and future years 
associated with full time positions. We found that while there were not more filled full 
time positions than authorized, the control is not strong and could be improved. 

Our original approach was to reconcile full time positions in the City's human resources 
information system (KRONOS) to those listed in the adopted budget document for FY 
2009. This proved to be impossible because full time position counts for each 
department are not included in the Proposed or Final Budget documents. 

The Budget Office keeps detailed information about authorized positions on 
spreadsheets, but when something changes, the old record is overwritten. Therefore, 
their records always pertain to the current status and do not contain historical 
information. 

Management explained that the full time position counts were removed from the 
published budget documents at Council's request for a more concise document. We 
noted that full time position counts were included in budget documents for the years 
preceding FY 2009. 

We feel this information is important for City Council and the public to see during budget 
development and after the budget is adopted due to the legacy costs associated with 
full time positions. 

Finding 1: The FY 09 Final Budget document did not contain full time position counts 
for departments. 

Recommendation 1: Provide the number of authorized full time positions by 
department and division in the printed budget documents separately from FTEs. 

Management Response 
The breakdown ofpositions at a de artment/division basis was removed in response to 
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a City Council strategic objective to "simplify" the budget document due to citizen 
complaints that the document was too large and contained too much information that 
was difficult to wade through and therefore lacked "transparency". 

As salary costs are a primary driver of the budget and encompasses not only full time 
staff but contract staff (part-time), a decision was made to include position information 
using the standard measure of full-time equivalents. This measure was selected for 
inclusion in the budget document to not lose sight of the complete picture of the human 
resources required to provide the funded services. 

The determination of what data provides the most value is subjective. In the review 
performed by the City Auditor's Office, the focus was on the reconciliation of full-time 
positions so the inclusion of such information in the budget document would have 
provided the most value to the user of the document at the time. 

Additional information will be included in the FY 2010 final budget document. 

Although it is the City's practice to require Council approval for the creation of full time 
positions, we found no written policy clearly containing this requirement in the Personnel 
Ordinance or the Charter. It is a best practice to document policies in writing. 

Finding 2: There is no clear written policy requiring Council to approve the creation of 
full time positions. 

Recommendation 2: Propose an amendment to the Personnel Ordinance for Council 
to consider that would require Council approval for the creation of full time positions. 

Management Response 
Although management agrees that written policies should be in place governing 
standard practices, in this case, management believes that the proposed policy would 
be redundant to statutory policy regarding expenditures and budgets. 

The budgetary authority rests with the City Council via Charter and Florida Statutes. In 
fact, Florida Statute 166.241 (2) states "The governing body ofeach municipality shall 
adopt a budget each fiscal year. The budget must regulate expenditures of the 
municipality, and it is unlawful for any officer of a municipal government to expend or 
contract for expenditures in any fiscal year except in pursuance ofbudgeted 
appropriations. " 

This is the statutory authority and policy, besides the Charter that charges the local 
government with the direction that a budget must be adopted and that the local 
government can not expend beyond its budget. As SUCh, we believe this to be the 
policy that dictates that all positions require council approval through the budgetary 
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process. 

As such and as noted above, management does not believe it is either necessary or 
required to include such language in the ordinance nor do we believe it provides for any 
enhancement of internal control. In addition, management suggests that the City 
Attorney's office review the need as well. 

Auditor's Note: While a budget appropriation is required by law, the law does not 
specify that Council must approve the number of full time positions that 
appropriation can be used for. A strong control to ensure management's intent is 
carried out by staff is to have a clear written policy. We believe management's 
response indicates an acceptance of the risk that at some time, staff may not 
clearly understand the need for Council to approve the addition of a full time 
position and therefore may create one or more full time positions without Council 
approval. 

Budget staff keep spreadsheets of budgeted positions by department and division. 
Periodically the details in the spreadsheets are compared to the information in the 
KRONOS system and any discrepancies are researched and corrected. This is a 
painstaking and time consuming process. These reconciliations are not separately 
documented. Any corrections needed to the budget spreadsheets are entered and 
override the incorrect data. Therefore, there is no record of the reconciliation. 

Finding 3: The Budget Office periodically reconciles their spreadsheets by individual 
positions to the KRONOS data and makes corrections as necessary. This does not 
seem to be an efficient control. 

Recommendation 3: Perform a higher level reconciliation monthly that relates to 
department andlor division total full time positions as authorized by the adopted budget 
and any subsequent Council actions. For any discrepancies, research the individual 
positions involved and make adjustment to KRONOS or the budget spreadsheets as 
needed. 

Management Response 
Management agrees that a high- level reconciliation should be performed on a monthly 
basis. The Mgt/Budget Administrator is being tasked with completing this review by the 
5th of every month and will provide a report of variance as well as corrective action to 
the Financial Services Director. 

The completion of a high-level reconciliation will not eliminate the use of spreadsheets 
by the Budget Division. 
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The Kronos payroll system is a position driven system with the individual position being 
the lowest or starting point of the system's hierarchical structure. The tracking at the 
position level is critical for the proper cost allocation to the City's programs (business 
units). 

As the H. T.E. system currently used for bUdgeting and newly purchased JOE system do 
not interface with the Kronos payroll system, the duplication of detail through 
spreadsheets will continue, unless a program is purchased or a program can be written 
that will create the interface. At this time, the use of spreadsheets is the only 
mechanism for the Budget Analyst to track changes in proposed staffing levels at the 
department! division/ program level throughout the budget process and then update the 
Kronos system upon final adoption of a budget by the City Council. 

Position control is decentralized in the City. Departments are responsible for ensuring 
positions they want filled are properly authorized and budgeted. The Human Resources 
Department (HR) does not check to see if positions are listed as budgeted in KRONOS 
prior to starting recruitments. Once a position has been filled and a person is being 
entered into the KRONOS system, it is possible to fill an unbudgeted position without 
system blockage or warning. Budget staff used to be involved in the process of filling a 
position by verifying that the position was budgeted. This step was removed to 
streamline the process. Therefore there is no check or balance in the process for 
Departments with positions to fill. 

Finding 4: Position control is decentralized with no checks and balances built into the 
process. 

Recommendation 4: Add a centralized monitoring and enforcing step to the position 
control process by having Budget or Human Resources verify the authorization of a 
position prior to the recruitment process. 

Management Response 
Management agrees that authorization verification should be performed prior to the 
recruitment process. The Budget Division will once again assume this responsibility. 
Human Resources will make the appropriate changes to Administrative Regulation # 29 
and associated forms and will send notification of the process change to the operating 
departments. 

We found the Human Resources and Financial Services Department personnel very 
knowledgeable and cooperative in the course of this review. We thank them for their 
assistance. 
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xc:	 Carl Schwing, Interim City Manager 
Dolores Menendez, City Attorney 
Bonnie Potter, City Clerk 
Wayne Howard, Human Resources Director 
Mark Mason, Financial Services Director 
Audit Committee 


