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Executive Summary 

Our purpose in performing this audit engagement was to provide assurance to 
Management and to City Council that the City of Cape Coral's Safety Program includes 
key elements defined by industry best practice and is in compliance with its policies and 
procedures regarding the program. 

We found that the City was not consistent in the application of industry best practices. 
Divisions with high levels of external regulation (such as water treatment plants) were 
higher in compliance with best practices while those less regulated were lower. 

Overall, the City was in good compliance with the policies it has in place which relate to 
workers' compensation and return to work. 

The City's primary focus seems to be on returning injured workers to work as 
expeditiously as possible to prevent loss of productivity. Data shows the City has been 
successful over the last several years in reducing the average number of days a 
workers compensation case remains open. 

However, the City's efforts are primarily reactive rather than proactive. We did not find 
evidence that the City's efforts have been effective in preventing risk incidents. 

The balance of this report will explain our work and recommendations in more detail. 
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Background 

Our purpose in performing this audit engagement was to provide assurance to 
Management and to City Council that the City of Cape Coral's Safety Program includes 
key elements defined by industry best practice and is in compliance with its policies and 
procedures regarding the program. The Safety Program Audit was included on the 
Annual Audit Plan approved by Council. 

Scope 

The scope of this audit will include the examination and evaluation of the City of Cape 
Coral's Safety Program as it applies to City employees. 

Audit Objectives and Conclusions 

Objective 1: Provide assurance that the City of Cape Coral's Safety Program 
includes key elements defined by industry best practice. Management indicated 
that they use Occupational Safety and Health Administration (OSHA) guidelines as a 
minimum standard. We found that the City of Cape Coral's safety efforts did not have 
all five (5) components as described by OSHA. 

We reviewed OSHA policies and core elements and compared them to the City 
procedures that were related to us through interviews. 

OSHA identifies five (5) core elements for an effective Safety Program: 

• Management leadership and employee participation 
• Hazard identification and assessment (worksite analysis) 
• Hazard prevention and control 
• Information and training 
• Evaluation of program effectiveness 

The City of Cape Coral currently does not fall under the jurisdiction of OSHA. A bill 
being sponsored in Tallahassee that would require public employers to comply with 
OSHA standards was still in legislation and the final decision had not been made as of 
this report date. 

Two of OSHA's core elements are management leadership and employee participation 
and evaluation of program effectiveness. We found no policy clearly assigning 
responsibilities or establishing measurable goals for the City's safety efforts. 

We did not find a standardized process to evaluate the effectiveness of the City's safety 
efforts. The City does not l1ave a comprehensive Safety Program but rather fragmented 
safety related components throughout the City. 
The City of Cape Coral has a Safety Committee that has representation from several 
departments. During meetings, the representatives discussed accidents that had 
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occurred. When asked about goals and objectives of the Safety Committee, no one 
was able to provide documentation or articulate them. Each member seemed to have a 
personal view. The Risk Manager indicated he had a personal goal, to reduce the 
number of claims presented by 23%. We found no indication that City Management was 
aware of or supported this goal. 

Finding #1: The City's safety efforts do not have established goals and objectives 
to track and measure performance. There is not a consensus throughout City 
Management on the goals and desired outcomes of the City's safety efforts. 

Recommendation #1: Risk Management and the Safety Committee should 
formulate a plan with specific and measurable objectives towards the goals for 
the City's safety efforts. These should be approved by management, monitored, 
and reported at least quarterly, to see if the goals are accomplished and being 
met. 

Management Response #1: 
Risk Management will work with The Safety Committee to formulate a plan with specific and 
measurable qoals that will be approved bv manaqement and reported at least quarterlv. 

We found two other OSHA core elements, hazard identification and assessment and 
hazard prevention and control, were not consistent throughout the City. We found some 
areas, with a high level of external regulation, such as the Reverse Osmosis Water 
Plant had formalized safety practices in place, while other, less regulated areas did not. 

The information and training element describes the formal and/or informal safety 
training programs for employees. This specifically addresses how employees are 
taught to recognize hazards in their jobs and describes how often and in what way 
courses are evaluated and updated. We found some departments have little or no 
safety training, with the exception of the areas with a high level of external regulation. 

Overall, we found that the OSHA minimum standard guidelines were not consistently 
applied to all areas throughout the City of Cape Coral. The Risk Manager cited lack of 
resources as a cause for the City's reactive rather than proactive approach. 

Finding #2: The five (5) core elements of OSHA's safety standards are not built 
into a comprehensive City-wide program. 

Recommendation #2: Develop and implement a City-wide Safety Program that 
contains the five (5) core elements for a Safety Program as defined by OSHA. 

Management Response #2: 
The Five (5) Core Elements of a safety Program are: 

• Management leadership and employee participation 
• Hazard identification and assessment 
• Hazard prevention and control 
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• Information and training 
• Evaluation of program effectiveness 

With cooperation from all divisions in each department and the Safety Committee, we will work 
to achieve compliance to these core elements through training and enforcement. This will be an 
evolutionary process and will be an on going task 

Objective 2: Provide assurance that the City is in compliance with its policies and 
procedures regarding the program: We reviewed administrative regulations, 
reviewed transaction documentation, and interviewed participants involved in the 
process of Workers' Compensation and Return-to-Work programs, which are 
components of a Safety Program. In general, we found that the City is in compliance 
with its policies and procedures, with minor exceptions. 

Objective 3: Provide assurance that the program is being utilized effectively and 
efficiently to manage employees' return to work. Through documentation review 
and interviews with the Risk Manager, we found significant efforts are focused on the 
Return-to-Work (RTW) Program. The primary focus of the City's safety efforts appear to 
be attempting to bring injured employees back to work as quickly as possible to prevent 
loss of productivity. 

We prepared an analysis from the "Loss Run" data presented by Risk Management to 
see if the average time away from work was decreasing and found a trend of 
decreasing time lost due to injuries. 

Data on Cases that are Reported Closed as of 11/02/09 

Sum of days open Average number of 
for all cases days a case open 

reported closed as 
of 11/02/09 

FY2005 53,860 352 
FY2006 61,329 289 
FY2007 41,967 140 
FY2008 37,714 127 
FY2009 12,142 63 

Objective 4: Provide assurance that the program is effective in mitigating and 
preventing risks incidents. We did not find evidence that the City's efforts have been 
effective in preventing risk incidents. 

The controls present for an incident prevention program, such as: a list of general safety 
rules, personal protective equipment requirements for use and care, pre-job assignment 
safety training, a record keeping system and policy on equipment preventive 
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maintenance, and specific hazard control programs for particular work conditions, were 
not consistently applied throughout the City of Cape Coral. 

When we analyzed data that contained risk incident information from the Preferred 
Governmental Insurance Trust (PGIT) database to determine if costs and number of 
claims have been reduced for the periods 2004-2007, we found both claims and cost of 
claims showed an increasing trend as shown in the charts below. 

Claims Cost of Claims 

Year Year 

We found that Management was not provided with this trend information on a periodic 
basis. The Risk Manager stated he reviewed the information at various points of time 
but did not prepare graphs or comparative reports for his own use or Management's 
use. 

Finding #3: The Risk Manager did not prepare trend analysis reports to use to 
manage incident prevention or to keep City Management informed on changes in 
incident occurrences. 

Recommendation #3: We recommend trending reports be developed and 
distributed to keep Management abreast of the effectiveness of the City's safety 
efforts. 

Management Response #3: 
We agree to submit to department Directors acceptable trending reports relative to Workers' 
Compensation accidents. We will have a variety of reports reviewed and approved. 

With the City's reactive rather than proactive approach, the cost and number of claims 
increased over the periods examined. 

Finding #4: We found the number and costs of claims rising but no 
commensurate preventive measures being put in place. 

Recommendation #4: We recommend efforts toward assessing and preventing 
risk before an incident occurs should be increased. 
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Management Response #4: 
Following an accident/injury, we are investigating each claim and to prevent further claims, 
each employee involved is going through training on the specific type to prevent further 
accident. In addition, we now have individual safety Committees in a number of City Divisions: 
Transportation, Parks & Rec-Parks, PW-Services, PW-UCD, Clerks office, PW-Water 
Production that conduct biweekly training to prevent accidents. We are continuing to grow this 
concept. We do plan to increase use of trended data to reveal opportunities for assessing and 
preventinq risk. 

We examined and documented the components related to workers' compensation and 
the actual costs over the last three (3) years. The actual total costs for workers' 
compensation have increased from FY 2007 to FY 2009. 

W/C Payout Indemnity Medical Legal Expenses Total 
2006-2007 126,612 545,223 15,817 24,727 712,380 
2007-2008 210,556 860,337 17,425 28,271 1,116,588 
2008-2009 104,799 873,953 11,944 23,628 1,014,324 

The Risk Manager indicated that the Financial Services Department handled the 
Insurance Fund. The Risk Manager did not access the City's financial system and did 
not receive financial reports about the self insurance fund accounts. Without review by 
the program manager inappropriate costs could flow through the insurance fund and not 
be detected. 

The Risk Manager was tracking costs on his own and was not relying on the information 
in the financial system. This represents duplication of effort and the possibility of making 
decisions or recommendations based on inaccurate information. 

Finding #5: We found Risk Management did not participate in the management of 
the self insurance fund or use financial information contained in it, but that the 
fund is managed by Financial Services. 

Recommendation #5: Include a process where Risk Management is involved with 
the financial management of the self insurance fund and uses the financial 
information in the City's official records. 

Management Response #5: 
I have met with Interim Financial Services Director and I will work with her staff relative to 
financial management of the self insurance fund. I will also begin to have access to the 
financial records so there is more first hand accountabilitv. 

Experience modification data is compiled by the National Council on Compensation 
Insurance, Inc. (NCCI) and is a standardized index of the workers' compensation risk 
associated with each employer. 
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Changes in the experience modification factor generally fall into three categories: 

•	 Changes in Employer's Experience (number of employees, claims and size of 
claims) 

•	 Changes in the Average Industry Experience Benchmark (experience period 
changes each year, claim frequency, average claim costs change overtime, 
overall, average statewide modification can change) 

•	 Changes in the Experience Rating Plan (although relatively infrequent) 

The average experience modification for each industry is 1.00. Anything greater than 
1.00 may be viewed as less than safety-orientated. The experience modification factor 
for the City of Cape Coral shows an upward trend during the 2007-2009 timeframe as 
shown in the chart below. 

Experience Modification Factor 

2007	 2008 2009 

Year 

Year Experience 
Rating 

10/1/2007 1.05 
10/1/2008 0.93 
10/1/2009 1.35 
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