


OFFICE OF THE CONTROLLER AUDITING DIVISION
LIST OF AUDIT FINDINGS AND RECOMMENDATIONS

Department:

Title of Audit Report:
Date of Report:

Animal Services

Audit of Revenues and Expenses at the
Department of Animal Services

May 27, 2008

Ensure all contracts and agreements are
properly executed before services are
provided to avoid having to ratify services

All contracting practices are fully in
comptiance.

21 [retroactively.
Controls over spay/neuter ) .
program coupons and Provide for a proper separation of duties of Pl Due to staffing constraints, full
certificates need to be the coupon/certificate issuance, separation is not possible.
9 improved. 22 |redemption, and payment process.
A specific statement will be
The Department purchased two included in the purchasing policy.
x-ray machines in November Pl As an interim measure, all
2006 for $150,000. The Establish procedures which ensure that equipment purchases are now
equipment still is not in use and equipment purchases are not made until the being pre-approved by executive
10 the warranty has expired. 23 Jitems are ready to be used. management.
Refund was requested but
ultimately the General Services
| Dept concurred with the vendor that
Request a $3,200 refund from the vendor the amount was not owed (GSD
for shipping insurance paid by Animal error in shipping type lead to the
24 |[Services. misunderstanding).
Special Revenue and Trust
Section lll |[Funds
No action was taken prior to the
completion of the spay/neuter
program audit which looked in
The Department's use of NI depth at the use of these accounts.
. . . , . The Department intends to
special revenue funds creates At a minimum, consolidate the Veterinary .

o . . . I consolidate these three accounts
additional complexity. Some Medical Trust Fund, Animal Sterilization but has not yet completed the
special revenue funds could be Fund and Animal Spay and Neuter Trust :

11 eliminated or combined. 25 |JFund. necessary research and analysis.
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{2~ Controller's Recommendation .. . Department Action Plan -~ .~ ..+ |'. toResolve .
6 i ith Ci lici ith The Department has sent review copies of the revised, requisite standard implemented
Ensure CPmF’ 'ance.' with City policies W'_t respect letters to the office of Finance. We have added the revised letters for and on-going
to col!ectlng on dellnque?nt account§ by: E_l) automatic printing in the Chameleon system and will be printing and mailed
Sending the second delinquent notice which these letters as standard practice starting this month. Henceforth we will
includes the penalty amount to customers on City |submit information on write-off recommendations regularly.
Attorney letterhead. b) Referring unpaid accounts
to the City Attorney’s Office. ¢) Submitting write-
off requests to the Board of Review for accounts
returned as uncollectible by the City Attorney.
7 Devise protocols to estimate and more aggressively attempt to assess 1-Nov-08

Ensure that the Department bills for prior year
fees that have not been paid.

prior years' probable licensing amounts, when licensing adult dogs for the

first time. The Department may recommend amnesty programs as part off
a variety of strategies to improve licensing, to be included in the Licensing
Study targeted for completion by July.

Controller Finding: The Depariment does not pursue coffection of
nonsufficient fund checks.

Department General Response: On the basis of advice from the Office of Finance
that small checks were not a priority for the City’s institutional collection efforts, we
intended to follow up on these internally. Staffing shortages have hampered our
efforts and we now will seek to refer coflections back to the Office of Finance.

i0

Prepare regular requests to the Office of Finance to pursue bad checks 1-Aug-08
Ensure staff complies with Gity policies regarding and other failures of payment, instead of attempting coliections at the
the collection of nonsufficient fund checks by Department level.
sending letters requesting payment and referring
the accounts to the Office of Finance or a
collection agency when payment is not received.
Provide cashiers with a listing of bad check Develop and disseminate a clearly written procedure for inputting bad 15-Aug-08
writers that the cashiers can use to collect on bad check information into Chameleon by Person |D number, and requiring
checks when a customer attempts to pay for clerical gtaff to checking memos in Chameleon before processing new
another service. transactions.
Ensure that proper signage is posted at each Create and distribute signs with proper State Statute and City check- 1-Aug-08

facility which addresses the acceptance of
checks and informs customers of the
consequences of writing a bad check.

bouncing language and require center managers to monitor and insure the
signs remain posted.
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Number | Number | Rank Controller's Recommendation Department Action Plan to Resolve

Controller Finding: The estimated percentage of unlicensed dogs in
the City ranges from 70% fo 85%. The Department is not taking
advantage of several methods at its disposal to increase the
percentage of ficensed dogs.

Depariment General Response: Licensing remains a long-term priority in this
administration. The licensing program declined somewhat due to neglect over the past 12
vears resulting from the constant change of General Managers. However, the program is
sfilf above average and the current administration is improving effeciency, increasing the
number of licenses and integrating licensing goals with other current animal care priorities
stich as pet over population control, euthanasia reduction, promotion of spay/neuter, and
anti-cruelty efforts. The audit suggests befter implementation of methods fo collect
addresses and send lefters but does not appear to take into account that these functions are
labor-intensive. We will strive to find ways to accomplish these recommendations within the

adverse budget climate.

11

12

13

Increase its efforts to ensure that pet shops and
breeders notify the Department of dog sales.
These efforts should include regularly sending
letters to these groups and other outreach efforts.

1. Prepare letters to veterinarians in the City of Los Angeles reminding
them of rabies centificate reporting requirements, and send annually.
Timely input of received addresses will be staffing dependent.

2. Require New Hope partners to provide mailing addresses for dogs
pulled from City shelters and in-turn adopted to residents. Input of
received addressess will require less time than from other sources
because animal records already exist in Chameleon.

3. Devise and implement forms and inspection checklists necessary to
notify and remind pet stores and breeders about owner reporting
requirements. Develop applications and protocols to monitor compliance.
Timely input of received addresses will be staffing dependent.

4. Develop a concept for on-line submittal of information from
veterinarians, pet stores, breeders, and other sources for electronic up-
load to Chameleon, and pitch the concept for grant funding.

1. 1-Jul 08

2. 1-Sep-08

3. 1-Oct-08

4. 1-Sep-08

Establish procedures that ensure information on
spay/neuter coupons and certificates are entered
into Chameleon for annual license billing.

Devise and implement a procedure for inputting resident owner information
on spay/neuter vouchers into Chameleon tag window, with provision for
moving ahead on payment and working on address entry later to prevent
late payments. Timely input of received addresses will be staffing
dependent.

1-Aug-08

At City and Department-sponsored events, make
available forms for pet owners to voluntarily
submit their names, addresses, and pet
information. This information should be entered
into Chameleon.

Attend events only at which adoption and licensing activities can be
conducted, Prominently offer licensing applications at all animal care
centers and in-house events. Timely input of received addresses will be
staffing dependent. Additionally, implement and track approved amnesty,
nenalty, and scaled-fee programs.

Implemented
and on-going
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.. Controller's Recommendation ™ -~ Department Action Plan | - 1o Resolve:.
Finalize and distribute the in-depth Licensing Study which will review the 1-Feb-09

Reconsider re-instituting its program whereby
veterinarians are reimbursed $2 for each
application processed and license issued. If
application error rates continue to be high, the
department should determine the reason. If the
Department believes this section of the Municipal
Code is impractical, management should work
with the City Attorney to amend the Code.

history of licensing and root causes of changes in licensing numbers,

ideas, and recommend specific changes in operational protocols and as
needed, enabling changes to the LAMC. Within that comprehensive
report, we will identify the use of veterinarians for licensing assistance as a
specific itemn for ongoing analysis of the best practices of other
jurisdictions. We expect at minimum a six month process for the Mayor
and Council to review the Licensing Report and act on recommended
changes to the LAMC.

analyze the potential effects of new ideas and better implementation of old :

Controfler Finding: Permit processing functions are not properly

Department General Response: Due to our own internal findings and assessments
in the Internal Control and Certification Program (ICCP) audit earlier this year, we

5 separated and cashiers share the same drawers. have: alrgady r'denﬁ_ﬁed tﬁe need for qdditionql permitting ;_arocedures and'we are
locking into re-engineering the Permits function. The audif recommendations are in
line with our work in progress.

15 D |Require that payment for permits be mailed to Re-engineer the permit process, including applications, and staffing 1-Cct-08
lockboxes. structure to improve compliance and performance.
16 N |Provide a separate cash drawer for each clerk at each |Separate cash drawers have been made available at each facility. Senior 1-Aug-08
facility to ensure accountability. Clerks will be required to train staff and center managers will be required to
spot check regularly to verify proper use.
Controller Finding: The Department did not have documentation such| Department General Response: The audit finding noted that the Department has
as receipts on file for severaf P-Card purchases. in addition, several | ajready taken action to rectify improper purchasing activities. We believe this is an

6 | purchases were not approved by supervisors, as required. area in which the Department already has shown improvement and will continue to
do so.

17 N [Remind purchasing card holders and their supervisors |Repeat issuance of a memo refreshing card holders in regard to policies, 1-Aug-08
of the Purchasing Card Program Cardholder Manual  |and in this case require a return statement as recommended by the
requirements and require these individuals to signa  [Controller. Inform supervisors and hold supervisors and center managers
statement that they have read and understood the accountable for cardholder compliance.
requirements.

18 N |Continue to monitoer P-Card purchases to ensure card |Continue stringent oversight of purchasing card use and policy compliance,| Implemented
holders complete a Purchasing Card Payment Record linciuding timely submittal of monthly documentation and advance and on-going

to show a description of the items purchased and their
business purpose and to ensure evidence of
supervisory approval. Supervisory approval should be
obtained before the items are purchased or as soon as
practicable after the item has been purchased.

approvals; continue cancellation of cards if holders fail to comply.
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Controfler Finding: The Department has not regularly reviewed open

Department General Response: The Supply Management System :mp!emented a
few years ago changed the process so that only the General Services Department
can close purchase orders and dis-encumber leftover funds. The Department only

7 | Supply Management System encumbrances fo determine whether | has two full-time accountant staff reviewing or processing $3 miffion in annual
they can be cancelled. revenue and $1.7 miltion in annual expenses. This is another area where sufficiency
of staffing may be the most pressing issue and, given budget realities, it's unclear
when it can be addressed.
19 N | Process will be established for regular updating and monitoring of status b 1-Sep-08
|Establish procedures which ensure that open acri(::inistrative su m gu paating netoning ot s y P
; pervisors.
encumbrances in the Supply Management System are
reviewed on a regular basis and that unneeded funds
are disencumbered in a timely manner.
Controfler Finding: The Department has nof always maintained . , ,
g |adequate documentation for its contracts to demonstrate compliance Depadment Gepergl Response: Current practices are compliant and poor contract
with City contracting requirernents. recording-keeping is already resolved.

20 N |Maintain appropriate documentation tc clearly Establish central contract files and guidelines for RFP and contract implemented
demonstrate compliance with City's contracting administration, with monitoring of status by administrative supervisors. and on-going
requirements. Documents maintained should include
those relating to RFP advertisements, proposals
evaluation and the selection and monitoring of
contracts.

21 N |Ensure all contracts and agreements are property Unless emergency circumstances require ratification, the Department Implemented
executed before services are provided to avoid having |would endeavor to timely execute contracts. and on-going
to ratify services retroactively.

Department General Response: The audit recommendation will require some re-
9 Controller Finding: Controls over spay/neuter program coupons and |organization and new procedures, which already are in progress. We believe major
certificates need lo be improved. changes should await finalization until the Controller's performance audit of the
spay/neuter program is completed later this year.

22 N . ) ) Devise a procedure to assess, review, and approve at management level 1-Sep-08
Provide for a proper separation of duties of the the number of spay/neuter subsidy vouchers printed and approved,
coupon/certificate issuance, redemption, and payment | sending broader changes that might come from results of the next audit.
process.

Department General Response: The Department prudently and efficiently
Controller Finding: The Department purchased two x-ray machines in expended hundreds of thousands of dollars furnishing and equipping the new and
ntroffer Finding: The artme 0 X- i . )
) A . A - a . -
10 | November 2006 for $150,000. The equipment stillis ot in use and expanded Animal Care Centers in the 2006-2007 and the current fiscal year. The x

the wamranty has expired.

ray equipment in question was slated to be installed in facilities that were supposed
to have been completed in 2007 but which were held up for a variety of legitimate
reasons.
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Purchasing the x-ray machines as part of the larger equipment and No Action
Establish g hich that equi X furnishing made sense based on the completion schedules
stablish procedures whic ensure that eqiiipmen presented to us at the time. No procedure would have prevented
purchases are not made until the items are ready to be . . .
used the subject X-ray machine purpose except to have simply doubted
and more rigorously challenged the information supplied by other
agencies.
24 N 1-Jul-08

Request a $3,200 refund from the vendor for shipping
insurance paid by Animal Services.

Request refund from the vendor by letter, and notify the General Services
Department of the request, even though GSD had issued the purchase
requisition.

1"

Controller Finding: The Department's use of special revenue funds
creates additional complexity. Some special revenue funds could be

Department General Response: The Department is pleased that there were no
findings relative fo handling and processing these funds, The Department has also

eliminated or combined. been considering fund consolidation.
25 N |At a minirnum, consolidate the Veterinary Medical Consolidate funds and devise payment and reporting procedures in the 1-Feb-09
Trust Fund, Animal Sterilization Fund, and Animal consolidated fund(s) in a manner consistent with findings and
Spay and Neuter Trust Fund. recommendations anticipated in from the Controlier's performance audit of
the spay/neuter program to be completed this summer. Modifications to
the Administrative Code may be required to effectuate consolidation.
26 D |Explore the feasibility of eliminating all special revenue | Annual detailed budgeting, including public review of the income, Implemented
funds and accounting for their activities in the General expenditure, and future expenditure plans have been produced since the and on-going

Fund. [f management decides to keep a fund, controls
should be established to ensure funds do not
accumulate large balances in the fund without a plan
for spending the monies.

2007-2008 fiscal year budget process. The Departrment will continue fo
regularly review balances and make alterations to expenditure plans to
maximize our performance in managing all funds.




