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ABSTRACT 

 

Working under the guidance and direction of the Audit Committee, the Auditor of the Board 

provides an independent means for assessing management’s compliance with policies, programs 

and resources authorized by the Board of Supervisors. Further to this process, efforts are made to 

gain reasonable assurance that management complies with all appropriate statutes, ordinances 

and directives. 

 

This agency plans, designs, and conducts studies, surveys, evaluations and investigations of County 

agencies as assigned by the Board of Supervisors or the Audit Committee (AC).  For each study 

conducted, the agency focuses primarily on the County's Corporate Stewardship vision elements. 

The agency does this by developing, whenever possible, information during the studies performed 

which are used to maximize County revenues or reduce County expenditures. 

 

To assist the Office of Financial and Program Audit (OFPA) with executing the responsibilities 

under our charge, members of the Fairfax County Board of Supervisors (BOS) submit study 

recommendations of which the findings and management responses are included in published 

studies. This process is utilized to provide the constituents, BOS and management reasonable 

assurance that fiscal and physical controls exist within the County.  

Additionally, this agency conducts follow-up work on prior period studies. As part of the post 

study work conducted, we review the agreed upon managements' action plans. To facilitate the 

process, we collaborate with management prior to completion of studies. Through this 

collaboration, timelines for the implementation of corrective action and status updates are 

documented for presentation at the upcoming Audit Committee Meetings. 

The results of studies may not highlight all the risks/exposures, process gaps, revenue 

enhancements and/or expense reductions which could exist.  Items reported are those which could 

be assessed within the scheduled timeframe, and overall organization’s data-mining results.  The 

execution of the OFPA’s studies are facilitated through various processes such as; sample 

selections whereby documents are selected and support documentation is requested for 

compliance and other testing attributes. Our audit approach includes interviewing appropriate 

staff and substantive transaction testing.  OFPA staff employs a holistic approach to assess 

agencies/departments whereby the review is performed utilizing a flow from origination to 

closeout for the areas under review. 

 

There are several types of studies performed by OFPA, e.g.; operational, financial, compliance, 

internal controls, etc. To that end, it is important to note; OFPA staff reserves the option to 

perform a holistic financial and analytical data-mining process on all data for the organization 

being reviewed where appropriate.  This practice is most often employed to perform reviews for 

highly transactional studies. 
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DFS OVERTIME STUDY   
 

OVERVIEW AND UPDATES 
 

The results of this study may not highlight all of the risks/exposures, process gaps, revenue 
enhancements and/or expense reductions which could exist.  Items reported are those which could 
be assessed within the scheduled timeframe, and overall organization’s data-mining results. The 
execution of the Office of Financial and Program Audit (OFPA’s) studies are facilitated through 
various processes such as; sample selections whereby documents are selected and support 
documentation is requested for compliance and other testing attributes. There are several types 
of studies performed by OFPA, e.g.; performance, operational, financial, compliance, and etc. To 
that end, it is important to note; OFPA staff reserves the option to perform a holistic financial and 
analytical data-mining process on all data for the organization being reviewed where 
appropriate.  This practice is most often employed to perform reviews for highly transactional 
studies. 
 

The purpose of this study was to execute a performance review on overtime allocation and 
expenditures at the Department of Family Services (DFS). In performing this review, we 
endeavored to assess the assignment, spend, support and equity of overtime for this agency. 
Overtime costs incurred by DFS in FY18 were ~$1.1M. The following tables provide DFS staffing 
& funding information for FY19 & FY18: 
 

FY19 DFS Personnel Funding Sources 
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FY19 DFS Staffing Levels (General Fund & Grants) 
 

   

 
 

FY18 DFS Budget vs. Actual / Personnel Costs (General Fund & Grants) 
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FY18 DFS Budget vs. Actual / Overtime Analysis (General Fund & Grants) 
 

 

 
 

 

OFPA utilized data provided by the Department of Human Resources (DHR) to facilitate the 
process of selecting samples, assignment and justification for use.  The funding sources for payroll 
were segregated to detail the disbursements from the general fund and other funding sources for 
the FY 2017 and FY 2018 samples. That information is provided in the tables below: 
 

Funding Sources for FY17 Selected Samples 
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Funding Sources for FY18 Selected Samples 
 

 
To perform the overtime substantive testing, certain support/documentation is critical to the 

completion of the tasks, such as; 

• Requests – Overtime request documents that assists the agency in managing the hours 

worked. 

• Justifications – Documentation which provides support of work performed, reasons for 

overtime, approval and hours worked. 

• Pre-approvals – Documentation which provides pre-event authorization for work 

performed, reasons for overtime and scheduled hours. 

• Allocation – Overtime assignment and allocation methodology. 

• Post Approvals – Documents which support overtime worked, approved and payroll 

reconciliations between Human Capital Management (HCM) and Financial & Logistics 

(FILO) in FOCUS. 

 

DFS (FILO) was reconciled to DHR (HCM) payroll data for (June & December 2017 / June & 

December 2018) without exception. This analysis provided staff with reasonable assurance that 

overtime data captured in FILO comports with data in HCM.  Also, this process was used to 

validate the recognition of expenditures for those periods.  

 

Emails are utilized by DFS staff and supervisors to request, justify, allocate and approve overtime 

worked. This performance study analysis was limited as the overtime supporting documentation 

(e.g. emails) were not being captured and maintained. As a result, substantive testing was not 

completed for this study. Limitations existed to the extent of which overtime hours/pay could not 
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be validated. Limits of the overtime testing included; allocation, accuracy, purposes, staffing 

needs, pre-approvals, requests, post approvals, and sign-off by supervisor for completion. 

 

Noting these instances, several recommendations have been included in this report which, if 

implemented, should enhance the oversight/management initiatives.  This process is considered 

Analysis – Phase One, with the impetus being a setup for a more complete performance review.  

That review should assist in streamlining the process and reducing costs. 

 

OFPA interviewed DFS staff on several occasions during this study. This allowed us to obtain an 
understanding of these operations performed.  
 

OBJECTIVES AND RESULTS 
 

Business Objectives Study Assessments 

Tracking Overtime Worked in FOCUS (Pan-Organizational) Needs Improvement 

Retention of Payroll Records (Pan-Organizational) Needs Improvement 

Caseload Assignment Needs Improvement 

Payroll Data Reconciliations Satisfactory 

 

Performance Summary 

Good Controls Performance Enhancements 

• DFS (FILO) payroll reconciles to DHR 

(HCM) payroll for the selected periods.  

• Several supporting overtime data are not 

being tracked in FOCUS.  

• Some overtime supporting documentation 

(e.g. emails) not being maintained in 

compliance w/ DHR Policy PPAPP8.  

• Documented standards for assigning 

caseloads exist for some new staff. No 

standards exist for experienced staff.  

 

 

 

 

 

 

 

 

 

 

 

OBSERVATIONS AND ACTION PLANS 

 

The following table(s) detail observation(s) and recommendation(s) from this study along with 

management’s action plan(s) to address these issue(s).  
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TRACKING OVERTIME WORKED IN FOCUS (PAN-ORGANIZATIONAL) 

Risk Ranking MEDIUM 

 

DFS requires staff to utilize emails to request and approve overtime worked. Our sample revealed 

several instances whereby the emails no longer exist. Further to this issue, the overtime information in the 

emails is not tracked in FOCUS. OFPA identified several critical data not being captured at the time of 

data entry, such as; name of pre-approver, date of pre-approval, justification and verification of work 

completed. OFPA discussed (with DFS Management Teams during the Onsite Visits) the opportunity to 

utilize FOCUS as an electronic medium to track and record pertinent overtime information (as deemed 

appropriate by the Management Team) to augment the current email process.  DFS staff was informed that 

the FOCUS Business Support Group (FBSG), Department of Finance (DOF) and Department of 

Management and Budget (DMB) are already looking for enhancement opportunities with FOCUS based 

on our findings in the Public Safety Overtime Study we recently performed. DFS staff were amenable to 

this enhancement to the process to track overtime in FOCUS. DFS HR staff also informed us that trainings 

could be established to train staff on the new overtime recording processes following implementation. 

Enhancing the tracking process of overtime information to include the above data should capture the 

necessary overtime information should any lookback reviews need to be performed. 

 

Recommendation 

 

We recommend that DFS liaise with DHR and the Office of the County Attorney (OCA) (and appropriate 

parties) regarding data documentation standards for overtime in FOCUS. This endeavor is being 

explored to enhance the tracking process for overtime worked and paid. While limited documentation is 

utilized to track overtime worked by staff, capturing more specific overtime information in FOCUS should 

provide management more complete payroll records. 

 

Noting these instances, several recommendations have been included in this report which, if implemented, 

should enhance the oversight/management initiatives.  This process is considered Analysis – Phase One, with 

the impetus being a setup for a more complete performance review.  That review should assist in streamlining 

the process and reducing costs. 

 

Action Plan 

Point of Contact Target Implementation Date Email Address 

 

Ron Chavarro 

(DFS, Deputy Director) 

 

Karen Gibbons 

(OCA, Deputy County 

Attorney) 

Based on Post Review by 

Counsel and DHR 

 

Ronald.Chavarro@FairfaxCounty.gov 

 

 

Karen.Gibbons@FairfaxCounty.gov 

 

 

mailto:Ronald.Chavarro@FairfaxCounty.gov
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Cathy Spage 

(Director, DHR) 

 

Millie Mundy 

(Payroll, DHR) 

 

Ellicia Seard  

(DMB Deputy Director) 

 

 

 

 

Catherine.Spage@FairfaxCounty.gov 

 

 

Millie.Mundy@FairfaxCounty.gov 

 

 

Ellicia.Seard@FairfaxCounty.gov 

 

MANAGEMENT RESPONSE:   

 

Per the management response from the Public Safety Overtime audit, the findings for DFS overtime will be 

included in the overall pan-organizational management response.  It should be noted that DFS follows County 

procedures related to employee overtime.  The data documentation standard for overtime and support 

documentation retention is a County wide DHR policy.  Any revision to this policy will be coordinated 

between DHR and OCA, and communicated to County departments.  DFS will liaise with DHR and OCA to 

ensure that the agency is compliant with any policy revisions set forth.    
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RETENTION OF PAYROLL RECORDS (PAN-ORGANIZATIONAL) 

Risk Ranking MEDIUM 

 

The process utilized by DFS staff to request, justify and approve overtime worked by staff is via email. In 

some instances, authorization memos are utilized to approve overtime for several staff working on a 

project as opposed to several emails. Overtime requests are both staff and supervisor driven. Overtime 

approval is based on several factors to include; caseloads assigned, mandated deadlines, vacancies and 

etc. While some staff overtime data (requests, pre-approvals, justifications) is captured in the emails, this 

information is not maintained in compliance with DHR Policy PPAPP8. 

 

Recommendation 

 

Based on conversations with management, we understand that some overtime source documentation may 

not be retained. We recommend that DFS liaise with DHR and OCA regarding the retention of payroll 

source documentation. 

 

Noting these instances, several recommendations have been included in this report which, if implemented, 

should enhance the oversight/management initiatives.  This process is considered Analysis – Phase One, with 

the impetus being a setup for a more complete performance review.  That review should assist in streamlining 

the process and reducing costs. 

 

Action Plan 

Point of Contact Target Implementation Date Email Address 

 

Ron Chavarro 

(DFS, Deputy Director) 

 

Karen Gibbons 

(OCA, Deputy County 

Attorney) 

 

Cathy Spage 

(Director, DHR) 

 

Millie Mundy 

(Payroll, DHR) 

 

Ellicia Seard  

(DMB Deputy Director) 

 

Based on Post Review by 

Counsel and DHR 

 

Ronald.Chavarro@FairfaxCounty.gov 

 

 

Karen.Gibbons@FairfaxCounty.gov 

 

 

 

 

Catherine.Spage@FairfaxCounty.gov 

 

 

Millie.Mundy@FairfaxCounty.gov 

 

 

Ellicia.Seard@FairfaxCounty.gov 
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MANAGEMENT RESPONSE:   

Per the management response from the Public Safety Overtime audit, the findings for DFS overtime will be 

included in the overall pan-organizational management response.  It should be noted that DFS follows County 

procedures related to employee overtime.  The data documentation standard for overtime and support 

documentation retention is a County wide DHR policy.  Any revision to this policy will be coordinated 

between DHR and OCA, and communicated to County departments.  DFS will liaise with DHR and OCA to 

ensure that the agency is compliant with any policy revisions set forth.    

 

DFS is currently exploring internal policies and procedures to address record retention and will work closely 

with DHR and OCA to remain compliant with any policy revisions set forth.   
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CASELOAD ASSIGNMENT 

Risk Ranking MEDIUM 

 

OFPA performed onsite visits with two divisions within DFS; Self Sufficiency & Children, Youth and 

Families (CYF). DFS staff informed us that documented standards exist for new Self Sufficiency 

employees re: assigned caseloads which assists in maintaining low overtime hours worked. As per DFS 

staff documented caseload standards for experienced staff does not exist, while the information to 

compile and implement these standards are available. DFS staff informed us that documented standards 

do not exist for new or experienced employees re: assigned caseloads for CYF staff. Caseloads are 

assigned based on the experience level of the employees. While no documented standards exist, the 

information to compile and implement standards are available. 
 

Recommendation 

 

OFPA discussed the opportunity of developing caseload standards, for new and experienced staff in 

DFS (where applicable).  These caseload standards could be used to monitor, control and potentially 

reduce overtime hours and spend (where appropriate).  

 

Noting these instances, several recommendations have been included in this report which, if implemented, 

should enhance the oversight/management initiatives.  This process is considered Analysis – Phase One, with 

the impetus being a setup for a more complete performance review.  That review should assist in streamlining 

the process and reducing costs. 

 

Action Plan 

Point of Contact Target Implementation Date Email Address 

 

Ron Chavarro 

(DFS, Deputy Director) 

 

November 30, 2019 

 

Ronald.Chavarro@FairfaxCounty.gov 

 

MANAGEMENT RESPONSE:   

 

DFS will review existing data currently compiled and implement a process to track data related to caseload 

assignment and completion over (periods deemed appropriate for analytics based on various DFS service 

deliveries).  This information along with external data will be utilized to interpolate measurable analytics.  

This information will be used to monitor, control and potentially reduce overtime hours and overtime spend. 
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LIST OF ACRONYMS 
AC Audit Committee 

BOS Board of Supervisors 

CYF Children, Youth and Families 

DFS Department of Family Services 

DHR Department of Human Resources 

DMB Department of Management and Budget 

DOF Department of Finance 

FBSG Focus Business Support Group 

FILO Financial & Logistics 

FY Fiscal Year 

HCM Human Capital Management 

OCA Office of the County Attorney 

OFPA Office of Financial and Program Audit 

SOW Scope of Work 

Y-T-D Year to Date 
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ADDENDUM SHEET 

OFPA (November 2018 /Agency Report and/or Debriefing) 

11/27/2018 

The table below lists discussions from the Audit Committee. 

Location in Document Comments 
  
  

  

  

  
 

~End~ 
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