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The Charltable Gamblmg control ‘Board was esta.bllshed in 1984 to regulate
charitable gambling in Minnesota. The board's mandate is to ensure the
integrity of charitable gambling operatlons, prevent the commercialization
of charitable gambling and ensure that proflts are used only for lawful

purposes.

Charitable gamblmg in Minnesota has been legal since the 1940s. Untll
the establishment of parimutuel betting on horse races in 1983, charitable
gambling was the only legal form of gambling in the state. Bingo is the
most common form of charitable gambling, but in recent years new forms of
garbling have been permitted by statute mcludJng pulltabs paddlewheels,

. tlpboards and raffles.

Charitable gamblmg is conducted by nonproflt organizations to ralse
revernues for "lawful purposes," that is, to benefit people by "enhancing
their opportunity for religious or educational advancement, by relieving
or protecting them from disease, suffering or distress, by contr:.butmg to
their physical well-being, by assisting them in estabhshmg ‘themselves in
life as worthy and useful citizens, or by increasing their comprehension
of and devotion to the principles upon which this nation was founded"
(Minnesota Rules, Chapter 7860.0010, subpart 163). '

Organizations pay a fee to become licensed and pay tax&s ‘each month on ‘
their operations. Estimated revermue from fees was $276, 600 in Fiscal Year
1988. Tax xecelpts collected by the offlce were estimated to be -
$2,460, 000 in the same perlod

Charitable ganbling has experlenced tremendous growth in Minnesota since
the board was established in 1984. There were 3,461 licensed sites in
1987, Orgamzatlons may operate at more than one site.

Licensed organizations file monthly reports to the board. The number of
monthly reports has grown from 447 in Fiscal Year 1985 to an anticipated
1,900 in Flscal Year 1988,



In Fiscal Year 1986, organizations reported $294,814,000 in total gross
receipts. In Fiscal Year 1987, gross receipts rose to $476,966,000, a 62
increase. The board's 1986 and 1987 annual reports mdleated
$35,573,000 in net proflts available for charitable use in Fiscal Year
1986, and $54,054,000 in Fiscal Year 1987, a 66 peroent increase.
Approxmately 12 peroem: of gross recelp’cs 1s used for charitable

purposes.

' 'Ihe board's staff has grown as well, from one in 1984 (the executive

- secretary) to 15 at present, including two auditor supervisors, six
auditors and six support staff. The 1988 Leglslature increased the staff
canplement by six for Fiscal Year 1989 to help process the mcreasmg -
workload.

,Theexecutlvesecretaxyandtheboardofduectorsoftheamantable
GamblmgcontmlBoardreqmstedamewbytheManaganentAmlysm

Division of the Department of Administration to measure the efficiency and' .

effect:.venessoftheaqency _The goals of this study were to examine
internal operations, laycxxttheoffloesnextstepsandassessthe
strengths and weaknesses of the organlzatlon.

-'meManagementAnalysls DlVlsmnstudyteammenberswereGallDe]dcer Deb

Lindlief and Judy Plante. The team employed various methodologies to
 gather and analyze data and to formulate the findings, conclusions and
- recommendations found in thls report. Included were: ,

© Interuewsw:.thalllSstaffmembers ' '

o 'I_hree focus grwp sess:.ons with non-management staff to examme
spec:.flc processes ‘and enployee issues. _ _

o A review of forms, pollcies and’ pmcedures, pos1tlon descrlptlons,
statutes, rules, newsletters and annual reports

The scope of this study was ln.ms.ted to an examnatlon of the office's

internal functions. It did not include interviews with custcmer groups: or}

board members, nor did it include an analysis of Charitable Gamblmg's
: leglslatlve mandate rules or board of director fm1cl‘:10ns
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The Chantable Gamblmg Control Board was establlshed to regulate legal
charitable gambling activities in the State of Minnesota. Its purpose and

. major activities are stlpulated in legislation and in rules established by -
_ the board. In the interview and focus group processes, thestudyteamtrled

to assess staff and management understanding of the office's mission, goals
and objectives, whether there are shared values regarding the work of the
organization -— particularly how it interacts with its clientele, and the

adequacy of the organl_zatlon s structure and st_affmg allocation.

K,_ S']FHIEEY MISSION, GQAISANDOB'JECI'IVFS

All organlzatlons ‘have a purpose. if thls purpose or mssmn, is clear to
all‘menbers, the organlzatlon can direct its energies toward accomplishing
the mission. If it is not clear, the orgam.zatlon can be easily 51de-tracked
and diverted. Furthermore, if the mission is not expressed and embodied in
goals and objectlves which guide day-to—day operations, an organlzatlon can

.lose sight of its mission.

Findings
1. In response to a questlon regarding the mission of the Charitable

Gambling Control Board, the study team was told that the mission was
contained in the legislation. When interviewees were asked for thelr

specific mterpretatlons, responses "included:

o To nake sure funds are used for lawful purposes and organlzatlons pay

o To regu_labe charitable gambling.
0. To move paperwork.
o0 To keep pecple honest.

-\J



0 To help organizations straighten out their records.
o To help peoble get started and work with them.

o Don't know.

o There is no mission.

o A service agency.

o Pleasing the leglslature

2. Staff said they didn't know the executive secretary's vision for the
office. Examples were given which indicate a reactlve operation, as
- opposed to one that plans ahead.
3. In focus groups, staff requested . clear goals and ob]ectlves for the
offloe, 1ncludmg both long-term and short-term goals. _
‘4. No one merrtloned long-term goals and plans The future was dm1bed in
5 Staff repeatedly sald that the mpendmg arrlval of the s:.x new staff was |
: iregarded as the solutlon to many problems . , o .
é. 'Ihe study team heard many dlfferent deecrlptlons of how these 51x
- _positlonsmghtbeused S o _ .
cmclusmns | ‘ '
1. The range of r&sponses to the mission questlon indicates that there is no
: clearly articulated, universally understood mission. This leads toa
llackofu:utyandstaffworlungatcrosspurpos& L _
2. Goals and ob]ectlves have not been defined. '
3. | I_ong-tenn plannmg has not occurred
4. Decisions may already be m process on allocatlon of the antlclpated new
staff.

mnagalent should oorduct a sl:r.ategm planm.ng proc&, fac:lltated by a
trained professional, which would result in: :

o A clear mssnn _ v A

© Understandable goals and cbjectives, both short-term and long~term.
o A schedule and format for ongoing strategic plamning activities.
These should be written and given to each member of the office and

printed in the newsletter. Boardmﬂ:ersarrlnanagenmtstnﬂdattetﬂ
this plamming process.
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1.

| 2. }tamgenentslmldoaxmctanmtemalqaeratlaalplarmgm

faci.lltated by a txamed pmfasmml whld1 would rnsult in:

.o Anmﬂerstarﬂmgofthemsslmsetmﬂ:estrateg:cplan

o memtiu:algcalsaxﬂobjectlvasforﬂxeofﬁceasawtnleardforthe
ftmtla'alxmltsmtmntheoffwe ‘ . _

. o Mcplarsfortheofficeasawholeaniforﬂ:eﬁnctlaalmits.
.ﬂlnseﬂnﬂdbewrittmatﬂglvmtoeachmaberoftheoffme 'Ihe

entu'e offlce staff should attend thls planm.n; process.

namganentslmldcaﬂuctanterlyopa'atmml 1ammx;sas1a1s,ﬁhere
specific operations issues can be addressed. The goal of this operational
plamning should be to head off problems, ordealw:.thtlmasthey

' anetge, raﬂ:erthanaftertheyhavegrmmmtomjorm

Seexemmﬂatlmsmﬂxesmmnesecum,mgelz.



B. QERI'DVAIDE OFFICEAPMQI'IO(IISMREIM'IQB

Se:r.vmg custcmers and regulatmg their act1v1t1&s seem like oontradlctory

roles. Yet many goverrment agencies are challenged to do these tasks at the
same time. Orgamzatmnsmthsudladlargemst find the proper balance of
being approadxable, courtecus and cooperative, while at ’che same time mlnng

- ¢lear the:r regulatory responsmllltlﬁ..

A customer service approach (for exanple, prcv1dmg mtroducbory mformatlon
andtrammgtocustaners)canresultmahlgherdegreeofaccuracyani -
compliance by the customers, thereby reducing processing and correction by
'the organization and freemg resaurces for other regulatory activities. The
- . Charitable Gambling office has an advantage because a minber of charitable

' gamingassocmtlors exlst atthlstmeard 1rrteractw1ththeboama1ﬁstaff.

'1.' axstanersexv:wearﬂthemgulatatyrole"

a. Staff expressed widely divergent opihions reganilng whether the board '

hascustanersa:ﬁhowstaffshaﬂdrelatetocustomers

b. Regulatoxyandcustanerservmerolesareseenbysmnestaffand '
management as polar opposites and totally incompatible. Comments by
staff indicated that they have received no clear definition of this
role.

c. Manbers of nanaganent dld not express consistent views on dealmg
with customers. The approach to clientele ranged between a
"get-tough" approach and "aiming to please." Negative views of
customersbysanemanagementmembershavebeencorweyedtoard
adopted by staff. _

d. In mterv1ews, some staff said that certain cllents have recelved
preferential treatmem: : ,

‘€. 'Ihere was no mentlon of any customer service tralnmg for the offlce. :

2. astaner information

a. Focus groups indicated that clients are not provided with adequate
- information. Spec:Lflcally' ,

o Instmctlonstofomsarenotamrent clearorexlsterxt in some
cases.

o Same forms are conplex.

o There is no general information brochure or packet.

0 There is no list of allowable .law_ful-purpose expenditures or,
convexsely, those which are prohibited. (Currently, rules state

criteria but not a list; new rules will require new report:mg with
codes for lawful purpose. )




b.

Infocusgroups, sm\estaffagreedthattheabsemeofadequate

infommation for custcmers results in high error rates in license

appllcatlcn and tax returns, unnecessary correspordeme aggravation

“and confusion of staff and customers. This is particularly evident

. in‘the disposition of 1awful-pnpose expenditures, where no list

. exists for customers — or staff -— clearly defmlng lawful ~-purpose
 expenditures. ‘

‘There is no. information packet or booklet whlch corveys all the

information an orgamzatlon should consider before undertaking
charitable gambling, whom to contact with questions, or a list of

-recordstobekeptorprocedumtofollcmonceltbecomslmensed
. Several varymg descrlptlons were given by staff when the study teanm

asked what is sent to organizations requesting mformatlon prior to

‘starting a gambling operation.

PrmndJmca'xsmstaxt and reliable service

’ v'a-

b

Staff ccxrpla:.md that the executive secretary was mvolved in matters
which should be routinely handled by auditors or other staff members,
and t‘nat his- mvolvanent resulted m mcons1stenc1¢5. '

In add:.tlon, staff stated that:

| o 'I‘heydon't haveenmghtmetohelp people Staff"areexpectedto

deal with phone requests and walk-ins with no. regani for the
impact on. thelr regular asslgnments.

~ o They don't have support from superv1sors m deal:mg with these

.requ&sts theycannotgetanswers

o 'Ihey don't have set pOllCl% and guldebooks to assist them and to

oflheyhavemmgxtonfomsandmstnxctlonseventhmghmeyare
,_}theoneshearmgmemstmercarplamts onadallybasm.

o] 'Iheyhavemmputonmles. A
‘Comments by staff indicated that custamer service may ‘be'equated by

sane with berding or 1gnor1ngrequ1ranents for custamers., Others
indicated that their suggestions for improving customer service were

"ignored, even though they have the closest contact with the -
-customers’ prcblans

Prcble:rs were 1derft1f1ed with the mternal trackmg system Filing
backs up; organizations may have multiple files; new license mumbers
are given to reactivated sites, resulting in no connection with the
original license records; no ccmputer tracking of tax returns or
applications kicks in until weeks into the process; files can be
shuffled between any number of desks, holding tables, bins and filing
cabinets. When customers request information, there is no orgamzed
way to find it.



4.

5.

Newsletter cmmmlmtims

.

A mmthly newsletter is the main camlmmatlon bool for conveymg
jinformation regarding changes in forms, laws and procedures. The

-studyteamrenewedseveralnarslettersarﬂfamdthattheyweremt

clear in conweying law changes and the impact those changes would

have oncustcmers

O:nganizatlons must oopy rev1sed forms from the newsletter which is

o prmted on.gold paper, makmg coplas dlfflcult to read.

The newsletter is the only source of some infoxmatmn needed by

" orgamzatlons when they submit an initial license application, but

."'theym:ldnotnomallyhaveseenor}mmmabwtthenewsletterat

that .point.

Customer edncatlon

fc.

'Iheestmatedmntlﬂytaxreturnerrorratelsﬂpercent The

initial application error rate can be as high as 80 percent. The
‘mumber of phone calls received each day is 150, and- staff estmated

that most calls are for clarlflcatlcn of mfornatlon.

_Staff told the study team that same or.gamzatlons have requeste_d _

tralm.ng and techmcal a5515tance and have not recelved it.

Staff said that same organizatlons have requested audits to help them

'putthelrbooksmorderardthattheyhavenotbeendone

Thestwiyteamrepeatedlyheardacmmentattrihmedtoamemberof
management that organizations which couldn't flgure out the rules
shouldn't be in the gamblmg bus:.ness ‘ _

External trammg is limited because the executlve secretary ard
auditor pr1nc1pal supervisor are the only office members who conduct
training sessmns Audit staff members have not been trained to

" conduct seminars and were not sure what information is: conveyed in

the sessmns. .

In focus groups, staff llsted reccnmendatlons that 1ncluded-

o Mcnthly gan'blmg manager classes Whldl would mclude a review of

the rules, 1aws and forms.

o Sample forms, w1th clear, complete, current J.nstructlons, in

-information packets sent to organizations. This packet would also

mclu:le directions on how to cama.mlcate qu@tlons and oomplamts.
o Record retention information to prov:Lde an audlt trail.
Individuals said that they had suggested changes in forms,

instructions and trammg, but that management had not responded to
the suggastlons.

b
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1.

o.stanersexvicearﬂtheregulatozymle

a. 'Ihere is no clearly—stated, muversally—aocepted approach to customer
service. Customer service and regulatlon are seen as oppos:.te and
’ confl:.ctlng roles for the office.

b. Training in custcmer service is not pmV1ded customer serv1ce is not
a priority for all of the office, and mnaganent is not prov1dmg
leadership for staff in this area. ' _

'alstunermfcmtim |

‘a. There is no ‘adequate mfontatz.on for organlzatlons cons1dermg or

startlng a charltable gamblmg activity.

b. ‘Customers who pursue charitable gambling act1v1t1es do not receive -
' adequate information and training. As a result, this creates heavy
workloads for staff doing after-the-fact "fix-its" for c
The number of tax return and application errors and phone calls
- regarding basic’ information would be greatly reduced if. adequate

information was glven mitlally. : v

’_Prov:.dng carsl.statt ani nehable service

a.(‘ There is 1ncotslsterft treatment of clients rasultmg frcm

o A lack of set policies, guidelmes amd mterpretatlons for staff
‘ to use.

o 'Ihe mvolvement of the executlve secretary in some matters
o ‘Tme presm

\0 Staff's inability to.get answers from managanent

‘ .b.' Internal system problems create delays as staff search for documents

thrmghmt the office.
Newsletter camxumtlas

"a. The newsletter is an effective outreach mechanism, but should not be

regarded as the primary vehicle for conveylng J_nstnlctlons and
backgmm :mformatlon needed by organlzatlons new to charitable

gambl ing.

" b. While the newsletter may be the appropriate vehicle for conveying

such things as law and rule changes, there is no interpretation of
these changes and what they mean to the customer. Newsletter
articles are sometimes unclear and could by misleading. Using gold
paper for the newsletter makes it difficult.for customers to copy
needed forms.



5. c:staner education

a.

Management lacks a customer-sexvme onartatlm, exenphfled by
inadequate instructions: and gaml non-respens:.verms to customer
requests or- staff suggestlom for mprovanent .

Error rates indicate that custcmers are not adequately informed or
trained and that information glven to the customers. is either unclear
or insufficient. This results in increased work after an
orgamzatlon applles for a llcense or begins operatlons

New appmadm to prov1d1ng mformatlon are needed.
mstmerreqtmtsuﬂlcateamedarﬂareoeptlvnyforfurﬂxer

1 astmmcearﬂﬂlezegtﬂatoxymle

']heofﬁcestmldmnavltsammadltoazstmsmhghtoflts
nission. MWﬂnﬂdmntmamttmstate:mtwlndv

o Reaff:rms astaner service as a goal and prnonty of -the office.

o axtlnmhowthatmstmerse:vmemlbepxuuded

o Adire&sesthedlffenmhrtnrtexsectin;mlaofregulmmani

sexvice.

nusmttmstatanentslmldbeglventoeachmberoftheoffme
alﬂeadlboaninmber anipl.lbllshedlnthermsletter

Professional training in customer servme prov:.s:.m, deallng with
difficult people and the regulatory role should be caxiux:ted for the
ent:re offme.

»2. letanermfomtlm

a.

Ataskforoestmldbeestabhshedto.

.o Develmagenetal mftlmpadcet

o Heetregularlytoevaluatemftlmcmveyedtomstmnemard

ﬁ:eﬂmltmetsmsl:m:erreeds

e Debem:mtheammpnatemtlndof cammicating information (for
- example, whether an item should be placed in the newsletter or the
hasmmfonntimpadtets) -

o Evaluateﬁxeﬂmﬂremesletterdnﬂdbelmledmthlyor
qxarl:erly.




o Have regular, fomhzedcamactmmchaxtomgamzatmnsto
- solicit feedback (for example, dLscmsugne: forms before they
amlsmedtoqetmstmmactlmsbeforeafamma@ted).

-,.,wmm:ntemctsnththan,ﬂustaskfomestmldcmslstofme
: : representative from management, two members of the audit staff, two
T supportstaff,meboammardunwstms 'lhetaskforce
] : mghtcasﬁerhmmapmfe&mlmltanttogmxb ‘direct and
assist this process. 'lheconsultarrtstmldhaveexpert:sempubhc
relatlmsarﬂmmmtlms '

3. vav:ud:mcmslstent and rehable service

-a. Aguldebodccmtalmngpollclesarﬂmterprebataals shouldbe
caxmledbyajomtmmgenmt/staffteamardgiventoallsmff.

b. ‘Once this is in place, staffslmldharﬂlethemxt:mofrequ&sts
‘ - ' Only those requests which are truly exceptional should be forwarded
i, : to the executive secretary. ccnvexsely,ﬂxeemeaxtlvesecretary
: ' stnﬂddelegatetotheappn:pnatestaffthezwtmetequststhathe
¥ . receives. Fma].ly,allparta.eswhodealmthaxstmarreqmts -
- ‘ '~ should consistently follow set pollcles to ensure fairmess.

c Asystenforsohcltugstaffnpatarﬂcumwsmfomsarﬂ -
: ,nstructlcn, zev1s:.ms, ruledlargasarﬂprooeduredaargasstnﬂdbe

=2 - . 4. Supetvlsorsanimnagmsstmldnnkethmselvsavaﬂabletothe
: § _ sl:afftoanswerqmtlas , -

e Morespeclflcrecamﬂatlasaddrasngmtenalsystasare '
- .52 included in other sections ofthls mpord: v '

_4.»“Newsletta'camnmmt1axs
a. Na«sletterartlclesshouldbewnttmtoa&h&ﬂ)emformtlm'
needs of custamers, recogmzmthevamngdegxeesoffamllarlty
w1th charitable ganbh.rg bookkeeping, rules, laws and other
5. astmeredlmtlm

a. Lhnagamm: should re-exzmine the office's approach to customer
service, as suggested earlier in this repart.

‘ b. Clear, concise ard up-to-date J'nstructions', forms and information
: senttoeadxoftheamrtlwmsesanitoallorgamzataas
- requesting information.

C. 'Iheoffmestnxldprov@tramnqsemxnrsfarganblmmmgers ;
These should be held monthly at different locations throughout the

statearﬂdnﬂdfollowasetfomatarﬂlmhﬂestam
information.




a4

Evetymﬂitcrslmldattaﬂmearmreofﬂmetmmmgsesmsso

. thata]laudltarshmﬂxecamentbelnymeyedtoﬂaemstms

e

A"-’Adesmptjmofﬂaetmnumarﬂltssdrednleslnﬂdbeplacedin |

the guidebook to frequently asked questions. A support staff member

should be assigned to coordiante the training schedule with staff and

"1om11t1as and to keep the training schedule up-to—date.

10




C.

mmmmsmxcmmsmm;mrs

The formal structure of an orgamzatlon can enhance or mh:.blt 1ts

foperatmn. An organization's structure is dynamic: a structure that my

haveworkedmthepastmaymt:bemetmgtodaysneeds 'Ihismviewpfthe'

- office's structure was conducted with the intention of ass:.st:mg the

on;amzatlon in naxlmlzmg the use of 1ts rasourees

1.

__Fuﬂmgs

Curmnt ozganlzatim st:ructure

Qe

'Ihe auditor prmc:.pal supervisor has 10 subordinates. Staff reported_
that, with the addition of the six new positions recently authorlzed
by the legislature, this super.vlsor is expected to have 16
subordinates.

Al processes related to fmﬁ~colle¢tionare under the same B

_ supervisc)r, including internal auditing of these functions

Aocord:ing to the current organizat:.m chart, the office services
' supervlsorIIIhastvmsubordmatas In reality, shesupe::vmaone

subordinate and has no authority over the majorlty of the office's
support staff. The auditor prmclpal supetv1sor has seven dlrectly

: ,reportlng staff:

‘o One data em:.ry operator.

o Two .clerk-typlsts_._

o Two mtermedlateaudltors

a'

b.

o One senior auditor domg cmp.tl:er programmmg
0 One authtor seruor superv1sor.

‘Ihe auditor senior supenn.sor has three dlrectly reporting staff, all
urbennedlate auditors currently functioning in support staff roles

_Baclmpcmss—trammg
"Ihereismbaclmpforthereoeptionist

'Iherelsnocmss—trannngforsuppoxtstaffuwolvedmremmand

‘application processing.:
' 'Iherels no bac]mp for processing staff or for other support staff.

Assignments handled by the executive I are mumerous,- ccmblex and -
driven by deadlines. There is no assistance available to this
pos1t10n, nor is there backup for the activities performed

11



3.

Delegat:.marﬂass:.gmmts

‘a. _Inta:vlews thh staff’ mdmated that audJ.t staff are ctmtly doing

" guppart staff work exclusively and are not ing audits. One
auditorisworkmgasacatmterpmgramer andflveothersas o
.account clerks, data entry cperators or clerks.. None. of the )

' 1ntermediate or sem.or auditors are conductmg audits. '

“b. 'Iherelsnoaccamtmgstaffmerrber Aocamtmdutlesareperfonned

. by an auditor.

’ stnff:m;

a. Six new staff pos:.tmns have been approved by the 1eglslature and
will be available to the offlce in July. L

b. Inte::v1ews and fows group. discussions mdlcated that roles of
e:u.stmg staff are mcons1stem: with their p051t10n deﬁcrlptlons. '

c. ‘The offlce has no professional computer programmer on staff.

"ngramnmglsdonebyanaudltortrainedonﬂlejob withcontracted

- d. lhesﬁxiyteamwasglvenexanpleswherestaffanimanagementread

newspapers, don't have encugh to do or don't attend to their dut:.es
whlleworkmpmcessstackedupforothers '

1. The current organlzatlon of the offlce and ass:.grmerrts undemtillzes some
staff and overutlllzes othexs : _

2. Some staff are mapproprlately workmg on a5519nments not related to

" their classifications. _ , o

f3._'mexangeanddegreeofmrkrequlredofsupewmorystaffvarygreatly.

4. The executive I has neither proper support nor suffJ.c:Lent authorlty to
bestnneettl:eneedsofthee:mtwesecretarya:ﬁﬂxeboard_

Recamendations | |

A"‘:l.' Current work assigmments should be evaluated and redlstnh:tted to staff,
based on functions ard work duties. 'nusred:lstmhxtlmstnlldpmvm
far intemal checks on the process between units (for example, itors
'should not be involved in processing tax returns, but should be involved
in auditing the intermal process ard the organizations). Work should be
‘ﬁSSlg!ﬁimammxermiQe!mtlﬂtﬂ:evolmearﬂcmplmtycanbe
.reasalablyaddmﬁedbyﬂ)enﬂindual enployee.

2.

Henbezsofﬂ:esamemltstnﬂdbecroes—t:amedsoﬂlataverloadsand
enecgencmsmnbehaxﬂled. ,
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3.

6.

8.

9,

'mployeesstnﬂdhereassigmdtojcbswlﬂlinmepammte:softheir

dassﬁimﬂasorjd:axﬂltsshmldbeomﬁxxedbyﬂenanmof
WW&WWWMM

'vspezvisotsdnndbemmslgnedtodealwimsqamteﬁmtiaalarem
.naeamztlvelstnﬂdape:vmeﬂ)em@hmistanimeadditlaal

staff (one of the six new positions). As a group, these positions would
amartﬂlee:wtlvesecretaryardﬂleboard mde\mdprocasng

servmarﬂcoverﬂiereceptlmm Adhngtheserspasabﬂltxs
myreqxuedmgmgtheclassﬁlcatlmofthee:mxtlvelpommm

ﬂherespas:hlllmesofthee:mltweIslnﬂ.dnnhﬂescreamgofthe
exeartive secretary's correspondence to remove routine requests more
amrq:natelyhamledbyatmtors.mtstaff She should also have
ﬂnmﬂmtymdlsmhmemmwmﬂeammwe '

sem:etazyshdnlf. .

Aposltimofasslstantamxtwesecretaxyslnﬂdhecreatedfrma
arrent intermediate auditor vacancy. This position should provide
internal management, coordination and direction. Only an experienced,
effective and qualified manager familiar with the state system should be
considered. The most appropriate candidates would have experience in :
hothope:'atlmsamltmdlt hxtclearlytbefomsslmldhemeffectlve '

_Axﬁitmsslmldprmnlyhecadmmmﬂlts. }buever, at any one time

two auditors should be assigned to the office (on a rotation basis) to
review intermal controls, sdxedxﬂeCexpedinmesaxﬂomer

process-related act1v1t1¢s which legitimately require the attention of an
auditor, axﬂt:onspr.tdtoplmarﬂm-pm:smreqmts

Aprofasmlcmpxterpmgram:erstnﬂdhehned afterthesystas

-analysis recamended in Part ITI.F. is campleted, and the auditor

am:tlydongcmputerpmgranmngslnﬂdhereasmnedtoauhtﬁg

mneﬂxesuggasbedozganizaumdmrtmthena:tpagenchmsm

positions for investigators, £illing ane of these positions should be
delayedmxtnotherd)argasrecmnexﬂedmthmreportareuplenented
toascerta:nﬂ:emstpmsngneedforut:lizatlm of that position.

13
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Inexammmgtheareaofhmnanresmrcemanagenent thestudyteamlookedatv

three areas: the style of the management team menbers -— how .
_'commmlcates as a team and with the office as a whole; utilization of staff,

and the issues involved in managing staff resources; and skills both present
and needed for the functioning of the office and for meeting the charge of

the board. The sections which follow address management team issues. Where
- comments were of a purely personal nature, thatfeedbackw:.llbepr&sentedm
"persmtothememberofthemnagementteamtomanltapplla. e

A. MANACEMENT STYLE AND EFFEXJI‘MESS TEAM ISSUES
A review of mnagement style and effectiveness addresses how well management

- of the organization initiates action and directs the activities of

individuals and groups toward the accanpllsl:m\ent of the organlzatlon'
goals.. It includes assessing how well managers handle assigning
responslblllty to others as well as ensuring that employees have the
necessary resources and authorlty to conduct their work. ' A

Fmd:.ngs

1. Meubers of management and staff nxilcated that managers are not

ccrcmmicatmg effectlvely with each other, and that as a mﬂt.
o Staffaregett:.ngdlrectlons frcmmrethanoneswrce

o Staff are receiving differmg massages on prlorltles, based on the '
different values of management team members.

o 'memanagemerttteamdoesnotaddmsmmatmelyfasmon,
problensareallowedtogrcm

o Managmentlsmtplaxmmgahead hutreactmgtoandaddmsmg |
short-tem issues rather than long-tenn goals.
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5.

o

'. _Managemerft team members have differing approachec regarding:

Use and authonzatlon of cvertme, compensatory time, anmal leave,
sick leave, startmg times and lunch breaks. _

'Iheneedfortrammg 1fstaffslm1dbeallowedtoattendard1f

.tramn'gslmldbeenowraged

'Ihe:Lr visions of the office's purpose.

vDelegatlon. ‘ _ v
Avallablllty as resources to staff and responsiveness to requests for |

information.

'Ihestatedvalues ofmanagementteammenbers aremtalways reflected in
their actlors

o

e}

o

V.Staffstatedthatﬂxeyfeeltheyaremttmstedbymanagmttohardle
.anythlng but the most bas;Lc 1ssues Spec1f1callr

) Alﬂltors have been told that they cannot. conduct custamer trammg and |

"Su;portstaffaredlrectedncttoanswerbasw;honeaniletter :

questicms, but to refer all questions to auditors.
alpport staff are not allowed to rev1ew bas:.c empleted foms

,Staffanetoldnottohelp eadlcther

Focusgm:pdisa:ssmrs mdlcatedthatstaffdonottrustmanagement :
becnuse . _

]

o

Themnagazentteamdoesmtmﬂerstarﬂstaffgobsarﬂmrkdema:ﬂs
Job descnptlons ard performance reviews are meam.ngless

Staff feel that management team members don't care.

Irﬂividuals who try to contribute are cut off in staff meetings.
Individuals who point out problems or make sw;gestlons are either

.1gnoredordlsmlssed toldnottowonyabcxrtlt or told, "We'll

take care of it la

In focus gm;ps, _staff expressed a desire for managers who:

O Are real supervisors, that is, who know the work and demands employees

o SEt clear, consistent prlorltles and take respons:blllty for changing A

face, murxierstarﬂandmanaqepmcesses, arﬂwhohavea:ﬂstatea
clear vision of what the office is about

those prlorltles when the workload demands it.

20




o Are available and receptlve to a'nployee requests

o Will glve staff prcmpt relevant answers to ‘their questlons and are
concerned with the problems their employees face.

cmcllsias

. _‘ Commmication between managers is not effectlve, resultmg in a negatlve
~ impact on the office.

mmmqat\entteamdoamtstateordemnstrateanysharedvalues.
Itmmappearstobenooammnvmmnofgnpose dlrectlonorﬂmxre
Itmrelsnosharedmnagemerrtstyle. . _
3. 'Irustbetweenmnagemerrtardstaff J.slowormnexz.sterrt
4. Planning does not appear to be a priority. Attention is given to '
- short-term issues and fixing immediate problems rather than to 1ong-termA
planm.ng and benefits. ' L
5. Delegatlon of work is on a spur-of—the-nment who's-handy bas:.s, rather
“than ﬂ'xrmgh appropriate channels. Work which should be delegated
frequently is not. Routine matters like sorting the. executive
' secretary's mall are not delegated to approprlate staff. v
‘-6.',“Staffreque£ts mFmdmgG arereasonable. .,_
' Recamxetﬂauas
1. should initiate an cngomg sl:rateglc planmn; process with a

tzaJnedfacultatar theoutcansofwhldlﬂnﬂd:mcltﬂe
o Astatanent ofcamn'xvzlslm fortheoffloe

o Purpose, dnwectlmarﬂaserseofﬁzmregoals

-Q Stnredvallm

o An understanding of ane another's management styles.

o Ag:eenentmcamﬁuamoadmanimmgenenttemnpohcmsm_

attendance, behavior, mrrkq:allty,wmkrules, tr:amquand
- delegation.

o Short- and long~term goals and dbjectives.
o A specific calendar with bencimarks for performnoe reviews.

6 Sp&lflc,cmnreteact.mnstepstoaccmphmalloftheabove

' wtcamofthlsstrateglcplammgpmstnﬂdberecordedmmtng

and shared with the staff.
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2. Weeldymetngsofthemragexsslmldbeheldmamgularlyed

- O

basis, mthmrﬂatm.yattamme 'nmemeetugs stnﬂdbeusedto

aiiress.

o

o

o

Rule n:terpretatu:ns

‘omsa:vinezlm
cmpltersysl:anmeds
Bﬂ;etarﬂpmrsamellssm

_ Spllt asﬁlgmem:s

anty setting.

‘Agaﬂasforxagularfull—staffmeeh@

ngofartcunesoffmx:tlmgmupmeeurgs

Béamsémamgenmtards:pavmomypomtlaszeqnmspemflcs]unsmd
demand accountability, 1rﬂ1v1dualardgru:ptr.a:mm1nmnagenem:axﬂ '

'smavlsaryshllsarﬂmstmldbed:tamed
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1.

W sy .'

B. mmm.orumxamas | o o
The clarity and q:allty of intermal oamlmlcatlons can enhance or deter an

: »orgamzatim s ability to deal effectively with both routine matters and

exoept:.cnal issues. How messages are sent and received in the organization
is often the basis for problems whose symptms are v1s1b1e in the work
products of the organlzatlon. ,

Fmd.ugs

1. Staff reported that pol:.c1es are made or c:hanged in passmg, ard changes
. are not coamminicated in wrltmg to the staff. Staff camplained that .
 information gets lost, there is no time for commmnication and they feel
they are prevented from helping each other. In addltion, they do not
hear about matters handled by management which affect their work '

2. Staff meetmgs are scheduled to be held every two weeks. Staff reported
~ that these meetings are one-sided forums, that they have been cut off o
whentheymadeoomentsortrledtodlsmssm Scmesaldtheyhave
felt as if they had been publicly crltlclzed.

3. Audltors have requested auditors' meetmgs It was reported that these
have been held mfrequentlyardﬂaatnonehadbeenheld for two to three
months. prlor to the staff interviews. Decisions made at the auditor's .
‘meetings are not cammunicated to the other staff. "Support staff do not

__have meetlngs : ' ‘

‘4.’vwments in focusgroups 1rd1cated that J.rxilvn.dualmembers of management '
_.arencrtseenasar&ourcebecausesome ,

o Are abserrt
o Wlllnotorcannotglveadlrectanswer
0 Are short-tempered or verbally abusive.
o Are tmmllmg to work.
5. Staff reported that formal lines of oamu.mmatlon are not adhered to.
The executive secretary glves "prlorlty" assigmments dlrectly to audit or
support staff, bypassing their supervisors. In addition, some staff

receive assigmments from more than one supervisor and receive no help in

establishing prloritles "Evervthing is a priority," is the staff's
feeling. - ' - '

- 6. Staff in focus groups expressed a desire for:

o a clear chain of cammand.
o Effective superv:.smn A ,
© Written policies and procedures which are followed by everybody

o Staff meetmgs which are an honest commmication forum.
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7.

o Management which is supportive and encourages teamwork.
o ‘Recogmtion and. posn:lve feedback. |

° Negative feedback relayed on a one-to—one ba51s in. prlvate and at the
..tmeofthelmldent ‘ o

o _Meanmgful performance reviews.

O Supervisors who understand problems, the nature of the work and the
workload : '

Scme managenent team menbers stated that "the grapevme" was thelr
prefexred method of ccmmmlcatlon. S _

1.

Ope.nandhonestcammmlcatlon 1snotthenormthreugha1ttheoff1ce.: .

Bécause internal commnication is ‘so haghazard, it is clear this is not a
‘priority. Absence of comunication and delayed commnication seem to

mdlcate lack of respect for colleagues and suboxdmates

'Staff meetmgs are meffectlve. New or revised pollcz.es and the

disposition of issues are not comminicated to staff. Support.: staff and

'-aud:Lt staff do not have meetmgs where they can discuss ccmmn problens
_Supervisors are not meetmg the information needs of their enployees, or

assisting them in setting prlorltles or handling workloads. ' Formal lines
of ccnmmlcatlon are not being followed by supervisors and management.

Staff have expressed reasonable requests for information fran*mnagement. '

"'Ihe grapevme" is not an adequate commm'ucatlon system

Recmnmﬂatzas

The management team should review (ardestabllshlftherearexme)
fomalllnesofcanmmcatlm. These should be used to relay to staff

o (hargas mpol:.cy.

o Qargesmﬂ:eantmxatedsysten.

o Di’spositimofq.restiaxsarﬂimm
A]lworkstnﬂdheaslgnedhyeadlnﬂlwdual'sdnectsupewisor
Split assigmments, if any, stmldhenegct:atedatﬂharﬂledbythe
supervisors involved, _some:ployeellscaughtmﬂlemddle.-

- ' '. . .
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-4.

6.

mtiaalgrmpsslmﬁmﬂlms,smtstaffaxﬂcapxtermem

slmldtaveregularneetargstodamcmmlpmblans

stnﬂdreoogmzethatmeetamthemfmatlmmedsofthe]r

- Supervisors
enployees in a timely marmer and setting priorities are two of their main

respms:bllltlesanithatﬂxeymstbeheldaccamtableforbath

maddltlmtotherecmnmﬂatimsabove mnagenentstnﬂdrspaﬂto
thespeclflcreqlmtsofstaffmFJJﬂmngy. :

o mbabllshmgaclearchamofcmmlﬂarﬂcmmmlmtnglttoeach

amployee. :
) 'Ibldnng supennsor.s aoommtable for dongthenrjcbs

o Wntugpolicmsarﬂpxooedxmarﬂhyhavuggvgxg_nefoﬂmﬂm
_ccns:stenl:ly. " _

;6_A11mngstafftowm:kasadhocteanstoqetmejobdme

o -Recogmznlg real and speclflc aduevenmts

_ o Giv:.ngnegatlve feedbackprlvately, maa\e—to-mebasmarﬂwtmthe

incident occurs, not holding it until a performance review. A
. Yeprimand is not enough; smsozsm:stcmmmtewhathehav:wrls
expecl:edaxﬂest:abllshatmetableforcon'ectm 1fappropr1ate. :

Q‘.Gaﬂuctammanngfulperfomnemavs

o Raqnnn;thateadxsxperwsarspaﬂsevemllnnswmﬂunjalmgsw

~his or her subordinates to familiarize themselves with the work
asmmdtotlnseaplayesarﬂthepmblasﬂleelployese:mmter.
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| 'Deamarka:ﬂnmale o

The morale of an orgamzatlon is ev1dence of its mﬂerlymg health }brale
is not a problem which can be fixed with direct injections, but rather a
symptom of othér ordanization problems which have an impact on how the
members feel about thelr work and the orgamzatlon as a whole.

: In an orgamzat:l.cn where 1ni1v1duals mst work closely together in order to
conplete their work, a sense of teamwork and "esprit de corpsY is essential.

Teamorkrequlmscmelevelofmrtualtrust anmﬂersl:arﬂ:ngofthecamon
~goal andsupport from the team's 1eadersh1p. :

Furhrgs
1. Many of those mtervxewed expressed frustration and sa1d they are lookmg

for other jcbs. Even the more positive members of the offlce had seriocus

problems to d].scuss

2. Sstaff said that mrethanonesupernsorhastold staffmttohelpone
another. Staff expressed a desire for teamwork, and indicated. they felt
-thatteamrklsmtermxragedorsupported '. _

3. -Staff a@msed expectatlons about what their jobs should enta11 as well
as about their personal pay and prcmotlonal opporturutles. Few staff are
satisfied with their current assigrments. Staff said, in many cases,
--thatthelrassugments boreno resemblancetothe Jobs forwhldithey
were h:u:ed :

1. Morale is low. While some dissatisfied individuals are to be expected in
- any organization, the pervasive low morale in the office cannot and must
not be minimized or igriored. .

- 2. Teamwork is seen as a positive approadl by staff, -but not by management.
3. For the most part, staff expmsed reasonable expectations abotrt what

their jobs should entail, but expectations about pay and promotional
opportunities were sometimes unrealistic.

4. Staff members who expressed dlssatlsfactlen with current assigrments had

legitimate reason to be concerned, smcetheyappeartobeperfonnmg
work unrelated to their class:LfJ.catlons :

Recamendations
1. Offlcelsamslnﬂ.dbeadirassed d)id)s.tmldihprwemle.

2. 'mee'rl:u:eofflcestmldtakepart mteanhnldmgtra.mngofferedby
pmfessmnal consulting or training orgamzatlms

3. Teamwork should became ane of the stated values of the office.
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4. mployees should be giv'etl':assig:mlts mtl'm.r job c1a$1fwat1ms
3 5."Asesslmstnﬂdheheldw1ﬂ1anqnmenbat1vefrmtheneparmentof

Ehployeemlatimstodlsmsspmmntlasamtmrsferognrumtaes
within the state, and to give employees a realistic outloock on
qportmitmsmthmtheoffmearﬂthestatesystan ‘

Management attitudes (valuns)

The attltudes and values of 1nd1v1dual management menbers may be. reflected in
‘the actions and éxpressions they use in the office. A comment or action that

may seem innocuous to a manager may be interpreted, correctly or J.ncorrectly,
as biased, unfair, rude or worse by individuals at other levels. This can

‘ have a negat:.ve affect on the office morale, product1v1ty and efflclency

In Jm:erv;l.ewsandfowsgmxps, staffmlsedlssueﬁabmtﬂlewaynmbersof
management v:.ew staff. »

Fmdmgs

' 1. Various staff reported mstances when managers had publicly made .

. demgatoxy caments to or about subordinates. Ancther supervisor was “
.reported to have engaged in repeated pmfamty and abusive language
_ dlrected at subordinates and co-workers.

2. ‘Somé_staff reported that assumptions about the appropriate tasks for ‘.
staff members have been based on gender. For example, one female auditor
prepares the daily deposit, mtlsmtallowedtotakeztttothebank

-'_for safety reascts - ) S

3. staff have ccmplalned that 1f managenent is dlspleased w1t11 them they
are isolated, lose respcns:.blllty or are given an unfair share of tedious
or mundane work. Isolation, loss of responsibility or unpleasant '
asmgrnnents were described by several staff members as discriminatory or
as a sign of displeasure over other matters. These staff members saJ.d ’
they felt. they were being glven a message to resign.

4. The sbudy team heard ccmnem:s that some staff felt pronotlons may have
been handled in discriminatory fashion. When employees receive
promotions, they are not anmnocunced in the office, so that staff find out
‘about them in passing. Stafflrenbershavesaldtheydonotwderstard
why prcm:tlons are secret. A

1. Managanerrt has’ sliown"llttle sympathy for staff feelings and llttle

understanding of how derogatory and abus:.ve larguage affects morale and
productivity. _ _ ’

2. 'Managementdoamtseemtorecogmzehwsaueactlonscanbeconstrued

as harassment or discrimination. Wwhile the spec1f1c exanples cited were
‘borderlme or inconclusive, management must recognize the potential legal
11ab111ty The specific example of depositing funds raises a legltlmate '
safety issue for any individual erployee, but the safety concern is not
gmurxied in gender. ,
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3. Managers do not seem to ccmmmicate fairly, openly and effectlvely with _
: staffwhenperformame does not meet expectations. Managersseemmstead
to have "punished" staff indirectly by isolating them or giving them
' unpleasant tasks. Not' openly announcing pranotions lends a stlgma of
111eg1t1.macy to the pmtlm and creates susplclon. .

'Reoanneniatias

1. Befoxetheaﬂofthemletﬂaryear,allnamgasa:ﬂs:pennmshmld
'dwta:nptmfasicmaltrammmmterpersaxalrelaums, race and sex

©  discrimination, sexual harassment, effective super\nsim and doammtng

' mﬂdeahmmth:mffectlveaployes

2. Aftermragamtlnstalmﬂustranﬁrq theysmudmeetmthanstaff
' toshamﬁﬁttheyhaveleanxedardlayaxtexpecbatiasfortheoffme. ‘

3. mnaganentslmldartlueﬂ)estate'sgnevmnepmoc@mfcrstaffto

- follow if they feel they are victims of discrimination or sexual :
~ harassment. Tranungforstaffslx:uldbearratmdmthtlmrtmlmsor
with the Department of Employee Relatmns

4. Evexyexplayeestmldhnwﬁ:atgoalsheorshemxstmeettobe :
o cas1deredpmuwtab1e.:m1alplcye$stnﬂdhearmregularlysd1eduled
performance reviews whether they are meeting those goals. (See
mﬂauasmperfomrnemamfeedbad: Paqe30)

-5..}hmge:smﬂsmso:sstm1dcmmm1catefanlyardopa\1ywiﬂlstaff
toavo:.dthestsplclmof’-' iminat: 3
'6.‘&zpetv1sazsmﬂnm1agasstnﬂdesmeﬂattedlmsardmpleasmittasks
aresharedfa:lrlyamn;thestaff mﬂxmthea;pzwnatec]as These

Employees who know what is ‘expected of them and receive feedback on and
reinforcement of their work performance are more likely to have a sense of
~ achievement and to be efficient and productlve. The absence of clearly
stated expectations and tm\ely feedback can leave an enployee confused or
-frustrated. Performance réviews and pos:Ltlon dm1pt1ms are the basic
tools for eﬁtabhshmg clear expectations and g1v1ng tmely feedback.

Fmdmgs

1. Position descnptmns are inaccurate or d].sregarded. In scame cases, they
contain no performance indicators and are vague. Same staff have never
‘seen the positlcn descriptions for their posrtlons Others report that
their work assigrments bear no relationship to the position descriptions,
and include assigrments totally removed from their classifications,

despite repeatedpranlsesandassuramthatﬂleymll soon be doing
- approprlate work.

2. 'Some employees reported that their perfomance reviews were overdue.
: Othersreportedthatthelrrenewshadmtbeenheldaspramsed
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P Perfomance reviews are perf\mctcxy

Staff said at least one manager oon51stent1y rated all employees the
same — "right down the mlddle." : :

) s<:mestaff said their performance rev1ewshadbeens:Lgnedbythe
‘executive secretary before they had seen them. The executive

secretary said he asks the supervisor respons:.ble for the rev:Lew if
the review has been completed before he 51gns 1t

Staff are given the review form and told to sign it, w1th no tlme
given for feedback or dlscussmn.

Staff have been told by thelr dlrect supervisor that the s:pervisor
doesn't]mowwhat theydo btrtratesthemanyway.

Pos:.tlcn descrlptlons and performanoe rev1ews are not linked.

_"Ihere is no o;porttmmy for employee discussion w1th superv1sors or
‘managers, or for feedback to supenrlsors. :

'Some staff said that any dlscmssmn about perfomame (in passing or for
*the f].rst tine at performme rev1ads) is negative, not pos:Lt:Lve. -

' Staff 1rxi1catedthattherelsnoknownworkmeasn'ement ooa:rrlng,

resultmg in: -

o]

o

Rev1ews based on 1solated mcldents. _
Rev:.ews based on whether the emplcyee is liked or ncrt

Staff felt they weren't recogmzed for their abllltl&ﬁ and work
perfomnance v _—

In fows groups, staff said they warrt

o

o

o

Regular feedback.
To be rated based on accurate pos:.tmn descrlptlons
'Ibdothework forwhlchtheywerehlred |

Supervisors who understaxﬂ the].r employees' jobs who have reallstlc
expectations andwhorespectstaff. o _

Constructlve crltlclsm. '

P051t1ve feedback on spec:.flc aduevements as well as negatlve
feedback.

Prablems to be dealt w1thwhenthey happen ncrthelduntilperfonnance
reviews. _
Reviews to occur when required by bargammg unit agreamnte.
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7.

o Time to review the superuscr's evaluatlon and dlscuss it. ina pnvate
‘ meetmg 4

o Persmal short—temarxilmg—temgoalsasapartofmlsmuewand
discussion. _

Staff cmplamedtothestudyteamabcutperfomance rev:l.ews, butdldn't

OQn:lusums ’

1.'

3.

4.

6.

Pos:.tlon dmmtmns are not reflect:we of acl:ual ]Ob asmgrments
Enployees are working full time on ass:.gnmerrts unrelated to thelr
classa.flcatlms _ . .

Management does not follow baxgammg umt agreerents on tlmmg and

" delivery of. perfomance reviews.

Performance reviews are not used as constructlve tools for examining
employee performance and sett:mg goals for mpmvement er advancanent

Becauseworkmeasuz:vementstamlardsdomtemstaxﬂbecause supe.rv1sors

~ are unfamiliar with the work assigned to employees, reviews appear to. be -

based on isolated incidents or personalities. There is no dlalogue
process, no goal-—settmg and’ llttle positive feedback.

Staffreqlmtsanﬂmg6arereasonab1e.
_-St:aff are unaware of their optlons to respond to an unsatlsfactory

performance review.

Recannaﬂaums

1.

Wm:k:mg jointly with the amropnate supestms the offlce services
supervisor ITI should update, review and evaluate position descriptions
for relevance to actual assigments. - Eltherassn;mentsstmldbe
changed by the employees' supervisors to match the position descriptions
arthedescmpuasthexselvsstmldbeadjustedbyﬂleoffwesewies

's:per.vz.sorIII 'meofflcestmldreaslgnwoﬁ:whldldosmtreﬂect

an individual's classification.

Hanagamtslmldmafarﬂfollowbargamngmltagreements
Supavmomsstnﬂdmetmmthearsuboxdmatstoixdlcatemat

Aperfmamenﬂnntorsmllbeusedtoevaluatemeexployes

}hmganentslmldprwmestaffmﬂltheltensmqmstedmnmhrg&
}Bnaganatshandrecelvemmngmmragugelployeepeﬁomrce
Astaffsesmmaployeenghtsmﬂ&ha:gamngagreanartsarﬂstate

persamelrulsstnzldbepmvudadbytheDepartmnntofmployee
Rela.tiasardﬂlemmtebazqanmgmns.
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Rewazds and recognltlm

Feedback and remforoement for p051t1ve actlons are ac)mowledged as a pnmary
factor in employee productivity. If, instead of positive reward for posn:lve
action, employees see no rewards, productivity decreases. Convexsely,
rewaxdsarﬂrecogmtloncanbeusedtobmldasenseofteam, toremforoe

.positive contrilutions by enployees, and to maintain focus on the

organization's mission by recognizing steps toward addressing the mss:.on.
While monetary rewards are one aspect of positive feedback, there are many -
other options available for giving employees. p051t1ve_ _r_emf_orcement o

F‘. i.

1. staff told us that achlevenent awards are secret ¢riteria for the awards
'arenot]cmmandstaffaxenottoldwhenanawaxdlsglven. ‘Promotions
aremtaxmmoedordlswssed :

2. menaskedwhatreoogmtlonormzardsoocur, mnagexnerrtaxﬂstaff -
indicated there were none, orther than achlevenent awards and oocasmnal
'oomments or oarpl:mrts : _ , N .

3. Staff oonplamed that:

o 'Ihe only p051t1ve feedback given is a general "good job" unrelated to.
actual perfomanoe

o] 'Ihere is favoritism.
o staff are publicly reprunanded
o Ma.nagementputsadanpermoelebratmns
4. In focus groups, staff indicated they would like:
o Iettersofoam\erdatlmmthelrpersamel files.
| o 'I‘o be thanked sincerely.
0. _Money.
o To be paid for overtime.
o | celebrations
o Falr treai:nem:
conclusions
1. The offloe does not have established p051t1ve norms for rewards and
recogmtlon. Specific, positive feedback is minimal. Management fails

to recognize the nrportaxwe of rewards ard recognition to staff morale
and productivity.
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mesecrecysurranﬂugprmntlonsarﬁachievaxentawazdsmﬂtheabseme__‘

of known criteria for prmvt:.on ard awards leave staff wordermg about

,thelrfams o . :
Staff deslres are reasonable, although not always possmle. . For example,‘-"'"”: o

mnetaryrewardsareproscrlbedbysatebazgamqumltagreements.

Recamﬂatlas

Mamgemeul: shmld inform staff regardng ellg:blllty for aduevenant
awards. A public set of criteria for achievement awards should be
estabhsheda:ﬂmcmlaltsofawanbstmldbeammxced . _

".Pmnta.asslnaldheammnedtoallstaff.

lhraganentneedstorecogmzeﬂ)enpomtarneof posnnve feedbw\:,
rewards and recognition. Allsuperv:sarss.tmldbexequxedtopmepama

'wnttmplanstata.mmwtheywzllprwmmrds -recognition and
- feedback to their Subordinates. ‘This plan should- include specific,

workable, realistic tasks and activities. Anupdatemtlmeactivﬂ::s

' should be a part of each supervisor's performance review. This plan
'slnlldadimﬁstaffreqmtsmtlnxedmthepmcedugfnﬂjngs.
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'Whenaskedmmtezvlmwheﬂxerstaffhadmesmlstoperfommeirjob

dutlas,mstmaraganentarﬂstaffsaldﬂwyfeltﬂwyhadmesklllsneeded _
toperfomthelran'rentasslgrments aswellasﬂxejobs forwhid'lﬂ]eywere
hlred whid1aresanet1nesmtﬂ1esmne

_menaskedmfoa:sgrwpsardmtewiwsmattrammgwasneeded,amll

range of orientation and job-specific issues was identified. The study team
examined the information relayed by staff and management and divided the
1dent1f1ed needs into orientation and ongomg job-spemflc tralm.ng

On.attatlm _ .
The orJ.entat:Lon employees receive can have a significant impact on their:

performance and job satisfaction. A successful orientation program provides
the new employee with a solid sense of his or her place in the organlzation,

. the day—to—day mrtim and the spec:LfJ.c duties of his or her job.

Fnﬂ.mgs

‘The office has a bas:Lc orlem:atlon package wh:l.ch mtroduces new employees-
to the state system. . :

2. Staff 1rxi1cate that the office does not have jdo-speclflc or:.errtat:.on,

- nor are new employees told of office functions, board and legislative
~mandates, other employees' responsibilities and how tasks interrelate
within the office. Staff indicated that they aren't given exposure to or
: dascrlptlon of gambling operations. In addition, there has been no
training in the office's computer systems and there are no user-frlendly ’

_trau'ningma:mals.,

| 3. Onentatlm consists of readl.ng rules, laws and newsletters Handlmg

‘phones is regarded by management as the "best trammg" for new
auditors. There is no guidebook with answers to frequently asked
questions. Staff stated that being assigned to phone duty without
adequate trammg resulted in:

) Iack of confldence
o confllctmg answers to clierrts
o mplicatlas
o Incorrect answers.
o No sense of the adequacy of the answer.

o 'concerns that they sound "like idiots."
0 Confusion among staff. '

o 'Inefflclemles, wasted tJme, rework.
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4. New auditors have been told to "wing itw in t:he absence of an audlt plan,
anaudlt guldeandaudlt training. - .

5. 'mereismtmmmgforsupportstaffontheuseofwoxdpmcessmgarﬁ
cthersystans .

6. Many staff indicated that they don't know who is respons:ble for trammg '
~ or who can answer questlons.

- 7. No mem:lon was made of trammg on dealmg with the publlc. |
8 Ina focus group staff requested that new—enployee orlentaflon mchxie
0 Informatlon about gamblmg act1v1tles. |
o Descrlptlons o_f w_ho does what in the _office..f :
o. _ v SR _

| o Visits to sn:&s for all audltors to fam:.llanze than w:Lth gamblmg o
; operatlons

o A rev:.ew of all mrrent office forms.
e 'Attendance at a board meetmg
o A guidebook to’ frequently asked qtmtlors o
: 'c'uTme fortraimng o
o Lists of staff who have answers to partlcular questlons
- A cubJ.cle map with names. |
6. An overview of the off:.ce tasks and t:l.me framas
Ocmclusnms L

1. staff do not receive adequate initial orientation in general funct:iohs,,
systetrs responsibilities or job-specific requirements and expectations_.

2. 'Itus lack of orientation results in inefficiencies, wasted tJ.me,
inaccuracies and low staff morale and confidence. :

S Managalentslmldmketxauumapnorltymﬂncxgaruzatlm,devoﬁn;

~ time and resources toward training efforts.

2. A task force, ca:slstxmofﬂleofflcemcass@ennsorm,m
support staff and two non—supervisory audit staff, slmldbeestabllshed
to develop an orientation program, which should include:

o Aocpyofthepositim description for each new employee.
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o Jd)-specifictraaquardaspecifiedtmjnimperiod .
Ana:p]amtimofthegmxblngactlutmswhmﬂesmectto -
° ovemsightarﬂmqparumityfaratﬂltmstoseeganblﬁgoperatims
o;Amipumofasmgmentsmthmtheoffwe,ﬁndmsﬂmardhm

ﬂ:etasksre]al:etomeamther :

o ']::ajnmmtheuseofa]lcmmers;steminﬂxeoffice, w1thahst
ofﬁntmsﬂmarﬂform,asweuaswmeﬂlymm '

K a:stmer-setvicetmnﬁm

o ccpiesofﬂ)eaxﬂltplmarﬂmﬂltgmm wiman-sn:etralm:qfar

-aniitatsmlmtomt:ate,caﬂntarﬂcmpletemmﬂlt._

o Acopyofeadafom, mthitsnstmctiasarﬂﬂ)efomletbetsmed
bytheoffwe,axﬂanexplanaﬂmofﬂnnutiatsﬁefomarﬂﬂs
purpose.

: o Ac:pyofthegenemlmfomtimpadtetsmttomzaﬁms =

- requesting infonatlm.

o Attaﬂarneataboardmeumwztbjnsoaaysofstzrtamarﬂ

mt:rod:ctimtohoazﬂmbasattlntmet:m

0 Agmddaodc cattalmm answe:s to freq:em:ly askad questions.

o Alistofmfamtlmmwlﬂimﬂxeofﬁce.
ﬂnasdmldmtberega:dedatmjnng bul:sln:lldhe

"assignaimlyafteranemloyeelsﬂmx;hlyfamliarmthﬂxeoffice,

113cpemt1asarﬂanmtpohcyn¢etngtat1ms,

Fl i" . )

Staffsaldthattlwyaremtmfonnedwhenlaws, fomsaxﬂpmcedm -
change, arﬂthattheusersaremtmformedwlmﬂmecmwtersystensare
altered. Policy decisions and interpretations are made but not
cammnicated. 'mestaffcarplamedthattheyfrequentlyhavesaldto

. each other, "Oh, didn't you know that'»’"

Stafe canplained about the lack of cross-traming and have saidtheyare
preventedbys:pezvlsors frcmtrammgeadmother

Managenentarﬂstaffndicatedthattherehasbeenllttleorm

~ supervisory training.

Scnembemofmanaganentstatedﬂ:attxammgisneeded,hzttheyare
\msurewhatk:mdsstmldbepmva.ded

35



’I’rammgfmﬂsareh.zdgetedforeachstaffmenber Notallstaff
Mbersfh@mer,hnwoftmsormeexactmm : B

staffaretoldtopursuet:ammgopportmltlsmthelrown,mtsme
ccuplainthattheyaremtsupportedwhenﬂieyrequwttnmtoattem
traming smce there is no backup prw1ded for their positions.

Notallsupportstaffhmmrd—pmossngarﬂoﬂxercmwtersoftware.
Enployees are given llttle, if any, J.nfonnatlm regardmg the state '

- persamnel system, reoeivemcareercamselmgandarem\awareof
'promotional” opport:tmities.- . _ o

9. Staff nequested trammg in' '
o Effective wr:.tmg.
. o Irrterpersmal skills. :
_ o Custaner relatlors

Staffsaldﬂaeyfeelﬂueyaremtfreetoaskquestmns,nordotheyget

concise, relevant answers when they do ask.- _
'Ihere is no ongomg traming for. audlt act1v1tles. .
Conclusions

1. lhemaraganentteanxecogmzestheneedfortranumlnthasndtfollwed

-tlmrghcnmsmzedneed

. 2. There 1s no coord.mated reoognlzable tranung effort mﬂlin the offlce. o

3. Skills trammg needed to effect:.vely mny out the office s work is not
being provided. - In addition, the perception is that nanagemerrt does not

always support atployeeswhoseeklt themselves.
1. Hamgenentslmldadq:tarﬂsmtatmmngpmgmmfomﬂ:emble

office. Management's visible, consistent and cngomg s:pport of traJm.ng

axﬂmtemalmfomt:n:—slnnmlsthaal

2. An:niivninltmnmgplanshmldheunhﬂedmead:emloyee‘syearly

perfommance review.

3. ‘Maplcyeeslmldbeinfomedatﬂmestartoftheﬂscalyearofﬂ\e _
mmtofmeyallmtedfqrhs/hertxa:mmaxﬂtheprmfcrhav:n;'

training requests approved.

4, lralmrgmﬂleuseofﬂxecmpxtetsystan'arﬂltscapacltla/lmnamas
should be given to all staff members. Anytamadmge:snadeboﬂme
systemns, theentlmstaffstnﬂdbemtlfledmmtuq preferablym

advame,mtmlaterthanﬂ:eeffectlvedateofthedlatge
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6.

ﬂhetaskforceczeatedtodeveloptheorlentatlmtranmqslnﬂdalso

o Develop and :mplenent a cross—tralmm schedule.

-0 Orgamzeasessnmmthestatepersamelsystananiprmntlanl
opportunities, with a5515tame fram the Department of Employee
Relatlons ,

o Renavarxicmpjletra]mmcpport\mtlsfmmthestate area

N educatlaxalmstlmtmnsmﬂothersam,arﬂestabhsham
file, which should be kept up-to-date by the training coordinator, who
shwldregularlymfomstaffoftra:mrgopporhmltmsbymamorm
staffmeetmgs

o Exammealtenntlvewaystomeetstaffmqmstsfortrammgm
speclficareasmnerethlsamllestoanmba'ofstaff

(kgon:gtmmnr;foraudltactlntlsstnﬂdbeaxegularpartofaudlt
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'Inthecom:'seofmlspmject, thest\.xiyteamexammedmaxwoftheofflce's

documents, discussed mjor processes with staff, and reviewed work done by a
pnvate consultant on office work flow. The following sections address the
major systems and processes, but are not inclusive of all office processes.
While work flow documents were reviewed, the study team relied upon staff
descrlptlons to map variocus processes for this report. Error rates, figures,

processing times and amount of work (for example, the number of tax returns)-

were based upon staff estmates B
Overall several conclusmns can be made 1n these areas:
o Internalcontmls,checksarxibalamesaremtadequate.~

o There is a need to balance custcmer service and eff1c1ency agamst
internal eontml needs :

o 'Iherelsaneedtolookattheentlresystanandrehuldltfrcmthe B

A. pomcmsmopmcmms
Fo'i'-

. .1, Focus groups and 1nterv1ews "indicate that’ p011c1es and procedur% are

mmmal or nonemstent in many areas, mcludJng
. o Auditing.
[o) ’General office cperatlons.
o Computer use.
o Processing and reviewing tax returns
o Processing and reviewing new and renewal license applications.
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K Issding licerises.
o Admmlstratlve and f1sca1 services.
o Records management

2. The offlcespollcn.esardprocedum for allareasarecutdatedand
mcarplete. v

3. Many staff said pollcy dec1510ns are made without opportunity for staff
'1rp.rtarﬂdeclslonsaremtccnmm1catedoraremxclear :

4. staff stated that exlstmg pollc1es amd procedures are not oorslstently
applled._ v

Conclusions

1. Most of the policies arxiprocedtmmﬂleofflcearemfomalam
urwritten. 'Ihosethatarewrlttenare, forthemostpart outofdate.-

2. Appllcatlon of pollcms and procedures 1s 1ncor151stem: _' v

3. »Pollcy dec1s:.ons are made w1'chout staff mput and are cons:.sterrtly not
»ccmmmlcatedtostaff '

1. Ebmlpohcmsarﬂpmoedmvsslnﬂdhewnttmorupthtedforall' .

- areas. Ataskforoeofnamganentarﬂstaffs.lmldbeestabllshedto
_wn.te mvlavaxﬂtmdateﬂmepollcmsa:ﬂm '

2. mstaffstnﬂdrecelveccpmsofdraftpollclesandptmcedumsfor
cament before implementation. 'metaskfoxuestnﬂdcmsldetthexdeas
arﬂnp:tofstaffd.mxgttusmawpm :

3. Wmthepollcmarﬂpmoedlmarefmal allstaffstmldrecelve

' copies. Anypolmmsan:lpn:oedmesaffectugchenfsshaﬂdbe
p:bhshedmthenadsletber

4. Pohcmsarﬂprooaimesslnﬂdheapplnnbletoallstaffarﬂstmldmt

' be arbitrarily altered or circumvented by staff or management. For the
rare instances where exceptions are required, there should be a process’
for approving the exoeptions.

5. Ifltlsmazytodxargeﬂlepollc1esardprooed1m allstaff

should be notified in advance of the change, with time allowed for their
review and comment. 'meeffectofanyd)argestmldbeclearly
cmnmmtedtobo&staffarﬂchents :
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,Oneofthefomsgrwpsessionswasusedtomapthelwenseapplmtmnard
renewal process. All rm-mamgenent staff who handle applications and

renewals part1c1pated in the focus group. The study team found a complex,
convoluted process where staff members did not understand how their work fit

. in w1th the whole.

'Ihe problems mcluded

o An &stlmated error rate as Iugh as 80 percent for :Lnltlal
- appllcatlons : , _ » N

o Inappmprlate staff assu;nments' auditors are domg work that support‘
- staff are capable of and should more approprlately be handlmg

o IackofadheremetoDeparttrentomeancerularegardlngprmpt
depos:.torrebumofchedts ‘

o Use of three databas&e whlch do not interact, so mfomatlon is
em:eredthreetlmes _ _ _

' 'o‘-Ncca:prehenswetraclungsystem Itlsatme-consmnmgprocessto
. locate anappllcatlon mtheoff:.ee. C , L

Inaccordamemﬂithescopeofmlspmject, ﬂxeshxiyteamdldmtperfom

: afullsystensanalysmofthlspmcess Basedupmthemmberarﬂseverlty :

of problems identified, it is recommended that the office engage a-
professmnal consultant to do so. In the meantime, ‘the recamendations in =
this section of the report should be considered interim approaches to address

_ spec1f1c prcblems dlscovered durmg‘ the mappmg process.

The offlce rece:.ves appllcatlons for llcenses every day,. and the board grants
licenses monthly. . More than 500 appllcatlons came in and 300 to 400 licenses

'Ihe xeceptmmst inputs application mformatlon on dBase generates a list of
names and check amounts and forwards the appllcatlom, w1th the checks
attached, to an auditor for rev:.ew. , A S

' An audltor xeviews the appllcatlors for conpleternss 1ncluqu

o S;gnamres

o A one-year lease for the premises or pmof that the orgam.zatlon oms.
the premusﬁs , o

o Proof of nonprofit status for the last three years.
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o Ihdication that the organizatioh has 15 or more members. .
| o"' Proof that t.he gamblmg manager has a fldelity bard for $10, 000. :
o.ﬂnxdimtlmthattheganblmgmamgerhasbeenanmberofme -

-orgamzatimforatleasttwoyearsarﬁlsmtthesamepetsmasthe.

chief executlve officer.

o Permission from the local governing authority to operate as a -
charitable ganbling Orqanization ard the correct application fee.

. The auditor also checks the appllcatlon for the adequacy of the i
organization's internal controls. It is unclear whether there are any
staniardsforthese Ifstandardse)ast theyaremtmvm.ttenfom

A few appl:.catlons are forwarded to the executlve secretary for rev:.ew,
because of his past interest in certain organizations. It is unclear what
applications he sees or what his crlte.rla are for pullmg them out. of the
loop. - .v . |

‘The staff neported that the vastmjorlty, as many as. 80 percent of
first-time applications, are filled cut nmrrectly. . Some mcorrect or '
incamplete applications are returned to the organization, same are: not. Of
all applications received, as many as 50 percent are returned with a

- checklist citing common mistakes. These are forwarded to the reoeptlonlst
for mailing. Another 25 percent have other errors, and- these applicants are
sent a form letter. Generally, these applications are kept -Up to:- 5 percent

of all applicants receive a personal letter citing unusual or complex. errors,.

andtheapplicatlonlsretuxned ’Ihlsletterlswnttenbyanaudltoraml
typed by a support staff member. ‘The auditor signs the letter, copies it and

forwards the original to the receptionist for mailing.  He keeps the copy in .

-a pending file for personal letters, but does not keep a copy of the
application. He refers to this file only if the amllcant responds to his
- letter. No copy of the application is kept 1f it is returned w1th the
checklist, form letter or personal letter.

For scme tune, the offloe d1d not send a clear, ocmplete up-to-date set of
- instructions with the appllcatmn forms. A'change in law resulted in an .
update of tax forms, but not in instructions. - Instructions are conveyed
prmanly via the board's monthly newsletter. The current. instructions have
been in use only a few weeks. .

Staffreportedthatthexearemwnttenpmoaiuresontheharﬂlmof
‘appllcat:l.ons and that there are lengthy delays ‘in processing applloatlons
The minimum time between receipt and filing of a camplete appllcztlon is 12
days, but it might stretch to more than 40 days. The biggest holdup is that
thefllmgcansanetmbebac]doggedasmx:has 30 days, according to staff
‘menbers. Incorrect or incomplete appllcatlors will take longer, scmetimes
much longer, to process. _

The only turnaround expectation forthestafflstogetthmgsreadybythe
next board meeting. The cut-off date before the board meeting is not early
encugh to process a correct application, however, so sometimes the
disposition of an appllcatlon depends on its arrival date, not on its
ocmpleteness
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Sametimes the applmatlon ‘¢check is returned w1th the agpllwtlm, ‘but these
aremtretumedonthedayofrecelpt Keep:.ngrecelptstotalmgmthan

_ $250 1n the office overnight 1s a violation of Depart:nem: of Finance rules. '

axedtsmﬂappllcatlmsﬂaataxereb.mnedaremtentemdmtoFmd)ase,the_
mamdatabase . : o

cmclusnms

.'1. Most of the appllcatlon review work done by an auditor could be done by

support staff.

2. The review of 11(.'21159%' internal controls is 1nsuff1cient Adequate
rev1ewsta_rﬁardsmaymtevenex15t 1ftheydo theydomtex:.stm-

_wnting

3. The executlve secretazy causes problems when he pulls appllcntmrs cm: of
the processing loop. His on-the-spot policy-making can result in -
-inconsistencies. He reportedly has a list of "problem organlzatlons,"
btrtthestaffaremtsurewholsonltorwhatthecrlterlaarefor
organizations to be cons:l.dered "problematic. "

4. Inconplete or incorrect appllcatlons are not handled muformly" they may
‘be handled with a checklist, a form letter or a personal letter. L
Appl;cationsmaybereturnedortheymaynort duecksmaybekeptand
depos:tted or they may not.

5. Because application mfonnat:.on is not entered into one data base, there
is no one reliable place to look up an appllcatlon s status. The
amllcatlon way be in many different areas in the offlce for several

6. 'Ihere is no f11e establlshed for returned appllcatlms and no place to

_ lowtetlmexceptthereceptlomst'sdBaselogentxy

- 7. -The office is in v1olat10n of state rules when it does not depos:Lt checks

or return checks to clients the same day it recelves them, if the day's
checks total more than $250.

Recammendations

1. medBaseentrylogshouldbelnﬂaedtomse(ﬂlemmdatabase) or
themmdatahasestmldbemedforthewholeprocss '

2. General review of_vapp]_.lmtlcns should be made by support s_t_a_ff.v

3. An auditor should review the applicants' internal controls. Criteria to-
detemmetheadeqncyoflntenlalcxmtmlsshaildbedevelopedardput
in writing. mﬂlto:sshuﬂ.dusettmemtenatomeamﬂxeadeqncy
ofamh.cmits mtemalcmtmlsarﬂshmldreferanquuastoﬂ)elr

1mxedmtes|mvasar

4. ﬂleexeartwesecmtaxyslmldmtewmemﬂreamhcatammaﬂy
by exception. If applications are to be identified for special handling
for certain reasons, these criteria for identification should be part of
thestaxﬂazdrev:arprocas The criteria should be included in -
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theruls,sothatapph ,theboardarﬂstaffmﬂezstarﬂmat
»cnumstarnesoractlntlsmllﬂaganapplimtlmandmatnanedml
stepsmnbetalmtogetﬂ:eappllmtlmamroved S

5. mestaffstmldnakeﬂ:edleddlstmwablemordertoehmmrtethe
needforfamlebtetsarﬂmnmlzetheneedforpersmalletters

. 6. Allamlmtlmsslmldbeenheredmthem:ndatahase

7. Inou:dertotzackﬂ:estabs of an application, alla;plmtuns should

B v_beugxtmtoﬂxedatabasemﬂledateofmoelpt Application
'nxfmatlmstmldbeestabhshedemd:ase(orﬂ)emJndatahase)arﬂ
apaﬂngmeshmldbesetmforxmleteamlm

8. -Alla;phcaﬂasslmldbekeptarﬂfﬂedpu:mpﬂy. Achecld:stslmld
beusedtooammcatetotheatgamzatlmenm:sorltelsladcm;m
- incamplete applications. The application should be re-sent to the
omganlza:tlcnallylfltneedsasu;naume arrlaoopyslmldbekeptm
thef:nles.

9.'A11checksandcashmlstbed@osltedcnthedayreoeived Ifchecks :
'omtlnxetobezeb.n'nedtoamhmnts ﬂ:eymxstbembmxedmtheday

m-amx‘m“'-m revie process

In fowsgtmlpdlswssmns, 1twas leanledthattheamutortakesﬂxreeto
seven days to review applications, depending on his cther r%potﬁlbllltl%.
After he has reviewed the applications, he returns all of them to the =
. . receptionist. Hehaspreparedadaec)dlstsheetfortheoxmthataretobe

‘returned (with their appllcatlon fee) and Has crossed than off the dBase llst

she prepared for him.

'Ihereoeptlonlstoorrectsherownllsttomatchhlsandupdatosher
. application logbook. Then she mails the incorrect appllcatlons back to the
organizations along w:Lth their checklist sheets and application fees

The checks from the retained applications and the revised dBase list go to

~ ancther auditor who makes the daily dep051t. Checks may not be deposited for
up to seven days if the auditor who reviews appllcatlons gets that far
~beh1nd He1susua11ythreetofourdaysbehuﬂ

The receptionist forwards the kept appllcatlons to a data entry operator.
She does this the same day she receives the appllcatlons from the auditor who
reviews them or, at most, the followmg day.

The data entry operator enters these applicatione onto Foxbase, the main data
base. She usually does this every three days. Shehastwoty'p'esof
appllcatlons. those that are correct and those that are incorrect and will
receive a form letter. »

Shefgenerates a fonn letter for moorrect and incamplete applioatioris if the
problems with the applications are simple, but not covered by the checklist,
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ardlfthexelstmebeforethenextboardneetn'gtooorrectthepmblan.

" If not, theerrtireappllcatxonmllberetumedmththeletter The form,
" letter is similar to the checklist the auditor prepares for applications that
. are returned. Generally, the applicants who receive form letters do not get

_ their applications back (unless they are mssmg signatures), even tmugh

theyare moatplete

Theoarpxterasmgnsalmensemmbertoﬂleapphcatlonmﬂthedataentxy
operator sets up a flle.

’Iftheapplloatlon is moanpleteanda form letterls sent to the

organization, the file is coded "99" on the computer. These appllcatlons
will go to the board for approval only after the appllcatlon is camplete ‘and

-.theoodelsremoved.
»Thepmoossartlmedbythestaffmdlcatedthatpmcossmgofoorrect

camplete applications from receipt to entry into the main data base takes six
working days. Yet the cutoff for application submission is 4:30 p.m. the
mosdaybeforeﬂmenomayboardmeetlrg leaving only one working day to
ocxupletetheprooossbeforetheprelmmazyboazdllst 1sgeneratedon
Ttmrsday mormng

A‘review of form letters 1nd1cates that the office has developed a form -
letter to address applications lost m the process. Staff nxilcated that
appllcatlom are 1ost frequently. 4 )

1. 'meappllcatlonpmstms farusestwodatabasas, dBaseandFoxbase ’
~ ...which do not interact. Correct, camplete applications are in proooss for '
<+ a minimum of smworkdaysbeforeemryintoﬂxemamsystan incamplete
' applications may take longer than six days, and applications that are ’
- returned are never entered into the main data base. 'Iherelsnosmgle,
: canprehensxve tracking mechanism for applications. Thus far in the
proooss, appllcatlons may be in four dlffe.rem: places in the office.’

2. 'Disposltlon of an appl:.catlon sometmos depends on how close 1t arrives
- to the next board meeting or on the staff'sbacklog, notonthe state of
the application 1tself ,

3. v»'Ihe auditor's checkllst and the oonrplter—generated fom letter oontam

' unnecessary duplication.

4. The cutoff date for prooessing appllcatlons before the board meetmg is

unrealistlc.

5. The existenoe of a form 1etter which addresses lost applz.oations A
indicates a problem with intermal systems and poor customer orlerftatlon.

Reoamerﬂatlons

1. Amhcatlcnsslmldbeenteredmtothemamdatabaseormtoadata
basethat:smteractlvemththemmdatahasemthedateofreoe:pt
Anamropnatepezﬂngsystenstmldbedevelcpedtotmd:amllcatlas
mtheoffloe.-
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2-‘ 'mealtoffdeadlmeslnﬂdbesetamasaableammtoftueinadvame'_
" of the board meeting, for example, the 25th of the month preceding the
board meeting, mldavmldallowamrmnmtelytmeeveelcsformewarﬂ.

| 'oormspa'dape.

3.'111ed:eddistdnﬂdinc11ﬂeﬂ1ea:mmpmblenssoﬂ1atthefomletters
'canbeelimimted 'medaec]dlststnﬂ.dbeusedforallmtﬂ)emst

4. lhmgenentstmldputsystasmplaoetoprevextthelossof
_Settingupa;plicaumflles
.Fmd:mgs

_VAlthcughfllasaresetupdallybymaesupportstaffpersm filelabelsare

‘run twice a week Wednesdays and FrJ.days, by an au;htor/cmp.tter progranmer
Files are returned to the receptlonlst to walt for labels. She sets them on

a table near her work statlon. ; This 1s the fifth place in the offJ.ce to lookA

for an appllcatlon.

Two people, the receptlomst and the ooupxter programner/audltor, label the '
files, whenever they have time. . _

: I.abeledfllesarethenp.ltinabmforfllmgbyoneofthreesupportstaff
-me\'nberswhohavebeenas&gnedtoflle. There is often a filing backlog, up

to 30 days. The bin is the sixth place to look for an- applicatlon.‘ The file

cabmets are the seventh.

C'(!K:IIEJ.G'B _ _ _

1. 'Ihewaltforlabelsmtoolong Uptothreemrkmgdaysareaddedto
©  the six-workday process for a perfect appllcatlon th.le wa:.tmg for

labels to be generated.

2. 'Ibonanystaffaxemvolved in what shmldbeconsec\rtlve pmcessmgby
one person. Files are created by one person, labels are genérated by an

auditor, then the files are labelled by the receptionist or auditor, who -

.arecthenusemnmllylmrolvedmtheprocess This is the
receptlomst's third round of involvement in the application: process

3. Becnuse of gaps in the processing contimuity, applications at times are
no one's mpa'smlhty For example, no one has I'ESPOHS].blllty for the
files while they wait to be labeled. -
Recampendations _
1. FJJ.e labels should be generated the day the application is received,.
overnight or the next day at the latest. If the earlier recammendation
- to input the application an the day it is received is followed, there
should be no problem generating file labels at the same time. -

- 2. ihesames:pportstaffperwmsetsupﬂxefﬂs_stmldbetmixedto
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gae:atethelabels 'merecqstlmlstdoesmtmedtohemvolvedlme,
' a:ﬂﬂ:ealﬂltor/cmpxterpmgzmslnﬂdmtbemlvedhere, either

- 3. Iabelsstmldheaffn:edbyﬂresampersmwhosetsupthefﬂes. '

_ Iabelsshwldheafflxadarﬂfﬂessetupthesanedaythelabelsare

Rcund 2 of the a;pllcatlmm
-Fmd.mgs | | ‘

Appllcmtlcrs bemg resubmitted by orgamzatlons and correspaﬂerwe ini
to appllcatmns are sorted by the. receptlonlst and forwarded to the auditor
who rev1ews appllcatlons s

'Iheaudltorhastofmdthe f11e (whichmaybe inanyof sevenplaces) and
review 1t '

IfJ.tlsncwcarplete txepmsamtlrgslipmltarﬂfomrdsmtothe

. data entry operator who removes the "99" code. She then puts the file in the
bin for filing. This appllcatlon w111 now be cons:,dered for apprcval at the

nextboardmeetmg

If it is¥ nct ccuplete, the audltor wrltes a personal letter to the i
organization. This is typed by a support staff person. The auditor signs

‘the letter, copies 1t, ‘and forwards it to. the receptionist. for mailing. The

letter :1.s recorded m the file, and the flle retains the "99" code.

OnceanmrththeatﬂltormllprmtoutfmFo&aseal:.stofalltthQ |

files. He reviews them and if, after a few months, the application is st111
not camplete, hesendstheorgamzatmnafmal 1etterst:at1ngtheyhave15
days to canplete the appllcatlcn ‘or the prcwss will be terminated and they
will lose thelr appllcatlon fee. A _

It is unclear what trlggers thls letter 'Ihe staff 1nd1cated there was no

written pollcy regardmg the termmatlon of appl:.catlons
Conclusions :

1. Generally, this process 1s acceptable.

2. The lack of wrltten procedure for the termmatlon of an appllcatlon could |
lead to mccnsmtent and unfalr treatment of appllcants

- 3. Except for detezmnmg the adequacy of the appllcant's mternal controls

ard the decision to terminate an appllcatlon process, this work could be
- done by support staff.

1. Amcpnatewntteipollclesarﬂpmcedmesmdlspemfyst@stobe-
‘ takaxbeforeanapphwtammbetenmmtedslmldbestabhshed '

2. Support staff stnﬂdperfomm:tammavof amllartlons fcr -
campleteness, withﬂmeexceptimofdetemjnmgadequacyofintenal

49



| oml:rols,vmldlslmldbeperfonmdbyanatﬂitor arxiw:.ththeexneptlm
 -of deciding to temminate an application, wlunhshmldhedcnebythe
mﬂltorsmiarsmsormamtthlybasm. B

mepmummxyam il board Lists of spplicaticss
Fmd:.ngs
The data entry operator generates three copies of theprelmmaryboard 1lst

three business days prior to the monthly board meeting. Coples of the llst
' go to an auditor, the audltor/programer ard the auditor prmclpal

o supew1sor.

The audltorchecks tomakesuretheofflcehas reoelveda letter framthe
‘local governing authority at least 30 days before the license is issued or
"that the local govermnenthaswalvedtheBO-dayrequlrement. Nothing exists
mthetrao}u:gsystanto indicate if this letterhasbeenreoelvedorme
requlrenent walved which necessitates this last-minute check before the
board meetmg (See the next sect].on on "Deruals by Iocal chernment.")

'Ihe data em:ry operator ohecks for del:.nquent taxes on. already—lmensed
organizations which plan to operate at new (addltlonal) sites. She codes
' -thanmﬂlecmmterardthenrefersherfmdlrgstoﬂmeamiltorpnmlpal

The: audltor pr1nc1pal superv1sor reviews the data entry operator's work

The auiltor/progranmer checks hls copy of the prelnnlnary board list agamst
the receptionist's logbook.. He prepares a memo for the auditor prmc:.pal

supervisor stating that everything is all right, ornotmgany
: dlscrepancles. Dlscrepancmsarecodedforthefmalboardllst

The audltor pnmipal superv1sor approves the llst and mdlcnt&s that the
‘-dataem:ryoperatorwnnmthefmalboardllst

The f1na1 1:Lst is glven to the atxiltor/programner He labels the e:dublts _
wap, " ®B W WO W etc., but does not otherwise describe the varlous 1lsts b

The auch.tor/programer then makes 17 copies of the list for the board.
'.[heexecutweItaJ%thecopmstotheboardneetmg |

If an appllcatlon is approved, the data entry operator errters ‘the data and
the auditor/programmer makes an adjustment to update the data base. He is
theonlypexsonwhoknowshowtomakemlsadjusurent 'Ihestudyteamwas :
told that this is for securlty reasons. -

If an application is not approved, the auditor glves ‘that mformatlon to the
data entzy operator for coding. _

'Ihe auditor mforms another support staff menber Wthh organizations have :
been turned down. She writes individual denial letters, which the executive

secretary signs. Then she makes ooples for the file and the local goverm_ng

authority. The. ongam.zatlon receives the orlg:mal -
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o:gamzatlms are pexmtted to bring applicatlon busmess to. the board ‘
meetings. Applications can be approved ‘denied, conditionally approved or
tabled until the next board meeting. Walk-mscmemamlytoappealdemal

' of their application because they lack. proof of three years of exlsterne as a

. nonprofit orgamzation.

mestaffreportedﬂ\atittakesabmtaweekafwrﬂmeboardmeetlrgto '
dlsposeofthewalk-ms'msms : _

"Ihe awltor/programr em:ers the dlsposn:lon of all walk-m data mto the

,M%@T:

ol
s s

The auditor gets all the appllcatlons to feed back mto the pmsng loop
Where they go depends on the board's action: - a;prcval_, dlsappmval,
condltlonal ammval or tabled. : o .

\ {

>cotx:1u~51ms

1. 'metmebetweenczeatlmofﬂxeprelmmaryboazﬂllstardtheboaxd |
meetmgmaybetooshorttocorﬂuctathormghrenew.

e

. 2. Themrrerrtcmpxtersystemdoesmtallmforasearmoftheletter ,
T ' from the local governing body or the waiver of the 30-day requirement,
for a search of delinquent taxes, or for comparison with the initial - -
: entxylnthereceptlomst'slogbook sotlmerevmwsnustbedone
: manually. ' _

il 3. The audltor/progranmer is domg support staff work: ma]ung cdples,
~ 1abeling e;d'u.blts on the board list and em:er:l.ng walk—m information-
4. AThexeappearstobeaprogranmmglssueregardmgtheentryofappmved

applications. If the security need is bona fide, it should be explained
to staff. Ifltlsnot thentheworkshmldbedonebythedataentry

operator.

A 5. 'I'm:.stakentogenezate 1nd1v1dual dlsapprcwal 1etters ratherthanto
' 'produce a oaxp:ter—generated letter _

6. . Allowing walk-ins at the board meeting. causes the staff to play "catch
up." This mcmﬁmnmgarﬂmalmsmmmrk for the staff.

1. Theprahmmryboardhstslmldbegeneratedaleweekmadvarneofthe
- board meeting. : ‘

2. 'mecmpxterqstenstmldbepmgramnedto'

-2 o Allowfcrasear&ofthedatetheamxmalletterwasmgnedbythe
loca]..gavemmgbody'ormedateofxeomptofaletherwaimﬁxat

o A].lwforasean:hfordelnqmatttaxes

o Allow farcmpansmmththeneoeptlm:lst's logbodg/dBase list.
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3. 'mecaqutastmldbeprogramadhoqmeratefomlettemto_
m:ganizatlmsexplamugthemalofﬂmrapphcatmn

4. Ihecmpxterslmldhepmgramedtoallowthedataaxt:yopemtorto
- npxtamrovalofamliatiasmﬂastherelsabanﬂdeseuxnty
reason why she should not. ‘

:  5'. merlmlvnﬁ:stnﬂdheaslgmdtoﬂlesmtstaffr

6. meexeoztlvesecretarystmldproposetotheboaxdﬂ)atwanc-msv&n
- amealexaq:t:mﬁmﬂxethzee—yearrxmproﬂtstatxsrequumtslmld

be considered at the next board meeting. ‘meboarddnloastlmmﬂdbe:v

o onlydemalora;pzmralofwalvmgtheﬂmee-yearrequmnent This
vmldg1vethestafftmetoprq>areforthene¢boardmeetngani -
Aelmmtetheweekofcatdx—\pvmkforﬂ)estaff., -

N Denlalsbylocalgwenmatsarﬂmvexsofﬂxem-dayreq\urenent

Fitﬂ].n;s

Iocal um.ts of goverrment (011:1&3 and townslups) must grant approval before
'organlzatlons can engage in charitable gambling. The statute requires that
local governing units ‘have 30 days from their initial approval to adopt a
resolution retractmg their approval of the license or renewal of a license
of any organization in their jurisdiction. The office therefore requires
orgamzatlons to submit a letter from the local governing authority S
permitting the or.vgamzatlon to conduct charitable gambling events. The
office mist receive the letter of appmval at least 30 days before the .
license’is issued. ' The local govemmg body can also serd a letter wa1v1ng
the 30-day requlremem: ('I‘here is no waiver of local governing body
" approval, however, only waiver of the 30-day wait before the license can be
issued.) Sometimes, local units of gcvenm\ent will deny an appllcatlon and
‘notlfytheboardofthatdenlal - o

When waiver or demal lettezs arrive separately from the appllcatlons, the :
receptionist refers them to the auditor principal supervisor. He does not
see the letters that accampany appllcatlons, ‘these go to. the audltor who
reviews appllcatlons.

‘The auditor principal supervisor routes them to a clerk typist 2. The
lettersaretakenfranherdeskbythedataentryoperator, who inputs the
mformtlm into Foxbase.

The letters are then given to an audltor, who generates a list by city and
_camtymamrd-pmoessngprogram 'Ihlsa\xiltorglvathellsttothe
auditor who reviews applications and puts the letters in the bin for filing.

'Ihe auditor who reviews applications compares the prel]mmary board list
generated by the data errtry operator agamst the other auditor's list by city
and co.mty

Local units of goverrm\em: can send a letter signed by the city clerk or
minutes of their meeting on official letterhead waiving the 30-day wait
before a gambling license is issued. If the letter comes in with the

application, the auditor who reviews applications writes "waiver" on it.
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| A data entry cperator entexs the waiver mfomatlm on Foxbase
. If a waiver comes in separately from the appllcatlon, 1t is referred by the

receptlmlsttoﬂleaudltorpnmlpalsupervlsor Hethenrefers it to a

,dataentzyqpemtor,whoerrtersmemformatlonmcmprber

No one double c'hec:ks the appllmtlon fJ.le for denial 1etters

1. Two people are involved in enrtermg the letters J.nto Foxbase and 1t is
unclear who is actually r&sponsmle for doing it. :

2. Anaudltorlsgeneratmganalpinbetlcalhstoflettersonmrd
: pmcessug,adutymreapproprlate forsupportstaff '

3., ArnumeraudltorusesﬂmisllsttodleckagamsttheFmd)ase—generated

preliminary board list. The two lists —— the alphabetical 1list and the
B 'prellmmxyboardllst arefmnthesanesmrces,theletberssentby
N locnl governnx; authorities.” _ o

-. Recommendations

1. Iette:sshaﬂdbemxtedtosu;portstafffordataentzyupamxecelpt
'merelsmneedforxevmbytheaudltorpnnmpals:pewlsor _

- 2. 'mes.mtstaffsxpennsorslnﬂdmkeaspecﬁmasmmentforemzy

- of information from denial letters. Danallettersslnﬂ.dheentered
necelptarﬂflledmtheapplmtlm file nnnedlately. C

3. ﬂhemmase-qamtedprehmxaryboamustslmldbemgramnedto
_ mcluieaseparatehstmgofa;plmtlasvﬂndxhavebem&anedby
loalmitsofgavmm o . _

4. -mealphabeticallmtgamatedbyana\mmrzsredmﬂam It_stnndbe B

elmmal:ed.

thelettasmthea;phcm:imfﬂs. This check should be dane by -

F- i- .

After a board meeting, thedataentrycperatorwl'lor\msoffthe llcenses is
neversurewnenallthedatahasbeenmp.lt She checks with the
auditor/programmer and the auditor principal supervisor to see if it's all
right to run licenses. merelsnomrnammdexpectatlonforalldatatobe

1nputafteraboaxdmeetmg

Llcensasaredatedmedatemeyarertm 'IheyarerunontheMordaysard
Wednesdays closest to the maturity date.

The data entry operator prints the licenses, a 1ist of licenses run and
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mailing labels. She separates the licenses and gives the awi:.tor who reviews

applications the list, the llcenses and the labels. _

The auditor perforns a final review before the llcensas are malled. He
checks the application file for a current application and signature; then he
checks that name off the list. He puts the license stub in the application
folder and refiles it. fThen he puts labels on the envelopes, stuffs the
llcenses mthemardfomaxdstheenvelopestothesecretarytomall.

No one has clear responsn.blllty for proofreadmg the license 1t'self for
accuracy. A v
‘Organlzatlons that conduct four or fewer gamblmg evem:s per year can request

exemption from being licensed. Exemptions (whlch are' a type of license) are
prmtedatthesametm\easthellcenses o

The data entry operator mails these w1thout rev1ew and is responsmle for-

- filing the stub in the appllcatlon file.

cmnlus1as

1. The initiation of licenses is unclear; there is no set date or canpleted '

taskthatlnilcatestothedataentxyoperatorthatshecanrmllcenses
2. Llcensesarendtconswtentlydatedforasetdayeachnmrth

3. Rev:.ew prlor to mallmg 1lcenses consists of clerlcal ft.mct:l.ons
: mapproprlately perfonred by an audltor. :

4. It seems this review does not actmally mclude proofmg the llcense ’
4 itself. _ _

5. There is no apparent review of exenptlons or proof of the exetptlon

- ..license. -

1. The initiation of licenses should be clarified. 'medal:aaxtzycperator
should be told what tasks must be campleted before licenses can be run.
A turnaround expectation should be stated, for example, five working days
after the board meeting, tasks must be campleted so licenses can be run.

2. Astaniardstart:n;dateforhcenssshwldhesetforthefnstofthe
“month following the board's approval.

‘3. The review process shculd be reassigned to support staff.
4. 'memrlavstnﬂ.dnx:hﬁeproofread:mthelicmseltself

5. Renavarﬂprmfreadnlgofenalptlasshmldbe&mebythesamesumort
staffpexsa:vﬂnma)sarﬂproofreadshm
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Orgamzatlons are requlred by law to renew theu: ganblmg 1lcens&s annually
About 145 days before a license is due to expire, the audltor/program\er runs
off a pre-printed renewal form and instructions. A data entry operator mails

_ theform,mstofltalreadyfllledm, sothelicenseeneedonlymake
corrections ard sign and return the form to the office. '

'Ihereceptmnist fonvardstherenewal fomstosupport staff.v -'Ihe forms are :
thendzeckedforcouplete:ms '

_Iftheorgamzaﬁmsuhuttedpmofthatﬂxega:ﬂolngmgercarri&a :
. fidelity bord; she checks it over. If they did not, she has received oral -
-instructions frannanagenentmttowonyabmxtlt, if they don't have one,
it's the o:ganlzatmn's risk. M.S. 349.20 requires the fidelity bond and

M.S. 349.14 requires organizations to camply with this chapter (Chapter 349)
tobehcensedtocorﬂuctganblmg mmmwta .

-Iftherer:ewalamhcatlonlsocuplete shedoesmtneedtopalltheflle,
MttlmthappensonlyabWtZSpercentofthetme

SheermersthedatamtoFomasearﬂalsomrmallyonaprmthtkeptather
desk. This printout, created at the start of a new year, lists organizations -
by license mumber and has other information. When the support staff has
4hmtsmemnewalforms,shepoststhedateofent1yonﬂusllstasa

marual tracking system, because the computer shows only that a renewal has
been "granted" or is "in process." It does not show the date the renewal -
form was received and input into the: camputer. Snwecmputerqueri&stakea”
- long time, up to 15 minutes for one, the support staff and the auditors refer
- to the mamual list when custamers call to learn the status of their renewals.

1. 'Ihe procass is generally somd

2. The instructions for campleting a renewal appllcatlon are madequate if
75 pencem: of the applications are umplete

3. Separateentryontoaprmtaltlsredmﬂantlfmedatabaselsfle:uble

enough, andlftherelsernxghcmgrtercapacmy,togetapratpt
resporsetoqxenes.

Recomnendations.

1. Since campliance with the statutes is a condition of licensure, the
offwestnﬂ.dexsmethatorgamzataasantnnetofulﬁllallthe
requirements of the statutes. This includes making sure that the
gambling manager carries a $10,000 fidelity bond. It is inappropriate
formnagerstotellstafftodmegaxdastahtto:yneq:uenent

2. Seethemnaﬂatiasmmtamnsmaxsurﬂer"mcoms
Management™ mPage63,aswe11astherecmmerﬂatlasmmofﬂ1e

cmpzl:ersystenmﬂer"ﬂxtmtedSystas mPage65.
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C. TAX RETURN PROCESSING
Fn. .in.

Infomatmnmthissectlonlsfxunafocusgmlpheldtodmcnbethetax
retumprocess Staffmppedaxttheprocssformmgtaxret\m

'I'axremmsareduebythe3othofead1m1th Staffestmatedthatzmo
returns are -expected each month. ('Ih1s1nclu:1$bothcorrectard1ncorrect
mtlalxeportsplusoorrectedormnerﬂedreports) Ofthatamcm'rt, staff
estmatethatl?OOarecorrect '

Oftheloooincon:ectreum(aWpercenterrorrate),500areserrtback

to the organizations. (No copy of the return is kept unless a check has been
received.) The organizations must then file amended returns. The other 500 -

incorrect returns are corrected in-house (250) or receive an error report
.letter (250) which requlres the organlzatlon to file an amended return

Although the offlce prcv;Ldee mstructlons for fllmg returns, staff indicated
thatﬂmlrstructlonsareartdatedanddomtmatchthefoms muse

.']heprowss

"mereceptlonlstopersﬂxenauarﬂseparatesﬂletaxremmsnrtOpuesof
those with checks and those without. The returns with checks are given to
auditors who recon:l chec}s received and follow the deposit procedure

All retunB are: rev1ewedbytheau:11tor for accuracy. “The audltor records
ﬂlereummshelskeepmgmadatabase(mms)otherthanﬂxemamdatabase
system(Fcodoase) The auditor uses this database to prodiuce a report:
sumarizing tax returns and tax dollars permmth. Staff ostlmabed that the
rev1ewprocesscantakeupt015da3rs _

1f returns are not kept, they are given to support staff who generate form
letters citing errors on the returns which have been identified by the o
auditor. If a check was submitted with the return, support staff make a copy
of the return for the tickler file. If no check was submitted, no copy of
the return is made Orlgmal returns are sent back with the error letter.

Rejected returns are sem: to the orgamzatlons with a form letter produced on
the main database system (Foxbase). The auditor principal supervisor's name
is stamped on the form letters. A copy of the letter is placed in the file,
but no other tracking system is used. Generating these letters takes an
estimated five to 20 days. Staff reported that delinquent tax notices are
‘sametimes sent to organizations before staff have campléted the review
process and sent an error letter. Mcanmltmdemalofan
_.organization's license renewal if the return is not identified on the
comprtersystemorflledbeforethellcenselstoberenevad

Appmvedretumsaremputmtothemmdatabasesystembythedataentxy

operator with assistance from the auditors. This can take from three days to
two weeks; there is no specific turnaround expectation. The returns are then
deposited in a filing bin. During this time period, delinquent tax reports

are processed ard sent to organizations. Organizations whose returns have

mtbeenerrteredmtoﬂxemamdatabasesystenbemuseofofflcedelaysare

sent delinquent notices.

56




Ifthecmpmerldemnmsnaﬂmpmblatsmtaxmasﬂeymm,
the returns are given to a third auditor. This auditor corrects the return
if the correction does not affect the fund balance or is less than $2. If
this is the case, two copies of the amended return are sent to the S

organization. Amtheroopylskept stapledtothereturnaruprtmthebm ‘

for filing. The organization signs one of the copies sent to them and
returns it to the office. . Anermrreportlsproducedonthemamdatabase
systemonceanonthtomtorth&sereum _

Ifthlssaneawltordetemmthatﬂxeretunls ﬂaggedbythemterhave
major or numerous errors, they are sent back to the organizations. These are
manuallyrecordedmacontrolsheet, however, theydomtloopbacktothe
mamdatabasesystanortothefllesfortradurgpnposes :

.Appmmmtelyzstomrehm\spernonthammrtedtotheatﬂitorpnmlpal

supervisor: - He may write a letter, return them to the auditors or give them

_totheexecut::.vesecretary This review by management of special problems

takes anywhere from two days to three months. These returns are not tracked
in the main database system. Rspmselettexstospeclalpmblasreportedly
cantakeuptothreeweekstoprodwearﬂmll

‘When organizatlors receive letters frcm the offlce, they are 1nstmcted to

file amended returns. Whentlmeanendedrettnnsamsenttotheofflce,
theyem:ertheprocessforasecmﬁtlme Iftheretumsaremcorrect,
thecopleskeptmthetldclerflleamremvedardenteredmtothemain
databasesystem -If the amended returns are still incorrect, another form
letterlsprodlmedanisemtotheorgaruzatlons Itlsmmsualforreturns
tobesem:backmrethantwwe. ' ,

Orgam.zatlms Whld‘l do not agree with the amended returns typically send c
letters to the executive secretary. Accordmg to staff therve is no speclflc

4ttm1amﬂt1neforthlspmc§s

Each tax. return ‘includes mformatlon on the organizatlon s fund balance An
amendment required on one return necessitates adjusting the fund balance on
each subsequent return. Wdelaymmnectnganermrmultsmtheneed
tofllenoreamerﬂedretlmas.

Fllmgoftaxretmnsmtothetaxmmrnfolderscanbebaddoggeduptow
days.. No. specific turmaround is expected. Sametimes an incorrect license
mmberlsmtlceddurmgthefllmgpmcessanithereturnlsglventoﬂme
data entry operator for correction. ‘

Total processing - franrecelpttofllmg-ofcorrecttaxreturnswhldi
requlremcorrapoxﬂemecantakeuptotwonnnths

Conclusions.

1. Taxretumsarenottrackedonthemamcmpltersystemaniphysmal
copies are not always kept.

2. 'Ihe37percentermrratemtaxretunmsappearstobed1rectlyluﬂcedto
the inadequate instructions sent to the organizations. :

3. Throwhout this procss, audltors are performmg prmnly clerical and
bookkeeping functions more appropriate for support staff.
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4.

-

]'.etterproductlonto mfomcustanerSOftaxretumemrsortoaddress

: spec:Lal probl J.S clearly not a prlonty
The: reuew of ccnplter-generated error. report's and subsequent correctlm

of tax returns through corresponience w1th orgam.zatlons seenms
reasonable.

Reoamelﬁatlas

1.

Taxrebxmsanldxecksstmldbeawedmtothemmsysten
upon receipt, and all information on the tax returns should be entered.

_ﬂheamprterstmldbeusedtoﬁentlfymthermordmc:eparms.

Clerical arﬂboddceepnqﬁmt:;msaxrrentlyperfomaibyalﬁltmsslmld
beassmnedtosu;portsl:aff ‘Auditors should review Schedule "C"

,a:penhbxreclamsarﬂmwthemﬂlmmsmenuﬁedbyﬂleermt .

report, butthispmoasslmldottmsebeperformedbysu;portstaff.

Nomg:mlmbm'sslmldhesmtbad: Ad:eckllsts:mlartothecne

usedmﬂ)eamllmtlmpmwaesslnﬂdhedevelcpedarﬂusedtomey

information to the organizations. -The organization's record on the main- V

ccq;utersystenskm]dbecodedtonﬂlcatethatﬂxedleckhsthasbeen
sent, so that follow-up and tracking are possible. A copy of the.

dxeddlstslmldbeattad:edtothemgn'altaxremmaniflled.-,

- 6.

7.

'jNotJflcatlmsardd)ecldlstsformltJnemshaﬂdmtbemgnedor |
,cattajnspeclflcrefexenetoanmmlmﬁltor butstmldcmtam

'mngetatsexstothexrqnsuds

_'I\n:mmxia:pectatlaxs stn:ldbeestabhshed, ocnmmtztedam
‘monitored. 'mmgemenl:stnﬂ.dallomtetheagency'smtothe
degreeposmletoneetthseexpectatlasmﬂshmldsetmﬂmmlcate.

clear, consistent work prlmtles in advance.

Delnxpenttaxrepo:rtsslmldmthegenemtedmrtllallmary '
mfomatlcnmenterednrtothedatabasesystan 'Ihee.trarreportwludl

is arrently run ance a month should be run daily. This report should be

usedtoﬂagtlnsemum'smthenmsmtmnthe fnstfavdaysafter
they have been received. .

Speclalptdalelsmdlamrefen'edtothemmganentslm]d
o Becodedassmhmthefhtabasesysten
o Beharﬂledwithina:eweek‘stjmbymmgaat

o Beasmnaitoaxenmmarﬂbemawedbythemtivesecretaxy'

a:lybye:meptlm.‘
'Iheart:remvieripmmsformectremms franrecelpttofllng,

slnﬂdbecmpletedbythe 15thofthem1l:hfollom:gthedead11mfmr
tax returns.
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2.

' to Mirmba I.aws, Chapter 349, Section 151, Subdivision 4(3),
the office's legislative mandate is "to receive reports required by this
daapterandmspecttherecoxds, books, and other documents of

- organizations and suppllers to 1nsure caxpllame w1th all applicable laws
ard - rules." :

Staff u‘d:.catedtherelsnoaudltpmgram Nostandazdformathasbeen
developed or used. The study team requested an audit plan and was told
it would be sent by May 1, 1988. Shortly after that date, a recently
developed checklist for aud:.tors was sent. No audit plan, format or
schedule was included.  Interviews revealed that there are no auditors

- assigned to oondt:lct audlts at this time. 'Ihere is no clear "mission" for .
auditmg

Staff interviews indicated that there have been no field audits since

December. Scmestaffsaldthlswasbecauseofconfllctmgdenarﬂs from

personaltaxsewiemsmessesnmbyemploywsonthelrmmtme,'
therefore, they did not want to travel during tax season. The study team
requestedallstofaudltsconductedmthepastyear,theauhto:sard
dates. The team received a list of 10 site "reconciliations" with no

dates. A note was attached md:.catmg that this list reflected "some of
" more recent activity." Because there is no audit plan or format, it is-

unclear whether these reconciliations constituted audits. An J.nternal

review of the fund balances for license mumbers 0 ﬂ)m:lgh 100 was also

R corducted,mtmdateortimepenodwasllsted

4.

'Ihe study team could not find criteria for mternal or external audits
and reviews. There are no definitions of an inventory audit, financial
audit or site review. The current definition of audits as relayed by -
staff does not- include ‘an audit of the nwerrtoxy of gambling equlp'tent
and supplles at sites. _

Staff have requested an audit format. Interviews indicated that the
auditor principal supervisor and the auditor senior supervisor have said
that the office cannot use a "camned" approach. Staff have received no
training in conductmg audits. Some auditors have accampanied the

. auditor senior supervisor on site visits, but have no clear picture of‘

~how an audit should be cmducted Staff have been told to 'wmg it.»
- Auditors said that llcensees do not keep adequate records However,.

Minnesota Rules 1987, Section 7860.0150, authorizes the board to review

" organizations' ml:e:mal controls. Orgam.zatlons are required to submit

this information with their license application. This requirement to
submit internal controls is the tool which should enable staff to
establ@mnmmmtemalcontmlsardrecordstopemlttbantocorﬂuct
financial audits.

'Ihestudyteamwastoldthatﬂmeoffmehasmtrasporﬂedtosane

custcmers' requests for audlts.
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 staff did not describe any follow—up approach to. audlts. The legal

8.
authonty to 1ssue citations is available, but auditors are not allowed
_to issue them
9. iSome staff sald that noth.mg tr:.ggers an audit (for emnple, a $90 000
’ mﬂleftmdbalanceonataxremrnwasreportedlyslmto
- the auditor principal supervisor, who directed the employee not to do’
‘anything with it. Other examples include requests by organizations who
want assistance in sorting out their books for 1arge or repeated losses
' by quest:.onable means) . -
‘ccn:lusz.a's
1. The 1egislat1ve mandate to mspect records on locatlons :l.s riot bemg met
becausemsyste:ulsmplaceandstaffaremrtranmed A _
2. ’Ihe pol:.cms, pmcedtm ard plans for auditing have not been defmed
1...A. Ana\:ndltplanstnlldbedevelcped arﬂitslnlldnnlude

' _o Astatmtofﬂxep.mposeofmﬂn:s.

}'_o An anﬂi.tor's gu:.de including pmw, checkl:lsts pmcedm:es (sanples)

~atﬂ‘dﬁttoalmt(bod<s nwartcry).A

,o“Detemamfumofﬂnttnggersanmﬂltarﬂtnwatﬂltsaresdxednﬂed. '

-0 - ‘An ammal schedule.

o -'Del:enmmtlmofmnperfmlsatﬁits whatadvancetxamngis

- provided, whataul:lmtyauhtstaffhave andWhOhast.nal sn;n-off
on andits. ,

o mscnpt:m of penalties and follow—up pn:cedms

'6 'Defnntlons of.

a) Int:ernal file’ audlt , ‘
~ b) External flmnczal and nwentou:y audits
. ¢) Site visit

d) site review _

e) Audit findings

f) Follow-up prooedlm

g) Authority to issue cJ.tatJ.a)s

B. Develqmentofﬂxealﬂltplanslmldlmltﬂestaffumtarﬂmt

fram other agencies (for example, the Departments of Reverue and
Camerce, the Attorney General's Office ani the National Asocmtion
of Gambling Regulatory Agencies).

(()rnewaytodothismybetoutilizeastandaxdpackagesmﬂasthat
developed by the American Institute of Certified Public Accountants.
Infmatlmmthmpad:agemllbeptmdedtoﬂ)eamttlve
secretary under separate cover.)
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2.

4.

5.

6.

C.Achadlimaimldhesetfordemlqmmtofﬂnaﬂitplm
'majxﬂtialplmamldhereviandbyamskfmmmotm'
&mﬂnmﬁt&leemblimmmm, staff, ﬁgmmlsv--

Offia,ﬁnmmmsofmmﬂmmm
ves. ,

Alﬂittzajnirqslnﬂdnnlub

o E:Efectivewstminterachns

o Gemalalliitpr:lmiples

o 'nnspeci.ﬁcofficaammadx ' .
o m—the-Jobtraini:gmthexpenenedamitms

'Ihetaskforceshmldreviwthealﬂitplanmllytoevalmtelts
effecl:a.vewess 'meboardslnﬂdreviavarﬂtpchtaintmwalpmcedmes

'mealﬁitorsmiorstpezvisorstmldcanctmgtﬂar mrﬂata:yatmt
sl:affmeun;stodlsmssalﬂitsarﬂprd:lels -

'l\eviaofixmlcmtmlsatﬂ:eamlitntimmaseshaﬂdbemgarded

as the primary opportunity to ensure that arganizations maintain adequate
recurdsfaraﬂitpmposesanihaveahqntesafegm:dstomtfmﬂ

,lossesbyqlestianblenaars

O:ganizauasdnrepartﬁmilcssesbyqnstimablemarsshaﬂdhe
added to the aadit schedule, epecmnyﬂmthelosesocummpeatedly

'arimolvelaxgeammtsofm:ey

61



E.

Findings

1.

3.

'Ihe offloe prooessas 500 appl:.catlons and 2, 700 tax returns each month
'me office has 330 linear feet of file space — 22° lateral f11e cabmets
-~ just for appllcntlon, tax return and distributor files.

Staff interviews indicate that no formal records management system- has '
been developed. The first year, this responsibility belonged to the
office services supervisor III, who prepared drafts of a system. It was

~ then reassigned to the auditor principal superv1sor, "who reportedly has

not:donefurthermrkmthesystem

The study team rev:.ewed the reoords management system draft docmnents.
These documents have not been approved by the Informatlon Pollcy Office

of the Department of Administration.

The office has no. plans for storing records of past transactlons other
thantocontlmallyexpandthewrrentfllmgsystem :

'Ihe study team reviewed many of the forms, mstructlons and form letters
being used by the office. 'Ihe rev1ew showed that'

o  The forms are not. wrltten with the cl:.ent's experlenoe and the form'
_ -ease of use in mJ.nd . . _

'o.'T,he instructlorsarenotclearardoonmse Inreoentmorrths cllents

‘have been sent outdated instructions which did not match the tax forms
because the form had been revised to reflect law changes but the
1nstructlonshadmt Nomstanershadirwtlntothefomor
mstructlon revision to assure clarlty o

o Several form letters are almost 1dentlcal in -cortent ; only the
_sn;naturos requlred ard mlnor words are dlffererrt

o Some form letters do not clearly express thelr intent.
o A checkllst of conmon appllcatlon problems does exlst.

o One type of application form letter does allow inclusion of several
different 1tems

omaelsmstarﬂardsystemfornam.ngfomletters
o The cheokllst and same form letters a:_re not prmted on self-carbon

Staff said current, accurate instructions for tax returms and
applications-did not exist at the time of the interviews. The study team
was informed at the time of writing this report that updated application
instructions have been in use for a few weeks.

The filing systems used 'for keeping records of tax returns and license N
information for organizations contain duplicate files. For example,
locating information on an organization cperating multiple gambling sites
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involves fmdmg a file for each site, the main ongamzatlon file, as

 well as tax return files for each site. While staff were reasonably

agreed on what should be placed in each file, numerocus examples were
cited which indicated that information may be in many locations and not
always where it should be. This situation is further camplicated by -
extra files for on;anizatlons or sites which have had a hcensmg lapse.
When these orgamzat:.ons or sites are re—llcensed, they are given a new
license number, rather than reactlvatmg the previous mumber. 'Iherefore,

‘a conpletely new set of files is establlshed w1th no link to the previous

set.

conclusimé

1.

2.

3.

This- off:l.ce has paper-lntenslve processes

Fomalsystemsforreoordsnanagementhavenotbeenmstltuted 'me_ -
office may be maintaining duplicate filing systems and an overabundance .

of past records. Conversely, the office may not be able to track
information because of multiple files and the issuance of new license

, mmbers for reacl:lvated orgamzatlons or sites.

Many forns, instructlors and form letters used by the office are
inadequate. No system exists for managmg these or for rev:.ewmg and
updatmg the mfonnatlon they contain.

'Recanneniat:l.as

'n:eofflceslmldesbabhshafonalrecordsnmagenentsystan 'lhe
InfonaﬂmfbhcyOfﬁceandInteﬂbdnplogmsG:ulpofﬂ:eDeparmerm

- of Administration should assist in reviewing and establishing this

system. The system should include all aspects of records
including records retention schedules, filing, off-site storage of

‘ nactlvezmdsatﬂmcrogramlw

Ataskfmceofnanaganentaxﬂstaffslnﬂdhecreatedtoreuelamrt

forms and instructions and form letters. The Information Policy Office

of the Department of Administration should be consulted regarding the
degree to which crrent and new forms can be read and understood. The
taskforoeshaﬂdupdateustrwtmnstomatdmumrartfarﬂrenw

,hathfomsarﬂmstmcta.msmaregularbas:s.

'mea;plmtimdxeddmtstmldberenazedarﬂupdataisoltmnbe

‘used in place of the current form letters. For those cases where the

d:eddlstlsmtamllcable, a camuter-generated form letter with
several options should be created. Otherfomlettexsregardng '
amhcnt:mssbu:ldbeellmmted

Asmﬂard:eddlstarﬂﬂlesametypeofcmtergermatedletterslnﬂd
be created for tax returns. omerfozmlettersregaxdngtaxreumxs
should be eliminated.
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: 'F,‘

Findings

1.

mstaffsaldﬂnttrxecatpxtersystanlsatcapamtyardmtmeetmg
thelrneeds

‘Staffndlcatedthatthereamcauputermponsetmeslmdwnsandtoo

manyoca:pledtemmlswhllereportsarebemrm
The 1ag t:une for queries is reportedly 15 m:mrtes or 1onger.

'Iheautcmatedsystemsaremtmtegrated severaldatabasasareusedm

the same process, and data is re-entered manually because ‘the systems do

'nctn'rteract
'Staff saldthemamccnrpltersystanlsmtuser-frlendly.
A Staffnprttothesystanlslmlted Staffarenct:tramedmsystems

arﬂattrmlteﬂnsladcoftmmmgtosystemsecuntyconcemsonthe

'_part of the auditoér principal supervisor. Staff stated that lack of
tra:m.ng hindered their efforts to work effectlvely. R

An audltor functions as the m—house programmer. The aud:l.tor has

received training while on this jab, but was not hired as or previcusly

trained as a programmer. Some staff uxilcatedthathemymthaveﬂle ’
skills necessary to provide the office with the programming needed and
may not recogmze 1ong-tem data needs for the offlce.

Aconsultant1sretamedtopmv1deprogmmmgontheFo>d)asesystem

‘The cost of the auditor p051t1cn ($25 140 +: frmge estl.mated at mmnnum
range of the auditor senior class) plus the consult:mg contract ($31 000

~in Flscal ‘Year 1988) is assumed to total more than $60, 000. L

10.

1.

3.

14.

15.

Taxretumsandappllcatlonsarenotenteredupmurecelpt The: systemls
not used to track mfontatlon in prooess :

Staff sa1d the couprter system does not pmv1de sufflclent support to the
main internal processes.

Capacity Mamaddmsedﬂmmmof additional disk drives
or other temporary solutlons, rather than through a coutprehens:.ve system

review.
Omp.ttersystanneedsareconslderedcverstaffneeds

There does not appear to be a routine process for verlfymg data entry.
Same staff said that data entry errors go unchecked and that the auditor
principal supervisor's attitude 1s that they shouldn't worry about such
mistakes.

The overall system was selected in 1985 with inmput from the InterTech
Group (formerly the Information Management Bureau) of the Depart:nent of
Administration. There has beenh no mention of a camprehensive review
since that time. ' .

64




E5

'meChantableGanﬂolmgchtrolBoardhaSMttedarequasttothe :
Intergovermmental Information Systezrs Adv:.sory Cwncll (IISAC) for funds

toexamlnetheccmputersystem

:Whllethestudyteamdldmtdoacanpleteanalysm ofﬂmautana‘bedsystens

the following conclusions have been reached based on the information gamed

. 1 .

2.

3.

,durmgthlsstudy

'mesystemappearstobemadequateformrrerrtneedsandnearorat

| capa01ty

It is time for a tharmgh review of“the office's system needs’ and ‘
~ development of a "systems plan" for the office. 'No one in-house appears

qual:.fled to conduct thlS review or make ttus determmatlon.
staf_fing/suppor;t of the om\puter systan (the canbmation of the -

-auditor/programmer an:l the Cutsi'de' consultant) may not be adequate.
’I‘ra:ming for ccnprter users J.S inadequate.

Staff/users are nct 1nvolved in system design or appllcatlm det.usions
Informatlon com:alned on the system is ncrt venfled and may be

: macazrate. :

Recmmendatims

1.

lhnagenentshnﬂdpmceedassomaspossmlemthaﬂbmghmavof
the:system. Such a review should be conducted by a professional camputer
cmsultartoﬂ:erttanﬂxeamrtpmgranmmcasﬂtantarﬂslmld
include at a minimm:

d_-'Armavofestmgharmareardsoft:ware |
. o Anevaluat:mofdataelenentsardpmcasngreeds

.0 ~Recamnezﬂat1asmamu:cpnactehaniwarearﬂsofuzare

2.

o Amv:.avofbanfldeseamtyreeds nx:luinqsystanbadmpam
dJsasterplars

o Amewofpetsannlneededtosumortﬂlereoamerﬂedsystan

o Areuacofwrlttenmtenalsmaastaneorneededmanyprcposed
new system.

o Arevie:tofstafftraixﬁ.ngneéds
ﬂlus:sapnorltyactlntya:ﬂslmldbedaevmetlmormtﬂ:ensm

- funding is granted.

lhnagenmtslmldmreaomplterpmgram:ermﬂla:perusearﬂtramng
mthesystarsselectedﬂmlghﬂ)emwlm
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3. Ifamsystenmnstalledfoncmngthereviavmnecamendauml

o ]:nplenentrecmmﬂatlasardmertdata ven.fymgthatalldata
hasbeaaacan-atelycawerted o

o Tramsl:aff.

o Est:abhsharﬂmnxtamacmpxter-tsers group, whlchdmldmeetma
o mgularbasm. ' v _

0 dvtamordevelopuser—fmaﬂlymmals

_ Ifmeamltsystanmnsfonomn;ﬂ:erenw,mnagamtslnﬂd. o

o Renavthebmafldeseaxntyneeds

o “@enup"thesystemarﬂcmss—u-amstaffmallavaﬂableaxeasam
functions.

o mtabllsharﬂmintamaomprtebusasgrmp,mmslmldmeetma
' regularbas1s. S

'.4. ﬂhenavcmpxterprogramerstmldstabhshavmflmtlmmfor
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G. SBEQURITY

In interviews and focus groups, the staff raised a mumber of security issues.
Fnﬂn'gs | |

1. 'stanps soldtodlstri}:ntorstomarklegalganblixgequlmentand
.smphes,arekeptmthereceptxomst's unlocked desk drawer along with
cash from sales. The cash is not always included with the day's daily
. deposit, and both stamps and cash have been left in her unlocked desk
overnight. The receptionist gets the stamps from an unlocked storage
room in the office. Allstaffhaveacoesstoherdeskardthestorage
'roan,aswellaskeystotheofflce. After hours, cleanmgandsecunty
people also have access to t.he office, desk and storage room. '

2. Stanpsmidihavebeenmtunledforvariousreasonsarﬂvmidlcamwtbe '
' resold are recorded as voided in the receptionist's logbook, but are not
disposed of. maearekeptmacaxdboaxdboxmﬂenxeaththedeskof
oneofthesmortstaff..'merelsmtlm-gvslblywmxgmthsoneof
these stamps, and they could be illegally sold or given to distrikutors
or gambling operators. All Charitable Gambling staff, as well as
mlldmgstaff haveaccasstothisbox ‘

3. There are no pollcles for 1ssumg refunds or Ccredits for returned

stamps.- Asmefmpostmgsoldstanpsaxﬂvmdingremmedstampsm'-’
thereceptlonist'slogbook there are no checks or internal comtrols for
any part of this process. Apparently,severalstaffmarberscandlssue‘
refmdsforretunredstanpsmthelrownauﬂlorlty,andma\em
nar:agementnbmtorsthls

4, Staff have said that they have ralsed the issue of securlty for stamps
. and cash with management and have been told not to worry about it.
- Various staff menbers said that office staff have been expl:.c:.tly told to
leave their desks unlocked so that cthers may locate files in their desks
when they are not around. _

5. Staff members have said that some walk-in clients have occasmnally been
drunk and abusive. The door that separates the waiting room from the
office is not always locked, although management has told staff to keep
it locked. There is no pOllCY requiring someone with authority to be
present in the office to give staff assistance in handling drunk or
abusive clients.

con_::hsials
1. lIhereJ.s:.alackofsecun‘l:y1':'orstartpsandcash

2. Security matters are not a managemem: priority. staff are prevented from
taklngevenmmmalstepstoensurethesecurltyofstampsarﬂcash.

Recamendations

1. Mamqanentstmlddevel@, w1thstaffmput aseazntysystanforstanps

and cash. It should include:
o Dasigratimofasafe, locked place to store stamps and cash.
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o szsmfarﬂ:edanly@osmofalldncksarﬂcashmcelved

b"'Prmpthspomlofvmdedormzsablestanps
o Desmntmofstaffwhoslnﬂdhavemsstostmmsarﬂcaﬂx

. mlmlesmﬂnmofmﬁnﬂcredltsaxﬂd&ﬂgrnumofastsz

member with the authority to issue refunds. 'nuspmcessstmldbe
_mntaredhyam:berofﬂxemragenentteam o . ,

slmlddwelcpseamtypohmaaxﬂpmcedlm 'nmeslmld

_ml'agemart
bemttenandcammlmtedtoallsbaff. mlagena'rtstnﬂdomsztder

staffnp.rl:mtoﬂmepmcedxm

.Staffslnﬂdkeepthemt:mnoandoorlockedatallt;ms Hamgemem:

Apasammthmrﬂmtyslmldheinﬂ:eofﬁceatallt:mstohelp

dealmthpmblexsthatmyanse, mcluimgmlymstm;ers

Sbaffslnuldbepemlttedtolod:the:rdaskdzawetsatanytneto‘-
protect their valuables. If any desks do not have a lockable drawer,
naraganentslxuldpmvv:deead)elployeemﬂlsmethngﬂntdoslodc
such as a file cabinet or a locker, for their valuables. Conversely, no
fﬂasordoammsdnﬂdhelockedmmeanydak ‘unless there are

bona fide reasons to do so, for exanple, mmpezsmnel lees or
v cmf:da'xtlaldataflles.- : , _
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Findings

1. a-lecksareprepamdfordepomtusmtmsepamtepmoedxmfortax _
returns and applications. Two different databases (neither of which is
‘the main database system) are used to record check information. An
audltorrecelvannstofthedledcsfrmbothoftlmeprocedur&
how.'ver, sane areretumedto theorgamzatlms

2. If the audltor zecelves the checks, he/she ver:.fias the 1nfomat1m on
thetaxmtumorappllcntlonandrecordsthehcensemmlberonthe '
check. Two tapes are run on the checks. One tape is kept and logged in
a book; the other tape and checks are referred to another auditor.

3. A second auditor prepam a daily deposit; haéever, this deposit does not
always include all of the day's receipts. Checks that are walting in
. process could be dep051ted after the date of receipt.

4. Both auditors cross—check and verlfy each other's calculations and keep

_ coplesofthetranszuttalfomsazﬂtap&ssenttotheoeparm\entof
Finance. .

1. The depos:.tprocess outlined seems solid, exceptthat the two dlfferent

- - database systems which are used aredupllcatlve and do not allow trackJ.ng'
ofchecksmthmthemmdatabasesystan : _ _ A

2. Notallchecksaredeposnedonthedaytheyarerecelved.

3. Auditors are ccxtpletmg a bookkeepmg ﬁmtlm more approprlate for

support staff.

Recameniatlms

1. A]ld:edcsstnﬂdbeenterednrtothena:ndatabasesystenupontecelpt
2. Allchedcsarﬂ@shslmldbedeposltedmthedayrecelved
3. Bookkeepngﬁm:tuxsshmldbeassmnedtosu;portstaff.
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- OTHER

I.
Phone calls
1. Staff estmated that the office receives 150 calls per day. ‘of these
half the calls are questions regarding tax returns and application forms,
30 percent are status questions, 10 percent are for ordering forms and 10
_percentareforgeneralmformtlm. 'IheboardalsohasaWA'I‘SIme .
. _avallable 1mt11 noon each day. : :
2. Sanestaffarxitwosupernsorswhocmldacceptcallsdonot
3. 'Support staff who could ansver routine calls have been told to refer all
calls to auditors.
4. There is no set pmcedure outlmlng who should recelve calls.
5. 'Ihere is no guidebook with stardard answers and i.rrterpretatlons for - .
frequently asked questions. Audit staff say they cannot get a stralght
. concise answer from the auditor prmc1pa1 supervisor, so they do not use
him as a resource.
6. . _'Staff stated that the majorlty of calls are questlcns whlch relate t0°
'_o Ccmpletmg forms
o Interpretatlon of ba51c requlrements
o How to get started
‘o The status of applications or tax returns.

7. Lmeaudlbors, asagroup, estmatedﬂ:attheyspendlStothrson
the phone and in follow-up of these calls each day. This works out to
3,900 hours per year, or two full-tl_me-equlvalent positions.

8. staff said that custcmers canplain about inconsistent responses.
Gmclus:axs |
1. Many phone callsarerartmeandcouldbehandledbysupport staff.

‘2. Many phone calls could be eliminated if forms had adequate instructions,
rules had standard interpretations, the start-up packet was complete and
targeted to the correct audience, the board processed applications and
tax returns in a timely fashion and applications and tax returns could be
tracked on the camputer system.

Being able to track applications and tax returns on the computer from the

date of receipt by the office would eliminate the expendltum of a lot of
unnec&ssaxy follow-up time used to track them down in the office. :
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4.

5.

'meboardxstobecamnendedformltlatuqaastaner—onentedservme
such as the WATS line.-

'Ihelackofprocedur&sardgmdebookresultsmmommrk,meven |
distribution of calls, auditors overloaded with other t:.me-spec:.flc tasks.
to handle and inconsistent responses. _

'Recammendations

1.

2.

6.

&,

1.

Rmtu:epln:em]]sshmldhehanﬂedhythereceptlmlst

Aguidebodcslnﬂdhedeveloped cantaining standard responses to
freqmtlyaskedqnstinsarﬂstaxﬂardmtaprebahasofthemlesam-
1aw. Scmemestnﬂdbeasslgnedthene@aslbmtyforupdatugthe '

.gulddaodtcnanas—neededbas:s.

Aprocedmestn:ldhestabhshedfordlsmmumofcans
'meWA'ISI:medmldbecmlnnled

Seecﬂ:errecmmﬂauasmdarelmnqcmplete user-frmerﬂlyfonsaxﬂ
nsmnt;as. . , ‘
Seeotlmreamnezﬂatlmsmdevelopngafast accassiblecmprter
tradumarﬂq.mysysten . _

'Ihere is no officer-of-the~day. Walk-ins are referred to -any avallable

‘audltor,'meacecntlveIcrtheexeartlvesecretaxy They are shown to
_ theconferenceroanandthereceptmmstfmdsanavallableperson

'Ihetwoaudltorsuperusorsrefusetoseewalk—msunlesstheyhave
scheduled an appointment, evenﬂmoughtheexewtlvesecretaxymllsee

Vwalk-msatanytme

The receptionist handles very basm questions. On occasion walk-ms are
dlfflcult and she will inform one of the auditors. -

1.

2.

1.

Itlscomnendablethatwa]k—msareshowntotheconferenceroomfor
privacy. ’

The board lacks a pol:.cy or con515tent approach to deal with dlfflcult
cllem:s .

' ‘Recammendations

Anoff:.cer—of—the—daystmldbedslgrﬁted and it slmldbeanaudltor
'Ilusposmlmslnlldbemtatedmgallatﬂltors, fcrmmreﬂaancne
dayatatme '
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2. Supava.sou:sstn:ldhemtmﬂtoasmst w1th auditazs' qmtmms.

3. Malngela'ttslmldbeawareofstaffsemntyneeds fore:mple,keepng
ﬂ:eoffmedoorlodnedaxﬂhavmgahad:—upalwaysmharﬂmcaseof
prmble:smthwa]k—ns _

Requests for 1nl:etpretat1m
_Fmimgs

1. ,Staff 1nd1cated that requests for 1nte1pretation can encamter possibly
lengthy time 1ags before resolution. Scme delays are understandable, '
" such as waltmg for an attorney general's opinion. However, there are no
turnaround expectations. Scmerequestscantakeuptothreemnths
before a draft response is given to- support staff for letter productlon

2. Staff stated that dictation or draft respcnse letters are not a priority _

for the assigned support staff person who is also handling multiple,
- ;-tune—spemflc tasks. such as tax ret\:tm letters and the newsletter.

3. The bulk of the letters go to the auditor principal superv:.sor and the
executlve ‘secretary, mstead of to the audltors. L

4. 'merearenopollclesandprocedures forhandlmgt‘mserequests suchas
when a letter should be referred to management or vhen. an auditor should
.handle it. :

Canclusions

1. The lack of. p011c1es and procedums for harx:llmg mts for
J.nterpretatlon msults in: :

o .Delays. | )

0 ILetters unnecessarily directed to :

o Confusmn, because auditors don't know what they are pemltted to
handle.

2. The current assigmment for production of these letters confllcts w1th the
t]Jl’E-SpeCJ.flc demands of this person's other assigrments.

Recameniata.als

1. Pblmmsarﬂpmced.msshmldbestabhshedarﬂslmldmludedled(s
to make sure requests don't get lost in the system. A possible system
would include the receptionist logging in the requester's name, date and

auditor assigned to answer the request. The person who produces the
lettervmldnthtemthelogwhentherespcnseletterhasbeen
mailed.

2. Ttmamxia:pectatlms shauld be established, prtmwnt:mgand
‘ followed.

3. All letter production should be assigned to a person who has primary
respansibility for word processing.
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'F;...i. _

: 1.,. Appeals are objectlom to. c1tatlons . The statutozy maximm fine per

citation is $500. A cited licensee has a rlght to appeal whlch may be made
by phone or letter. :

2. The appealmg llcensee can discuss the fine and citation w1ththe

'executivesecretary and if the matter is not resolved, the licensee can
‘ _brmgthelsmebeforethecompllameRenewGrulp asubsetoftheboard
- for disposition. : : : _

3. 'Ihe lJ.oensee is 1nv1ted by letter to appear before the Canpliance Rev:.ew
Group. Attending this meeting are Campliance Review Group members, the -
executive secretary the attorney general s represent;atlve_ and the executlve
In . . )

R 4. The ccnplianee Rev1ewGroupmay uphold the c1tatlon or the appealmg

party, orltn'aynegotlateanagreement Th:.smpresentedforapprovalto
thefullboaniatltsnextmeetmg 'Iheresultsareprmtedmnewsletters

5. The carpllance Review Group also corxiucts heamngs for licensees who have
allegedly violated gambling rules. The licensees are invited by letter to a -

...meeting of the Ompllame Review Group to discuss the alleged violations.
” The goal of the meeting with the Campliance Review Group is to resolve the -

6. In either case, 1ftherelefbagreez\\enta£thef1rstcdup11ahceReV1ewv

Gm:pneetmg,themsuelstabledtmtllasecorﬂneetlm Ifthe:nelsnov

_ agreement after the second meetmg, the organlzatlon may lltigate.

7. ‘There is no follow-up on ongamzations that don't pay theJ.r fines, Staff"

‘reported that organizations are not denied new licenses at the time of
.renewal. Appealsaremtmthecarp.rtersystem sotherelsnowaytotrack

them.

8. staff were m'xcertam about the fate of orgamzatlons that agree to ray
fines, but don't. There is no way to track ‘this, either.

Cbnclus1m

1. 'Ihe processes for appeals and hearings is generally straightforward and
falr, except for the lack of follow—up and trackmg m the system

‘Recammendations

1. ‘A;pealngozganlzatlasshmldbereg:nedtomtlatethe:rappealm

2. Narpaymentoffumslmldtrlggerareoamexﬂatlmfordaualofthe
' cmgaruzatlmslloasemlamhcatlm.

3. ']:rada.rgofa;peals Mfmarﬂpaldfmstmldbemted
mbotheautmatedsysten .
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C,mp] int /all ati 1545'

F:.ndnx;s
1. Complaints against licensees: may cane in by phone, letter. or in person
" (usually by appointment). The auditors take ccmplamts and record them
on a cmplamt form. _ -
2. The executlve I reviews the ccxnplaurt forms for ccmpleterms - If the
© form is incomplete it is referred to the auditors. 1If a nllem.s been
‘broken, the complaint form is:referred to the executive secretary. _
Omsmnally, the executive I will draft a letter for the executlve
- 'secretary to exped.lte the pms
'IheeXewtlvesecretarymaytakeuptosmmnthstoactonan o
allegation. Sometimes he will visit a site or he will refer it to the
’ chle.ance Review Group
4. Besides the executive secreta::y only ‘the auditor prmc:L . Supervisor
and the auditor sehior ‘supervisor do the. "J.rwestlgatlons" th.ch may
include sn.te visits. . _
5. 'The executive I does the follow—up on complamts ‘Ihls is- apparently
maxmal w1th no canp.rter track.mg
1; | The ocmpla.mt form standardlza the mformatlm collected
2. 'Ihere is no time frame for addreﬁsmg the conplamts and allegatmns
3. 'Iherelsmtrackmgsystem Nothuglsonthecomputer norlsz.tdonev
‘ manually. _ ‘ S : :
4. ‘Ihere are no rules or checkhsts for J.mestlgatlons It is unclearwhat
site v1s:.ts accamplish. ‘
Recamendatlcns
1. Polmaarﬂp&oce&melmldhedevelmedtodealmthcmplmntsarﬂ
allegations. These should include:
o Per:sms raspas:ble for handl:m; them.
‘"0 Rules or checkhsts to follow.
o Asettmeframfcrrdlsposltlm.
2. Atxadurgsystan elﬂxernamzaloroaprter whateverlsmu:eeffectlve,
should be established. v
3. 'The purpose/goals of s:.tenslts s.lnxldbedetenmnedarﬂﬂ:elr

effectlve:us evalmted
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