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Audit Services Department
306 Cedar Road
Post Office Box 15225
Chesapeake, Virginia 23328-5225 (757) 382-8511
Fax. (757) 382-8860

December 4, 2020
The Honorable Rick W. West and
Members of the City Council
City of Chesapeake
City Hall-6th Floor
Chesapeake, Virginia 23320
Dear Mayor West and Members of the City Council:

Enclosed is the Audit Services Department’sAnnual Status Report for the period July 1,
2019 to June 30, 2020. The following is a summary of some of the report’s highlights.
A. Completed Projects
1. Audits and Analytical Reviews
We completed a performance audit of the Police Department, Central Fleet, and special
audits of Selected City Hiring and Compensation and the Small Purchase Policy. These
audits were conducted for the purpose of determining whether services were provided in
an economical, efficient, and effective manner, whether the goals and objectives were
being achieved, and compliance with applicable City and Departmental procedures. We
also completed follow up reviews on audit reports previously issued. The actual
managerial summaries including specific findings, recommendations, and responses, are
detailed within this report.
2. Technical Assistance
We provided technical assistance to the City and its affiliated organization on a number
of projects including Payroll Changes, the City Manager’s Cluster Group, Fleet
Utilization, and solicited a Cybersecurity Audit of Kronos, Munis, and PeopleSoft. We
also completed 8 fraud hotline investigations.

3. Projects in Progress
Currently, we are working on performance audits of Economic Development, Chesapeake
Integrated Behavioral Health (CIBH), CARES Act, and a Cybersecurity audit of Kronos,
Munis, and PeopleSoft.

Sincerely

Jay Poole
City Auditor
City of Chesapeake, Virginia
c: Christopher M. Price, City Manager
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Audit Services Department
306 Cedar Road
Post Office Box 15225
Chesapeake, Virginia 23328-5225
(757) 382-8511
Fax. (757) 382-8860
December 4, 2020
The Honorable Rick W. West, and
Members of the City Council
City of Chesapeake
City Hall--6th Floor
Chesapeake, Virginia 23328
Dear Mayor West and Members of the City Council:
We have completed our follow-up of the Department of Information Technology,
Development and Permits, Public Works, Succession Planning, and Citywide Overtime
for fiscal year 2020. These prior year audits were selected to evaluate the status of
recommendations that had not been fully implemented. The reviews were conducted in
February 2016 through March 2019. The status of the 24 open recommendations from
these reports was as follows:
10 had been implemented
7 were in the process of being implemented
7 were planned but not yet implemented
were partially implemented
had not been implemented
will not be implemented
is no longer applicable
A copy of each review is included in this report. Please contact us if you have any
questions.
Sincerely,

Jay Poole
City Auditor
c: Christopher M. Price, City Manager
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FOLLOW-UP REVIEW
INFORMATION TECHNOLOGY

PERFORMANCE AUDIT
REPORT ISSUE DATE: AUGUST 2016
FOLLOW-UP REVIEW DATE: FEBRUARY 2019
CITY OF CHESAPEAKE, VIRGINIA
AUDIT SERVICES DEPARTMENT
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Audit Services Department
306 Cedar Road
Post Office Box 15225
Chesapeake, Virginia 23328-5225
(757) 382-8511
Fax. (757) 382-8860
December 4, 2020
The Honorable Rick W. West and
Members of the City Council
City of Chesapeake
City Hall--6th Floor
Chesapeake, Virginia 23328

Dear Mayor West, and Members of the City Council,
We have completed our follow-up review of the Information Technology Department. The
review was conducted in April 2020. As of that date, the status of the report’s three open
recommendations was as follows:

3

had been implemented
was in the process of being implemented
was planned but not yet implemented
was partially implemented
will not be implemented
is no longer applicable

A copy of each review is included in this report. Please contact us if you have any questions.
Sincerely,

Jay Poole
City Auditor
City of Chesapeake, Virginia
C: Christopher M. Price, City Manager
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INFORMATION TECHNOLOGY DEPARTMENT
PERFORMANCE AUDIT
February 2019
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1. DIT Governance Challenges, Legacy Systems Issues, and the DIT Modernization
Project
Finding - The City did not have an IT Steering Committee and a Citywide IT Governance
Policy to ensure cohesive ERP solutions for its financial systems resulting in long-term
challenges for DIT.
Recommendation – The City should adopt a Citywide Governance Policy.
Response - DIT agrees with the audit recommendation that it is in the best interest of the
City to reduce the footprint of ERP systems currently in use by the City. Gartner describes
this consolidation trend in the industry as a post-modern ERP approach whereby the end
result is less complexity regarding interfaces, integrations, and synchronization of data
coupling with much more agility and adaptability at a lower cost than it otherwise would be if
the City continues along the current path. This also gives the City the opportunity to introduce
innovative business processes to take advantage of faster more efficient ways of conducting
business in a more transparent, collaborative, and measurable manner going forward.
As for the governance policy, DIT will work along with the City Manager’s office to ensure the
key stakeholder enterprise business units such as Real Estate, Planning, Public Utilities,
Public Works, Public Safety, and the constitutional officers are on board with the new
governance process. In order for the City of Chesapeake to operate at a high level of
efficiency and cost effectiveness while being properly aligned with stated City priorities it is
necessary to establish a project governance mechanism for approval of all projects greater
than $100,000 or where it is determined the impact of the project has sufficient enterprise
impact that it warrants governance review. (Note: The full text of the response is included in
the audit report).
2017 Status – DIT collaborated with the City Manager’s office in establishing the Business
Technology Steering Committee. The mission of the committee is to provide a project
governance mechanism for high-dollar and high-impact projects. The Committee is currently
working with Gartner to devise a strategy for the City’s Enterprise Applications (including
ERP solutions and financial systems). DIT will continue to work with the City Manager’s office
to improve IT Governance.
2020 Status – As noted previously, DIT established a Business Technology Steering
Committee (BTSC) with the mission of providing a project governance mechanism for highdollar and high-impact projects. The primary focus of the committee was the Gartner
Enterprise Applications assessment. The assessment was completed and presented to the
BTSC. DIT is developing plans to implement the recommendations of the assessment. As
those plans solidify the BTSC will provide oversight on enterprise applications modernization
efforts. DIT continues to work with the City Manager’s office to improve IT Governance.
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D2. PeopleSoft Financial Issues
Finding - The PeopleSoft Financial System was purchased but not fully implemented due to
budget constraints, resulting in the City paying maintenance fees for software modules that
were not being used. In addition, unused modules were supplemented with additional
systems creating a need for integration, which increased complexity and decreased
efficiency.
Recommendation – DIT should continue to evaluate future enterprise application
replacements, and consider whether it is in the City’s best interest to continue to expand the
City’s PeopleSoft ERP footprint, use alternative applications, or consider other technologies
such as cloud computing (SaaS).
Response - DIT agrees with the audit recommendation. In fact, the formal
governance adoption as outlined in issue #1 is a forerunner to resolving this issue.
The Department of Information Technology (DIT) will be following the Gartner
strategic roadmap to address the following:



Enable innovation to take place
Allow for the exploration and discovery of functions, business processes, and
technologies
 Provide innovative solutions with improved, well-defined, and measurable
outcomes
(Note: The full text of the response is included in the audit report).
2018 Status – This recommendation is in the process of being implemented. Gartner is
currently working with the City to define a strategic roadmap for enterprise applications.
2019 Status – Gartner was engaged by the City to analyze enterprise applications and make
recommendations. As part of that analysis, in 2018 it was determined that the risks
associated with enterprise applications running on the mainframe were significant. Gartner
was asked to pause its enterprise application rationalization work and was engaged to take
a deep dive into the mainframe applications. The mainframe assessment is nearing
completion. Once complete, Gartner will incorporate those findings into its enterprise
application rationalization work and submit final recommendations
2020 Status – The Gartner Study concluded in 2019. The findings, recommendations and
strategic roadmap were presented to the BTSC on March 14, 2019. Gartner concluded that
it was not in the best interests of the City to expand the current PeopleSoft solution footprint
to support additional capabilities and proposed a process to identify and procure alternative
solutions with the initial focus being on replacing the mainframe. DIT is working to identify
and procure the needed solutions. We recommend closing this finding.
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D6. DIT Staffing Challenges

Finding - There were City employees performing IT functions (referred to as Shadow IT) that
were not a part of DIT. However, DIT did not have sufficient staff to support the all of the
City’s DIT systems and infrastructure. Thus, the entire comprehensive view of technology
support within the City was obscured.
Recommendation - The City should consider bringing DIT staff assigned to other
departments under the direct supervision of DIT.
Response - DIT concurs with the audit findings. DIT is currently in discussion with the
Fire Administration staff to determine the duplicate IT efforts. DIT has an extremely
successful enterprise IT agreement with Public Safety and will continue to evaluate
and make recommendation for technical resources as needed. (Note: The full text of
the response is included in the audit report).
2018 Status – This recommendation is in the process of being implemented. DIT
acknowledges its staffing challenges. There are no quick fixes. DIT will continue to work with
City leadership to resolve the staffing and shadow IT concerns.
2019 Status – We will begin with the ITIL structure to address many of these issues
addressed in this audit.
2020 Status – DIT continues to acknowledge staffing challenges. DIT has requested
additional positions and will continue to work with City leadership to find creative solutions to
the staffing and shadow IT concerns.

13

This page was intentionally left blank

14

FOLLOW-UP REVIEW

DEVELOPMENT & PERMITS
REPORT ISSUE DATE: JULY 2017
FOLLOW-UP REVIEW DATE: MARCH 2019
CITY OF CHESAPEAKE, VIRGINIA
AUDIT SERVICES DEPARTMENT

15

This page was intentionally left blank

16

Audit Services Department
306 Cedar Road
Post Office Box 15225
Chesapeake, Virginia 23328-5225
(757) 382-8511
Fax. (757) 382-8860

December 4, 2020
The Honorable Rick W. West and
Members of the City Council
City of Chesapeake
City Hall--6th Floor
Chesapeake, Virginia 23320
Dear Mayor West, and Members of the City Council,
We have completed our follow-up review of Development and Permits. The
review was conducted in March 2019. As of that date, the status of the report’s
seven open recommendation was as follows:
5
2

had been implemented
was in the process of being implemented
was planned but not yet implemented
was partially implemented
will not be implemented
is no longer applicable

A copy of each review is included in this report. Please contact us if you
have any questions.
Sincerely,

Jay Poole
C: Christopher M. Price, City Manager
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MARCH 2019
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C. Operational Issues
Based on our review, we determined the Department had accomplished its
overall mission of ensuring that developments were in compliance with applicable
laws and protecting the health, safety and welfare services of citizens. However, we
did identify several areas of concern that needed to be addressed. Those areas
included the Accela Project, proffers, elevator inspections, building inspections, reinspections, cash settlement, and staffing.
C1, Accela Project
Finding - There were 101 remaining Accela change requests that needed to be
resolved and implemented for the Department and 30 for Public Utilities, Planning, and
Parks and Recreation. These change requests were related to system
enhancements, modifications, creating various system reports, and business process
enhancements.
Recommendation - The Department should obtain additional resources to hire
third-party vendors to resolve and implement the 131 outstanding change requests that
have not been completed. It should also consult with IT to develop a program to
automate the invoice and payment process for fee revenue to the Accela interface.
In addition, all revenue fee accounts should be reconciled each month.
Response – The Department agrees with the assessment. This relatively
new system had many unknowns when it was procured, particularly the
long term resource needs to maintain the system. At this point we know
we have three categories of needs for operating Accela; 1) A need to finish
the project implementation consistent with the original scope (unfinished
components/functions), 2) There is an operating component with trouble
shooting system failures, customer assistance (internal and external), and
implementation of frequent Accela updates, 3) Development of applications
for other key development and permitting functions still done manually, like
hauling permits, elevator inspections, capital project review to name a few.
This category will continue to be a demand as the City changes policies and
procedures as well as seek to improve customer service. The current Business
Applications Specialist II staff member spends a significant portion of their
time on category 2, which was not anticipated when the project was developed.
The FY-18 Budget included funding for a special projects Business
Applications Specialist I (1-year duration). This position potentially could
assist with some a spects of completing the project, depending on the quality
of hire and the speed with which they can become familiar with Accela. The
Department will request that the City add a second permanent Business
Applications Specialist II to address both short term and long term needs of
the Accela system.

21

2019 Status - Departmental Action – The department was funded for a new Business
Application Specialist in the FY-19 budget. This position was difficult to fill because
of the unique skillset and experience required to effectively achieve the department
needs. This position was filled on, 11/19/2018, after approx. 6 months of recruitment.
With this position, the department has already stepped up the pace of addressing long
range system enhancements of Accela. The enhancements include converting
proffer tracking and reporting systems into the Accela system. It also includes
replacement of the outdated/inefficient Elevator Inspection program into the Accela
system, with new automated steps and business practice enhancements.
By securing a second business application specialist, the department has provided
more system resiliency, the ability to respond to system failures that adversely affect
customers and staff, and pursue other application upgrades to outdated City systems.
The Department, working with IT, has also utilized third party vendors to develop
multiple system upgrades including automated issuance of subcontractor permits and
scheduling routine inspection requests.
The test environment was synched with the production environment in July 2017. The
New UI training was provided to all users from January to March, 2018. The master
scripts were converted in August/September 2018.
User training is provided to new staff as they come on board for Accela Automation,
Accela Mobile Office and new user interface.
2020 Status - This recommendation has been implemented. No further response
needed.
C2. Voluntary Developers Proffers
Finding - A review of the proffers offered by developers identified several areas of
concern. The Department did not have a means to verify that they were receiving all
the approved proffers; the naming and numbering nomenclature was not consistent
with other users; and Accela was not used as the primary accounting platform to
track the proffers.
Recommendation - The Department should lead other departments in developing
a citywide process to ensure that all proffers were tracked through each department
and that none had been misplaced.
Response – The Department agrees that there are potential improvements in
the proffer tracking process. We do not believe that there is an unreasonable
risk in missing the collection of cash proffers because of existing system
redundancy within this Department and the proffer affiliated departments.
There have been short term errors in the past, caused in part by proffer
complexity and inefficient tracking methods; but each time there was system
redundancy that discovered the miss. The single biggest efficiency gain would
22

be the completion of the proffer functions within Accela. There are clearly
far too many different disconnected tools/systems used for proffer tracking.
The Department will continue to make Accela completion a priority effort as
resources permit. This matter will also be added to the agenda for the
Development
Coordination work group (departments involved with
development) to address.
2019 Status Review - Departmental Action – With the recent addition of the business
application position on 11/18/18, the Department has begun the process of
incorporating all proffer tracking and reporting functioning into Accela. This system
enhancement is approximately 50% complete. Historical data conversion and
reconciliation, and report development are all underway currently, with anticipated
completion this calendar year. With these enhancements the Department will be able
to discontinue the use of multiple tracking systems employed by staff inside and
outside the Department.
2020 Status – See status of the Accela upgrade (C1)
C3. Elevator Inspection Process
Finding – The elevator inspection process needed improvement
Recommendation – The Department should continue to review, analyze and
reengineer the elevator inspection process so that it ensures that all commercial and
City elevators and other people/equipment moving devices are identified and
inspected in accordance with State and City Codes.
Response – This audit identified some written procedures that were not
being followed consistently, in addition to the need for enhanced procedures.
The zoning/property maintenance division has already started making some
changes to address the issues.
The Department will do a comprehensive review of the process used for
reviewing and tracking elevator inspections. This will include an effort to
modify Accela to address not just billing, but also the tracking and notifications
to owners.
2019 Status - Departmental Action – Subsequent to the audit the Department
immediately implemented various procedural changes to improve system efficiencies
that insure all commercial and City elevators are inspected annually in accordance
with applicable codes as follows:
 All elevator permits and inspection records have been checked to ensure all are
accounted for.
 Every inspection record has been reviewed and updated with the correct status
based on inspection reports. Notices are being sent monthly to ensure compliance
is achieved.
23





Changes have been made to Accela to better track elevators, notices and
certificates. All inspection records, notices and certificates are stored in Accela.
Fees for annual certificates are invoiced in Accela only after receiving a passing
report with no deficiencies. Once payment is received the certificate is issued.
The manual step in the invoicing process was automated in Accela as a result of
the identified system failure.

At the end of 2018, the Department also began the process of modifying business
practices to improve the administrative steps involving inventory tracking, notification
to owner/operators, inspection report review, issuance of certificate to operate and
initiation of enforcement action. These functions are all part of a system upgrade
that will incorporate the processes into Accela. This upgrade is anticipated to be
completed in 2019.
2020 Status
The Department has reviewed 100% of projects to identify any data that was missing
or converted incorrectly from Mainframe. The Department is currently 20% complete
with a review for all the Proffer data that was identified missing in our first review.
We have been in touch with Accela regarding the bad data, but we are anticipating
delays in their response as they are currently going through an internal server
conversion. The department anticipates getting this resolved in the first half of
FY2021. Additionally, the Department is in the process of developing multiple Proffer
reports with the help of a 3rd party report writer. These new reports are currently in
the testing phase and we have high confidence that we can effectively test these
reports apart from cleaning up the historical data conversion. The testing of the new
Accela reports is expected to be completed by the end of FY2020. Once we identify
and remedy all the missing data within Accela, the Department will begin using
Accela for our reporting purposes.
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Audit Services Department
306 Cedar Road
Post Office Box 15225
Chesapeake, Virginia 23328-5225
(757) 382-8511
Fax. (757) 382-8860
December 4, 2020
The Honorable Rick W. West and
Members of the City Council
City of Chesapeake
City Hall--6th Floor
Chesapeake, Virginia 23320
Dear Mayor West and Members of the City Council:
We have completed our follow-up review of Department of Public Works. The
review was conducted in October 2017. As of that date, the status of the report’s eleven
open recommendation was as follows:
3
4
4

had been implemented
were in the process of being implemented
was planned but not yet implemented
was partially implemented
will not be implemented
is no longer applicable

A copy of each review is included in this report. Please contact us if you have
any questions.
Sincerely,

Jay Poole
City Auditor
City of Chesapeake, Virginia
c: Christopher M. Price, City Manager
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C. Employee Turnover and Staffing Impacts
DPW was experiencing a shortage of qualified field operations personnel and
other significant technical positions due to vacancies created by high employee
position turnover. The situation was particularly acute for Motor Equipment Operators,
since their salaries were not as competitive as they could be. Furthermore, the City
was not tracking the employee turnover rate, nor the cost of employee turnover by
department. (Note: Audit Services developed a process to assess the employee
turnover rate and will share the process City-wide to ensure all departments have the
ability to track this data). As a result, DPW was experiencing overtime, service delivery,
and other adverse impacts. As a result of turnover, DPW experienced 3,228 months of
employee vacancies and an increase in operational inefficiencies. The City incurred an
obligation of approximately $3.6 million of various known expenses relative to
employee turnover between April 8, 2011 and October 17, 2017.
C1. High MEO and Other Position Turnover
Finding - DPW was experiencing a shortage of qualified MEO personnel and other
significant operational and technical positions due to high employee turnover.
Recommendation - DPW should continue to work with the City and HR to take
additional steps to address the MEO and other significant position turnover issues.
Response – HR staff planned and executed a major undertaking to recruit
MEOs in June 2018. Staff from HR, PW and PU participated in the hiring event
from processing applications to conducting interviews and making
conditional offers all on a Saturday. The event had received a new level of
advertising campaign well before that day. The selected candidates failed to
fill the vacant positions due to various reasons. As of today, the number of
vacancies remain the same.
PW initiated a similar attempt independently last year by posting a 'Now
Hiring· sign at the Greenbrier yard. The sign attracted over 230 local
marginally qualified applicants over a short period of time. This attempt
coupled with the recent HR Hiring Event indicate that attracting applicants is
not the issue. The real issue is RETENTION. Once they are considered, the
pay becomes the deciding factor. (Note: the full text of the DPW response is
included in the audit report.)
2020 Status – Public Works continues to advertise vacant Equipment Operator
positions on an “Available until Filled” posting on City’s hiring website. Despite our
best efforts continued slow loss of EOs to the private sector, we now have a 30%
EO vacancy rate in the streets, stormwater, drainage, and bridge maintenance
sections.
COVID impacts have reduced opportunities to recruit at job fairs and community
events.
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C2. Salary Competitiveness for MEO and Solid Waste Positions
Finding – MEO and Solid Waste salaries were not as competitive as those in some
neighboring localities, and changes made to increase the pool of applicants may
adversely impact future promotion for the affected staff.
Recommendation - The City should explore alternate means of becoming more
competitive for MEO and other positions. Additionally, the City should also take steps
to ensure that any newly hired MEO’s can eventually be promoted.
Response - Although some localities offer higher salaries, they basically face
the same retention issue. Private sectors who currently offer higher salaries
and bonuses should be included in the benchmarking analysis. However, the
current approach to lower education requirements for MEOs to attract entry
level applicants will limit promotional opportunities to supervisory and lead
crew positions requiring additional formal education.
The proposed training/apprenticeship program is intended to provide the
desired competitive edge as an alternative/interim step to competitive
salaries. The MEO education requirements may need to be reverted to HS
diploma or GED. Almost all MEO Hiring Event applicants had their HS
diploma or GED.
2020 Status – We successfully graduated our first MEO-in-training class which
resulted in 9 new hires for EO positions. Unfortunately since that time we have
seen more vacancies created by people leaving the city. Attempts to hire additional
Maintenance Workers (MW) to form a next class have been delayed due to the
COVID hiring freeze. HR has validated through a compensation study that EOs
and Crew Leaders continue to be underpaid compared to our peers and private
sector comparators. We attempted to address this by proposing a citywide salary
adjustment for these positions, a career progression policy for MW-EOs (and
Engineers) and also an annual stipend program for Commercial Drivers Licensed
personnel in hard to fill classifications.
The citywide adjustment, career
progression and stipend programs have been put on hold in order to complete a
comprehensive salary study next year. The COVID crisis then occurred which
resulted in a budget freeze and continued uncertainty in which programs will be
funded and advanced to address the vacancy and retention problem.
C3. Tracking and Monitoring of Employee Turnover
Finding - The City did not track, monitor, or report on the status of employee turnover
by position within departments and their divisions. Consequently, employee retention
at those levels was also not monitored by the City. Additionally, the City did not require
exit interviews for separating employees, making it difficult to gain the full
understanding for reasons why employees left. Both HR and DPW agreed that
changes were needed to address the staffing issues.
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Recommendation - The City should identify ways to more effectively track, monitor,
and report on the status of employee turnover by position within departments and their
divisions. Similarly, the City should explore methods of increasing the number of exit
interviews for separating employees.
Response - The Auditor created additional vacancy reports that were not
previously available that showed the length of time vacancies occurred
rather than the incidences as was previously available. These reports should
be continued and expanded to other departments to show the full impact of
lost time due to vacant positions.
PW Operations initiated independent exit interviews last year. The results
indicated that the majority of employees sought outside employment for
higher salaries. The records indicate that the department has been
successful to promote from within competitively. PW will continue
conducting exit interviews and share the results with HR.
2020 Status – We believe that individual tracking of vacancies by length of time
provides excellent data on service impacts versus the point in time number of
vacancy reports. HR and Audit should work to make these reports easily available
to departments.
PW will continue to use exit interviews to validate reasons for employee departures
– currently feedback is for better, higher paying opportunities (mostly in private
sector shipyard or construction).
C4. Overtime Costs
Finding - DPW Overtime costs increased substantially over a seven year period. The
increase appeared to be related predominantly to staff shortages.
Recommendation – DPW should continue its efforts to reduce vacancies, so that
overtime is reduced.
Response – We concur with this finding. Some overtime is inevitable due to
Public Works emergency management role - snow fighting and storm
responses. But we also have had to overextend the capability of the
workforce to deliver core services under the current vacancy rates (10-15%).
Apprenticeship Academy/training seems to be a logical and practical
approach to increasing staffing levels thereby lowering overtime costs and
maintaining the expected level of service. Although frequent overtime may
be attractive to some employees, it promotes fatigue and missing work in the
long nm which eventually contributes to high turnover rates.
Alternatively we have had to contract for basic maintenance services to
augment our short staffing. For example, the current cave-in repair backlog
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by contractor amounts to $800,000. At least 60-70% of this work could be
completed by the in-house workforce if PW had its full complement.
2020 Status – Public Works will continue to have seasonal overtime and event
driven overtime. However, we are continuing to see increases in overtime due to
ongoing vacancies and the need to address critical safety and service
commitments. Until hiring freezes are lifted and recruiting and retention approved
our only option is to increase overtime spending and substitute (often more
expensive) contractual services.
C5. Service Delivery Delays Caused by Staffing Shortages
Finding – DPW was experiencing delayed service delivery due to staffing shortages.
Recommendation – DPW should continue to monitor the impact of service delays
and ensure that City management is aware of potential impacts.
Response - PW has established Service Goal Days for every major service
category. Our annual performance measurement reports track
accomplishments in terms of output measures. Those reports show the
reduced level of staffing has had a direct impact on our ability to provide
timely services to our customers. While priority repairs will be made, routine
service responses are being delayed due to lack of staffing - resulting in
backlogs or work, longer response times, and delayed completion of work.
This is reflected in growing dissatisfaction with the length of time it takes to
schedule and complete urgent and routine work.
To help connect our workforce performance to our customers, PW added a
new part time position last year to conduct customer satisfaction surveys on
the quality and timeliness of services. The data will be used to determine an
outcome performance measurement on a semiannual basis and provide
feedback to crews on the satisfaction with their work.
2020 Status – Service delivery commitments continue to be a problem due to short
staffing, especially in divisions like traffic engineering, streets and stormwater.
Citizen’s requests for service are being delayed in being investigated, designed,
scheduled and executed due to lack of staffing. We expect this trend to continue
with citizen demands not being timely addressed and frustration with City
responsiveness growing. In many cases citizens will be told that their requests
cannot be addressed given the current backlog of work versus the resources
available. This will occur specifically in residential street paving requests and
solving residential nuisance flooding.
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C6. DCM Staff Shortage Impacts
Finding – DCM was experiencing staff shortages that required extensive usage of
contractors, potentially increasing contract costs.
Recommendation - The City should continue supporting DCM in utilizing consultants
for specialized projects, on-call consultants, and staff augmentation for vacant
positions until filled.
Response - Public Works concurs with the recommendations. Continued high
turnover in the engineering division has significant impacts on project delivery
schedules resulting in delayed improvements to our customers and to
increased costs due to construction inflation.
2020 Status – No change from previous comment – we are having to hire more
expensive consultants and contractors because we are unable to fill positions.
C7. Other Employee Turnover Impacts
Finding – The City was experiencing a number of other employee turnover impacts
including higher worker’s compensation costs. Increased administrative workload, cost
of hiring and training new employees, potentially avoidable City closures, and other
costs.
Recommendation - The City should monitor cost an impacts in these areas and take
action if necessary.
Response - Those factors are somewhat expected when the workforce is
overextended to meet the day-to-day demands of designing and repairing the
streets, bridges and drainage ways safely. We believe that significant lost
time (not currently captured) is spent in interview panels, new employee
training and orientation, limited productivity of new worker, etc. We concur the costs including the hidden costs should be collected as a City-wide effort
to be analyzed and compared to the cost of impacted employee classification
pay increases.
2020 Status – Lost time due to inefficient hiring and orientation practices continues.
We are looking to streamline employee orientation (both welcome and safety) with
revised programs this year (once COVID restrictions are lifted on face to face
meetings).
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D. Chesapeake Transportation System
The Chesapeake Transportation System (CTS) consisted of the Chesapeake
Expressway (Expressway) and Dominion Boulevard Veteran’s Bridge (DBVB) Toll
Roads. While the Expressway has been operational since 2001, the DBVB just initiated
operations on February 9, 2017. Based upon our review of CTS operations, we
identified several areas of concern, including concerns related to backroom operations
that needed to be addressed for both DBVB and the Expressway.
D1. CTS DBVB Operational Issues
Finding – There were a number of areas related to CTS’s operation of the DBVB that
were experiencing challenges. These areas included the vendor contract, cost of
collections for toll-by-plate and VTOLL transactions, incomplete transfer of duties to
the new customer services manager, issues with collections on delinquent account
written off by the vendor, the resignation of the Fiscal Administrator and insufficient
cross training of the accounting staff, and the vendor continuing to send toll notices to
accounts with invalid addresses (bad addresses).
Recommendation – CTS management should work with the City Attorney’s Office and
Purchasing to revise the existing contract with UBP to reduce operational costs.
Remaining CSM job responsibilities should be transferred to the position as quickly as
feasibly possible. Collection efforts for delinquent toll and fee accounts should be made
a high priority. Consideration should be given to having the CTS Fiscal Administrator
position jointly overseen by CTS and the Finance Department, and CTS should
reevaluate their staffing needs to ensure they have sufficient and cross-trained staff to
perform CTS job responsibilities, timely, effectively and efficiently. A process should be
developed and implemented for invalid addresses so that toll violators can be invoiced
for toll violations.
Response – (DPW responded to the individual bulleted items. In order :)
o CTS, in conjunction with the City Attorney's office and Purchasing
staff will be entering negotiations with UBP in preparation for contract
renewal in February 2019. The goal of the contract negotiations will be
to better refine contract requirements and reduce operational costs.
o A reciprocity agreement with NC falls under the jurisdiction of the
Virginia Department of Transportation (VDOT) Toll Division. VDOT
has indicated they are currently in discussions with NC to develop a
reciprocity agreement that will better enable Va. agencies to seek
payment from NC users of Va. toll systems.
o CTS has recently hired a Fiscal Administrator. CTS Management will
work with CTS financial staff to develop tracking tools to carefully
monitor the success of the delinquent account collection process.
UBP is developing a new reporting suite to be implemented with the
delinquent toll account collections process to better facilitate
monitoring and reporting of delinquent account revenue capture.
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2020 Status – UBP Contract - In Feb 2019, CTS, via Purchasing, executed a 2 year
renewal (years 4 and 5 of the contract) of the Dominion Blvd. Toll Invoice Processing
Back Office contract. The 2 year renewal of the contract reduced the monthly contract
price for back office services by $28,500 from year 1, $14,619 from year 2, and
maintained the cost for year 3 thru years 4 and 5. In addition, the cost of VToll
processing was reduced by $2,000 per month.
VA-NC Reciprocity Agreement – At the February Va. Toll Facility Group meeting, the
VDOT Toll Division Administrator advised that VDOT and DMV were still working with
the Va. Attorney General’s office on the language of the proposed agreement; in
addition, discussions are continuing between Virginia and North Carolina officials.
There is currently no timeframe for execution of an agreement, but work is ongoing.
Delinquent Account Collections Process – The Fiscal Administrator at the time of the
audit resigned in July 2019 and a new Fiscal Administrator was hired in November
2019. The turnover of this key position has negatively impacted the ability of CTS to
focus on tracking of delinquent toll account collections. With that said, there has been
progress in this area. UBP is currently providing CTS Finance with monthly reports of
accounts receivable and deposits, which contain invoice and payment information
categorized by collection status. With this data, CTS Finance has created several
spreadsheets that track and analyze collected revenue vs. collection costs. These
analyses include both total revenue/cost and specific categories of revenue/cost such
as delinquent accounts. Recently, the Fiscal Administrator and CTS Finance staff
updated the collections revenue/expense tracking spreadsheet and determined that
some costs associated with the delinquent account collections were incorrectly being
reported as system costs when in fact they were pass through costs assessed by UBP
to the account owner. Previously, these costs were shown as system costs incurred
by the city. The new cost revenue graph is shown below, which shows that collected
revenue has exceeded collections costs every month since March 2019 when the new
delinquent account collections process was implemented.
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D2. CTS Expressway Operations
Finding – The operations function for the CTS Expressway needed improvement in
the following areas: segregation of duties related to invoicing and posting of payments,
system reconciliation, billing process, and issuance and inventory of EZ Pass
transponders.
Recommendation – CTS management should review the operational work flow to find
areas to streamline processes to get day-to-day work done in a timely fashion. CTS
should consider ways to expedite the selling and inventorying of the E-Z pass
transponders and find ways to expedite the counting of all funds.
Response – (DPW responded to the individual bulleted items. In order:)
o
o
o
o

Implemented during the audit period.
Implemented during the audit period.
System currently in use does not support this function.
Cross training of administrative staff has been implemented to allow
for processing of all payments received by 3 pm; payments received
after 3 pm are processed the next business day.
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2020 Status – This recommendation has been implemented; no further response
required.

E. Other DPW Operational Issues
We noted that DPW Operations was being required to repair streets transferred
to the City by developers earlier than anticipated in some cases due to construction
issues. We also noted that areas of the DPW website needed updating.
E1. Infrastructure Issues
Finding – Some completed streets submitted by developers to the City were
deteriorating more rapidly than expected in some cases, creating additional costs and
workload for the City.
Recommendation – The City should consider revising City Code section to require
approval from DPW prior to surety bond release.
Response - We concur, the mechanism that establishes departments'
authority (the City Code) should be revised to reflect PW (the owner)
responsibility to review and accept the completed work prior to releasing the
bonds to ensure it meets city requirements.
D&P currently reviews and approves development plans, accepts
agreements/bonds to guarantee construction of the infrastructure elements
according to the approved plans, inspects the construction activities,
accepts the improvements for maintenance on behalf of PW and releases the
performance as well as defect bonds upon completion of the projects. PW
has delegated plan review to D & P. PW then inherits the maintenance
responsibility of the new streets and drainage improvements as soon as the
performance bond is released. The PFM addresses design criteria,
construction standards and specifications. PW has the option of requesting
certain requirements through the PFM. In reality, many development and
construction aspects such as equipment access, easements and particularly
non-engineering maintenance requirements are difficult to be simply
captured in the PFM
2020 Status –Subsequent the initial response, PW and D&P staff had extensive
meetings to review the development process and perceived shortcomings. A
determination was made that the current organizational structure was best suited to
provide an efficient and effective method of administering private development
construction. The owner of facilities is the City of Chesapeake, and multiple
departments participate in aspects of the process related to facilities they maintain.
PW and PU both rely on D&P to perform inspections of public facilities. The
maintaining departments dictate facility design and construction by establishing
design procedures that are published in the Public Facilities Manual (PFM). Design
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and inspections are carried out by Development and Permits consistent with the
City’s major reorganization of the process in 2009. After reviewing past projects,
there were no deficiencies identified in engineering review and inspections that
warranted establishing a duplicative process for engineering or inspection of privately
constructed public facilities.
As a result of the process review, it was determined that Departments with public
facility maintenance responsibilities would focus on establishing design policies that
would be applied consistently to all development projects. Subsequent these
coordination meetings, several PFM and Development policies/procedures were
amended. Examples include new pavement design standards, and various inspection
and permitting policies. D&P also provides a monthly updated Bond Maintenance
Work sheet that tracks all subdivisions under construction and their respective bond
status. PW is now utilizing this work sheet to determine the subdivisions that are
nearing final acceptance so inspections may be scheduled to identify any defects
prior to acceptance. We believe the PFM and established interdepartmental
procedures are the appropriate means to ensure infrastructure is in good condition
when it is accepted for public maintenance, and do not believe any major
development process changes or City Code revisions are necessary.
E2. DPW Web Pages
Finding – Some Public Works’ webpages on the City’s website contained out-of-date
information and had other issues as well.
Recommendation – Public Works should ensure the webpages are reviewed as
necessary to ensure the information provided is accurate and timely.
Response- The PW Public Information Specialist is tasked with updating the
Department's webpage. Position is currently vacant which is causing delays
in timely updating. Vacancy issue should be resolved by October.
2020 Status – All Public Works webpages have been updated and enhancements
and update are ongoing. Particular focus this year is on capital project webpages
and conducting successful and informative virtual public hearings.
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City of Chesapeake
Audit Services
September 15, 2020

Police Department
September 3, 2019 to May 1, 2020
Managerial Summary

A. Objective, Scope, and Methodology
We have completed our review of the City of Chesapeake Police Department
(CPD) for the period September 3, 2019 to April 30, 2020. Our review was
conducted for the purpose of determining whether CPD was providing services in
an economical, efficient, and effective manner, whether its goals and objectives
were being achieved, and whether it was complying with applicable City and
departmental policies and procedures. The audit included a review and evaluation
of procedures, practices, and controls of the various divisions of the CPD on a
selective basis. All divisions of CPD, including Operations, Administrative,
Emergency Communication Center, and Public Safety Training were subject to
evaluation.
We conducted this performance audit in accordance with Generally Accepted
Government Auditing Standards. Those standards require that we plan and perform
the audit to obtain sufficient, appropriate evidence to provide a reasonable basis for
our findings and conclusion based on our audit objectives. We believe that the
evidence obtained provides a reasonable basis for our findings and conclusions
based on our audit objectives.
CPD provided both emergency and non-emergency services for the City and
its residents. CPD’s primary services included enforcement of existing laws,
testifying in court, responding to citizen concerns, transportation of apprehended
individuals, animal services, and the promotion of crime prevention techniques and
behaviors.
For Fiscal Year (FY) 2020, the Department had an operating budget of just
over $62.2 million. The budget was allocated over seven program areas with the
Operations Bureau receiving almost $34 million, Investigations Bureau just over
$12.3 million, and E911 Operations just over $7.3 million. Other program areas
included Administration (approximately $3.2 million), Public Safety Training
(approximately $2.1 million), and Animal Services (almost $2.7 million). CPD had
an authorized complement of 401 sworn positions and approximately 182 civilian
positions. These complement numbers have remained relatively unchanged over
the last three budgets despite the City’s increased population of over 16,000 citizens
since 2015.
With the assistance of CPD, we identified performance information that was
relevant to the department’s operations. We also identified and addressed any
additional problem areas as requested by the CPD or determined from the audit
itself. These areas included a review of staffing and retention issues, aging of the
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CPD vehicle fleet, and the condition of the Training Academy and other relevant
facility needs.

B. CPD Performance Information
The Department has grown from its early days when it was just several small
sections to a department that is faced with a growing population, a large sprawling
city, and environments ranging from airports, and industrial sites to swamps. The
Department serves a city of 353 square miles and over 247,207 citizens (estimated
and noted in the 2020 Budget.) The Department’s core mission was “In partnership
with the community, to promote a safe city through prevention of crime and
enforcement of laws.” The Department has met its operational goals by having five
Precincts and a cadre of over 583 well trained and highly qualified police officers,
dispatchers, and other professionals. The Department was responsible for
responding to over 148,272 emergency calls during FY 2017-18.
1. Law Enforcement CALEA Accreditation
The Police department earned its second CALEA accreditation award on July
26, 2017, effective over a four year period. The CALEA accreditation is the premier
credential for public safety agencies which, when earned, demonstrates the
organization’s commitment to professionalism and adherence to standards
promulgated by the board of CALEA commissioners. According to the CALEA
Accreditation report, “the program is intended to enhance the organization service
capacities and effectiveness, serve as a tool for policy decisions and management,
promote transparency and community trust, and establish a platform for continuous
review. CALEA Accreditation is the Gold Standard for Public Safety Agencies and
represents a commitment to excellence.”
2. Sworn Officer to Citizen Ratio
CPD had the highest ratio of citizens per sworn officer in the region for 2019
(633). Of the eight cities that were compared in our study, Chesapeake had the
fourth smallest complement of sworn officers even though it had the second largest
population in 2019. Virginia Beach had the largest number of sworn officers but was
second in the ratio of citizens per officer. The population sizes and sworn employee
data included in this comparison were reported by the Virginia State Police and UVA
Weldon Cooper Center for Public Service as of October 31, 2019.
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3. Life in Hampton Roads Report1
The CPD fared favorably in a survey conducted by Old Dominion University.
In 2018 the question was asked about whether or not citizens trusted the local
police. CPD received a rating of 89.90% from those survey respondents who stated
that they trusted the CPD a “great deal or somewhat.” This was the highest
percentage of the seven Hampton roads cities. Virginia Beach came in second with
a rate of 86.45% in this same category.
In 2016 the question was asked about the level of satisfaction with the local
police. CPD had 93.3% respond that they were ‘very satisfied or somewhat satisfied’
with the CPD. This was the highest percentage of the seven Hampton Roads cities.
The next city, Virginia Beach, was at 86.9%. However, the same question was asked
in the 2017 survey and Chesapeake was third with an 84.7%. This was a drop of
8.6% from the prior year. In 2017 Virginia Beach was first with a positive response
rate of 91.1% followed by Suffolk with 90.4%.
4. Organization
The Department was organized into three bureaus: Investigations,
Operations, and Support.
•
The Investigations Bureau included the Criminal Investigations
Section, Vice and Narcotics Section, Criminal Intelligence and Gang Unit,
Public Information Officer, and Crime Line Coordinator.
•
The Support Bureau included Central Records, Public Safety and
Emergency Communications Center, Ethics and Conduct Unit, Property and
Evidence; Uniforms, Equipment, and Fleet Management, and the Law
Enforcement Training Academy.
•
The Operations Bureau included all five Police Precincts, the Special
Operations Section, Crime Prevention Unit, Police Chaplain Unit, Special
Weapons and Tactics Team (S.W.A.T.), Underwater Search and Recovery
Team, Marine Patrol, Traffic Enforcement, K-9 Unit, Warrant Unit, Auxiliary
Police, Animal Services Unit, Community Resources Unit, and the Police
Explorers.

5. CPD Precincts & Beats

1

The “Life in Hampton Roads Report” is the end product of an annual survey conducted by the Old
Dominion Social Science Research Center (SSRC). The purpose of the survey was to gain insight into local
citizens’ views and perceptions on the quality of life in Hampton roads and on various topics such as
transportation, traffic, police, and education. Each year the questions changes so there was not a
comparable question year to year.
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As of June 2020, the Department had five precincts to cover the 353 square
miles of the City. These precincts were strategically located throughout the City to
provide quick and responsive service. These precincts were further divided into
police beats with 25 beats.
6. CPD Community Initiatives
In addition to its core operational responsibilities, the CPD was involved in
many community initiatives. We highlighted eight of them to show how the
department has expanded its effort to reduce crime and educate the community
about the CPD throughout the city.
7. Emerging Issue – Police Reform
On June 8, 2020 Chesapeake experienced its largest peaceful protest in
almost 50 years when hundreds of protestors marched down Cedar Road, from
Mount Church, to the Chesapeake City Hall. The "March for Racial Justice", was
put together by a newly formed coalition of black pastors. The march was to protest
the death of George Floyd, while in the custody of the Minneapolis, Minnesota
police. The march was part of a broader nationwide response that called for
communities to review their police department’s use of excessive force and the lack
of accountability of police officers who use excessive force against citizens. Police
departments were being asked to develop policies and procedures that minimized
the potential for lethal force encounters, provide more oversight of police officers’
behavior, and allow for more community based policing approaches. The CPD will
have to address these concerns in the near future. (Letters from the Chief of Police
and Mayor addressing this issue are included in Appendix B.)

Section II: Findings & Recommendations
C. Mental Health Crisis
While the CPD had peer support teams available to identify and provide the
assistance available from peers, this situation still required better access to
professional mental healthcare services that specialized in the needs of first
responders in order to address hypervigilance and other common reactions caused by
increased exposure to high stress emergency situations.
Finding - The City did not have a focused work group nor a process in
place to determine the adequacy of the EAP program and its professional mental
health services for the City’s first responders in the Police Department and other
Public Safety departments. CPD has seen and continues to experience high
employee turnover in law enforcement personnel resulting in mandatory
overtime for the remaining police force and other emergency personnel.
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Recommendation - CPD should continue its efforts through its Peer
Support Team to provide peer support for CPD’s first responders. In support of
the CPD’s Peer Support Program effort, the City should consider establishing a
focused work group to develop and make recommendations to the Council for
improving access to mental health care services for first responders.
The focus group should be comprised of representatives that include, but are
not limited to, the Police, Fire, and Sheriff Departments, Human Services and CIBH
representatives, mental health professionals, Chesapeake Health Department, CISM
and Peer Support leaders, and other state and local government officials. The focus
group should consider strategically addressing:
• Disparities in access to mental health care and solutions to improve
access at the departmental level
• Sufficiency of first responder mental health coverage
• Sufficiency of first responder organization human resource policies to
support first responder mental health training
• The effectiveness of methods for assessing a first responder’s mental
health and any potential solution for identified issues
• Any specific barriers to first responder mental health access
Response – Mental Health Crisis
The Police Department “agrees” with the Auditor’s findings with regard to
Mental Health Crises. Over the years, it has become increasingly apparent to
us that we fall short in prevention of mental health crises with Public Safety
Personnel. Prevention includes assessing, treatment, and maintenance of
personnel, who as a matter of operational and investigative functions, are
exposed to various forms of trauma. The 21st Century Policing Report clearly
advises that it is of paramount importance to protect the mental health and
well-being of police officers.
At the direction of the City Manager, the Process Improvement Officer has
formed a team to identify the best practices for delivery of mental health
services to Public Safety Personnel and other positions in City government
that are exposed to trauma on a regular basis and those that experience
incidents that rise to the fore where clearly some form of “trauma informed
care” is appropriate.
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D. Staffing Challenges
The CPD was experiencing the consequences of high employee position
turnover such as exorbitant overtime costs2 and high worker’s compensation
claims3. The high employee position turnover was creating staffing retention
challenges mostly related to pay compression issues and a lack of a guaranteed
step pay plan competitive with other neighboring localities and other public and
private organizations.
Finding: The CPD experienced 11 FT positions with a turnover rate in
excess of 200%-300% over an eight year span beginning April 1, 2011 through
October 13, 2019. Over the same time period the CPD had nine positions with
a turnover rate in excess of 100%-191.67%. While all the CPD positions were
mission critical to the operations of the department, turnover appeared to be
most problematic within the FT Police Officers, Field Training Officers,
Dispatcher 1 & 2 positions, Animal Control Officer 1 positions, FT Office
Coordinator positions, VCIN OFC Systems Specialist positions, seasonal
School Crossing Guard positions, as well as other positions with low
complement sizes.
The low retention resulted in a myriad of repercussions to both CPD civilian
and sworn employees. An employee survey and a review of HR Clearance Forms
completed by former employees brought out many issues that the CPD staff was
experiencing as a result of high employee position turnover. Some of these relevant
issues included low employee morale, work-life balance issues caused by
mandatory overtime, limited promotional advancement opportunities resulting in
seasoned employees terminating their employment or retiring, loss of institutional
knowledge, and increased risk of life or death to officers and citizens when
undertrained officers with poor attitudes handled high risk encounters.

1. Summary Analysis of Position Turnover in the Police
Department from April 1, 2011 through October 13, 2019
Based upon our analysis, 63.47% of its positions experienced turnover with
approximately 36% that did not experience any employee turnover over an eight
year span from April 2011 through mid-October 2019. Of the 657 CPD occupied
positions, 417 positions experienced turnover a total of 727 times. The overall
turnover rate for the CPD was 110.65%. This turnover resulted in 5,112 months of
temporary employment vacancies until positions were filled. Most problematic was
the turnover in the frontline Police Officer positions and dispatcher positions that
experienced temporary vacancies of 2,183 and 946 months, respectively. This was
among other relevant police positions that were also analyzed. This situation was
2

$11.9 Million in overtime from FY2015-FY2019 (averaging approximately $2.4M per
year from FY2015FY2019)
3
Approximately $2.7M in worker’s compensation claims from FY2014 through FY2018
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compounded by the fact that the CPD was operating with less than the number of
budgeted sworn positions which created an undue hardship for the department.

2. Employee Retention Survey Results
During 2020, Audit Services in coordination and cooperation with the CPD
conducted two surveys of its employees for the purpose of determining what was
need to improve employee retention within the CPD. One survey was addressed to
the civilian employees of the department while the second survey was addressed to
the sworn employees.
Survey Responses Analyzed:
•
The surveys found that there was overwhelming support for such pay
initiatives as guaranteed pay increases at service milestones based on
years of service (94.32% Civilian and 99.6% Sworn) and raising the entire
salary scale for a position when it is necessary to raise starting salaries
(97.72 Civilian and 95.97% Sworn). Almost 90% of the Civilian responses
also indicated that it was very important to them to know that their annual pay
increases in a step plan was in place to allow for financial planning.
•
Also of importance was the opportunities for advancement (88.64%
Civilian) and pay increases for obtaining a college degree (62% Sworn).
Tuition reimbursement was also of some significance to the civilian staff
(57.95%)
•
Both groups stated that opportunities for professional development
and increased training opportunities was significant (78.16% Civilian and
85.08% Sworn).
•
Sworn officers were also interested in opportunities to temporarily
work in a variety of units or assignments (73.79%), exploring different
work schedules (69.35%), and relaxing the (5) continuous years
requirement to (4) years as a sworn police officer with the CPD in order
to participate in the Community Resident Vehicle program (61.29%).
•
However, in a sharp contrast, both groups indicated that they did
not favor opportunities for increased overtime hours (37.50% Civilian
and 42.74% Sworn).
The civilian and sworn survey respondents were able to provide their
thoughts in a comments section at the end of the survey. The low retention resulted
in a myriad of repercussions to both CPD civilian and sworn employees. An
employee survey and a review of HR Clearance Forms completed by former
employees brought out many issues that the CPD staff was experiencing as a result
of high employee position turnover. Some of these relevant issues were highlighted
below:
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•
There was low employee morale throughout the organization due to the
constant turnover and the increased demand to absorb the added
responsibilities of unfilled positions that the CPD was experiencing each
year.
•
Remaining employees were required to fill the vacancies with exorbitant
amounts of mandatory overtime hours with little time to decompress, get the
proper rest and exercise, and work-life balance in order to maintain a healthy
mental and physical state.
•
Staff was not always able to get vacation leave approved or develop
themselves through professional developmental programs because of the
low staffing levels.
•
Staff had seen others end their employment with the CPD for
promotional advancement opportunities in other agencies due to the limited
ability to advance within the department.
•
Staff had also seen others leaving for retirement due to undue physical
and mental health and stress related issues.
•
There was a loss of institutional knowledge when seasoned law
enforcement police officers resigned from the CPD leaving less experienced
officers to fill these vacant supervisory gaps.
•
Employees were “training” at CPD and then leaving for more financially
rewarding jobs with other local, state, and national police departments as well
as with private security firms. When employees terminated their employment
with the CPD, the City lost the training and on-going continuing professional
education investment made in these former employees.
•
Lower productivity, low morale, and high turnover placed both the
officers and the citizens of Chesapeake at risk by potentially having under
trained, officers with poor attitudes handling high risk encounters that could
easily turn into life and death matters depending on how well the officers
handle the situation.
This situation potentially placed both the officers and citizens in danger by
increasing workforce injuries, increasing response times to emergency calls,
decreasing the number of available officers that can respond to emergencies, and
increasing the risks of depression and suicide brought on by hypervigilance and high
stress levels that are typically found in law enforcement and other first responder
positions. This situation also resulted in officers performing incompatible duties
issues simply because there was not enough staff.
Recommendation: The City Council in coordination with the City Manager is
planning a compensation study to address the competitiveness of salaries
and compression issues. Consideration should be given to evaluating both
the civilian and sworn employees’ pay scales and benefits and restructuring
them, as necessary, to remain competitive in the Hampton Roads market, both
the civilian and governmental. We also recommend that the City develop a
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process that will allow the CPD as well as other city departments the ability to
monitor position turnover and retention rates at the department level. The
retention data could be used by CPD as a tool to monitor the staffing levels
relevant to their department as future changes are made to address salary
compression and benefits. The CPD should also continue monitoring the rate
of answered and unanswered calls to monitor the efficiency and effectiveness
of 911 citizen responses.
CPD should also:


Consider all of the comments and recommendations from the CPD law
enforcement personnel’s retention surveys including, but not limited to;

Working with the Central Fleet Management to consider relaxing
the Community Residential Vehicle (CRV) Program from a five year
commitment requirement to a lower requirement. Looking into
alternative scheduling options to reduce the rotating shifts for officers,
and improve court appearance scheduling to improve work-life balance,
reduce overtime, and reduce the impact of officer fatigue;

Improve opportunities for self-development and enhance
advancement opportunities;

Continue conducting annual surveys of its civilian and sworn staff
to get the most timely and relevant feedback that would not normally be
obtained from the normal chain of command;

Hire sufficient staffing levels to allow officers to use more of their
leave time for the proper rest that would allow them to continue their
work efficiently and effectively.

Response – Staffing Challenges - Partially Agree
The Audit Report correctly points out the high turnover rate of the “police officer
and dispatcher” positions. These are our initial gateways to the organization.
We expend a great deal of resources recruiting, screening, hiring and training
people to be police officers and/or dispatchers. A recent report completed by
the City’s Human Resources Department titled “FY 2019 Workforce AT A
GLANCE” should be used to give a greater understanding of turnover within the
Police Department.
We do our due diligence to ensure candidates who desire these critical positions
are indeed mentally and physically fit to perform the essential tasks of the
positions they are about to assume. We go so far as to offer ride-a-longs prior
to hire, physical fitness workouts, and sit down and observe experienced
dispatchers so they can get a feel for what lies ahead. We have also provided
mentors, engaged family members to be supportive of their loved ones as they
start a major life journey in law enforcement. Nevertheless, the job is complex,
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demanding, stressful, and dangerous. But it is also rewarding, enlightening, and
never ending.
We lose most candidates early in the process, usually the first day or weeks of
training and then throughout their probationary period which is 24 months.
Once people make it through their probationary period, they are more likely to
remain a member of the organization and go on to a long, rewarding career.
The same holds true for our dispatcher positions. Their job is complicated,
demanding, stressful, and critical to our overall success. We make use of the
latest the latest technology to help us manage and dispatch calls for service, but
the interactions and communications with citizens who are experiencing
extremely traumatic events is taxing on the people who deliver critical Public
Safety Services.
The Audit Report references “Employee Retention Survey Results” which cites
pay and advancement as issues that were the most important to people in the
organization. The Department has worked closely with Human Resources to
design and implement
“Career Development” programs to create greater opportunities for different
work assignments and compensation. The program’s design are desirable and
achievable. However, all of these programs are limited by the available funding.
A close examination of the data included in the Audit Report who reveal that
there is more than adequate opportunity for personnel to experience “lateral
movement” to other assignments in the Police Department. Furthermore, we
have recently instituted a “90 day assignment” to specialty units throughout the
organization. We have increased opportunities for sworn personnel to work
temporary assignments in specialty units and are determining the efficacy of
lowering the 5 year hurdle for a CRV to 4 years. These action items are being
done to increase retention and job satisfaction.

E. Challenges of an Aging Police Fleet
We analyzed CFM Fleet records pertaining to the CPD vehicles to determine
the condition of 100% of CPD’s active vehicle fleet inventory as of December 20, 2019.
There were a total of 415 items included on CPD's active vehicle equipment list as of
12/20/2019. Audit Services’ scope included reviewing data collected on 414 CPD
active vehicles. CPD’s active fleet includes models dating back as early 19984 to 2019.
We noted that the CPD fleet was experiencing an increase in obsolescent vehicles.

4

This range does not include the 1963 CPD historical vehicle used in parades.
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Finding - CPD’s active Fleet was growing obsolete at a faster pace than
the rate at which it was being replaced. As of June 2020 our analysis showed
that CPD was experiencing exorbitant repair costs to maintain an aging fleet –
resulting in an avoidable financial obligation in excess of $1.5 million to repair
and maintain obsolete vehicles.
We noted that approximately 30% of CPD’s active fleet would have already
been surplused and/or replaced if vehicles were rotated out of the fleet based on
CFM’s targeted replacement dates. Seventy-nine of the 414 active vehicles in its fleet
(19.08%) with high mileage and excessive repair costs could have been classified as
obsolete equipment. The 79 vehicles include 475 vehicles identified with excessive
repair costs plus 32 vehicles with repair costs that were within 80% to 100% of the
original purchase price. (The latter is an emerging issue.)

1. Analysis of the CPD Fleet
The data analyzed was provided by both the CPD Support Bureau and the
CFM. Data pertaining to original cost, replacement dates of vehicles, and work order
detail were provided by CFM AssetWorks database with a cut-off date of 11/19/2019.
Specialty equipment items (generators, boat equipment, etc.) and a confiscated
vehicle #ES126 that was not maintained by the CFM were not included in this analysis.
Vehicle ES126 was not included in the data reviewed for this reason.
The summary of findings for each analysis is provided below.
•

Mileage Analysis6. Odometer readings from the active fleet included:
 Sixteen (16) vehicles (3.86%) had mileage that exceeded 150,000 miles
 One hundred and six (106) vehicles (25.60%) had mileage greater than
100,000 and less than or equal to 150,000.
 The CPD fleet also included 292 vehicles with mileage less than 100,000
miles which made up 70.53% of the remaining active fleet.

• Vehicle Replacement Analysis. The data was reorganized to analyze
recorded replacement dates. One hundred twenty-four (124) or 29.95% of
the 414 active vehicles were still being used beyond Central Fleet’s targeted
replacement dates identified in the City’s AssetWorks system by one or more
years. The cut-off date used to measure the timeframe beyond replacement
years was 11/19/2019. The period beyond the replacement years in this
category ranged from a low of 1.42 years to a high of 15.03 years. (Note: The
CPD’s 1963 Ford vintage car (#E063) as well as two other vehicles (#E436

5
6

(37+9+1)
Does not include equipment #ES126.
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&#E195) did not include replacement dates documented in the CFM
AssetWorks records).
• Analysis of Vehicle Repair Costs. The data was reorganized again
from the perspective of cumulative repair costs. Forty-nine (49) of the 414
active vehicles (11.84%) had total repair costs in excess of the original
purchase price of the vehicles. Almost $1.5M was spend on repair costs for
those 49 vehicles. The total of original prices was approximately $1.2M with
cumulative repair costs for those vehicles surpassing the original prices by a
total of $366,082.42.
As a result, the CPD fleet was not being replaced in a timely manner despite a
combination of indicative adverse assessments (such as high mileage, repair costs,
depreciated values, diminishing returns, replacement dates, and equipment downtime)
due to budgetary constraints, which hindered CPD from obtaining newer more efficient
and effective vehicles. Additionally, the City experienced high repair costs to maintain
a growing, aging fleet as the CPD was working to reposition emergency vehicles for
full operational coverage.
A 2015 audit of the Fire Department found large apparatuses (such as Fire
Engines and Ladder Trucks) not being replaced when the useful life of those assets
were exhausted. This resulted in the Chesapeake Fire Department having to continue
utilizing many obsolete vehicles for its Fire programs. CPD’s Public Safety vehicles
were experiencing the same issues in 2020 resulting in CPD having to continue
utilizing many obsolete vehicles for its police programs. If this need is not addressed,
the City will continue to experience high repair costs to maintain an aging fleet; and
CPD and other public safety departments will continue to rely on high mileage,
overtaxed vehicles that constantly battle mechanical breakdowns. Additionally, this
situation will potentially endanger the officers who drive them as well as the citizens
who rely on a timely response for emergency calls.
Recommendation - The City should consider revising the Vehicle
Replacement policy to require that first responder vehicles be replaced when
the odometer reading reaches 100,000 miles or sooner if a vehicle is considered
obsolete and the City continues to spend more money on repair costs than the
vehicle’s worth.
The CPD should work with CFM to obtain summary information on the repair
costs for each vehicle so that the CPD can monitor the costs of those repairs for
replacement purposes. Additionally, with regard to risk management and safety, the
City should consider allocating resources to allow CPD to upgrade safety features in
PD cars such as automated breaking that could be turned off if necessary but would
be helpful in preventing front end collisions. Also, a device that monitors seatbelt use
would be helpful to reduce worker’s compensation claims. Risk Management met with
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the Deputy Chief and discussed non-seat belt use in some collisions a few months
ago and a policy change was initiated by the Police.
Response - Aging Fleet - Agree
The quantity and quality of our fleet has always ebbed and flowed with the
prevailing financial conditions of the national economy. CFM continues to keep
us appraised of the number of vehicles in our fleet and the overall condition of
the vehicles. Up until the recent onset of the COVID 19 Pandemic, adequate
funding was in place to dramatically improve the quality of our patrol vehicles
despite the substantial increase in the costs of acquisition and up fitting of patrol
vehicles.
The police department will continue to work closely with CFM and utilize
allocated funding to replace older police vehicles as resourcefully as possible.
Additionally, we will take advantage of modern technologies that make our
police vehicles safer to drive and more reliable on the road. For example, our
newest vehicles in the fleet are programmed with a seat belt usage
enhancement option. All recent additions to the fleet have rear view cameras,
reverse sensors and pre-collision assist systems built in. All advanced options
come at a cost to the consumer and will add to the challenge of keeping up with
our aging fleet. Worthy of repeating and of discernible concern, 30% of the
police vehicle fleet has aged beyond targeted replacement dates. In these
challenging times, our fleet must continue to be made a priority.

F. Police Training Academy Facility Needs
We toured the Police Training Academy and identified significant problems with
its physical conditions. These problems could violate OSHA standards as well as lead
to mold, vermin, and other health related issues.
Finding - The Police Training Academy facility lacked the necessary space
and physical work environment needed for the staff and recruits. Additionally,
the facility had reached the end of its useful life and was already showing signs
of deterioration due to water damage caused by constant flooding, deteriorating
structures, sink holes in the ground, and water in the underground storage
beneath the parking lot.
This situation also resulted from budgetary limitations. If not addressed, they
could potentially endanger the health and safety of City personnel and Police and
Sheriff recruits. Unabated mold has been known to contribute to respiratory ailments
in humans including allergies and infections. Occupants utilizing the facilities were
routinely exposed to the mold and were potentially at risk. This situation also resulted
in potential noncompliance with OSHA standards and guidelines.
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Recommendation: The City had plans to move forward on building a new
training facility for all of its Public Safety Departments. We recommend that the
City continue its efforts as funds become available and consider all of the
Training Academy needs when planning and designing the new training
facilities.
With the increasing use of virtual meeting room technology during this COVID-19
pandemic (such as Zoom and Microsoft Teams), the city should reevaluate the need
for physical meeting room spaces and spaces requirements for the Customer Call
Center at the PSOC building. Possibly reconfigure the internal architectural design
and the outdoor landscape to accommodate for indoor and outdoor running tracks and
workout gyms and exercise spaces. As an option, the design could include the
installation of modular walls similar to those used in hotel ball rooms to size rooms
based on need. The design should also address the need for adequate administrative
and instructor offices, class rooms with computing and printing capabilities, space for
scenario/practical training, adequate lunchroom facilities, adequate bathroom and
locker room facilities, and appropriate storage for all of the Public Safety departments
and the City’s new recruits. Consideration should also be given toward how other
public recreation centers and private organizations (such as the YMCA and other
gyms) have laid out their buildings and parking for more efficient and effective
maximum utilization of space when designing plans for all of the City’s Public Safety
Training Academy needs. If parking limitations becomes an issue consider making
remote parking at other City owned locations available with regularly scheduled bus
trips. This would allow recruits to be transported to and from these remote locations to
the PSOC building.

Until the new facility is constructed CPD and the Sheriff’s Office should
coordinate with Facilities Maintenance to address the existing issues to the
extent feasible. Such action could help to mitigate some of the health and safety
risks faced by employees at the facility.

G. Other Relevant Facility Needs
We identified additional facility needs for the Police Headquarters,
Evidence Room, and Vice and Narcotics Section
Finding - The Police headquarters building and evidence room had
space limitations, and some Vice and Narcotics Section space needed
maintenance and a safe.
Police staff needed adequate facilities to proper complete their assigned
duties. We identified the following space concerns for CPD:
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st
The Public Safety CPD Headquarters 1 Precinct Employee Space
st
Limitation. The 1 precinct did not have enough space for its employees.
An observation of the facilities showed several rooms where employees,
desks, and computers were living and existing in cramped quarters. There
was also not enough space to place room dividers for privacy for these
workers.
•
Storage Needs for the Evidence Room. Audit Services also observed
the evidence room and note a lack of storage space as the CPD Evidence
room staff were at the mercy of the Commonwealth Attorney’s office and
other layers of Law Enforcement to authorize the destruction or release of
items in the evidence room.
•
Facility Needs for Vice & Narcotics Section. The Vice & Narcotics
Division facility was also in need of flooring and weather stripping for the
police officers using the facility. The property was being leased by the CPD
at an undisclosed area. The lease required CPD to be responsible for all of
the interior while the landlord was responsible for the exterior. The lease also
required the CPD to maintain liability insurance as part of the lease. Also,
confidential funds used to make drug purchases was only secured in a locked
filing cabinet within a locked room.
•

Recommendation - The City should place a priority in addressing all of
the facility needs to address space limitations in the 1st Precinct and Evidence
Room. Consideration should also be given to reconfiguring the unutilized space
where the City’s original 911 Call Center was located and incorporating that
space into the plans of the new architectural design of the Public Safety
Building.
The City should move forward with its Capital Project plans for the expansion of the
Police Evidence Room to address the space needs. With regard to the Vice &
Narcotics Division location, the City should renegotiate the lease agreement to lower
the rent in order to use funds in order to make the necessary repairs. Otherwise,
relocate the Unit to another location. Finally, more security such as a dual controlled
safe and security cameras should be placed over the confidential funds stored in the
facility.
Responses to both F and G – Police Training Academy Facility Needs - Agree
At present, the City has engaged a vendor to review, analyze and recommend
replacement, renovations and upgrades to both the Public Safety Building and
Chesapeake Law Enforcement Training Academy. Both of these facilities are in
excess of 40 years old and require substantial capital to address present and
future needs. Replacement and/or renovations to these critical facilities must
occur soon. As the Audit Report indicates, the 1st Precinct is in dire need of
renovation and additional space. The Evidence Storage Facility is nearly
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reaching capacity as the laws governing both records and evidence retention
have changed which require longer retention times.
With regard to the securing of confidential funds by Vice and Narcotics, a more
robust means of security has been implemented.
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City of Chesapeake
Audit Services
September 15, 2020

Central Fleet Management
July 1, 2019 to May 1, 2020
Managerial Summary

A. Objective, Scope, and Methodology
We have completed our review of the City of Chesapeake’s (City) Central Fleet
Management’s (CFM) for the period of July 1, 2019 to May 1, 2020. Our review was
conducted for the purpose of evaluating whether Central Fleet Management was
providing services in an economical, efficient, and effective manner, whether its goals
and objectives were being achieved, and whether it was following City and
departmental procedures in its handling of surplus property, fixed assets, fuel issues,
contracts, staffing, and fuel site safety and security issues.
We conducted this performance audit in accordance with generally accepted
government auditing standards. Those standards require that we plan and perform the
audit to obtain sufficient, appropriate evidence to provide a reasonable basis for our
findings and conclusions based on our audit objectives. We believe that the evidence
obtained provides a reasonable basis for our findings and conclusions based on our
audit objectives.
The Department provided essential services for the City that improved the
operational effectiveness and efficiency of the City’s various departments. The CFM
was an internal service fund of the City that maintained the City’s vehicles and small
equipment. Its’ mission was to provide a safe, reliable, and economical fleet for the
City’s operations. CFM accomplished this by maintaining fleet availability by
performing needed preventative maintenance inspections, required repairs, and
tracking of the fleet from acquisition to disposal.
For Fiscal Year (FY) 2019-2020, Central Fleet Management had a total budget
of $19,164,687, divided between an operating budget of $12,536,362 and a capital
outlay budget of $6,628,325. The budget is spread across five service areas, Fuel
Sales, $4,580,116, Fleet Acquisition and Disposal $6,840,883, Fleet Repair and
Service $7,261,627, Parts management $374,220, and Fleet Environmental and
Regulatory Management, $107,841. Central Fleet Management started FY2020 with
an authorized compliment of 42.25 full-time personnel. Central Fleet Management
maintained a repair facility and occupied offices on Executive Blvd at the City’s Butts
Station Operating Center. They were also responsible for seven fuel site locations
throughout the City, two compressed natural gas stations, and one propane station.
Major Observations and Conclusions
Based on our review, we determined Central Fleet Management had
accomplished its overall mission of providing essential services that improved the
operational effectiveness and efficiency of the City’s various departments. However,
we did identify several areas of concern that needed to be addressed. Those areas
included the handling of surplus property, fuel fobs, and fixed assets. Also, there were
issues with fuel billings, staffing, contracts, and safety concerns.
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This report, in draft, was provided to Central Fleet Management officials for
review and response. Their comments have been considered in the preparation of this
report. These comments have been included in the Managerial Summary, the Audit
Report, and Appendix A. The Department Director, Fleet Business Specialist, Fleet
Service Coordinator, Fleet Safety Specialist, and staff were very helpful throughout the
course of this audit. We appreciated their courtesy and cooperation on this
assignment.
Methodology
To conduct this audit, we reviewed and evaluated City and Department policies
and procedures, operations, documents, and reports, both internal and external. This
review included testing and evaluation of the CFM’s AssetWorks system, fuel fob
tracking program, and CFM safety programs. We examined the disposition of surplus
property. The fuel agreements and billing arrangements with related City agencies and
departments were reviewed. We made observations at CFM’s fuel site locations, repair
facilities, and general office facilities. Audit Services obtained an understanding of
Central Fleet Management’s expenditures and competitive bidding practices. We
performed a comparative review of the assets entered into AssetWorks and the assets
maintained by the City’s finance department. Part of this review examined the use of
asset tags. Audit services also reviewed the CFM administrative staffing levels and
workload.
B. Performance Information
CFM was organized as an internal service fund of the City for the purpose of
servicing the vehicle and small power equipment needs of the City’s departments. As
such the CFM received it’s funding from these internal customers to cover their costs.
Also, some funding was received from other City components, such as Chesapeake
Schools and the Chesapeake Airport, for fuel purchases from CFM.
1) Mission
The mission of CFM was to manage the vehicles and small power equipment,
items such as generators, pumps, and chainsaws, for the City. Their responsibilities
were to perform preventative maintenance inspections, major and minor mechanical
repairs, and other tasks necessary to ensure a safe, reliable, and economical vehicle
fleet for the City’s various departments. The CFM also maintained the City’s inventory
of small powered equipment, managed the citywide motor pool, and controlled the
distribution of fuel and repair parts for the City. In order to accomplish this, CFM
operated seven fueling stations located throughout the City, which included two
compressed natural gas (CNG) stations, one propane station, and one E85 fueling
station. E85 is a combination of 85% denatured ethanol and 15% gasoline. CFM was
also tasked with maintaining the individual vehicle and equipment records, procuring
new and replacement vehicles, and disposal of used and surplus vehicles and
equipment.
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2) Departmental Goals
The goals of CFM were to repair vehicles within 4 days, maintain fleet availability
above the industry standard of 90%, and reduce repair comebacks to less than the
industry standard of 2%. CFM expected to meet these goals by providing a highly
trained ASE (National Institute for Automotive Service Excellence) and EVT
(Emergency Vehicle Technician) certified, technical workforce, keeping overdue
preventative maintenance inspections to less than two a month, all while keeping
customer service satisfaction metrics above 90% Good/Excellent.
3) Organization
The CFM is organized into five service areas.
a) The first service area was Bulk Fuel Distribution & Management. This
service area was responsible for all aspects of fuel, fuel distribution, and
environmental compliance at the seven fuel sites.
b) The second service area was Fleet Acquisition and Disposal. This service
area was responsible for all aspects of vehicle and small powered equipment
acquisitions and disposals.
c) The third service area was Fleet Repair and Service Management. This
service area was responsible for providing necessary preventative
maintenance inspections, major and minor repairs, overhauls, state
inspections, and accident repairs for all vehicles and powered equipment
owned by the City.
d) The fourth service area was Parts Management. This service area was
responsible for overseeing the in-house parts vendor, Tidewater Fleet
Supply, LLC, which owned and managed the $2 million parts and supply
inventory.
e) The fifth service area was Fleet Services Environmental and Regulatory
Management. This service area was responsible for providing safe, reliable,
and accurate environmental programs that exceed both state and federal
guidelines and regulations.
4) Joint Use Maintenance Facility
CFM has entered into an agreement with Chesapeake Public Schools to
construct a joint vehicle maintenance facility. The facility to be located on seven acres
in the Deep Creek section of the City will be 46,000 square and have two floors. The
facility will be occupied by CFM and Public Schools Student Transportation Department
and will supplement existing facilities in both systems. The Public Schools Student
Transportation Department will occupy offices on the second floor. CFM will initially
use the facility to conduct preventative maintenance inspections on their fleet of CNG
waste trucks, which were not able to be accommodated inside the existing repair
facility. Even though the garage could accommodate the vehicle size, the Fire Marshall
would not authorize CFM to work on CNG vehicles inside the building. The Schools
were expected to use the facility to perform preventative maintenance inspections on
their fleet of buses.
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5) Diversity in Fuels
When CFM opened its’ fast-fill CNG fueling station in 2018 it was the first in the
area. It came as no surprise as CFM had made a habit of being a leader when it came
to the use of alternative fuels. As of 2020 more than 36% of the 1,504 city-owned
vehicles used alternative fuels. CFM had 57 trucks using CNG, 27 vehicles using liquid
propane, and 405 vehicles using E85. It also had 53 hybrid vehicles running on
electric-gasoline power as well as 4 vehicles that ran only on electric.
6) Recycling
Keeping step with the increased use of alternative fuels is the CFM’s
commitment to recycling and pollution prevention. As part of this program CFM safely
recycled or disposed of used oil, solvents, antifreeze, filters, scrap metal, and tires.
CFM had entered into contracts with various vendors to collect and recycle what would
have otherwise been disposed of as hazardous materials at the landfill.
6) Central Fleet Management Accomplishments and Awards
Central Fleet Management had been awarded the Automotive Service
Excellence “Blue Seal of Excellence” every year since 2009 from the National Institute
for Automotive Service Excellence. Central Fleet Management is the only ASE Blue
Seal of Excellence Certified Garage in Chesapeake and one of six municipal garages
Blue Seal Certified in Virginia.
Central Fleet Management had been named one of the 100 Best Government
Fleets in North America six times since 2009 placing as high as #1 in 2017. Central
Fleet Management was number #34 for 2020. Central Fleet Management had also
made the Top 50 of the Government Green Fleet Awards, ranking #33 in 2018 and #29
in 2019. The 2020 results were still pending at the time of this audit. These awards
were presented by 100 Best Fleets in North America and were recognized by the NAFA
Fleet Management Association.
CFM carried the designation of Environmental Enterprise or E2. This
designation indicated that CFM is a facility in the early stages of implementing an
environmental management system emphasizing pollution prevention. Facilities
achieving E2 status were eligible for a number of benefits, including technical
assistance for the development and implementation of an environmental management
system and pollution prevention program. Other incentives included positive public
recognition and possible reductions in annual permit fees.
The U.S. Environmental Protection Agency notified Central Fleet Management
that they had been honored as the “2019 Local Government Partner of the Year Award”
for their recycling efforts. Central Fleet Management had been a partner in the EPA’s
WasteWise Program since 2012.

68

Since 2015 Central Fleet Management had been designated as a sustainable
fleet by the NAFA Fleet Management Association in association with CALSTART. CFM
is one of only two fleets in Virginia that had been designated as sustainable. The
organization defined fleets as sustainable if they managed and reduced net
environmental impacts from fleet operations at or ahead of the pace required for
environmental need.
On June 16, 2020 Central Fleet Management was named the ninth best leading
fleet in the country by Government Fleet magazine and the American Public Works
Association. In 2018 CFM was ranked as the fourth best leading fleet. CFM had been
ranked in the top 50 best leading fleets since 2016.
Central Fleet Management had also been recognized as a “Star Business” by
the Elizabeth River Project which recognized local businesses for their efforts in
promoting environmentally friendly business practices.
8) Fleet Composition
CFM operated over 1,600 vehicles and over 1,100 pieces of construction and
lawn and turf equipment. The vehicles included 1,495 on-road vehicles and 115 off
road vehicles. The fleet included everything from heavy equipment vehicles such as
cement mixers, vacuum trucks, backhoes, and street sweepers to police cars, fire
trucks, ambulances, and motor pool cars. The vehicle inventory was valued at over
$100 million.

C. Operational Issues
Based on our review, we determined that Central Fleet Management had
accomplished its overall mission of maintaining the City’s vehicles and small equipment
and provided a safe, reliable, and economical fleet for the City’s operations. However,
we did identify several areas of concern that needed to be addressed. These areas
included lack of memorandums of understanding for fuel services, disposition of
surplus property, fixed assets, fuel fobs, and fuel service billings. Audit services also
noted several operating, safety, and fueling station processes that needed to be
reviewed, as well as vendor contracts and staffing issues.
1. Memorandum of Understandings
Finding – Central Fleet Management (CFM) provided fuel services for the Airport
Authority, Chesapeake Schools, Mosquito Control and Cedar Manor. CFM did not have
Memorandum of Understandings (MOU) with those entities. Most importantly, the City
did not have any Administrative Regulation (AR), City Ordnance nor documented
guidelines that articulated when a MOU(s) needed to be obtained by City Departments.
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Recommendation – All agreements between the aforementioned entities should be
reduced to writing using an MOU to capture the rights, duties, obligations, terms and
intensions of all the parties involved, and identify remedies for breach of the agreement.
Response - CFM agrees with the recommendations and will work with the
aforementioned parties to establish MOUs.
2. Surplus Property
Finding – Central Fleet Management (CFM) was not in compliance with City Ordinance
54-96 that assigned responsibility for the transfer and sale of surplus property. The City
also did not have an Administration Regulation that addressed the handling of surplus
property.
Recommendation – CFM should follow the procedures outlined in City Ordinance
Sec. 54-96 - Procedure and Purchasing Manual Section, 13.0 for the transfer and
disposal of surplus property. In addition, the City should develop an Administrative
Regulation for the disposition of surplus property.
Response - AR 4.21 does, in-fact, address the handling of surplus property. That
authority and those procedures were put in place with the consent of the
Purchasing Manager and City Manager years prior to the new Procedure and
Purchasing Manual being published. We will review AR 4.21 and our SOPs and
tweak to incorporate the new purchasing procedures. The department did not
send in disposition forms when assets transferred to different departments
because the assets are still considered assigned to Central Fleet Management.
If Finance deems the transfer form necessary for their records, the Fleet will
supply it. Depositing checks on the same as received is not realistic with our
present staffing and location. Fleet typically makes deposits within five business
days.
3. Fixed Assets
Finding – Central Fleet Management (CFM) did not have documented Standard
Operating Procedures (SOP) for various fixed asset processes. Fixed asset list for
Central Fleet Management (CFM) and Finance department were not in agreement.
CFM had not performed an annual physical verification of their fixed asset inventory
since 2017. Asset number tags received form the Finance department had not been
attached to City equipment since January 2018.
Recommendation – We recommend that Central Fleet Management (CFM) develop
and implement documented standard operation procedures for fixed asset processes.
Fixed assets should be set up in PeopleSoft within 30 days from date of receipt. The
physical verification of fixed assets should be done at least once each year. Fixed
asset list for (CFM) and Finance department should be kept in agreement to the extent
practical. Asset tag numbers should be attached to City equipment when received.
70

Response - CFM will coordinate our procedures with Finance to establish a
mutually agreeable process. CFM will submit fixed asset forms to be set up in
PeopleSoft within 30 days from date of receipt of complete equipment, this
includes the vehicle being final with all upfits. The physical verification has
happened this past year and will continue to happen yearly. Central Fleet
Management puts vehicles in service after they are upfitted with all necessary
equipment, not when they are registered with DMV. Vehicles must be registered
before they are in service in order to get the equipment to different vendors. CFM
is going to work on documenting standard operating procedures for fixed asset
processes. Finance is still requiring titles for the assets. CFM will turn over asset
tags after asset numbers are documented in the AssetWorks software, to the
service department to affix on the equipment.
4. Fuel FOB’s
Finding – Central Fleet Management (CFM) did not have a documented standard
operating procedure (SOP) for the security, control and use of fuel fobs.
Recommendation – We recommend that CFM develop and document an SOP
regarding the security, control, usage, verification and issuance of fuel fobs. Also, CFM
should improve controls over unissued fobs, maintenance of inventory records, and
periodic verification of fobs and improve segregation of duties as it relates to the
issuance of fobs.
Response - CFM agrees that standard operating procedures need to be created
for fob usage and verification. Information about fobs and the requirements of
the fobs will be disbursed during the fleet meetings.
Central Fleet Management is unable to provide more in depth training than what
is currently offered on the AssetWorks system due to current staffing levels.
A Crystal Report was created to assist departments with the ability to identify
possible misuse of fobs and available for them to view and will be emphasized
at the next Fleet User’s Group meeting.
Currently the AssetWorks system records the issuance fob #, date issued, and
issued by in the system. Going forward the department will record who is
receiving the fob, if it is not an equipment specific fob. The department review
and update the process for issuing miscellaneous fuel fobs to include a form
signed by an authorized person in the department and the Fleet Director.
CFM will implement fob inventory during the physical inventory.
5. Billing
Finding – Monthly fuel billing for Chesapeake Schools, Mosquito Control, Chesapeake
Airport Authority, and Cedar Manor were not actually being sent every month.
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Recommendation – Central Fleet Management should work with the agencies they
bill to develop a consistent billing schedule.
Response - Central Fleet Management is reassigning the billing to another staff
member that should be able to maintain the more stringent requirement of the
billing timeline. CFM anticipates that this will remove the late billings.
6. Central Fleet Management Processes
Finding – We identified a number of Central Fleet Management operating processes
that could be enhanced. These processes included updating Standard Operating
Procedures, installing cameras on the grounds, and tracking employees authorized to
operate city vehicles.
Recommendation – Central Fleet Management should consider establishing a
process review system.
Response - Fuel site signage will be reviewed and updated. An authorized user
list will be prepared for industrial equipment. All maintenance and inspections
of fuel sites is documented in log books kept in the Fleet Safety Specialist’s
office. Generator inspections are facilitated through Facilities’ contractor, Carter
Machinery, quarterly and PM’d annually. A new emergency shutoff switch
checklist has been created for an annual test. We’ll review our State Inspection
sticker safeguards.
CFM does not have a staff member that reviews video daily, much like all of the
other video surveillance systems in the city. It is reviewed if something is
observed as destruction of property at the fuel site, verification of fueling
transactions, or because a department has requested the footage.
We double checked and all motor pool vehicles do have operators manuals in
them, and all vehicles issued to departments are issued with operator manuals.
Additionally, Fleet is willing to train employees how to operate the Motor Pool
vehicles – the employee just needs to ask.
7. Contracts
Finding – Central Fleet Management’s contract planning and administration practices
for vehicle and equipment procurement and repairs could be enhanced.
Recommendation – Central Fleet Management should work with Purchasing to and
Information Technology to streamline its procurement process for vehicle equipment
and repairs.
Response - CFM is constantly evaluating the need for additional contracts to
simplify operations and adding more contracts as staffing and city resources
allows.
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8. Safety
Finding – Central Fleet Management (CFM) had several safety issues that needed to
be addressed.
Recommendation – Central Fleet Management should review these safety items and
address them as appropriate.
Response - I.A.W the Virginia Fire Prevention Code, Section 2303.2, “An
emergency disconnect switch for exterior fuel dispensers shall be located within
100 feet of, but not less than 20 feet from, the fuel dispenser and EMERGENCY
FUEL SHUTOFF signs shall be provided in approved locations.” To be more
proactive we will be adding a better background for visibility of the signs. All
signs have been measured and are within the standard. Every fire extinguisher
box is inspected weekly and if a hammer is missing a new one will be installed.
New reflective tape has been added on UST vent tubes which may come into
contact with vehicles. A new Central Fleet Management Department SOP was
written in April 2020 stating our policy for using vehicle exhaust hoses. All
employees have been instructed on the use of the system and have signed a
sheet stating that they have reviewed the policy. CFM will install two additional
portable eye wash units within the building to make it more convenient for
employees in the event an employee gets chemicals in their eyes. Work orders
have been submitted to Facilities to correct the leaking fuel island canopies; the
flood lights have been replaced and are working correctly. CFM will investigate
to possibility of installing fuel site alarm systems. We’ll reiterate that
Department’s should train their operators each year on the proper usage of
portable fire extinguishers. Every fuel dispenser has instructions on fueling the
vehicle, who to contact in the event of a fuel spill, and signage indicating where
the emergency shutoff valve is located. Staging spill cleanup material at the
unmanned fuel sites results in vandalism and theft of the items; Departments will
be reminded of their responsibility to train operators on proper procedures for
spills.
9. Fuel
Finding – Central Fleet Management’s internal controls for fuel replenishment needs
improvement.
Recommendation – Central Fleet Management should consider developing a process
for an independent method of fuel inventory.
Response - Fuel tank access caps are inspected weekly and documented on our
weekly inspection report. We’ll look as the feasibility of installing alarms. Pump
calibration frequency has been changed to every three years. Pump calibration
test and results will be kept in log books in the Fleet Safety Specialists Office.
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Fueling for the fuel sites has been updated to automatic ordering. Office staff are
no longer required to call in orders for fuel.
10. Staffing and AssetWorks
Finding – The CFM Administrative function was under staffed in performance of their
required job responsibilities and did not have adequate positional back up. Also, the
Fleet Business Specialist had various job responsibilities, outside of the accounting
functions, that created numerous segregation of duty and efficiency issues.
AssetWorks had an excessive amount of system administrators.
Recommendation – When the current fiscal condition improves consideration should
be given to adding additional administrative staff to improve required operational
responsibility.
Response - CFM agrees that there needs to be additional administrative staff and will
continue to request the positions through the budget process.
Access rights for current administrative rights to the AssetWorks system will be
reviewed and adjusted to allow only those with actual administrative rights, with that
access.
Due to staffing constraints, CFM will continuously attempt to train others on
duties carried out by the Fleet Business Specialist.

74

City of Chesapeake
Audit Services
March 5, 2020

Selected Hiring and Competitiveness Issues
July 1, 2019 to December 31, 2019
Managerial Summary

A. Objectives, Scope, and Methodology
We have completed our audit of Selected City Hiring and Competitiveness
Issues for the period July 1, 2019 to December 31, 2019. This audit has several
purposes: Evaluate the City‘s employee application process and methodology; Review
of the time required to hire new employees; and Compare requirements, salaries, and
benefits for selected key positions in Virginia’s largest cities. While we did compare
positions that appeared to be similar, we did not attempt to evaluate the value of positions
based upon job descriptions on a case by case basis.
We conducted this performance audit in accordance with generally accepted
government auditing standards. Those standards require that we plan and perform the
audit to obtain sufficient, appropriate evidence to provide a reasonable basis for our
findings and conclusion based on our audit objectives. We believe that the evidence
obtained provides a reasonable basis for our findings and conclusions based on our
audit objectives.
The City of Chesapeake (City) had budgeted 3,926.50 full-time equivalent (FTE)
employees for fiscal year (FY) 2020. Police, Fire, and Sheriff’s Office had 1,487.90
FTEs. As of FY 2020 there were 54 pay grades with 587 positions.
To conduct this audit, we interviewed large City departments and analyzed the
time they indicated was utilized for a normal hiring process, and also time utilized during
a more complicated process. We also compared the mean salary for selected City
positions against salaries for comparable positions in Virginia largest cities. Finally, we
reviewed how far employees had advanced in their pay ranges relative to the full range.
Major Observations and Conclusions
We generally found that the City’s application and hiring process was
reasonable under most normal circumstances, although we did identify some limited
challenges, However, We did note that City employee salaries tended to be clustered
at the lower ends of the City’s pay ranges. As a result, their salaries were less
competitive than their pay ranges suggested. Also, while the City was generally
competitive with its peer cities in Virginia relative to pay ranges taken as a whole, it was
less competitive on minimum salaries for certain positions than some of those. Finally,
City Departments identified a number of other hiring and competitiveness issues during
our audit. These issues included delays in getting classifications updated, screening
challenges, and hiring for some seasonal employees.
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This report, in draft, was provided to management for review and response.
Their comments have been considered in the preparation of this report. These
comments have been included in the Managerial Summary, the Audit Report, and
Appendix A. Management, Department Heads, Fiscal Administrators, Payroll Clerks,
Information Technology (IT), and Finance were very helpful throughout the course of
this audit. We appreciated their courtesy and cooperation on this assignment.
B. Performance Information
1. City Hiring and Compensation Practices
The City’s Fiscal Year 2020 Human Resources Classification and
Compensation Plan contained four pay scales for the following groups of employees:
public safety sworn non-management employees, public safety sworn management
employees, general employees, and executive employees.”
The City provided two mechanisms for compensation adjustments citywide for
general employees:


As part of the annual budget process, the City Manager proposed a wage
adjustment of a determined percentage with a minimum floor and then submitted
the proposal to City Council for approval. A minimum floor of $1,000 meant that
an employee earning less than $33,334 would receive $1,000 for a 3% wage
increase. Most of the wage adjustments were effective after the start of the fiscal
year. At least one wage adjustment was effective several months after July 1.
The State had made adjustments to the Virginia Retirement System increasing
the employee obligation to 5% over several years for Plan 1 and 2 participants.
The City made wage adjustments to offset those increases.



Another mechanism was adjustment to the pay structure by adjustment of the
minimum, mid-point, and maximum pay ranges. These adjustments could either
be lower or could match the City Manager’s proposed wage adjustment. When
these adjustments were lower, existing employees gained some salary
separation from newly hired employees. However, when the adjustments
matched, salary compression was often the result.

2. CLICK and Screening
The City used a software system called Career Link In the City of ChesapeaKe
(CLICK) to advertise and accept applications, resumes, and cover letters. In 2019 and
2020, the City worked with the vendor to update the system. The new system was
expected to go live in early 2020.
The existing CLICK accepted resumes and cover letters, but Human Resources
used the online application as the main basis for screening. While there were
instructions stating that applications were the basis for screening, the lack of emphasis
on resumes was a source of concern for a number of City departmental users.
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With the upgraded CLICK system, all existing applications were scheduled for
deletion. The predetermined process was for all employees to submit new applications.
This process should ensure that the skills, experience, and duties were made current
to the “go live” date. Also, with the upgraded CLICK, resumes, cover letters, and
LinkedIn data were expected to be captured and used for screening.
3. Hiring Process Timeline
The actual City hiring process included approximately 14 steps beginning with
the anticipation of a job vacancy and ending with bringing a new employee onboard.
Due to concerns we had heard about delays in the process, we reviewed it to see
whether or not we could identify structural problems. However, we generally found that
the process was timely in most instances, with exceptions caused by special situations
or circumstances, such as disciplinary actions. The primary challenges we heard from
departments appeared to be related to the screening process issues discussed in the
previous section.
4. Incentives
Neighboring cities including Virginia Beach, Norfolk, and Newport News offered
various employee incentives and supplements to assist with their recruitment and
retention efforts. Some of these efforts are noted below.
a. Virginia Beach
For FY 2020, Virginia Beach was implementing a number of programs to
enhance employee retention. For public safety employees, they were providing
longevity increases. For general employees, Virginia Beach was insuring that
supervisors who had been in their positions at least 3 years were brought to the
midpoint of their ranges:
b. Norfolk
The City of Norfolk offered a number of supplemental pay incentives for
employees included in our study. For general employees such as Auto Mechanics and
Clinicians, they offered supplemental pay for certification and Virginia Independent
Clinical Assessment Program (VICAP) clinical assessments, respectively. For public
safety employees such as Fire and Police, they offered assignment supplements.
c. Newport News
Incentives for Newport News employees provided allowances for a number of
public safety related assignments, and also provided some allowance for auto
mechanics as well.
5. Pay Studies in Other localities
We reviewed to other relatively recent pay studies to determine whether the
issues addressed in them were comparable to the issues we were addressing. These
studies were done in Prince William County, Virginia, and Durham, North Carolina.
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a. Prince William County Study:
In 2016, Prince William County commissioned PFM Consulting Group, LLC to
conduct a Public Safety Retention and Recruitment Study. According to the study,
“Insights from focus groups and employee surveys indicate that compensation
represents the principal factor driving Prince William County public safety employee
attrition. While the particulars vary – sometimes considerably – across each public
safety employee group, three general conditions contribute to Prince William County
public safety employee dissatisfaction around compensation:
 Pay compression, where employees with more tenure or a higher rank earn less
base compensation (or insufficient differentials) relative to less tenured
employees.
 Lower pay levels for mid-career employees relative to other regional employers.
 An inability to project future earnings, where employees cannot clearly estimate
earnings five, ten, or fifteen years into the future.“
b. Durham, NC Study
The City of Durham, North Carolina commissioned a 2018 Classification and
Compensation Study by Gallagher Insurance, Risk Management, and Consulting. The
firm surveyed 29 public organizations with 22 responses. Included in the report was
the summary below indicating the number of job position matches to existing Durham
job positions, the market salary average for the matched positions, and the average
salary for matched Durham job positions. The survey information indicated that 72.7%
of the responding cities (16 of 22) had higher market averages for matched job
descriptions than Chesapeake.
C. Competitiveness and Hiring Issues
We generally found that the City’s application and hiring process was
reasonable under most normal circumstances, although we did identify some limited
challenges, However, We did note that City employee salaries tended to be clustered
at the lower ends of the City’s pay ranges. As a result, their salaries were less
competitive than their pay ranges suggested. Also, while the City was generally
competitive with its peer cities in Virginia relative to pay ranges taken as a whole, it was
less competitive on minimum salaries for certain positions than some of those. Finally,
City departments identified a number of other hiring and competitiveness issues during
our audit. These issues included delays in getting classifications updated, screening
challenges, and hiring for some seasonal employees.
1. Salary Compression.
Finding – City employee salaries tended to be clustered at the lower ends of the City’s
pay ranges. As a result, their salaries were less competitive than their pay ranges
suggested.
Recommendation – The City should consider steps to reduce clustering at the lower
ends of its pay ranges to become more competitive.
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City Response – There are several factors that contribute to employee salaries
being clustered at the lower end of the pay ranges, some of which were
mentioned in the audit. Although City policy has contained provisions allowing
departments to hire candidates above the minimum of the pay range since at
least 2008, in practice, many departments infrequently did so until 2016 when HR
began strongly encouraging departments to consider it in order to increase the
City's competitiveness. In addition, when employees are promoted, their salary
will be at a lower point within their new pay range than they were in their prior
pay range. Finally, the need to increase the City's pay structure in order to ensure
pay ranges stay competitive within the region, along with modest general wage
increases, have limited movement of salaries within the pay ranges.
Human Resources will work with the City Manager's office to address this
concern. (Note: the full text of their response is included in the audit report.)
2. Pay Range Competitiveness
Finding – The City was generally competitive with its peer cities in Virginia relative to
pay ranges taken as a whole. However, it was less competitive on minimum salaries
for certain positions than some of those.
Recommendation – The City should take steps to address salary issue for positions
where it is less competitive.
City Response – HR regularly evaluates the competitiveness of the City's pay
structure and job classifications. HR monitors the pay structure movement in
surrounding cities and makes recommendations for adjustments as needed to
ensure the City's pay scales remain competitive. In addition, HR staff regularly
review market data on benchmark job classifications and identify certain job
classifications for a market review each year. Benchmark jobs are those that
have been identified as having comparable matches in most other cities in the
Hampton Roads region. There are currently 587 job classifications in the City of
Chesapeake including both general employee and public safety job titles. Of
those, 266 are considered regional benchmark jobs. Jobs classifications are
identified for review based on factors such as the number of incumbents,
difficulty recruiting candidates, and difficulty retaining employees in the
identified jobs.
With the resources available, HR is adequately monitoring the competitiveness
of the City's job classifications. The prior recommendations related to increasing
funding for the merit pay program and hiring an external consultant to evaluate
other pay-related proposals also apply to this finding. Human Resources will
continue to regularly evaluate the competitiveness of the City's pay structure
and will work with the City Manager's office to address this concern. (Note: the
full text of their response is included in the audit report.)
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3. Other Hiring and Competitiveness issues
Finding – City Departments identified a number of other hiring and competitiveness
issues during our audit. These issues included delays in getting classifications updated,
screening challenges, and some seasonal employee classifications.
Recommendation – The City should encourage the departments and Human
Resources to work together to resolve these challenges.
Response – The Recruitment, Training, Retention and Compensation (RTRC)
committee was established approximately two years ago with the purpose of
developing and implementing ideas and tools that enhance recruitment,
retention, training, and compensation for City employees. The RTRC committee
is currently researching and evaluating different methodologies for incentivizing
new and existing employees. It is also considering an employee referral bonus
program for present employees to aid with the recruitment of candidates to fill
positions that are identified by HR, in conjunction with City departments, as
difficult to recruit or retain. In addition, HR has developed a comprehensive
recruiting, interviewing, selection, and onboarding (RISO) class designed for all
employees involved in the hiring process to provide instruction on the process
from beginning to end. The class is now offered every month.
HR will continue to work with departments to resolve the aforementioned
challenges and encourages departmental feedback on other innovative
solutions. (Note: the full text of their response is included in the audit report.)
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City of Chesapeake
Audit Services
August 31, 2020

Small Purchase Policy
January 1, 2019 – June 30, 2019
Managerial Summary

A. Objectives, Scope and Methodology
We have completed our review of the Small Purchase Policy (>$5,000 and
<$100,000) for the period January 1, 2019 to June 30, 2019. Our review was
conducted for the purpose of determining whether the City was complying with Small
Purchase Policy, management oversight, and contract management.
We conducted this performance audit in accordance with generally accepted
government auditing standards. Those standards require that we plan and perform the
audit to obtain sufficient, appropriate evidence to provide a reasonable basis for our
findings and conclusion based on our audit objectives. We believe that the evidence
obtained provides a reasonable basis for our findings and conclusions based on our
audit objectives.
The Small Purchase Policy was the policy for procurement for unsealed
proposals for goods and services valued at $5,000 or more but less than $100,000. For
the period January 1, 2019 through June 30, 2019, the City spent $142,782,682 in
payment to vendors. Purchase orders (PO) totaled $94,858,792 and non-PO
purchases totaled $47,923,889. PO payments subject to the Small Purchase Policy
totaled $10,302,561 paid to 481 vendors, and $5,965,876 non-Po voucher payments
to 299 vendors.
To conduct this audit, we reviewed and evaluated City and Department policies
and procedures and operations documents and reports, both internal and external. We
also reviewed applicable State laws, regulations and City Ordinances. We discussed
these audit areas and conducted interviews with the Procurement Administrator, other
staff, and various employees. We also analyzed PeopleSoft vendor expense
payments.
Major Observations and Conclusions
Based on our review, we determined that the City was generally compliant with
the Small Purchases Policy. However, we identified concerns with the implementation
and oversight.
This report, in draft, was provided to City officials for review and response. Their
comments have been considered in the preparation of this report. These comments
have been included in the Managerial Summary, the Audit Report, and Appendix A.
The Procurement Administrator and staff were very helpful throughout the course of
this audit. We appreciated their courtesy and cooperation on this assignment.
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B. Performance Information
On December 21, 2018, the City issued an Administrative Regulation creating a
Small Purchase Policy. According to the City Attorney’s Office, the City had not formally
updated its small purchase policy since 1985. Audit Services noted this situation in a
2010 audit:
“Finding - The City did not have centralized contract administration policies and
procedures. The absence of centralized contract administration policies and
procedures adversely impacted monitoring and enforcement of contractual
requirements.
Recommendation - The City should develop an Administrative Regulation as
quickly as possible that addresses policies and procedures for contract
administration.
Response - Purchasing will develop an Administrative Regulation describing the
policies and procedures for contract administration.”
1. Small Purchase Policy and City Ordinance
The Virginia Public Procurement Act (VPPA) permits a public body to establish
small purchase procedures, if adopted in writing, not requiring the use of competitive
sealed bidding or competitive negotiation for single or term contracts if the aggregate
or sum of all phases is not expected to exceed $100,000; however, such small
purchase procedures shall provide for competition wherever practicable…
On November 13, 2018 City Council amended Section 54-61 to adjust the City’s
threshold to $100,000 (it had been $50,000) and added the following;
“The specific terms and requirements of this chapter shall not be applicable to
the following contracts, provided, however, that the procurement administrator,
or designee, under the direction of the city manager or designee shall
promulgate policies and procedures for contracts of this size which shall provide
for competition wherever practicable: ““Such policies and procedures shall be
approved as to form by the city attorney or designee prior to implementation.”
To implement this, Administrative Regulation 4.13, Small Purchase Policy was
authorized by the City Manager on December 21, 2018. The City’s Purchasing Policies
and Procedures Manual was issued on April 29, 2019. Both documents included the
following:
“Departments shall estimate the total cost, including all possible renewal periods
if a term contract, to determine if the procurement will exceed $100,000. If the
procurement is expected to exceed $100,000 over the entire term of the
contract, including all possible change orders and renewal periods…”
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It should also be noted that the City received a Fraud Hotline complaint in
November 2018 related to a small purchase as defined by the VPPA. The City
Attorney’s Office participated in the investigation and determined that the City’s existing
small purchase policy had not been updated recently enough to be in effect for this
purchase. Therefore, the City moved quickly to create the new administrative
regulation.
2. Citywide Organization
Purchasing’s primary role was coordinating with the departments to procure
services and goods at the best competitive rate. Individual contracts typically have “not
to exceed” amounts for the contract life. Also, contracts originated by a department
normally could be used by any other department.
The PeopleSoft financial system was the computer system used to process
payments to vendors. PeopleSoft had the capability to monitor contracts, but the
modules had not yet been implemented, leaving the process to be accomplished “at
will”. Additionally, Finance had not yet created a specific field for contract numbers.
C. Operational Issues
Based on our review, we determined Purchasing had accomplished its overall
mission of ensuring that goods and services were procured in compliance with
applicable laws, policies, and ordinances. However, we did identify several areas of
concern that needed to be addressed. Those areas included the implementation of the
City’s Small Purchase Policy, and the role of ensuring citywide compliance with
contracts.
1.

Implementation

Finding – The City implemented its Small Purchase Policy without widespread training
or preparation.
Recommendation – The City should explore opportunities to ensure staff receives
adequate training on the new Small procurement policy
Response – Purchasing agrees that the City should explore opportunities to
ensure staff and end-users receive adequate training, not only on the Small
Procurement policy, but on all aspects of the City’s purchasing policies and
procedures. (Full response available in report.)
2.
Cost Analysis
Finding – Purchasing had not implemented a plan to monitor contract total cost on a
citywide basis.
Recommendation – Purchasing should develop a plan to monitor contract total cost
on a citywide basis.
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Response – Purchasing agrees with this recommendation. Purchasing will
coordinate with Finance and present to the Enterprise Financial Systems (EFS)
Team a task for adding the issue of including a field for contract numbers in the
PeopleSoft account strings for expenses. This issue is also being addressed
with the recent assessment of the PeopleSoft Supplier Contract Management
procurement module which the City currently owns but not in use. This module
is designed to automatically track spend data, contract expiration notifications,
show when funds are expensed and remaining balances, plus offers additional
benefits. The assessment determined that implementation of this module would
be feasible and advantageous for the City. Budget for implementation of this
module was included in Fiscal Year 2021 budget request. (Full response
available in report.)
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B. SUMMARY
AUDITS IN PROGRESS, TECHNICAL ASSISTANCE
& TRAINING
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AUDITS IN PROGRESS, TECHNICAL ASSISTANCE, & TRAINING
Technical Assistance Projects
Munis/Kronos – We continued to provide advice related to Munis and
Kronos systems
I/T Modernization - We have provided advice on the City’s IT
Modernization project.
PeopleSoft 9.2 Upgrade - We provided advice on the PeopleSoft 9.2
upgrade
ECC – Two members of Audit Services have participated in Employee
Communications Committee
Customer Service – We have attended meetings and provided feedback
on the City’s U-Care/Customer Service initiative
Public Procurement Task Force Committee – We attended meetings to
act as a conduit between Purchasing and Finance and provide advice on
the improvements in procurement processes.
Fleet Utilization – We have attended meetings and provided assistance
on the City’s Fleet Utilization Project.
I/T Accela (eBuild) – We reviewed information on costs associated with
the Accela program implementation.
I/T Steering Committee – Attend meetings to provide feedback on
external consultants (Gardner) for the Information Technology
department.
Cluster Management Group (and Process Improvement Committee) –
Provide assistance to executive management on the City’s strategic plan
Internal Governance Cluster Group – We attended meetings to provide
input and feedback with regards to efficiency of operations within City
departments.
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Training & Other
July 2019
Training - Staff completed various on-line continuing education exercises.
August 2019
Training –Staff participated in on-line continuing education courses.
September 2019
Training –. The team attended the Virginia Local Government Auditors
Association (VLGAA) Fall Conference and attended “Real Colors” and Mental
Health training through the City’s HR department as a team. In addition, the
staff completed various on-line continuing education exercises.
October 2019
Training – Staff attended the Institute of Internal Auditors (IIA) District Training
Conference, and Mid-Atlantic District Training Academy. In addition, one staff
member attended the Virginia State Society of CPA’s Accounting and Auditing Day
Staff also completed various on-line continuing education exercises.
November 2019
Training – The staff participated in various on-line training and one attended
Specialized Tax Knowledge training.

December 2019
Training –Staff completed various on-line continuing education exercises.
January 2020
Training – Staff completed various on-line continuing education exercises
February 2020
Training – Staff completed various on-line continuing education exercises
March 2020
Training–Team members participated in various webinars for continuing
education.
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April 2020
Training – The entire team attended various virtual webinar trainings.
May 2020
Training – Due to pandemic restrictions, staff virtually attended various trainings to
include the 2019 Cherry Bekaert Annual Government Conference. The search and
procurement process began of firms to perform Cybersecurity Audit.
June 2020
Training –Team members continue to participate in virtual webinar trainings due
to the pandemic.
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C. FRAUD HOTLINE
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FRAUD, WASTE, AND ABUSE HOTLINE REPORT
During Fiscal Year 2020 we received 8 complaints through the City’s Fraud,
Waste, and Abuse Hotline (Hotline). The Hotline was created by the City in Fiscal
Year 2006 utilizing the City’s Customer Contact Center and its 382-CITY telephone
number. In July of 2006, a State Law took effect that required the City Auditor to
authenticate (i.e., evaluate the validity of) all complaints received on the Hotline and
provide an annual report on the status of complaints received to the City Council.
These complaints were as follows:
Compliant #1 – This complaint was related to a company misrepresenting itself,
potentially fraudulently. It was referred to the Police.
Complaint #2 – This complaint was related to a landscaping business potentially
operating without appropriate City approvals. It was referred to the Commissioner
of the Revenue, Public Works, and Development and Permits. The business did
have the required licenses and zoning.
Compliant #3 – This complaint was related to a stolen debit card. It was referred to
the Police.
Complaint #4 – This complaint was related to an employee complaint about an ice
machine being removed. It was referred to Public Works, which indicated that the
machine had ceased to function properly and was replaced with a new one.
Complaint #5 – This complaint was related to a personal legal real estate issue. We
advised the complainant that it was outside the City’s jurisdiction.
We also received three complaints directly through emails. One was related to a
military serviceman who was not receiving a personal property tax waiver. It was
referred to the Commissioner of the Revenue, who resolved the matter. The other
two were legal personal real estate issues that were outside of the City’s jurisdiction.
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D. SUMMARY
TIME (HOURS) EXPENDED
JULY 1, 2019 TO JUNE 30, 2020
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YEAR TO DATE SUMMARY REPORT
JULY 1, 2019 - JUNE 30, 2020
A. Time (HRS) Expended During FY 20 – Completed Projects
1. Audits and Analytical Reviews
Police Department - Administration
Police Department - Planning
Police Department - Testwork
Police Department – Report
Central Fleet – Administration
Central Fleet - Planning
Central Fleet – Testwork
Central Fleet – Report
Selected City Hiring & Comp – Admin
Selected City Hiring & Comp – Planning
Selected City Hiring & Comp - Testwork
Selected City Hiring & Comp - Report
Small Purchasing Policy – Admin
Small Purchasing Policy – Planning
Small Purchasing Policy – Testwork
Small Purchasing Policy – Report

49.50
589.00
419.50
417.25
134.00
280.50
885.00
277.00
224.00
482.50
249.00
182.00
000.00
104.50
30.00
78.00

Total Hours: Audits & Analytical Reviews

97

4,401.25

B. Time (HRS) Expended During FY 19 - Projects in Progress
2. Technical Assistance:
PeopleSoft 9.2
Audit Follow-Up
Fleet Utilization
Computer Modernization
Security & Safety
Other Technical Assistance (Cybersecurity Audit)
Total Technical Assistance (in Progress)

11.50
5.00
1.00
2.50
25.00
407.00
1,307.00

3. Other:
Administrative
Holiday
Leave – Annual
Leave – Sick
Leave – OT
Meetings
Miscellaneous
Professional Organizations
Training
Bereavement

3788.00
696.00
665.00
408.00
00.00
235.25
214.25
602.00
359.25
8.00

Total Other (in Progress)

6,975.75

Total Hours for Projects in Progress

8,282.75

Total Hours (Completed Projects + Projects in Progress)
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12,684.00

