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Mayor and Council Members:
SUBJECT: Comprehensive Nutrition Program Audit Report

We are pleased to send you the audit report of the Department of Community
Initiatives’ Comprehensive Nutrition Program. This audit began in March 2008
and concluded with an exit meeting with department management in March
2009. Management’s verbatim response is included in Appendix C of the report.
The Department of Community Initiatives should be commended for its
cooperation and assistance during this audit.

The Office of the City Auditor is available to discuss this report with you
individually at your convenience.

Respectfully submitted,

Rt
Park E.'Pearson, CPA

City Auditor
City of San Antonio
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Leticia Vacek, City Clerk

Larry Zinn, Chief of Staff, Office of the Mayor

Rebeca Chapa, Communications Director, Office of the Mayor
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Executive Summary

As part of the annual Audit Plan, we conducted an audit of the Comprehensive
Nutrition Program (CNP) in the Department of Community Initiatives (DCI). The
audit objective, conclusions and recommendations follow:

Are the policies and procedures of the Comprehensive Nutrition Program
followed?

Centers operating the Comprehensive Nutrition Program did not consistently
comply with the policies and procedures of the Program. In addition, the Senior
Services Division (SSD) did not exercise effective oversight of the program.

We recommend the DCI Director should ensure:

e Centers comply with CNP policies and procedures.

e SSD maintains required current eligibility forms on file for all CNP
participants.

e SSD reports to AACOG monthly activity supported with daily sign-in
sheets and monthly rosters.

e Centers submit monthly contributions to SSD on time.

e SSD establishes formal monitoring guidelines that improve the quality of
supervisory reviews at centers. Guidelines should include the frequency
of site visits, extent of reviews, reporting of monitoring results, and
required corrective actions. Reviews should focus on needs of the
particular center.

e SSD revises the checklist used to perform reviews to include other CNP
requirements, such as verification of participant contributions collected
during the day of review by supervisors, temperature readings of meals,
number of leftover meals and disposal procedures, participant attendance,
etc.

e SSD develops procedures to monitor meal activity at CNP centers. These
procedures should address such things as staff responsibilities, frequency
of analysis, and required corrective actions.

Management’s verbatim response is at Appendix C on page 10.
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Audit of the Comprehensive Nutrition Program
in the Department of Community Initiatives

Background

The City of San Antonio established the Comprehensive Nutrition Program
(CNP) in 1973. The City, Alamo Area Council of Governments (AACOG) and
program participants provided $6.3 million to fund the fiscal year 2007 program.
The Senior Services Division (SSD) in the Department of Community Initiatives
(DCI) manages this program.

SSD provides CNP participants nutritionally balanced meals at 79 centers
throughout Bexar County. Handicapped individuals and seniors (60 years and
older), including spouses of any age, qualify for the program. SSD also provides
meals to homebound seniors.

DCI has a contract with Selrico Services, Inc. to prepare and deliver lunch to the
City at a cost of $2.37 per meal. Although eligible participants are entitled to a
free lunch, SSD suggests they contribute 50¢ per meal.

Audit Scope and Methodology

During fiscal year 2007, there were 8,241 participants registered in CNP. As of
February 2008, there were 79 CNP centers providing services throughout Bexar
County. We selected a random attribute sample of 67 participants enrolled in the
program. We obtained eligibility forms from SSD and reviewed eligibility for the
program participants in our sample. We determined that eligibility forms were
either not updated or on file for five of the 67 participants (7.5% error rate).
Using the attribute sampling methodology with a 90 percent confidence level, a
10 percent margin of error, and a 7.5 percent error rate, we can infer that up to
1,048 CNP participants had eligibility forms not updated or on file for fiscal year
2007.

We interviewed DCI and SSD staff, CNP center managers, and an AACOG
employee. We visited eight CNP centers. Testing criteria included
Administration on Aging guidelines and CNP policies and procedures.

We evaluated AACOG’s reimbursements to the City from October 2005 to
February 2008. We also judgmentally selected for testing participant's meal
activity in the Q-NC system® for six CNP centers for the December 2007
reporting period. These six centers are different from the eight we visited. We
compared meal activity reported in the Q-NC system to supporting monthly
rosters and daily sign-in sheets.

! SSD reports participant information and monthly meal activity to AACOG through the Q-NC
system. AACOG owns the Q-NC system and shares it with participating agencies of CNP.
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We tested participant contribution reports from 32 CNP centers for the December
2007 deposit.

We relied on computer-processed data in the Q-NC system to obtain the number
of participants registered and meals served for fiscal year 2007. We tested the
data rather than evaluating the system’s general and application controls. Our
direct testing included tracing selected participant information from the Q-NC
system to source documents. We do not believe that the absence of testing
general and application controls had an effect on the results of our audit.

We conducted this audit from March 2008 to January 2009 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 audit results and conclusions based on our
audit objectives. We believe that the evidence obtained provides a reasonable
basis for our audit results and conclusions based on our audit objectives. Our
audit included tests of management controls that we considered necessary under
the circumstances.
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Audit of the Comprehensive Nutrition Program
in the Department of Community Initiatives

Audit Results and Recommendations

A. Comprehensive Nutrition Program Policies and Procedures

A.1 Compliance with Program’s Policies and Procedures.

Centers did not comply with various policies and procedures required to
participate in the Comprehensive Nutrition Program (CNP). We noted this at
eight centers we visited. Centers needed improvement in six areas:

e meal delivery process to the center,

recording participant attendance,

serving meals to participants,

center's display of required information,

participant contributions, and

maintenance of participant records.

These conditions could place continuation of the program at risk.

We provide details of our observations at each of the eight centers we visited in
Appendix A (page 7).

A.2 Forms Needed to Qualify for Reimbursement.

Center managers did not always submit to the Senior Services Division (SSD)
required eligibility forms needed to qualify and enroll participants in the
Comprehensive Nutrition Program (CNP). The City receives reimbursement from
AACOG for meals provided to eligible program participants. During fiscal year
2007, there were 8,241 participants in the program. Based on a statistical
sample of 67 participants enrolled in the program during fiscal year 2007, we
determined forms for five participants were not updated or on file. However, the
City received reimbursement from AACOG for these five participants. Projecting
the results of this statistical sample indicates that between 182 and 1,048
program participants did not have eligibility forms updated or on file.

A.3 Sign-in Sheets and Monthly Rosters.

Daily sign-in sheets and monthly rosters prepared at CNP centers did not contain

an accurate count of meals served. CNP policies and procedures require

participants to sign-in daily to acknowledge receipt of meals and record

attendance in the program. AACOG reimburses the City for meals served based

on daily information accumulated on monthly rosters.

We reviewed daily sign-in sheets prepared by six centers for the December 2007

reporting period and determined:

e Two centers did not have daily sign-in sheets evidencing that CNP
participants received frozen meals. Participants receive frozen meals in
advance when centers close for holidays and special events.
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e Five centers had monthly rosters that did not agree with daily sign-in sheets.
Monthly rosters contained names of individuals not recorded on daily sign-in
sheets. Conversely, daily sign-in sheets contained names of individuals not
recorded on the monthly rosters. SSD uses these rosters to record the
number of meals served to participants in the Q-NC system.

In addition, seven of the eight centers we visited had differences between daily
sign-in sheets and monthly rosters for the day of our visit. For example, during a
site visit to a center on September 23, 2008, we observed the center manager
serve 26 meals to participants and discard four leftover meals. However, the
center manager recorded 30 participants as having received meals on that day.
We also noted that the center manager signed the names of individuals on the
monthly roster.

During a site visit to another center on October 6, 2008, we obtained copies of
the center’s daily sign-in sheets for October 1 through October 3. The rosters
contained 148 signatures. On October 28, we conducted a follow-up visit to the
center. We noted that the daily sign-in sheets for October 1 through October 3
contained 19 additional signatures.

A.4 Controls over Participant Contributions.
Appropriate controls are not in place to ensure deposit of participants’
contributions in the City's bank account. CNP policies and procedures require
the submittal of monthly contribution reports signed by the center manager and
one volunteer to SSD. Centers must submit participant contributions collected
for the month together with these monthly reports. The spreadsheet used by
SSD to track centers’ monthly reports and participant contributions had
inaccuracies. We tested 32 centers’ contribution reports for the December 2007
reporting period. The contribution spreadsheet did not include three of these
contribution reports and one report had a different amount than recorded on the
contribution spreadsheet. In reviewing the 32 contribution reports, we also noted
the following:
e The manager and a volunteer for nine centers did not verify their reports as
required by CNP policies.
e Ten centers’ reports with manual adjustments did not include dates and
initials reflecting verification by the manager and a volunteer.

In addition, during a site visit at a center, we observed participants contributing
funds on three different days (September 22, September 23, and October 2,
2008). However, this center had not submitted any contributions during the 12-
month period ending August 31, 2008 to SSD as required. We noted that, after
our consultation with SSD, the center submitted some of the contributions
collected during our site visits.
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Audit of the Comprehensive Nutrition Program
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The absence of proper controls over participant contributions or the enforcement
of timely submittal of contribution reports could result in diversion of donations.

Recommendations: DCI Director should ensure:
A.1 Centers comply with CNP policies and procedures.

A.2 SSD maintains required current eligibility forms on file for all CNP
participants.

A.3 SSD reports to AACOG monthly activity supported with daily sign-in sheets
and monthly rosters.

A.4 Centers submit monthly contributions to SSD on time.

B. SSD’s Oversight of CNP Needs Improvement

B.1 Supervisory Visits to Centers.

Supervisory visits to centers could be more effective. All eight centers we visited
had various instances of noncompliance with program policies and procedures
(See Appendix A). We also noted that the checklist used by SSD supervisors to
conduct reviews did not include evaluation of the following:

Program Requirements:

e maintenance of a temperature log for recording meal temperatures upon
delivery and before serving

e requirement of participants to sign for meals received

e prevention of taking food items off the premises

e management of the quantity of leftover meals and related disposal
procedures

Prudent Controls:

e verification that participant contributions collected for the day of review are
reported to SSD

e verification of meal quantities upon delivery

e comparison of daily sign-in sheets with associated monthly roster reports

Four SSD supervisors are responsible for overseeing the 79 centers. A periodic
supervisory visit is an important tool to detect and correct compliance issues.
These visits should be part of a coherent program focused on improving center
practices. However, there was minimal evidence to indicate that supervisors
focused their visits on those centers having compliance issues with the program.
Effective oversight would improve program quality and compliance with CNP
policies and procedures.
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B.2 Analysis of Meal Activity at CNP Centers.

SSD is not adequately monitoring meal activity at CNP centers. Of the 29
reporting periods from October 2005 to February 2008, support for comparisons
between meals ordered and meals served to participants was available for only
two months (December 2006 and February 2008). The February 2008 report
showed 8,960 leftover meals at an approximate cost of $21,000 to the City. In
May 2008, SSD evaluated the results of its February 2008 comparison and made
some reduction in meals ordered for centers in July 2008. In addition, there were
no adjustments to quantities ordered for five of the ten centers with the highest
number of leftover meals. Leftover meals for these centers ranged from 209 to
415 for the month of February. Timely comparison of monthly meal consumption
together with appropriate adjustments to future meals ordered could result in a
reduction of program costs.

Recommendations: DCI Director should ensure:

B.1 SSD establishes formal monitoring guidelines that improve the quality of
supervisory reviews at centers. Guidelines should include the frequency of site
visits, extent of reviews, reporting of monitoring results, and required corrective
actions. Reviews should focus on needs of the particular center. In addition,
checklists used to perform reviews should include other CNP requirements, such
as verification that participant contributions collected for the day of review were
reported to SSD, temperature readings of meals, number of leftover meals and
disposal procedures, participant attendance, etc.

B.2 SSD develops procedures to monitor meal activity at CNP centers. These
procedures should address such things as staff responsibilities, frequency of
analysis, and required corrective actions.
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Appendix A — Details of Compliance Issues Identified at Centers

Matrix of Compliance Issues Identified
at Centers

Virginia
Gill

Roseville
Apartments

Palacio
Del Sol

O'Keefe
Gardenbrook

Our
Lady of
Angels

Fair
Avenue
Apt.

St. Anthony
Church

St. Margaret
Mary's Church

Meal Delivery Process to the Center

Food quantities were not verified at time of
delivery.

Meal quantity received was not documented
with the signatures of the delivery driver and
the center representative.

Meal temperature was not tested upon delivery.

Food temperature log was not maintained.

Meal temperature was not within contract range
upon receipt.

Recording Participant Attendance

Participants were not required to sign for receipt
of meals.

Monthly roster was not available for participants
to sign.

Sign-in sheet count did not agree to the monthly
roster for the day of the site visit.

Serving Meals to Participants

Food temperature was not measured prior to
serving meals.

Meal temperature was not within contract range
upon serving.

Meals were not served between the hours of 11
a.m.and 1 p.m.

Ineligible individuals received meals.

Delivery driver left meals outside participants’
homes when no one answered the door.

Participants took food items home.

Leftover meals were not offered to participants.

Ammonia was not applied to leftover meals prior
to disposal.
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Audit of the Comprehensive Nutrition Program
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Appendix A — Details of Compliance Issues Identified at Centers (Continued)

Fair Our
Matrix of Compliance Issues Identified Virginia Roseville Palacio O'Keefe Avenue | Lady of | St. Margaret | St. Anthony
at Centers Gill Apartments | Del Sol |Gardenbrook| Apt. Angels |Mary's Church Church

Required two-day’s supply of emergency meals
were not stored.

*

*

*

Center’s Display of Required Information

Meal cost, suggested contribution amount, and
an explanation of the use of contributions by the
program was not displayed.

Following week’s menu was not displayed.

Participant Contributions

Location of Contribution box was not
inconspicuous.

Contribution box was not locked.

Contribution box was used to make change.

Contributions were not counted by two
individuals.

Contributions were not counted daily.

Maintenance of Participant Records

Required “Determine Your Health” checklists
were not maintained.

* = Observation noted.
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Appendix B — Staff Acknowledgment

Barry Lipton, CPA, DABFA, Deputy City Auditor
Denis Cano, CPA CIA CISA, Audit Manager
Celia Gaona, CFE, Auditor in Charge

Tanya Rodriguez, Auditor
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Appendix C — Management Response

CITY OF SAN ANTONIO

PO BOX B19966

Department of Community Initiatives SAN ANTONIO. TEXAS 78283-3966

Office of the Director

May 12, 2009

Park E. Pearson
City Auditor
San Antonio, Texas 78205

RE: Management’s Corrective Action Plan for the Audit of Comprehensive Nutrition Program

The Department of Community Initiatives has reviewed the audit report and has developed the Corrective
Action Plans below corresponding to report recommendations.

. Accept, 5
Gy DN Partifl]y eSO Completion
# Description Report A Person’s Dat
Page ceept, Name/Title ate
Decline
A. | Comprehensive Nutrition
Program Policies and Procedures
A-1 | DCI Director should ensure: 5 Accept Laura Cisneros, | June 30, 2009
Centers comply with CNP policies Social Services
and procedures. Manager (SSM)
A-2 | $SD maintains required current 5 Accept Laura Cisneros, | June 30, 2009
eligibility forms on file for all CNP SSM
participants.
A-3 | SSD reports to AACOG monthly 5 Accept Laura Cisneros, | June 30, 2009
activity supported with daily sign-in SSM
sheets and monthly rosters.
A-4 | Centers submit monthly 5 Accept Laura Cisneros, | June 30, 2009
contributions to SSD on time. SSM

AN EQUAL OPPORTUNITY EMPLOYER
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Audit of the Comprehensive Nutrition Program
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Action plan:

A-1 | SSD will conduct bimonthly instead of quarterly reviews of senior nutrition centers. Senior Center
Administrators shall be notified of findings and required to take corrective action. Progressive
actions will be followed when centers do not come into compliance.

A-2 | SSD will ensure that form 101 (intake) and nutritional assessment forms are updated annually.
SSD utilizes the Q-system database as required by Alamo Area Council of Governments (ACCOG)
for client tracking. Within 60 days after the execution of the annual contract, SSD management
will conduct a review of randomly selected client files to determine that forms are updated as
required. If they have not been updated progressive actions will be initiated against the centers that
have not updated the client files.

A-3
SSD is exploring the feasibility of purchasing biometric scanners/system at centers to validate the
identity of clients, prevent duplicate enrollments and deter fraud. SSD plans to implement a
biometric system in concurrance with ACCOG’s new tracking system in order to assure
compatibility, DCI has recently been informed that ACCOG will update the Q-system by 2011.
A4
SSD Community Service Supervisors will be held accountable in annual evaluations for ensuring
timely submission of program income and all other required monthly reports. If centers fail to
meet submittal of reports by the required deadline, the SSD manager will ensure letters of non
compliance are forwarded to center manager and the contracting agency. Supervisors are also
responsible for educating senior center participants that the purpose of voluntary program income
is for the enhancement of senior services.
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frequency of site visits, extent of
reviews, reporting of monitoring
results, and required corrective
actions. Reviews should focus on
needs of the particular center. In
addition, checklists used to perform
reviews should include other CNP
requirements, such as verification
that participant contributions
collected for the day of review were
reported to SSD, temperature
readings of meals, number of
leftover meals and disposal
procedures, participant attendance,
etc.

SSD develops procedures to
monitor meal activity at CNP
centers. These procedures should
address such things as staff
responsibilities, frequency of
analysis, and required corrective
actions.

Cisneros, SSM

5 Accept, .
o Audit | by | Respomsible | o etion
# | Description Report & Person’s
ceept, . Date
Page : Name/Title
Decline

B. | SSD’s Oversight of CNP Needs

Improvement
B.1 | SSD establishes formal monitoring 6 Accept Laura June 30, 2009

guidelines that improve the quality Cisneros, SSM

of supervisory reviews at centers.
B.2 | Guidelines should include the 6 Accept Laura June 30, 2009
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Page 12




Audit of the Comprehensive Nutrition Program
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Action plan:

B.1 | SSD will continue to provide center managers annual training on CNP policy and procedures. As
in FY 2008, SSD will provide center managers with the opportunity to attend one of five arca
meetings that cover CNP policy and procedures. A list of topics covered is included in Attachment
1 of this report. With increased monitoring (from quarterly to bimonthly) of centers, as non
compliant centers are identified additional and specialized trainings will be provided to those
centers and more frequent monitoring of those centers will be scheduled. If improvement is not
achieved progressive action plans will be followed.

B.2 | Guidelines and procedures are under review and will be updated to include all recommendations
made by the City Auditor’s Office. Once finalized a specific training for all SSD Community
Service Supervisors will be conducted to ensure they are aware of their roles and responsibilities
regarding the operations of the program. Specifically all SSD Community Service Supervisors will
be held accountable in annual performance reviews to systematically monitor meal activity at CNP
centers. Progressive action plans will be implemented for nutrition centers as needed. Progressive
action plans will be followed.

We are committed to addressing the recommendations in the audit report and the plan of actions
presented above.

Sincerely,

Remnio \ - Campr/
Dennis J. Campa, Birector tances A. Gonzalez, Assistant(ity ¥anager
Department of Community Initiatives City Manager’s Office

City of San Antonio, Office of the City Auditor Page 13



Aud_it of the Comprehensive Nutrition Program
in the Department of Community Initiatives

Attachment I
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