Martin County, Florida
Contract Compliance Review
Fire and Rescue Department
FV 2013-14

Table of Contents
Transminal Letter .................................................................................................................................... 1
Executive Summary ............................................................................................................................ 2- 3
Background, Objectives and Approach .............................................................................................4 - 7
Observations and Recommended Actions ....................................................................................... 8 - 13
Appendix A - Assumptions
Appendix B- Detailed Results

McGiadrey LLP
7351 Office Pall< Place
Melbourne, Florida 32940~229
0 321·751-6200 F 321·751·1385

I McGiadrey

www.mcgladrey.com

December 22, 2014
Updated February 17, 2015

Carolyn Timmann
Clerk of the Circuit Court & Comptroller
Martin County, Florida
2401 SE Monterey Road
Stuart, FL 34996
Pursuant to Section F3 of the contract between the Martin County and McGiadrey, we hereby present our
contract compliance review of certain terms and conditions of the Agreement ("Contract") between Martin
County ("County") and MARTIN COUNTY FIREFIGHTERS ASSOCIATION, Local2959, IAFF ("Union").
Our report is organized in the following sections:

Executive Summary

This provides a summary of the observations noted during the
contract compliance review.

Background,
ObJactlvas and Approach

This provides an overview of the purpose, history, and terms of
the contract. In addition, the objectives and project focus are
expanded upon in this section as well as a review of the
various phases of our approach.

Observations and
Recommended Actions

This section gives a description of the items noted during our
review and recommended actions.

Appendix A

Appendix A is a memorandum documenting the assumptions
developed and relied upon in order to perform and complete
the validation procedures. These assumptions are a critical
component of this report and must be reviewed and understood
in conjunction with the observations and recommendations as
well as the detailed validation results at Appendix B.
It is important to note the assumptions made and related
validation were based on management's guidance and
interpretation of the elements compiling the assumptions,
including historical perspective and institutional knowledge.
Other persons' interpretations of these elements may lead to
different conclusions.

Appendix B

Appendix B documents the results of the validation procedures
in table format showing the detailed pay plan structure by
employee, tying the results to the observations noted in this
report.

We would like to thank the staff and all those involved in assisting us in connection with the contract
compliance review.
Respectfully Submitted,
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Executive Summary

Executive

Su~mary

The objective of the contract compliance review was to assist the County and MCFR with their
responsibility to assess compliance with the specific provisions as described below of the Agreement
("Contract") Between Martin County ("County") and MARTIN COUNTY FIREFIGHTERS ASSOCIATION,
Local 2959, IAFF, effective October 1, 2011 , as amended. In addition to the current Contract, there are 7
previous versions of the IAFF Contract that were considered during the base pay verification procedures.
We reviewed the versions in order to understand how the provisions have changed over time and their
impact on base pay. The contracts presented by management for use during validation contained
instances of ambiguity or silence on specific matters related to the calculation or application of certain
pay. In these instances, assumptions were made in order to complete the validation process. Due to the
complexity and individuality of each employee's personnel history, there were exceptions and application
inconsistencies noted to these assumptions . It is important to note the assumptions made and related
validation were based on management's guidance and interpretation of the elements compiling the
assumptions, including historical perspective and institutional knowledge. Other persons' interpretations
of these elements may have lead to different conclusions. The assumptions have not been reviewed by
an attorney in conjunction with the labor agreements, and if we were to expand the procedures or select
additional files for review, the results could vary from what has been presented. The assumptions are
presented in Appendix A and are an integral part of this report, and must be reviewed and understood in
conjunction with these results. The following section provides a summary of the observations identified.
Any activities or process changes that have occurred after April 11, 2014 have not been considered as
part of the report scope:
O~fons S~mmary
1. lncorfect Pay Plan &lassiflcatfons·wlth Annual Salary Variances

We noted 59 out of 201 employees reviewed were improperly classified in the pay plan structure (as
summarized below and fully defined in the Background, Objectives and Approach section), resulting in
variances to the annual salaries paid. It should be noted that 15 of the 59 employees had more than
• one type of variance. These variances were caused by the following:
Number of
Instances

Awrage
Varianc~~

Higll of
Variance

Low of
Variance

Annual
Variance

Incorrect Step Lewl

20 $

1,612

$

5,225

$ (5,500) $ 36,238

Incorrect Certification
Pay

18 $

2,128 $

5,720

$ (1 ,707) $ 38,296

Instances in both
categories abow

-:i

(1St

Compounding of
Certification Pay

36 $

All Instances - net

59

328

$

1,452

$ (28,984)

$

--1

69

$ 11 ,813

$ 57,365

Step Level refers to the Performance Plan step determined by the Contract, which is achieved based
upon anniversary date and satisfactory merit scores. Certification Pay does not equate to a Step Level,
but an adjustment in pay (usually a % of either annual or base salary) that is added as an incentive for
individuals to achieve additional certifications and training. Compounding of Certification Pay refers to
calculating multiple adjustments to pay on top of one another, rather than calculating each adjustment
independently. It should be noted that the amounts shown here are variances in annual salary only as
of A ril11 2014.

-

Executive Summary - continued
-~ .~ -~Qtiservatlo;fa $Uiiinuro'
2. ' lriccirtect P.ay Rlan·CI8sslflcatfons- No Annuai1Salary Variances
~·

We noted an additional 112 employees that appear to be receiving the proper annual compensation,
but have been classified incorrectly, as a result of the following:

•

Incorrect step level and certification pay adjustments (affecting 67 employees), and

•

Interpretation of contract Article 27, Section 13 related to the continuation of the Paramedic
Incentive Pay Adjustment (affecting 45 employees).

At this time, there does not appear to be an annual salary variance for these classification errors.
However, any Cost-of-living-adjustment or pay change made outside of the contract could potentially
' have an effect on the annual salary calculation.

Qbservatf~ SUm['!fy-"""""'-

3. lncorrect•Wor.I(Jng·ei.rt of Classfffcatlon "St~ Up" Pay

!

We noted 49 out of 123 paramedics reviewed appear to not have received the appropriate amount of
step-up pay during their shadowing period prior to promotion to Firefighter Paramedic. The dollar
impact has not been determined, as each employee's shadowing period varies. However, if a. generic
period of 10 weeks (56 hours per week) were applied, the total variance is approximately $25,000, or
an average of $500 per employee.

-~

~

~

=-Other Ot)servatfons
'~-

O~ons

.

Summary _ ....._.._

In addition to the results of our specific validation procedures, we have made observations and
recommended actions in order to improve controls and reduce the risks associated with improper '
compensation-related classification of employees in accordance with the governing documents. These
observations and recommendations relate to the following topics, and are detailed in the Observations
Matrix section of this report:
1

•
•
•
•

Banner Application Capabilities
Contract Improvement Opportunities
Process and Personnel File Documentation
Pay Structure Change Management and Periodic Monitoring

Background, Objectives and Approach

Background, Objectives and Approach
Overview
Martin County Fire Rescue Department ("MCFR") is comprised of three major divisions, each of which
provides an emergency service for citizens: Emergency Management, Operations, and Administration.
Each of these areas provide for the routine emergency needs of the public on a daily basis, as well as
maintaining readiness to provide immediate action in a man-made or natural disaster.
Per the approved budget for FY2014, MCFR is comprised of 352 employees in total, 293 of which are
operational firefighters (4 Fire Mechanics, 95 Firefighter EMTs, 126 Firefighter Paramedics, 59
Lieutenants, and 9 Battalion Chiefs). Although not required for employment at MCFR, all MCFR's
operational firefighters are members of the International Association of Firefighters ("IAFF" or "Union").
MCFR and IAFF have been under contract since 1990, with terms of the contracts including various
operational procedures as well as payroll-related terms for the members. Since October 1, 1990, there
have been 8 contracts between MCFR and IAFF, each differing slightly in its payroll-related terms and
conditions.
In general, the contracts call for up to 12 base salary levels or ~steps" for each rank of firefighter, and the
firefighters are assigned to a step when their employment commences. The firefighters are eligible for a
merit increase, or ~moving up a step", each year upon their anniversary date. They may also qualify for
adjustments to their base salary by obtaining certain certifications or trainings. Promotional movement
between ranks is based upon the requirements outlined in the IAFF contracts. The overall intent of the
contracts, as we understand it, is to ensure that all covered firefighters are compensated equally
according to years of service and to provide monetary incentives to seek additional training.
The County's payroll is processed in the Banner ERP system. The system's current configuration, is not
setup for systematic tracking and monitoring of a base salary plus any additions to base pay. Therefore,
MCFR inputs the firefighters' salaries as a total dollar amount, not broken out between base salary and
any additions thereto. In addition, the firefighters' current step and approved pay adjustments are not
summarized on the Banner profiles.
ObJectives and Scope
The objective of the contract compliance review was to assist the County and MCFR with their
responsibility to assess compliance with the specific provisions as described below of the Agreement
("Contract") Between Martin County ("County") and MARTIN COUNTY FIREFIGHTERS ASSOCIATION,
Local 2959, IAFF, effective October 1, 2011, as amended.
The specific items we reviewed for base pay verification assistance included only the following:
• Step Classification • salaries and range steps are determined by the Contract and steps are
achieved based upon anniversary date and satisfactory merit scores. Promotion-based
examinations and certifications do not equate to a step increase.
• Base Pay - For each step classification and certification, as well as other designations as
outlined and defined in the Contract, there is a base compensation amount allowable to the
employee. This amount is stated in the Contract and all required lump sum and or length of
service incentive adjustments are added on, as well as any certification adjustments.
• Working Out of Classification pay - In order to achieve the next rank, certain employees will
"shadow" an employee that already has attained that rank, in order to obtain on-the-job training
prior to effective promotion. These are considered "out of classification" shifts and generally run
in short duration. The shadowing employees are compensated at a higher rate of pay for working
in a position that is outside their current classification. The amount and duration of this pay is
outlined in the Contract.
In addition to the current Contract, there are 7 previous versions of the IAFF Contract that were
considered during the base pay verification procedures. We reviewed the versions in order to understand
how the provisions have changed over time and their impact on base pay. We also noted variances
between contracts in article and section numbers for the various provisions noted below in the IAFF
Contract Provisions Summary section.

•-

Background, Objectives and Approach- continued
Approach
We performed our contract compliance procedures using a risk-based approach for the three primary
areas- step classification, base pay calculations, and specific "shadowing" out of classification pay. We
verified information that was compiled and calculated by MCFR personnel. We did not perform controls or
make management decisions based upon the results.

Step Classification, Base Pay Calculations (Articles 16, 27, 30 and 53); Working Out of
Classification for Paramedics (Article 32
Major Steps:
1.

We obtained a summary of base pay calculation for each MCFR employee, with specified special
pay types currently designated within the HRIS system (Banner), and the components that make
up those amounts. We verified with MCFR and the Clerk's Payroll Manager that the listing was
complete by checking the total number of employees and the Annual Salary amounts in the
aggregate. The employee packets were provided by MCFR personnel during May 2014.

2.

In accordance with the Contract provisions noted in Articles 16, 27, 30 and 53 we validated the
step classification and base pay for current, active employees in the following title classifications:

Title

Count

Pay Types Received

Firefighter Paramedic

123

PARA, PARA-X

Fire Mechanics

4

TRNG, ASE, EVT

Article 53

50

PARA,
PARA-X,
FRO, RLT, TANG

Article 27, Section 6, 8, 9, 13

8

PARA, PARA-X, FRO

Article 27, Section 6, 8, 9, 13

Base only

Article 27, Table A

Lieutenants (with certification or
incentive increases)
Battalion Chiefs (with certification
or incentive increases)
Total
Random Additional Sample - not
receiving special pay types
Total sample size
3.

Contract Reference
Article 27, Section 6 and 13;
(2006 - 2009 IAFF contract:
Article 27 Section 5 (PARA)
and Section 12 (PARA-X); and
Memorandum
of
Understanding dated July 1,
2006.)

185
16

201

The pay types noted above are described below, as defined in the Contract. There are other pay
types noted in the Contract, including but not limited to those listed in Article 28 and 30. These
were taken into consideration, as applicable, for base pay validation. See item #4 below.
Type
PARA
PARA-X

FRO
RLT
TANG

Description
Paramedic
Paramedic
promotional
pay as outlined in MOU
dated 7/1/2006
Fire Officer
Rescue Lieutenant
Field Trainino Officer

Background, Objectives and Approach - continued
Approach - continued
4. In order to validate the step and base pay calculations, we reviewed the employees' personnel
records (including but not limited to Personnel Action history, electronic and paper documentation
where available), verifying the base pay and step, incentive and other required adjustments, then
comparing the total base pay as recalculated to the actual annual salary included in the Banner
payroll system. Where applicable, career incentive pay was calculated based upon hire date in
the Banner system.
5.

For the 123 Firefighter Paramedics noted in the table above, we also validated their shadow pay
calculation, as applicable, based upon Article 32 Working Out of Classification for accuracy. For
those that did not receive shadow pay, we validated the justification.

6.

We will compare the results of the base pay recalculations to the annual pay rates in the Banner
system, researching any exceptions with staff.

Overall Scoplng Assumptions I Clarifications:
•

•

•
•
•
•

County management will evaluate and discuss any and all results produced herein with the
County Attorney for the purposes of potential settlement and ongoing action items. The results of
this arrangement are not intended to be all-inclusive, but to provide a basis for further analysis as
determined necessary by the County.
Only the specific Articles referenced within this document were considered in scope, and only in
the areas noted, and as they specifically related to calculation of pay/compensation. All other
provisions were considered out of scope.
The ranks shown in the compiled data were assumed as correctly earned; as such we did not
validate the requirements of Article 16 related to examination for promotion.
Shifts/scheduling were assumed to be correct in accordance with any governing requirements.
Pay effective dates, anniversary dates and hire dates (if different) were assumed to be correct
Reasons for varying dates were noted, but were not validated.
Articles in the Contract that were not directly related to pay rates, including paid time off, benefits
and other incentives, were considered out of scope.

Additional specific contract assumptions, which were based on management's guidance and
relied upon during our base pay verification procedures, are Included In Appendix A.

Reporting:
We summarized the results and communicate them to the Fire Chief and Payroll Manager.
Designated staff reviewed the results of our procedures in detail and discrepancies were deemed
valid. We also communicated opportunities we identified during the course of our work for
improvement in controls and/or contract clarification. Although we have made recommendations,
management is responsible for authorizing any changes, as well as implementation and ongoing
monitoring of such changes. At the request of the Clerk, we will present a final report to the Board of
County Commissioners.

~--------~--------------------~--

-

Background, Objectives and Approach- continued
IAFF Contract Provisions Summary
Below is a summary of the contract provisions for certain base pay adjustments, by contract. The assumptions applied to these provisions in order to perform base
pay verification are detailed in the appendix.
Contract Number

1

2

3

4

5

6

7

8

Contract Term

1 0/01/1990 09/30/1993

10/01/199309/30/1997

10/01/199709/30/2000

10/01/2000 09/30/2003

10/01/2003 09/30/2006

10/01/200609/30/2008 •

10/01/2008 09/30/2011

10/01/201109/30/2014

Salary ranges based
upon rank

Article 26
Section 1

N/A

N/A

N/A

N/A

N/A

N/A

N/A

Entry into Performance
Step Plan

N/A

Article 26
Section 2

Article 27
Section 2

Article 27
Section 2

Article 27
Section 2

Article 27
Section 2

Article 27
Section 2

Article 27
Section 3

Promotional Pay %
Increases - by rank

Article 26
Table

Article 26
Section 8

Article 27
Section 8

Article 27
Section 8

Article 27
Section 8

Article 27
Section 8

Article 27
Section 8

Article 27
Section9

Fire Lieutenant and
Paramedic Pay - 2%

Article 26
Section 3

NIA

N/A

N/A

N/A

N/A

NIA

N/A

Fire Lieutenant with Fire
Officer certification - 2%

Article 26
Section 4

Article 26
Section 7

Article 27
Section 7

Article 27
Section 7

Article 27
Section 7

Article 27
Section 7

Article 27
Section 7

Article 27
Section 8

Paramedic Pay- 5%

N/A

Article 26
Section 5

Article 27
Section 5

Article 27
Section 5

Article 27
Section 5

Article 27
Section 5

Article 27
Section 5

Article 27
Section 6

N/A

N/A

N/A

N/A

N/A

Article 27
Section 12

Article 27
Section 12

Removed

Article 32

Article 31

Article 32

Article 27
Section 5,
Article 32

Article 27
Section 8,
Article 32

Article 27
Section 5,
Article 32

Article27
Section 8,
Article 32

Article 27
Section 9 ,
Article 32

I

Paramedic Incentive
Pay Adjustment - 5%
Shadow Pay- greater
of 5% or minimum of the
rate of pay for the
shadowed classification

- -

N/A =Not Applicable
*This contract's original term was until September 30, 2009; however, the contract was renegotiated a year early and therefore superseded.
In addition to these contract provisions, we noted that the County approved cost-of-living-adjustment ("COLA") pay in 1999 and 2013 for Bo/o and 3%, respectively.
There were also a "freeze" period between 10/01/2009 and 10/01/2011 where increases in step level or pay were not applied except upon promotion. Those
events supersede the provisions noted above for the respective contract periods.

I

Observations and Recommended Actions

OBSERVATIONS AND RECOMMENDED ACTIONS

MARTIN COUNTY FIRE RESCUE

ObaervatiOn,IJimprovement

1. Incorrect Pay Plan Classifications that lnci~Annual Salary Variances
We applied the contract terms and additional assumptions made as outlined in the Approach and Appendix sections of this report to the sample of 201
employees and their salary records as of the date they began employment. Of those employees, we noted 59 employees with variances of greater than $50 per
year* between our recalculated annual salaries and the actual annual salaries that noted in the Banner system as of April11, 2014. Of the 59, 23 employees are
affected as a result of improper pay structure I classification. Two of these appear to be underpaid, while the rest appear to be overpaid. The dollar impact of
these based upon actual payroll periods has not been calculated, and will vary by employee and based upon the duration of the variances .over the employee's
tenure.
Annual salary variances were caused by multiple events, shown below:

Incorrect Step Level
A total of 20 of 59 employees were listed in the MCFR spreadsheet at the incorrect step level.
•

4 of the 20 were placed at a step level above our recalculated step level.

•

16 of the 20 were placed at a step level below our recalculated step level.

Incorrect Application of Certifications Pay
A total of 18 of 59 employees were found to have incorrect application of certification pay. Fifteen (15) of these certification pay exceptions are also associated
with a step level exception that resulted in a pay variance, as noted above.
•

1 of the 18 was listed on the MCFR spreadsheet as receiving PARA pay; however, per our recalculations, should have been receiving PARX pay instead.

•

16 of the 18 were listed on the MCFR spreadsheet as receiving PARA or PARX pay; however, per our recalculations, should not have been. 14 should
not have been receiving PARA pay; 2 should not have been receiving PARX pay; 11 should not have been receiving either PARA or PARX pay.

•

1 of the 18 was not listed on the MCFR spreadsheet as receiving FRO pay; however, per our recalculations, should have been.

Compounding Calculation of Certification Pay
During our review of the Contract language we noted that the various certification pay types (which are considered an "add" to base pay) are defined throughout
the contract as a percentage of base pay to be added to that base amount. Therefore, we understand the contract to read that each certification is independent of
the others, and the calculations should not compound on one another.
We noted that certification pays has historically been compounded for any employee receiving more than one "add" to base pay. Out of the sample selections, 36
of 59 employees had calculated pay variances solely due to compounding.

• Note that the annual variances below $50 were also below $1.00, and were likely due to rounding.

I

OBSERVATIONS AND RECOMMENDED ACTIONS· CONTINUED
ObServation /1m 2. Incorrect Pa Plan Classifications • No Annual Sala Variances

emerit

MARTIN COUNTY FIRE RESCUE
-

-

-

-

-- ---

-

We applied the contract terms and additional assumptions made as outlined in the Approach and Appendix sections of this report to the sample of 201
employees and their salary records as of the date they began employment Of those employees, we noted 67 employees that are being paid the proper annual
salaries (within $1 .00 of recalculated amount I considered rounding difference), but have been classified incorrectly, as described below.
This occurs because certain certification pay is the same % adjustment as the merit increase between step levels in the Union agreement pay tables, and as
such would not impact total annual salary.

Incorrect Stee Level and Ce!J.If/catlon Pak! Adtustments

•

There are 67 Firefighter Paramedics who are classified as receiving PARA patch pay in the spreadsheet, who needed a one-lime step increase in order
to remove (i.e., absorb) the PARA pay into the step level per the agreed upon assumptions. These 67 Firefighter Paramedics have been adjusted one
step level increase and PARA pay removed. Their total annual salaries remain the same, or within a $1 rounding variance.

•

In addition to the employees noted above that may need reclassification, we noted 1 employee that MCFR commented in the spreadsheet should be
reclassified. However, validation procedures indicate the employee is properly classified.

lntere.retatlon of PARX vs. One-Time Stee Level Adtustments
Based upon our interpretation of the current JAFF agreement, PARX pay appears to "go away" with the current contract, per Article 27, Section 13. Employees
receiving PARX pay as of the date of implementation may have been eligible for a one-time step adjustment, and the only instance a person would still receive
PARX would be if they were at Step Level 12 and could not be moved up a step as directed in Section 13. Per discussion with the Fire Chief and MCFR
personnel, this provision was not applied. As such, we did not apply the procedure during validation, subject to legal interpretation.
After applying validation procedures, we noted there are 45 employees receiving PARX pay, with 13 of those at Step Level12. As such, there are 32 employees
who may be eligible for a one-time step adjustment and removal of PARX pay upon further analysis interpretation of this contract provision.
- - -

- - -

-

I

OBSERVATIONS AND RECOMMENDED ACTIONS- CONTINUED

MARTIN COUNTY FIRE RESCUE

.ObeervatJon./1frnPi'cl_
3.

Incorrect Worklng-Outof CI&Sf;lflcatlon "Step Up:-P~

In order to promote from Firefighter/EMT to Firefighter/Paramedic, Article 27 of the Contract requires the employee to shadow another employee who is a
Firefighter/Paramedic for a certain number of shifts before becoming eligible for promotion. These are considered ~out of classification" shifts and generally run
in short duration. The shadowing employees are compensated at a higher rate of pay for working in a position that is outside their current classification. The
amount and duration of this pay is outlined in the Contract.
Per Article 32 of the current Contract, uan employee who works in a higher job classification as a Firefighter/Paramedic shall be paid at the minimum rate of pay
for a Firefighter/Paramedic or five (5) percent more than his current rate of pay, whichever is greater."
We reviewed the pay calculations for all123 active Firefighter/Paramedics for proper step up pay during their shadow phase. Employees, If any, who shadowed,
but did not make final promotion, were considered out of scope and not tested. We noted the following exceptions during our review:
Out of 123 employees that are classified as Firefighter/Paramedic as of April 11, 2014, 49 were not paid the correct amount of step up pay as defined in the
Contract.
•

8 of the 49, based on documentation provided, did not perform shadow duties or receive shadow pay. We were unable to determine a justification for
why they would not have received additional pay, but we did assume (per contract provisions and discussion with the Fire Chief) that shadowing was
required before promotion, and are therefore included in our validation procedures.

•

41 of the 49 were paid 5% step-up pay during their shadow period. However, the contract states that the adjustment should be 5% of current base pay,
or the minimum rate (Step Level 1) for a Firefighter/Paramedic, whichever is greater. The Level 1 pay for a Firefighter/Paramedic is greater than the
Level1 Firefighter/EMT base pay by more than 5%. It appears that, because many of those EMTs were also receiving 5% PARA pay, the certification
pay was factored in to determine the calculation. It is assumed that the paramedic certification pay should not have been factored into the calculation,
since that was already being paid upon entry into the shadow program . The Contract does not specify whether the 5% shadow pay should be calculated
on current base pay without certification adjustments, or current total salary including certification adjustments.

See observation #5 for contract improvement recommendations.

MARTIN COUNTY FIRE RESCUE

OBSERVATIONS AND RECOMMENDED ACTIONS· CONTINUED
-

_
Observation / 'Improvement\

-

4. Banner Application Capabilities
During our validation, we noted that each employee's annual salary is manually calculated by MCFR staff and then entered into the Banner system for payroll ]
purposes. The corresponding performance step levels and applicabl~ certification or "add" pay amounts are notated in comments when they occur, but are not
summarized or documented in an orderly, easily understandable format. Because of thts, the components that make up an individual employee's annual salary
may have been incorrectly captured over time, resulting in the variances in pay and classification noted elsewhere In this report.
1

It is our understanding that specific Earnings or Pay Codes can be added to the Banner system, similar to those already included like REG, PTO, HOL, etc. for
the various types of pay distributed to each employee. These codes can be used to account for the PARA, PARX, FRO, RLT, and other pay adjustments. The
Step Level and corresponding Base Salary could be maintained in a restricted-access table format that would be updated each Ume the Union agreement salary
tables are adjusted and be subject to Change controls. The payroll module would automatically calculate the periodic pay based upon the base salary plus the
"add" codes assigned to each employee. Used properly, this functionality should 1) reduce manual input and calculation, 2) eliminate compounding, and 3) allow
for audit trail and periodic review. The County should explore whether this functionality is feasible and meets the needs and intentions of management and the '
Board, as well as any legal, regulatory and confidentiality compliance requirements.
1
1

OBSERVATIONS AND RECOMMENDED ACTIONS • CONTINUED

MARTIN COUNTY FIRE RESCUE

OtMier:vatlon:/ Improvement•.
5. Contract Improvement Opportuniilis

1

During our testing and review of the 8 agreements used to validate base pay and annual salaries for MCFR, we noted instances of ambiguity or silence on
specific matters related to calculation and applicability of certain pay. In these instances, assumptions were made in order to complete the validation process; it
is important to note the assumptions made and related validation were based on management's guidance and interpretation of the elements compiling the
assumptions, including historical perspective and institutional knowledge. Other persons' interpretations of these elements may lead to different conclusions.
Any proposed changes to these agreements should be reviewed and vetted by legal counsel and labor relations groups as required. Examples include the
following:
• The contract should define frequently used terms, Including those noted below.
• The contract should define I clarify Step Level Classification and what events trigger a step adjustment, and which do not. Further, the contract should
define Base Salary versus Annual Salary, and whether given adjustments to pay should be applied to Base Salary or Annual Salary.
• The contract should further define I clarify PARA and PARX eligibility, duration, and applicability, as follows :
1
- If the intention of promotion between EMT and FM is 15% adjustment, the contract should state as such. Then it should specify whether PARA
remains, or is a part of the 15% increase and remains in perpetuity. It is confusing because an "add" to pay as a paramedic should theoretically be
assumed if the person's rank is a Firefighter Paramedic. The "add" would only apply if the person were still an EMT but certified as a paramedic, 1
until their promotion. The pay tables should allow for that, with PARA pay being removed upon promotion.
- Related to the above, in multiple instances during testing, we noted that PARA pay would be applied prior to promotion to Fire-Medic, then removed
upon promotion. and then reinstated upon promotion to Lieutenant. We also noted instances where the PARA pay would not be removed upon
promotion, and then the step level would vary. The contract should be clear on the intent and duration of PARA pay and in what instances. if any, if
would no longer apply. The assumptions used to perform validation procedures varied based upon an employee's hire date. There may be other
considerations, as well, such as what rank the employee was hired at (EMT vs. Fire-Medic).
- In multiple instances during testing, we noted employees were hired into the department as Fire-Medics but then later were deemed eligible to
receive PARA or PARX pay. By definition, the assumption Is that if an employee is hired as a Fire-Medic. PARA or PARX pay would not apply, •
because those individuals would already be receiving compensation for the certification upon hire. This should be clarified within the contract.
• PARX pay appears to "go away" with the current contract. per Section 13. The only instance a person should still receive PARX under the current
contract would be if they were at Step Level 12 and could not be moved up a step as directed in Section 13. Subsequent contracts should either
include a Step Level 13, or modify Section 13 to allow for that adjustment for those employees.
• In instances where Performance Step tables include a "step back" application from one table to the next. the contracts are not clear on the treatment of
an employee at Step Level 1. There is no Step Level 0 to "step back" to, and those individuals could be improperly classified as a result.
• In instances where an employee has reached the maximum performance step level for their classification, the contract implies that are eligible for a
lump sum performance payment in lieu of a merit increase with a step adjustment. The contracts do not specify an amount for the adjustment, and
MCFR has been applying a 5% lump sum across the board. The amount should be defined, or a range given. as applicable.
• The contracts should define the hierarchy of application of pay adjustments when merit increases and promotions occur on the same day. The contract
should also specify under what circumstances an employee may delay promotion in order to benefit from a merit increase prior to promotion.
• For the Working Out Of Classification pay rshadow pay~), the Contract does not specify whether the 5% shadow pay should be calculated on current '
base pay without certification adjustments, or current total salary including certification adjustments.
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6. Process and Personnel File Documentation
During our validation, we noted that each employee's personnel history and payroll records were not complete and there was no clear audit trail, documented
procedures, or periodic monitoring for accuracy and completeness. In order to complete the validation procedures documented herein, management prepared a
procedures memo, defining the high-level provisions of each labor agreement and provided guidance on how to apply the provisions to employee compensation.
Throughout the course of our work, the procedures memo and assumptions used to validate the payroll records were discussed and updated. The final
assumptions used are included in Appendix A.
A personnel packet made up of primarily Banner screen printouts and comments was created by MCFR for each employee in our validation sample,
documenting their pay history from the Banner system. These three documents combined (the assumptions memo, procedures memo, and the employee
packet) were used to validate the pay. As previously mentioned, because of multiple instances of ambiguity or non-disclosure on certain items in the contracts,
other persons' interpretations of these elements may have lead to different conclusions.
Management should consider developing a documenting audit trail for each of the remaining employees, as well as determining whether the ones created for
this validation are complete. The procedures memo and related contract assumptions should be updated and reviewed, (potentially with legal counsel as
needed), adding language where applicable each time there is a new contract or an adjustment outside of the contract, e.g., amendments or COLA, etc.
Combined with the recommendations at Observation #4 for more fully utilizing Banner capabilities, the employee files should be kept up-to-date for any changes
in step level, certification, or other compensation-related activities.
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7. Pay Struc_t~l!t_c;_t~ar:ag~ Management and e_erlodlc "'onltorlng
Given the high-risk nature and extent of payroll-related transactions within MCFR, as well as the variations in contracts and application of specific contract
provisions by rank and individual performance, we recommend the County consider developing and implementing a change management procedure that
includes secondary review, as well as a periodic audit or monitoring process for evaluating whether employees are being paid at the proper rank, step and
adjustment pay levels.
While we noted that there is a grievance process for employees to utilize if there is a question or concern about the pay structure, a proactive monitoring
process, as well as a secondary review of all changes made to employee files, would reduce the risk of a long-term impact for variations in pay. Combined with
the recommendations at Observation #4 for the enhanced use of the Banner application, real-time review and periodic independent monitoring will strengthen
the control environment around this process.

