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Report Highlights

Audit Objective
Determine whether the East Meadow Union Free School 
District (District) officials properly approved, monitored 
and controlled the Facilities and Operations Department 
(Department) overtime.

Key Findings
District officials did not properly approve, monitor and 
control overtime worked by Department employees. The 
Department’s overtime costs were 97 percent of the 
District’s total overtime costs during our audit period. We 
reviewed $381,878 (29 percent) and found that:

 l Department employees were paid $194,514 for 
overtime worked up to 20 days without supervisory 
approval.

 l District officials paid $31,486 for 605 hours of 
overtime worked without supervisory approval.

 l District officials exceeded the Department’s overtime 
budget from 2018-19 through 2021-22 by $1,107,396.

 l District officials did not ensure that written approval 
was obtained before all overtime was worked; 
therefore, employees may have worked unnecessary 
overtime. As a result, the increased overtime will also 
increase the amount owed by the District annually to 
the State, for its share of the cost of the employees’ 
retirement benefits  

Key Recommendations
 l Ensure all non-emergency overtime is preapproved in 
writing, properly documented and monitored. 

 l Adopt a realistic Department overtime budget and 
monitor it throughout the year.

District officials disagreed with certain findings in our 
report. Appendix C includes our comments on issues 
officials raised in their response.

Background
The District is located in the Town 
of Hempstead in Nassau County. 

An elected seven-member Board 
of Education (Board) is responsible 
for the general management and 
control of the District’s financial 
and educational affairs.

The Superintendent of Schools 
(Superintendent) is the chief 
executive officer responsible, along 
with other administrative staff, for 
the day-to-day management under 
the Board’s direction. The Director 
of Facilities and Operations 
(Director) is responsible for the 
management of the Department 
including the approval of overtime.

Audit Period
July 1, 2020 – December 31, 2021

We extended our scope period 
back to July 1, 2018 and to June 
30, 2022 to review budgeted and 
actual overtime.

East Meadow Union Free School District

Quick Facts
Department Overtime

July 1, 2018 to June 30, 2022

Actual $2,551,359

Budgeted 1,443,963

Variance $1,107,396
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The District’s employee handbook defines overtime as additional work 
responsibilities after an employee’s regular shift. Employees may be asked to 
work overtime by their respective supervisor. Overtime can only be authorized 
in advance by the employee’s supervisor prior to working the overtime hours. 
The rate of pay for overtime is determined by the terms and conditions of the 
employee’s specific collective bargaining agreement (CBA). The District’s CBA 
for Department employees states that overtime will be paid for work performed 
before and after an employee’s regular work hours. The District generally pays 
overtime worked at time and one-half of the employee’s regular hourly rate. While 
overtime pay may be an expected cost of doing business, it should be carefully 
monitored and controlled to help minimize costs. Overtime should be incurred 
only when circumstances arise and cannot be avoided.

How Should District Officials Approve, Monitor and Control 
Overtime?

To control overtime hours, the District should have a written plan to guide the 
use of overtime hours in an efficient and effective manner. Adequate controls 
for overtime include the adoption of a written policy and procedures that dictate 
how and when overtime may be incurred, the preapproval requirements and 
documentation needed to support overtime worked. When the factors that 
create overtime are analyzed, officials may be able to take alternative action 
to effectively cover non-critical work without using overtime. Prior written 
authorization should be required for all non-emergency overtime hours and 
granted only for specific, verifiable purposes, consistent with the employee’s 
CBA. Preapproval should be obtained in all instances where overtime can be 
planned in advance, such as for scheduled school events or the second day 
of an emergency event. In emergency situations, the Director should verbally 
preapprove overtime to be incurred, and review overtime records to determine 
whether the overtime hours worked were appropriate. Additionally, District officials 
should monitor the budget periodically to ensure that appropriations are available 
for overtime costs 

The District’s procedures require that a Department overtime and compensatory 
work request form be completed to request preapproval of overtime. This 
form is generally signed by a Department supervisor, the Director and the 
Assistant Superintendent for Business (Assistant Superintendent). The Assistant 
Superintendent and Director told us that the Director is required to approve all 
overtime for Department employees and his approval is final. In instances when 
the Director is not working, the Assistant Superintendent will preapprove overtime 
for Department employees. District officials also told us that overtime can also 
be preapproved verbally, or by sending a text message or email. When these 
methods are used, the form should be submitted for approval the next day.  

Overtime
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An overtime claim form is prepared and submitted after overtime hours are 
worked to document the date, total overtime hours worked, the employee’s 
payrate and the reason for working overtime. This form should be signed by the 
respective supervisor and the Director to approve payment.   

Overtime Was Not Adequately Approved, Monitored and Controlled

District officials did not adequately approve, monitor and control overtime worked 
by Department employees. The majority of overtime worked was either not 
approved by a supervisor or approved after the overtime work was performed. 

From July 1, 2020 through December 31, 2021, 88 of 112 Department employees 
received a total of $1,298,796 in paid overtime; the Department’s overtime costs 
were 97 percent of the District’s overall overtime costs during our audit period. 
Appendix A shows the overtime payments made to 13 of the Department’s 
top overtime earners for the audit period, earning a total of 36 percent of the 
Department’s overtime. 

We reviewed support for overtime paid to Department employees totaling 
$381,878 (29 percent), which consisted of 793 overtime instances. Based on our 
review, Department employees received preapproval for 238 overtime instances 
totaling $155,878. However, Department employees received $226,000 (59 
percent) in overtime that was not approved or approved after the overtime had 
been worked (Figure 1).

We found that the District 
paid $31,486 in overtime to 
Department employees for 101 
overtime instances without any 
approval for the overtime. For 
example, overtime was not 
approved for seven employees 
who were paid $2,127 (for 43 
overtime hours) worked on 
September 4, 2021. 

We also found that the District 
approved overtime after the 
overtime was worked by 
Department employees for 454 
overtime instances and costing 
$194,514. For example, the 
overtime request form for three 
employees, who were paid 

FIGURE 1

Overtime Events  

Approved after 
Overtime Worked

No 
Approval 

Pre-Approved
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$1,133 (for 24 overtime hours) for furniture delivered on September 8, 2021, was 
approved on September 27, 2021, 19 days after the overtime was worked.

Additionally, we reviewed instances where overtime was approved after the work 
was performed to determine why the overtime was earned. We classified the 
overtime worked into three categories: emergencies, absenteeism (coverage 
when another employee is out sick or on vacation) and non-emergencies. We 
reviewed these overtime approvals to determine the amount that was approved 
the day following when overtime was worked, and the amount that was approved 
more than one day after the overtime was worked. Eighty-two percent ($158,955) 
of the overtime reviewed was approved more than one day after being worked. 
The remaining 18 percent ($35,559) of overtime was approved the following day 
(Figure 2).  

Of the 454 overtime instances that were approved late, 356 instances (78 
percent) were approved between two and 20 days after the overtime was 
worked. This includes 11 overtime instances that were for emergencies. While it 
may not be possible to preapprove all overtime worked in emergencies, District 
procedures require that the overtime request form be approved the following day. 
Overtime should be preapproved unless an emergency precludes it. Furthermore, 
the respective Department supervisors and the Director could have scheduled 
employees’ work hours to avoid or reduce overtime for some non-emergency 
events, including the library construction project that was planned well in advance. 

The Director told us that when overtime was not preapproved, it was either due 
to an emergency or that he was not informed of the overtime until after it was 
worked. The Director also said that there were instances where he verbally 
approved employees to work overtime; however, the employees took several 
days before they took the form to the Director for written approval. Not requiring 
employees to adhere to District procedures could result in the employees working 
unnecessary overtime. This would increase the District’s operational and pension 
costs. The higher the overtime, the greater the District’s current contributions to 
the retirement systems for the future pension payments. 

Figure 2: Overtime Hours Approved After Overtime Worked

Reason
Overtime 
Instances Hours Payments

Percentage 
of Payments 
for Overtime 

Approved One 
Day Late

Percentage 
of Payments 
for Overtime 

Approved 
More than 

One Day Late
Emergencies 13 337  $17,417 0.1% 8.8%
Absenteeism 208 1,085.5  55,825 5.1% 23.6%
Non-Emergencies 233 2,244  121,272   13.1% 49.3%

Total 454 3,666 .5  $194,514 18 .3% 81 .7%
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Although District officials signed the overtime claim forms to authorize payment, 
non-emergency overtime should be approved before it is worked. Because 
District officials did not ensure that written preapproval was obtained for all 
overtime worked or document a timely review of overtime when preapproval could 
not be obtained, they cannot be certain that the District did not incur unnecessary 
overtime costs   

District Officials Did Not Adequately Monitor the Overtime Budget

The Board generally has the authority and responsibility to adopt realistic, 
structurally balanced budgets and to monitor the budget continually. After the 
budget has been enacted, it is the combined responsibility of department heads 
and other District officials to see that sufficient resources are available and that 
needed services are provided within budget parameters. 

District officials did not adequately monitor the overtime budget to ensure that 
sufficient appropriations were available for overtime costs. The District exceeded 
the Department’s overtime budget for the four fiscal years reviewed by a total of 
$1,107,396 (Figure 3).  

Between 2018-19 and 2021-22, the Department’s total budgeted overtime was 
$1,443,963, while actual overtime costs were $2,551,359. On average, overtime 
expenditures exceeded the budgeted overtime each year by 77 percent.  

FIGURE 3

Overtime Expenditures
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Because District officials did not adequately monitor overtime, they cannot 
be certain that the District needed to incur the significant overtime costs. 
Furthermore, officials did not always make amendments to the District’s budgets 
to transfer unused appropriations from other accounts to cover the overtime 
costs for which budgeted amounts were insufficient. Such amendments are 
an expected and necessary step to help the District maintain control over the 
District’s expenditures and ensure overall expenditures stay within overall 
budgeted amounts.

The Assistant Superintendent said that he is aware that the amount budgeted 
for overtime was inadequate but hoped that the lower budgeted amounts could 
help prevent excessive overtime. However, consistently budgeting for overtime 
at amounts that are insufficient is neither transparent nor a sound budgetary 
practice. The Superintendent said that during the pandemic, unexpected 
situations arose that required overtime, which contributed to overtime costs 
exceeding the amounts budgeted. District officials’ ability to monitor overtime was 
compromised because they did not adequately budget for the overtime that was 
necessary. 

What Do We Recommend?

The Board should:

1. Adopt a policy with clear guidelines and procedures for overtime work, 
including preapproval of overtime. 

District officials should:

2. Ensure all Department non-emergency overtime is preapproved in writing, 
properly documented and monitored. 

3. Ensure that in emergency situations, for monitoring purposes, the overtime 
approval form is completed the next day as required by District policy. 

4. Consider scheduling Department employees’ work hours to cover non-
emergency events to reduce overtime costs.

5. Develop realistic Department overtime budgets based on anticipated 
overtime and historic trends. 

6. Ensure the Department overtime budget is periodically monitored 
and budgetary amendments are made when warranted to prevent 
appropriations from being over-expended. 
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Appendix A: Top Overtime Earners

Top Overtime Earners (July 1, 2020 through December 31, 2021)
Compensation

Position Overtime Base Salary
Total 

Compensation*

Overtime as a 
Percentage of 
Base Salary

Head Custodian II $46,522 $127,752 $179,322 36%
Head Custodian III 40,585 135,477 183,429 30%
Custodian III 39,823 129,970 173,655 31%
Custodian 38,200 109,108 153,336 35%
Custodian 37,781   99,410 143,401 38%
Head Custodian I 35,327 121,034 161,140 29%
Custodian 35,174 109,108 148,988 32%
Custodian 34,252 109,108 158,978 31%
Maintainer 33,864 114,485 151,360 30%
Maintainer 32,840 118,178 154,983 28%
Maintainer 32,306 109,108 144,572 30%
Assistant Head Custodian 31,782 114,704 151,331 28%
Maintainer 31,361 106,943 141,554 29%

Total $469,817 $1,504,385 $2,046,049 31%
*In some cases, Total Compensation includes other payments in addition to Overtime and Base Salary .
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Appendix B: Response From District Officials
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See
Note 1
Page 15

See
Note 2
Page 15

See
Note 2
Page 15
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See
Note 1
Page 15
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See
Note 3
Page 15

See
Note 4
Page 15

See
Note 3
Page 15
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Appendix C: OSC Comments on the District’s Response

Note 1

Overtime should be approved in advance which may require establishing 
alternate approvers to ensure non-emergency overtime requests are reviewed 
and authorized in writing before the overtime is worked. 

Note 2

According to the Assistant Superintendent and the Director, they are the only 
individuals to authorize overtime. Employees should only obtain verbal approval 
in emergency situations and complete the overtime approval form the next day. 

Note 3

The audit report accurately reflects the Assistant Superintendent’s statement. 
Although District officials attribute the District’s overtime underbudgeting practice 
to a former Superintendent, this practice continued during the audit period, after 
the former Superintendent left District employment. 

Note 4

We acknowledge that the pandemic may have contributed to the overtime 
expenses exceeding appropriations. However, the District’s overtime costs 
also exceeded the budget in the 2018-19 fiscal year, prior to the pandemic. 
Overtime costs may have been prevented with adequate planning and schedule 
adjustments.
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Appendix D: Audit Methodology and Standards

We conducted this audit pursuant to Article V, Section 1 of the State Constitution 
and the State Comptroller’s authority as set forth in Article 3 of the New York 
State General Municipal Law. To achieve the audit objective and obtain valid audit 
evidence, our audit procedures included the following:

 l We interviewed District officials to gain an understanding of the overtime 
procedures. 

 l We reviewed and documented total overtime payments made to District 
employees, including Department employees, during the audit period. We 
identified all employees earning more than $30,000 in overtime and listed 
their earnings and position. We calculated the total percentage of overtime 
earned by these employees in comparison to overtime earned by all 
Department employees during the audit period.  

 l Using our professional judgment, we selected Department overtime and 
compensatory work request forms for six of the 18 months in our audit 
period. We selected the Department because they earned 97 percent of 
all District overtime during the audit period. We selected overtime and 
compensatory work request forms for six months within the audit period. We 
selected December 2020 and January 2021 to review overtime earned at 
the end and beginning of the calendar year during the holiday season. We 
selected June and July 2021 to review overtime earned at the end of the 
fiscal year in preparation for the next school year. We selected September 
and October 2021 to review overtime earned at the beginning of the school 
year. 

 l We reviewed the payroll report and documented the total number of 
Department employees as of June 30, 2021.

 l For the months selected, we reviewed all Department overtime and 
compensatory work request forms to determine whether the Director 
approved the employee’s request for overtime. We also documented the 
date, location, employee’s name and reason for the overtime. 

 l We reviewed overtime claim forms to verify that employees worked the 
overtime they requested. We documented the number of overtime hours 
worked that the Department employee was requesting payment for. If an 
overtime request form did not have a corresponding overtime claim form, we 
removed the instance from our test because the overtime was not worked. 

 l For the test months reviewed, we quantified the total Department overtime 
paid to employees by totaling all overtime claims sheets that were submitted.   

 l We requested and reviewed payroll overtime earning summary reports 
to determine whether the overtime paid equaled the overtime worked, as 
documented on the overtime claim form, and did not include overtime earned 
as compensation time.                                                                                   
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 l We filtered our test to obtain the amount of overtime that was approved late 
or not approved. Additionally, we reviewed the overtime that was approved 
late to determine whether it was due to an emergency, absenteeism or a 
non-emergency. We then filtered the late approvals to determine whether the 
overtime was approved one or more days after the overtime was worked.                   

 l We requested and reviewed appropriation status reports for the 2018-19, 
2019-20, 2020-21 and 2021-22 fiscal years. We compared the Department’s 
overtime budget to actual overtime paid to determine whether overtime paid 
exceeded the budgeted amount. We also compared the Department’s total 
budget to actual expenditures to determine whether the Department’s actual 
total expenditures exceeded the budget.

We conducted this performance audit in accordance with generally accepted 
government auditing standards (GAGAS). 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 objective. 
We believe that the evidence obtained provides a reasonable basis for our 
findings and conclusions based on our audit objective.

Unless otherwise indicated in this report, samples for testing were selected 
based on professional judgment, as it was not the intent to project the results 
onto the entire population. Where applicable, information is presented concerning 
the value and/or size of the relevant population and the sample selected for 
examination.

The Board has the responsibility to initiate corrective action. A written corrective 
action plan (CAP) that addresses the findings and recommendations in this report 
must be prepared and provided to our office within 90 days, pursuant to Section 
35 of General Municipal Law, Section 2116-a (3)(c) of New York State Education 
Law and Section 170.12 of the Regulations of the Commissioner of Education. To 
the extent practicable, implementation of the CAP must begin by the end of the 
next fiscal year. For more information on preparing and filing your CAP, please 
refer to our brochure, Responding to an OSC Audit Report, which you received 
with the draft audit report. The CAP should be posted on the District’s website for 
public review.   
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Appendix E: Resources and Services

Regional Office Directory 
www.osc.state.ny.us/files/local-government/pdf/regional-directory.pdf

Cost-Saving Ideas – Resources, advice and assistance on cost-saving ideas 
www.osc.state.ny.us/local-government/publications

Fiscal Stress Monitoring – Resources for local government officials experiencing fiscal problems 
www.osc.state.ny.us/local-government/fiscal-monitoring

Local Government Management Guides – Series of publications that include technical information 
and suggested practices for local government management 
www.osc.state.ny.us/local-government/publications

Planning and Budgeting Guides – Resources for developing multiyear financial, capital, strategic and 
other plans 
www.osc.state.ny.us/local-government/resources/planning-resources

Protecting Sensitive Data and Other Local Government Assets – A non-technical cybersecurity 
guide for local government leaders  
www.osc.state.ny.us/files/local-government/publications/pdf/cyber-security-guide.pdf

Required Reporting – Information and resources for reports and forms that are filed with the Office of 
the State Comptroller  
www.osc.state.ny.us/local-government/required-reporting

Research Reports/Publications – Reports on major policy issues facing local governments and State 
policy-makers  
www.osc.state.ny.us/local-government/publications

Training – Resources for local government officials on in-person and online training opportunities on a 
wide range of topics 
www.osc.state.ny.us/local-government/academy

http://www.osc.state.ny.us/files/local-government/pdf/regional-directory.pdf
http://www.osc.state.ny.us/local-government/publications
http://www.osc.state.ny.us/local-government/fiscal-monitoring
http://www.osc.state.ny.us/local-government/publications
http://www.osc.state.ny.us/local-government/resources/planning-resources
http://www.osc.state.ny.us/files/local-government/publications/pdf/cyber-security-guide.pdf
http://www.osc.state.ny.us/local-government/required-reporting
http://www.osc.state.ny.us/local-government/publications
http://www.osc.state.ny.us/local-government/academy
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www.osc.state.ny.us/local-government

Local Government and School Accountability Help Line: (866) 321-8503

HAUPPAUGE REGIONAL OFFICE –  Ira McCracken, Chief of Municipal Audits

NYS Office Building, Room 3A10 • 250 Veterans Memorial Highway • Hauppauge, New York 
11788-5533

Tel (631) 952-6534 • Fax (631) 952-6091 • Email: Muni-Hauppauge@osc.ny.gov

Serving: Nassau, Suffolk counties
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