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Report Highlights

Audit Objective
Determine whether the District procured goods and services 
in accordance with law and District policy . 

Determine whether payments for goods and services were 
appropriate and adequately documented . 

Key Findings
 l District officials did not consistently use competitive 
methods when purchasing goods and services. 

 l Credit purchases are not properly authorized, controlled 
and monitored . 

 l Claims totaling $728,341 were paid without sufficient 
documentation . 

 l The District overpaid $5,844 for fuel.

Key Recommendations
 l Revise the procurement policy and use competitive 
methods when procuring goods and services.

 l Revise District policy and procedures regarding credit 
purchases .

Background
The Yorktown Central School 
District (District) is located 
in the Towns of Yorktown, 
New Castle and Cortlandt, 
in Westchester County . The 
District is governed by a Board 
of Trustees (Board) composed 
of seven elected members. 
The Board is responsible for 
the general management and 
control of the District’s financial 
and educational affairs .  

The Superintendent of Schools 
(Superintendent) is the District’s 
chief executive officer and 
is responsible, along with 
other administrative staff, 
for the District’s day-to-day 
management under the Board’s 
direction . 

The Board appointed a 
purchasing agent and a claims 
auditor . The claims auditor 
reports directly to the Board.  

Audit Period
July 1, 2015 - March 31, 2017  

Yorktown Central School District 

Quick Facts

Employees 685

Enrolled Students 3,400

2016 –17 Budgeted 
Appropriations $98 Million
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Procurement of Goods and Services

How Should School Districts Procure Goods and Services?

General Municipal Law (GML) requires the District to advertise for bids on 
contracts for public works involving expenditures of more than $35,000 and on 
purchase contracts involving expenditures of more than $20,000. GML further 
requires that District officials adopt internal policies and procedures for the 
procurement of goods and services when competitive bidding is not required.  

GML requires school districts to provide in their policies and procedures that, with 
certain exceptions, they secure alternative proposals or quotations for such goods 
and services . The District may set forth in its policy circumstances when, or types 
of procurements for which, it has determined alternative proposals or quotations 
will not be in its best interests.

In addition, District officials should provide appropriate oversight and monitoring 
for credit purchases to ensure they are authorized and have adequate supporting 
documentation. Specifically, the Board should adopt a sound credit policy and 
ensure staff complies with the policy by monitoring credit purchases through the 
District’s purchasing and claims processing procedures.

The District Procurement Policy Was Inadequate

Although the Board developed a procurement policy, it does not provide 
adequate guidance for seeking competition when procuring goods and services. 
Specifically, the policy does not include guidance for determining the minimum 
number of written or verbal quotes required and the documentation requirements 
for the procurement process . In addition, the policy does not provide detailed 
guidelines on the use of credit when making purchases.

The Board was not aware that the policy did not specify documentation 
requirements and the number of quotes required. As a result, District employees 
did not consistently use competitive methods to procure goods and services and 
did not monitor credit purchases . 

The District Did Not Always Seek Competition for Goods and Services

We reviewed 100 vendor payments totaling $13,480,286 to determine if the 
District used bids, request for proposals (RFPs) and quotes when making 
purchases .

Bids - We reviewed 30 vendors paid a total of $11,832,089 for goods that were 
over the bidding threshold. The District paid eight vendors over $641,000 without 
the benefit of appropriate bidding. Specifically, District officials could not supply 
bidding documentation for five vendors paid $447,968. For example, the District 
paid $117,364 and $50,094 to a security and a sports equipment company, 
respectively, without soliciting bids.  Three vendors paid $193,219 were awarded 
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contracts based on old bids from previous years; two bids were dated back to 
2004.     

RFPs - We reviewed 20 professional service vendors paid a total of $1,186,926.  
District officials did not have RFP documentation for seven vendors paid a total of 
$310,889. These vendors included a physical therapist and plumber paid $79,692 
and $64,473, respectively. In addition, two vendors received payments totaling 
$50,277 that exceeded contracted amounts by $3,354. For example, a sports 
equipment company was paid $21,777, $2,354 in excess of its $19,423 contract.

Quotes - We reviewed purchases that required quotes from 50 vendors paid 
a total of $461,271.  District officials did not have verbal or written quote 
documentation for 36 vendors paid $290,712. For example, a vendor was paid 
$34,328 for home tutoring and a second vendor was paid $17,111 for temporary 
occupational therapy services without written quotes .  Four vendors paid a total 
of $55,644 included $24,328 for additional goods and services in excess of the 
original quote. For example, a printing company was paid $15,600, $7,050 in 
excess of its quote for $8,550.

District employees responsible for requisitioning goods and services were 
not aware of the purchasing policy and requirements for seeking competition. 
Although the services procured were for legitimate and appropriate District 
purposes. District officials and the Board do not have assurance that goods and 
services are being procured in the most economical way, in the best interests of 
residents and without favoritism .  

The District Did Not Have Adequate Controls Over Credit Purchases

District officials did not implement adequate controls over credit purchases . The 
Board did not authorize the use of credit cards, debit cards or any other credit 
instrument other than an authorized purchase order for District purchases .  
Further, the District’s policy did not provide guidance regarding when it was 
appropriate to issue purchase orders for vendors or the type of documentation to 
maintain when making purchases. 

Employees made credit purchases from two commercial vendors totaling $76,776 
through purchase orders with a fuel vendor and a construction supply vendor. We 
reviewed 10 payments totaling $15,856 and found that six payments at a cost of 
$10,589 did not have receiving documentation. Furthermore, vouchers did not 
always contain sufficient documentation such as who made the purchase and 
what project it belonged to. 
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District policy did not provide sufficient guidance regarding credit purchases. 
Although all purchases reviewed appeared to be for appropriate District purposes, 
when credit purchases are not properly controlled and monitored, the risk of 
unauthorized purchases increases significantly.

What Do We Recommend?   

The Board should: 

1. Revise its procurement policy to: 

a) Include the appropriate number of written and verbal quotes 
needed .

b) Clarify the documentation requirements to be used during the 
solicitation process, including documentation for the decisions 
made .

2. Ensure District officials obtain bids and RFPs per GML and policy, and 
recoup overpayments from vendors .

3. Determine whether credit purchases should be used and, if so, revise 
the District’s policy to include credit purchases . The policy should include 
necessary and appropriate documentation needed for claims auditor 
approval .

The purchasing agent should:

4. Ensure the required quotes for goods and services are obtained.
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Claims Processing
What is an Effective Claims Process?

The Board is responsible for overseeing the District’s financial activities and 
safeguarding its resources. To fulfill this duty, the Board should establish internal 
controls, which include policies and procedures, to help ensure that claims 
are authorized, adequately supported and paid per agreed rate. If appointed, 
the claims auditor is responsible for performing an independent, thorough 
and deliberate review of each claim to determine whether it contains enough 
supporting documentation including receipt of goods or services described in 
each claim. A confirming purchase order is a purchase order issued after the 
goods or services have already been ordered or received. District officials must 
strictly control and limit the use of confirming purchase orders to emergency 
purchases because such purchases circumvent the approval and price 
verification features of the normal purchasing process.

Claims Had Insufficient Supporting Documentation

All claims and supporting documentation are submitted to the claims auditor for 
review on a semimonthly basis. The claims auditor is required to review each 
claim to determine whether it agrees with the purchase order or contract, is 
not a confirming purchase and is adequately documented and supported.1   In 
addition, the District’s purchasing procedures require a person other than the 
requisitioner to sign the receiving copy of the purchase order to indicate proper 
receipt . 

The claims auditor did not comply with the District’s policy. Receiving 
documentation was not always attached to vouchers and, contrary to the policy, 
the requisitioner who ordered the goods or services also signed for receipt on 
the purchase order .

We reviewed 110 vouchers totaling $3,890,692 to determine whether purchases 
were adequately supported. We found 34 vouchers totaling $728,341 did not 
have receiving documentation and 94 vouchers totaling $3,630,631 did not have 
the signature of someone other than the requisitioner. Some vouchers contained 
more than one discrepancy . 

We also reviewed 135 vouchers2 totaling $3,999,081 to determine whether 
purchase orders were issued prior to the invoice date. We found 36 vouchers 
totaling $1,628,703 were confirming purchase orders. These purchases included 
11 of 50 claims initially reviewed that required a bid or RFP totaling $1,527,403.

1. Adequately documented and supported claims include an original itemized invoice, purchasing requisition,
purchase order, documentation of receipt of goods or services, mathematically accurate invoices and payment
totals, and no sales tax charges.

2. The 135 vouchers include the 110 claims reviewed for receiving documentation.
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The claims auditor checklist stated that the claims auditor must verify receipt of 
goods and services are attached to claims. However, the claims auditor stated 
that the signature on the purchase order indicated goods have been properly 
received or services have been rendered. Therefore, employees were not 
required to attach any additional receiving documentation. As a result, the claims 
auditor could not be assured the District received the goods or services on the 
claim .

The use of confirming purchase orders decreased after the District changed 
claims auditors in February 2016. However, this did not eliminate confirming 
purchase orders. For example, the new claims auditor noted 97 exceptions in his 
July 2016 report to the Board but did not itemize them or document what they 
were. He told us that most were attributed to confirming purchase orders. The 
claims auditor’s February 2017 claims audit report was itemized and indicated 13 
confirming purchase orders were used.  Although all claims reviewed appeared to 
be reasonable and legitimate, the use of confirming purchase orders circumvents 
internal controls and weakens the procurement and budget control process. 

The District Overpaid for Fuel

Board policy states that the claims auditor is responsible for ensuring the 
submitted voucher is in agreement with the purchase order or contract. During 
our test of fuel purchases, we noted that the rate charged by the propane vendor 
did not match the agreed upon rate on the purchase order. We reviewed all 46 
payments to that vendor during the audit period for further testing.

We reviewed 276 deliveries totaling $47,118 for 35,987 gallons of propane and 
determined the District overpaid the vendor $5,844 based on the purchase order 
rates .    

The claims auditor was not aware that the vendor used incorrect rates because 
he did not check the rates when reviewing claims. 

What Do We Recommend?    

The Board should:

5. Seek reimbursement from the fuel vendor for the fuel overcharges.

The claims auditor should:

6. Require District employees to submit receiving documentation and attach
it to the claims . 



Office of the New York State Comptroller      7

7. Verify that a person other than the requisitioner signs the receiving copy of
the purchase order .

8. Ensure rates paid are in agreement with the purchase order or contract.

The purchasing agent should:

9. Ensure the District’s policy is being followed by only accepting purchase
orders created prior to an invoice .
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Appendix A: Response From District Offi cials

See
Note 1
Page 13
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See
Note 2
Page 13

See
Note 3
Page 13

See
Note 4
Page 13

See
Note 2
Page 13

See
Note 5
Page 13
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See
Note 5
Page 13

See
Note 6
Page 13

See
Note 7
Page 13

See
Note 8
Page 13

See
Note 1
Page 13
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Appendix B: OSC Comments to the District’s Response

Note 1

The audit focused on purchasing and claims processing. We did not test the 
District’s effectiveness of financial condition management. 

Note 2

District officials did not provide documentation to establish that the vendors 
identified were either sole source or for emergency purposes.

Note 3

Although Board of Education Policy 6700 does not require a request for proposal 
(RFP) for professional services, Board of Education Policy 6741, Contracting 
for Professional Services, states “the designated District staff will prepare a 
comprehensive written RFP, which will contain critical details of the services 
sought.”

Note 4

The vendor was paid over $35,000 during the second fiscal year of the audit 
period and, therefore, this was required to be bid. 

Note 5

The District did not provide documentation to verify receipt of goods or services 
provided by the vendor, which increased the risk that the District could have paid 
for goods and services it did not receive. 

Note 6

The gas station maintains a District credit card for fuel purchases. In addition, the 
construction supply vendor has purchase cards issued to individual employees, 
allowing them to make purchases without prior approval.

Note 7

When credit purchases are not properly controlled and monitored, there is risk of 
unauthorized use .

Note 8

The vouchers that we reviewed from the construction supply vendor were 
generally not for emergency purchases. 
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Appendix C: 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, we performed the following audit procedures:  

 l We reviewed the District’s policies and procedures and interviewed District 
officials and the claims auditor regarding procurement activities and the 
claims auditing process. 

 l We reviewed vendor history to identify and select vendors where purchases 
exceeded the bidding threshold individually or in aggregate. We judgmentally 
selected 30 vendors receiving aggregate payments above the bidding 
threshold (not professional services). We reviewed bid documents to 
determine whether purchases were properly bid, advertised and awarded 
to the lowest responsible bidder. We compared invoice to bid contracts to 
determine whether amounts charged matched bid prices.

 l We selected 20 vendors who appeared to be professional service providers. 
We reviewed RFP documentation to determine whether competition was 
sought. We reviewed and compared payments to professional service 
providers and the related contracts to determine whether payments agreed 
with contract terms . 

 l We judgmentally selected 50 vendors requiring quotes. We reviewed 
voucher packages to determine whether quotes were obtained and attached. 
We determined whether the lowest quote was selected and the amount 
charged matched the quoted price.

 l We judgmentally selected:

 ¡ 50 Bid/RFP claims totaling $13,019,015 by choosing the highest paid 
vendors and selected the highest check amount for each vendor.

 ¡ 50 claims above the written quote threshold totaling $246,070 by 
choosing the highest paid vendors over the written quote threshold and 
selected the highest check amount for each vendor.

 ¡ 20 employee reimbursements totaling $37,585 by choosing the 
employees that received the highest reimbursements and selected the 
highest check amount for each employee.

 ¡ 10 credit purchases totaling $15,856 by selecting the highest check 
amounts for all three credit vendors . 

 ¡ Five fuel purchases totaling $70,804 by choosing the highest check 
amount paid to five fuel vendors .
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We reviewed these purchases to determine whether payments were supported 
by itemized receipts/invoices, were for appropriate District purposes, were paid at 
correct rates, and the District did not pay sales tax. We also tested for confirming 
purchase orders .

 l We reviewed all 46 payments totaling $47,118 for 276 propane deliveries 
during the audit period and calculated the correct amounts that should have 
been paid monthly using contract rates and gallons delivered. We then 
compared total monthly amounts paid to the contracted rates to determine 
whether the vendor was overpaid . 

We conducted this performance audit in accordance with GAGAS (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 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 .  

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 2116-1(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 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. We encourage the Board
to make the CAP available for public review in the Clerk’s office.
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Appendix D: Resources and Services

Regional Office Directory
www.osc.state.ny.us/localgov/regional_directory.pdf

Cost-Saving Ideas – Resources, advice and assistance on cost-saving ideas
www.osc.state.ny.us/localgov/costsavings/index.htm

Fiscal Stress Monitoring – Resources for local government officials 
experiencing fiscal problems 
www.osc.state.ny.us/localgov/fiscalmonitoring/index.htm

Local Government Management Guides – Series of publications that 
include technical information and suggested practices for local government 
management
www.osc.state.ny.us/localgov/pubs/listacctg.htm#lgmg

Planning and Budgeting Guides – Resources for developing multiyear 
financial, capital, strategic and other plans 
www.osc.state.ny.us/localgov/planbudget/index.htm

Protecting Sensitive Data and Other Local Government Assets – A non-
technical cybersecurity guide for local government leaders
www.osc.state.ny.us/localgov/lgli/pdf/cybersecurityguide.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/localgov/finreporting/index.htm

Research Reports / Publications – Reports on major policy issues facing 
local governments and State policy-makers 
www.osc.state.ny.us/localgov/researchpubs/index.htm

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



Like us on Facebook at facebook.com/nyscomptroller 
Follow us on Twitter @nyscomptroller

Contact
Office of the New York State Comptroller 
Division of Local Government and School Accountability 
110 State Street, 12th Floor, Albany, New York 12236

Tel: (518) 474-4037 • Fax: (518) 486-6479 • Email: localgov@osc.state.ny.us

www.osc.state.ny.us/localgov

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

NEWBURGH REGIONAL OFFICE – Tenneh Blamah, Chief Examiner

33 Airport Center Drive, Suite 103, New Windsor, New York, 12553-4725

Tel: (845) 567-0858  • Fax: (845) 567-0080  • Email: Muni-Newburgh@osc.state.ny.us

Serving:  Columbia, Dutchess, Greene, Orange, Putnam, Rockland, Ulster, Westchester  
counties

https://www.facebook.com/nyscomptroller
https://www.youtube.com/user/ComptrollersofficeNY
https://www.flickr.com/photos/nycomptroller/sets
https://twitter.com/nyscomptroller
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