CONDUCTING AND DOCUMENTING EVALUATIONS

Practical Exercise

For this practical exercise, we have developed an example which contains an additional functional area not covered by the HQDA inventory BUT considered important to a Commander.  

Step 1:  Determine scope.  


The function is timecards.  The activity has 85 civilian employees.  Of the 85 employees, 10 are on a straight 8 hour day, 40 hour week schedule, 10 are on a compressed schedule of 1 – 8 hour day, 8 – 9 hour days and one day off in an 80 hour pay period and the remaining 65 are on maxiflex.  Maxiflex is a flexible schedule where there are certain days with core hours when the employee must be present.  There are several other roles such as you cannot earn comptime until 80 are worked.  There are 13 supervisors for these 85 employees.  

BACKGROUND:  In May 2003, the Commander sent out a memorandum to all staff, subject:  Civilian Time and Attendance Reporting Procedures.  In paragraph one, he informs the staff that an electronic time and attendance reporting system was established to replace the old sign in/out sheets.  The establishment of this system was to make for a more efficient and error proof method of reporting time and attendance.  

Paragraph two quotes the DOD 7000.14-R, August 1999, Financial Management Regulation responsibilities for each individual.  The most important responsibilities involve the Approving Official or Certifying Official.  The Approving Official/Certifying Official is responsible for observing the daily attendance or the accurate recording of time and attendance.

Under the old system, the sign in/out sheets were to remain in a central location for the supervisor to review.  This has not changed.  Under the electronic version, the time and attendance sheets were provided under a separate folder for each civilian with limited permissions.  Permissions are for each individual and their supervisor.  

By having the documents in a central location, the supervisor has access to print the information in case you are in a leave status and did not have the opportunity to provide the information prior to this leave.  

Paragraph three requires the staff to keep their time and attendance record in the folder that was originally established and not transfer it to their hard drive or folders where access by the supervisor cannot be granted.  The staff was given the option to not use the electronic version under these circumstances.  If they chose not to use the electronic method, they had the option to return to the old method of sign in/out sheets.  

What is your scope?  For our example, the scope is limited to one period: 25 January 2004 to 7 February 2004.  Review was conducted on 3 February 2004 which is the middle of the pay period.  There is a time constraint which is why it was limited to one pay period. 

Step 2:  Determine time/records.


There are 26 pay periods in a calendar year.  85 employees times 26 pay periods is 2210 records.  Records are centrally located.  

METHODOLOGY:  The methodology used was to pull up each of 85 individual’s timecard on the computer and review it for the following:


1.  Was there a timecard for the pay period 25 Jan through 7 Feb 2004? 

2.  Was it filled in advance?


3.  Was there missing entries prior to date of review.


4.  Was comptime earned prior to the end of the pay period?


5.  Did individual work more than 6 hours without a break?


6.  Did individual work outside the core hours?

How many records have you chosen for review?  As stated in the scope one for each individual so there is only 85 records to examine.  
What time period did you use?  As stated in the scope we were under a time constraint so we only examined one pay period out of 26.  
Step 3.  Test.


You may use either judgmental or statistical sampling.  Judgmental is not a preferred method unless you have some history.  For example, if an audit or evaluation was performed on timecards in the previous year and there were some specific employees who were in non-compliance with regulation, you might want to include them in the sample for this evaluation.


There are 3 methods of statistical sampling: (1) simple random, (2) stratified sampling and (3) cluster random groups.  The employees are already grouped by type of schedule.
There are four methods to evaluate:

(1)  Observation.

(2)  Interview.

(3)  Record Review (Can have an interview to follow up on records).

(4)  Simulation.

Which method did you use and why?  
Below is the result of the review.  


There were 85 individuals included in the review.  Of the 85 individuals, 8 did not have a timecard showing on the computer for the pay period 25 Jan through 7 Feb 2004. 

Out of the 85 timecards, 16 timecards were completed in advance of the end of the pay period. 

Out of the 85 timecards, there were 20 timecards which were missing items.  Items included not signing in/out for the day or erroneous postings.  The number of errors in posting the date on the timecard or in document title was NOT noted.  There is a vast inconsistency in the titles used for the documents.  This made it difficult to find the current timecard in the folders.  

Out of the 85 timecards, 3 had comptime earned posted prior to the end of pay period for a maxiflex employee.  Two employees from the same center went TDY.  One marked TDY in the other codes column and the other one did not.  Both had comptime earned posted prior to the end of the pay period.  The third employee is working a straight 8 hour schedule and earning comptime each day.  However, the timecard is marked MAXIFLEX.  You cannot earn comptime until the end of 80 hours on a MAXIFLEX schedule. 
Out of the 85 timecards, there are 2 employees who worked in excess of 12 hour days but had only one ½ hour break.  These two employees are taking the MS Project class and counted their time starting 0630 in the morning and going to 1945 with one lunch break. 

Out of the 85 timecards, 5 worked outside the core hours.  

One individual worked to 2200 on 29 Jan 04.  This individual was TDY but it was not noted on her timecard like the individual who traveled with her noted. 

One other individual worked 11 hours with one break.  Another individual took 4.0 sick leaves, came in at 1630 and stayed until 1945.  Another individual in the same section worked over 12 hours.  All three ended their day at 1945.  All three are enrolled in the MS Project Course. 

Another individual from another training center did the same thing, worked over 12 hours to attend the MS Project Course.

Since attendance for this course was command directed, it is assumed that the Commander approved the work outside of the core hours.  However, there are 5 other civilians who took the same course and did not put it on their timecards.  If the first 4 are allowed to claim their class time, the other 5 should have the same opportunity.

NOTE:  when the timecards of these 5 individuals were reviewed, 3 of the 5 had changed their timecards as of 5 Feb to reflect the additional hours for class on 2 Feb 2004.  They also worked outside core hours. 

CONCLUSION:  Noncompliance is still an issue.  Supervisors are not observing their employees timecards on a daily basis.  The same problems identified in the previous timecard audits continue today.  The only difference now is that the timekeeping is on the computer and easily adjusted.  Employees no longer have to scratch through entries to make a change. 

Employees continue to fill out their timecards in advance.  Issues still arise over the earning of comptime.  Inconsistencies still occur. 

To complete this exercise, transfer your information onto the DA Form 11-2-R.  Some of the information is provided to you on the form.  
Be prepared to discuss the corrective actions completed or recommended.  Describe the impact of “doing nothing” as a corrective action.  
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