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CITIZENS SUMMARY

Findings in the audit of Jackson County Community Backed Anti-Crime Tax
(COMBAT) Fund
Funding and Monitoring

The percentages of COMBAT estimated revenues allocated to the various
county departments or outside entities established by Resolution 10950 have
not been updated since 1995. While the percentages established by the
resolution are not required to be followed, the County Legislature has chosen
to use those same percentages for over 20 years. Resolution 10950 does not
address the additional significant funding provided to programs or
departments from the COMBAT Fund's available fund balance that has
increased to approximately $11.9 million as of December 31, 2018. The
county has not developed a plan for ensuring that performance evaluations of
the programs funded by COMBAT are performed annually as required by
county code.

MyArts Building

The county sold the MyArts building in 2017 for $10 to the Independence
School District without an independent appraisal or cost-benefit analysis.
After purchasing the building in 2010 for $1 from the City of Independence,
the county spent over $1 million of COMBAT funds to renovate the building.
The COMBAT program operating out of this building ended and the building
was vacant by January 2017. A partnership with the Independence School
District was attempted but was unsuccessful. Potential uses for the building
by other county departments were presented to the County Legislature.
However, documentation indicating the County Legislature considered and
discussed those options for the building, or how the sales price was
determined, was not provided.

Agency Funding

The County Legislature appropriates COMBAT funds to outside agencies,
without going through the comprehensive process the COMBAT unit follows
in awarding similar contracts to agencies. The contracts awarded to one
outside agency by the County Legislature, totaling $120,000 during 2017 and
2018, were a questionable use of COMBAT monies. The COMBAT unit does
not always monitor and enforce contract terms for agencies awarded
treatment, prevention, or anti-violence contracts paid from the COMBAT
Fund, and has not determined if the county's goals for minority hiring and
employment has been met for any new jobs created through contracts with
agencies receiving funding. One agency funded by the COMBAT unit did not
submit any documentation to support how a $5,000 advance received in
September 2016 was used for COMBAT purposes. Approximately 75
agencies receive funding annually, but a system for tracking which of these
agencies have received site visits has not been established. Site visits are not
performed of all agencies receiving funding from the COMBAT each year,
and documentation to support the site visits actually performed was not
adequate.

Disbursements

Documentation was not submitted or was inadequate to support some
disbursements made from the COMBAT Fund.

Payroll

The Prosecuting Attorney's administrative control of the COMBAT Fund
started on December 28, 2017, when the County Legislature overrode the
County Executive's veto of ordinance 5061 that, in part, updated County Code
by transferring supervision of the day-to-day administration of the COMBAT
tax and COMBAT Commission to the Prosecuting Attorney. Approval from
the Prosecuting Attorney was not obtained before processing 7 employee
change authorization forms affecting payroll allocations to the COMBAT
Fund in January 2018. The county has no documentation to support some
allocation of salaries to the COMBAT Fund.

Vehicle Allowances

The county does not have documentation to support how vehicle allowance
amounts paid from the COMBAT Fund are reasonable and necessary.
In the areas audited, the overall performance of this entity was Fair.*

*The rating(s) cover only audited areas and do not reflect an opinion on the overall operation of the entity. Within that context, the rating
scale indicates the following:
Excellent: The audit results indicate this entity is very well managed. The report contains no findings. In addition, if applicable, prior
recommendations have been implemented.
Good:

The audit results indicate this entity is well managed. The report contains few findings, and the entity has indicated most or all
recommendations have already been, or will be, implemented. In addition, if applicable, many of the prior recommendations
have been implemented.

Fair:

The audit results indicate this entity needs to improve operations in several areas. The report contains several findings, or one or
more findings that require management's immediate attention, and/or the entity has indicated several recommendations will not
be implemented. In addition, if applicable, several prior recommendations have not been implemented.

Poor:

The audit results indicate this entity needs to significantly improve operations. The report contains numerous findings that
require management's immediate attention, and/or the entity has indicated most recommendations will not be implemented. In
addition, if applicable, most prior recommendations have not been implemented.
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NICOLE GALLOWAY, CPA
Missouri State Auditor
Honorable Chairman of the Jackson County Legislature
and
Members of the Jackson County Legislature
and
Frank White, Jr., Jackson County Executive
and
Jean Peters Baker, Jackson County Prosecuting Attorney
Jackson County, Missouri
We have audited certain operations of the Jackson County Community Backed Anti-Crime Tax
(COMBAT) Fund, in fulfillment of our duties under Section 29.200.3, RSMo. The State Auditor initiated
audits of Jackson County in response to a formal request from the Jackson County Legislature. The county
engaged BKD LLP, Certified Public Accountants (CPAs), to audit the county's financial statements for the
years ended December 31, 2018, and 2017. To minimize duplication of effort, we reviewed the CPA firm's
reports. The county also engaged the CPA firm to perform forensic accounting and data analytic services
in connection with the activities of the COMBAT program. The scope of our audit included, but was not
necessarily limited to, the 2 years ended December 31, 2018. The objectives of our audit were to:
1.

Evaluate the county's internal controls over significant management and financial functions
of the COMBAT Fund.

2.

Evaluate the county's compliance with certain legal provisions related to the COMBAT
Fund.

3.

Evaluate the economy and efficiency of certain management practices and procedures of
the COMBAT Fund, including certain financial transactions.

We conducted our audit in accordance with the standards applicable to performance audits contained in
Government Auditing Standards, issued by the Comptroller General of the United States. Those standards
require that we plan and perform our audit to obtain sufficient, appropriate evidence to provide a reasonable
basis for our findings and conclusions based on our audit objectives. We believe that the evidence obtained
provides such a basis.
The accompanying Organization and Statistical Information is presented for informational purposes. This
information was obtained from the county's management and was not subjected to the procedures applied
in our audit of the COMBAT Fund.
For the areas audited, we identified (1) deficiencies in internal controls, (2) noncompliance with legal
provisions, and (3) the need for improvement in management practices and procedures. The accompanying
Management Advisory Report presents our findings arising from our audit of the Jackson County
Community Backed Anti-Crime Tax (COMBAT) Fund.
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Additional audit reports of various activities and departments of Jackson County are still in process, and
any additional findings and recommendations will be included in subsequent reports.

Nicole R. Galloway, CPA
State Auditor
The following auditors participated in the preparation of this report:
Director of Audits:
Audit Manager:
In-Charge Auditor:
Audit Staff:

Randall Gordon, M.Acct., CPA, CGAP
Todd M. Schuler, CPA
Tessa Rusatsi, CPA
Amanda G. Flanigan, MAcc
John-Henry T. Jarwood, MBA
Philip V. Osadchuk, MAcc
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Background

The State Auditor was requested on February 26, 2018, by the Jackson
County Legislature under Section 29.200.3, RSMo, to conduct a performance
audit of Jackson County. The resolution requesting the audit is included at
Appendix C.
In 1989, Jackson County voters approved a countywide sales tax at the rate
of 1/4 of 1 percent "for the purpose of investigation and prosecution of drug
and drug related offenses, and the incarceration, rehabilitation, treatment, and
judicial processing of adult and juvenile violators of drug and drug related
offenses." Voters have extended this sales tax 4 times, and the 2009 extension
added violence prevention to the ballot language. The last extension of this
sales tax, in 2016, is effective until March 2027. Per the 2016 ballot, this sales
tax is "for the purpose of promoting and providing public safety within
Jackson County, including the prevention and treatment of drug abuse and
addiction and the prevention, investigation, prosecution, and detention of
violent criminals and drug dealers."
The COMBAT Commission consists of 9 members appointed by the County
Executive who serve in an advisory capacity. One member is appointed from
each of the 6 legislative districts and 3 members are appointed from the
county at large. The COMBAT Commission is responsible for establishing
goals and making recommendations on all funding requests by outside
agencies. The COMBAT Commission meets at least quarterly.
Sales tax revenues are allocated to the Prosecuting Attorney's office, Circuit
Court, Drug Task Force, Corrections department, Legislative Auditor's office,
and the Kansas City Police Department. Jackson County also has a COMBAT
unit with staff responsible for, among other things, evaluating funding
requests and recommending funding levels for outside entities that provide
drug and violence treatment and prevention programs.
The County Executive had administrative control of the COMBAT Fund
from 2008 until December 11, 2017, when ordinance 5061 was adopted by
the County Legislature. This ordinance transferred administrative control to
the Prosecuting Attorney. The County Executive vetoed the ordinance on
December 21, 2017, but the County Legislature approved the ordinance by
overriding the veto on December 28, 2017. Disputes over the County
Legislature's authority to transfer control of the COMBAT Fund led to the
County Legislature filing a lawsuit against the County Executive. On
January 19, 2018, a court order issued by the Jackson County Circuit Court
required the County Executive to refrain from any management activities or
take actions to interfere with ordinance 5061. On August 31, 2018, the circuit
court issued a final judgment upholding the County Legislature's action to
transfer administrative control of the COMBAT Fund to the Prosecuting
Attorney.
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On January 3, 2018, the County Executive made a recommendation to the
County Legislature to request a comprehensive audit of the county's fiscal
and procurement process by the State Auditor's Office (SAO). The County
Legislature agreed with this recommendation and passed Resolution 19745
on February 26, 2018, requesting the State Auditor perform an audit of the
county (see Appendix C). This request was accepted by the SAO and audit
fieldwork started in December 2018. This is the first of several audit reports
that will be issued as part of the audit of Jackson County.

Scope and
Methodology

The scope of this audit included evaluating (1) internal controls, (2) policies
and procedures, and (3) other management functions and compliance
requirements in place during the 2 years ended December 31, 2018.
Our methodology included reviewing minutes of meetings, written policies
and procedures, financial records, and other pertinent documents;
interviewing various personnel of the county, as well as certain external
parties; and testing selected transactions. To gain an understanding of legal
requirements governing COMBAT, we reviewed applicable state laws; the
county charter, county code, and written policies and procedures; and
interviewed various individuals.
We obtained an understanding of the applicable controls that are significant
within the context of the audit objectives and assessed whether such controls
have been properly designed and placed in operation. We also obtained an
understanding of legal provisions that are significant within the context of the
audit objectives, and we assessed the risk that illegal acts, including fraud,
and violation of contract or other legal provisions could occur. Based on that
risk assessment, we designed and performed procedures to provide
reasonable assurance of detecting instances of noncompliance significant to
these provisions.
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1. Funding and
Monitoring

The percentages of COMBAT estimated revenues allocated to the various
county departments and outside entities have not been updated since 1995.
COMBAT monies are spent on programs not included in the funding
allocation and are provided to departments for spending in addition to their
COMBAT allocation. Also, the county does not perform annual audits and
evaluations of programs funded by the COMBAT even though money is
allocated for that purpose and the county code requires an annual performance
evaluation of such programs.

1.1 Allocation of estimated
revenues

The county has not updated the percentages of the estimated COMBAT
revenues allocated to the various county departments and outside entities
receiving COMBAT monies. The County Legislature allocates budgeted
revenues for the COMBAT Fund annually through the budget process. The
percentages allocated are based on resolution 10950, approved by the County
Legislature in September 1995. While the percentages established in that
resolution are not required to be followed, the County Legislature has chosen
to use those same percentages for over 20 years. The percentages were used
as a guide in 2017 and 2018 to determine the allocations, although the amount
allocated to the COMBAT unit for prevention, treatment, grant match, and
Drug Abuse Resistance Education (D.A.R.E.) programs in 2018 was
approximately $64,000 less than suggested by the resolution.
The resolution also indicates not less than 3/4 of 1 percent of the budgeted
revenues be expended for an annual audit and evaluation of the programs
supported by the tax. This amount has historically been appropriated to the
Legislative Auditor's office and subtracted from the estimated revenues
before allocating the remaining revenues as shown in the following table. This
information is presented on the COMBAT unit website under the funding
distribution section.

Agency/Purpose
Kansas City Police Department
Jackson County Drug Task Force
Prosecuting Attorney's office:
Criminal prosecution
Deferred prosecution (1)
Prevention
Treatment
Grant match
D.A.R.E.
Circuit Court
Corrections department
Total

Annual Percentage
Distribution
9.50
9.50
9.50
6.00
7.50
15.00
10.00
6.00
12.00
15.00
100.00

(1) The COMBAT unit website refers to this program as drug court.
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After removing the allocation for the Legislative Auditor's office each year,
the amount of COMBAT revenue available for allocation for 2017 and 2018
was $22,987,294 and $23,446,820, respectively. These amounts were used,
with the suggested percentages from the resolution when preparing the
COMBAT budgets for the years ended December 31, 2017 and 2018, as
indicated in the following table. However, as shown, for the year ended
December 31, 2018, the total budgeted allocations were $64,543 less than the
amount available for allocation, with the programs administered through the
COMBAT unit not receiving their full allocation.
Year Ended December 31,
2017
Budgeted
Allocations
Kansas City Police Department

$

2018
Budgeted
Allocations

Percentage
Allocated

2,183,793

9.50%

2,227,448

9.50%

2,183,793

9.50%

2,227,448

9.50%

Criminal prosecution

2,183,793

9.50%

2,227,448

9.50%

Deferred prosecution

1,379,238

6.00%

1,406,809

6.00%

Administration (1)

1,057,795

4.60%

961,518

4.10%

Prevention

1,517,777

6.60%

1,558,430

6.65%

Treatment

3,035,554

13.21%

3,116,859

13.29%

1,092,799

4.75%

1,122,069

4.79%

930,903

4.05%

955,837

4.08%

1,215,279

5.29%

1,247,770

5.32%

8,850,107

38.50%

8,962,483

38.22%

Circuit Court

2,758,476

12.00%

2,813,618

12.00%

Corrections department

3,448,094

15.00%

3,517,023

15.00%

22,987,294

100.00%

23,382,277

99.72%

Jackson County Drug Task Force

$

Percentage
Allocated

Prosecuting Attorney's office

COM BAT unit

Grant match (2)
COM BAT unit
Prosecuting Attorney's office
D.A.R.E.
Total COM BAT unit

Total (3)

$

$

(1) Funded by a portion of the allocation for Prevention, Treatment, Grant M atch, and D.A.R.E.
(2) Grant match is split between the COM BAT unit (54 percent) and Prosecuting Attorney's office (46 percent).
(3) The percentage allocated in 2018 is less than 100% due to a lower allocation for the COM BAT unit.
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The county also provides funding to various other programs through the
COMBAT Fund that are not part of the allocation formula (see section 1.2),
but are budgeted to be spent from the available fund balance of the COMBAT
Fund. This fund balance was approximately $11.9 million as of December 31,
2018. The fund balance has been increasing each year due to actual sales tax
revenues exceeding budgeted amounts and various departments and entities
spending less than the amounts budgeted. From 2016 through 2018, the fund
balance increased by more than $1 million each year.
The County Legislature also has not developed any policies or procedures
requiring the various departments and outside entities receiving COMBAT
monies to justify their use of these monies or the effectiveness of their
programs.
To ensure COMBAT monies are used efficiently and anti-crime programs are
adequately funded, periodic reviews and updates to the allocation percentages
should be performed and entities should be appropriated the full amount of
their allocations. An assessment and analysis of how funds were spent by each
department or outside entity would allow the COMBAT Commission and the
County Legislature to better determine if the allocated funds are being spent
appropriately and effectively and if funding changes are necessary.

1.2 Spending outside the
revenue allocation

Resolution 10950 does not address the additional significant funding
provided to programs or departments from the COMBAT Fund's available
fund balance. The resolution calls for the allocation to be based on the current
year estimated COMBAT revenues and does not consider the available fund
balance of the COMBAT Fund.
The county budgeted $1 million annually for both 2017 and 2018 from the
COMBAT Fund's available fund balance for the Prosecuting Attorney's antiviolence program. As shown in Appendix B (department 1200 for 2017 and
department 4406 for 2018), approximately $160,000 was budgeted each year
for the prescription drug monitoring program.
The budget for the COMBAT Fund also includes a non-departmental section,
with a total budget of approximately $1.7 million in 2017 (including
department 1200) and approximately $2.35 million in 2018 (see Appendix
B). The largest item budgeted is the Non Departmental-Anti-Drug Fund,
which had appropriations during 2017 and 2018 of approximately $1.3
million and $800,000, respectively. This budget item is intended to account
for spending not directly associated with a particular department, such as
fringe benefits and payroll taxes, but is also utilized to fund various
disbursements for departments already receiving an allocation from
COMBAT revenues. For example, $265,235 was paid from this budget
category to repair jail cell doors for the Corrections department. In addition,
$185,000 was budgeted for both 2017 and 2018 for an allowance for outside
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agencies (see MAR finding number 3.1). Other items were also budgeted in
2017 and 2018.
The following chart obtained from the county's finance department shows the
actual spending from the monies outside the allocation formula.
Year Ended December 31,
Department

2017

2018

Non-departmental
Employee benefits

$

479,158

493,490

465,807

439,167

1,022,721

22,000

60,000

60,000

114,663

216,759

2,142,349

1,231,416

Sheriff department

78,476

77,248

Prescription drug monitoring program

95,194

98,022

1,026,185

999,813

3,342,204

2,406,499

Other professional services
and contracts
Buildings and other equipment
Outside agencies (1)
Operating transfers out
Total Non-departmental

Prosecuting Attorney anti-violence
Total Disbursements

$

(1) Outside agencies had a total budget of $185,000. T he other $125,000 was budgeted
to the COMBAT unit and disbursed through prevention and treatment programs.

Funding for department-specific programs or other spending should be
subject to the allocation percentages established by resolution and budgeted
under the department receiving the appropriations. Allocating estimated
COMBAT revenues to fund certain programs and using the fund balance to
fund other programs allows some departments/offices to receive funding in
excess of the percentages established by the resolution. The County
Legislature, with input from the COMBAT Commission, should perform a
comprehensive review of how anti-crime funding is allocated and ensure all
permanent programs are included in the allocation formula establishing the
percentages to be allocated. Future allocations should include estimated
revenues and some of the COMBAT Fund's available fund balance.
All funding provided from the COMBAT Fund should be authorized in an
updated resolution or ordinance setting the funding percentages for each
department so that no department receives more funding than authorized.

1.3 Program evaluations

The county has not developed a plan for ensuring that performance
evaluations of the programs funded by COMBAT are performed annually as
required by county code. While the COMBAT Fund is included in the
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county's comprehensive annual financial report (CAFR), the audit of the
CAFR does not involve a review of the programs funded by the tax. In
addition, resolution 10950 calls for an annual audit and evaluation of the
programs supported by the tax as provided for by county resolution.
A review of the COMBAT unit was performed for the year ended
December 31, 2014, but only covered the Jackson County Drug Task Force
and the programs administered by the COMBAT unit, which are treatment,
prevention, D.A.R.E., and grant match. This review represented
approximately $9.2 million (47 percent) of the COMBAT funds administered,
but did not include an actual evaluation of the various programs reviewed. In
2015, the County Legislature entered into a multi-year contract for $148,270
with a company to provide an evaluation of the anti-violence program and
prevention program recipients funded by COMBAT. This review was more
comprehensive and resulted in the issuance of several reports regarding
performance by agencies providing services under these programs. Personnel
from the Prosecuting Attorney's office indicated no other reviews have been
performed. Considering the size and scope of the programs funded through
COMBAT, completing an evaluation of each program every year may not be
feasible. However, establishing a cycle or interval by which the programs are
reviewed and evaluated should be addressed to ensure compliance with
county code.
Chapter 93, Section 9307 1 of the County Code states the county, in
consultation with the Prosecuting Attorney, shall annually provide for a
performance evaluation of programs funded by the COMBAT, to be
conducted by an independent firm or agency. In addition, Resolution 10950
states not less than 3/4 of 1 percent of the anti-crime sales tax be expended
for an annual audit and evaluation of the programs supported by this tax. The
funds intended to pay for these program evaluations are allocated to the
Legislative Auditor's office, but that office did not perform these functions
during our audit scope. An annual audit, including evaluating each program
funded by COMBAT, would provide assurance that COMBAT funds are
being used efficiently and the programs are effective in addressing anti-crime
treatment and prevention.

Recommendations

The County Legislature, County Executive, and Prosecuting Attorney:
1.1

Work with the COMBAT Commission to perform a comprehensive
review of the sales tax allocation percentages to determine the
appropriateness of funding currently being provided and to determine
if any changes are necessary to the allocation percentages. In

1

This requirement was moved to section 9308 when Chapter 93 was updated in December
2018.
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addition, ensure each entity's annual appropriation from the
COMBAT Fund is equal to its share of the allocation.

Auditee's Response

1.2

Ensure all programs and activities budgeted through the COMBAT
Fund are included in the allocation percentages. In addition, work
with the COMBAT Commission to establish the total amount of
COMBAT funds to be allocated each year.

1.3

Determine the amount of annual funding to provide for evaluations
of the programs funded by the COMBAT and ensure evaluations are
performed in accordance with county code.

The County Legislature provided a written response. See Appendix D.
The County Executive provided a written response. See Appendix E.
The Prosecuting Attorney provided a written response. See Appendix F.

2. MyArts Building

The county sold the MyArts building for $10 to the Independence School
District without an independent appraisal or cost-benefit analysis. The
Assessment department estimated the market value of the building to be at
least $560,000.
The county purchased the MyArts building in December 2010 for $1 from the
City of Independence to house the MyArts program, a drug prevention
program operated by an outside agency through the Prosecuting Attorney's
office. Federal grant funding supported the program. The county spent
COMBAT funds exceeding $1 million to renovate the building. The MyArts
program moved into this building in 2013.
The building was vacant by January 2017 because the federal funding used
for the program ended in 2016. During May, June, and July 2017, personnel
in the Prosecuting Attorney's and County Executive's offices attempted to
negotiate a partnership between the county and the Independence School
District to use the building for student educational needs. The school district
notified the county by email on July 19, 2017, that the district did not want to
enter into a partnership with the county. On August 7, 2017, the County
Legislature approved resolution 19545 transferring ownership of the building
to the school district for $10. The resolution indicated the best way for the
County Legislature to ensure the building was used as originally intended was
to convey the property to the school district. However, there is no
documentation the building was to be used for any certain purpose when
initially purchased. In addition, county officials could not provide
documentation indicating the County Legislature considered and discussed
other options for the building, or how the sales price was determined.
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The County Executive indicated the building could have been used for other
county needs since the county is paying rent on other buildings for employee
workspace. In the August 7, 2017, meeting of the Finance and Audit
Committee of the County Legislature, the Deputy Chief Operating Officer
(COO) addressed the County Legislature on behalf of the County Executive
and informed the members that the county owned the building and there was
a need for employee workspace. The Deputy COO informed the County
Legislature that court employees had toured the property and expressed
interest in the building. He indicated leased workspace for court employees
was costing $48,000 per year and the Assessment department also needed
additional workspace. Resolution 19545 transferring ownership to the school
district was approved by the County Legislature later that day.
An independent appraisal was not performed on this building prior to its sale.
The Assessment department provided 2 estimates of market value to members
of the County Executive's staff in June 2017. The cost approach valuation
method valued the building at approximately $560,000 and the income
method valued the building at approximately $450,000. An email written by
the Deputy COO to a school official on July 19, 2017, stated, "In
conversations with the Assessment Department, the rental rate for this type
and size of building could be around $8 per square feet. Based on the square
footage of 16,782, if the County marketed this building for rent,
approximately $1.6 million a year would go back to the COMBAT Fund." It
is not known if this information was shared with the County Legislature. No
documentation was provided to indicate the County Legislature was aware of
this information or sought to determine the value of the building prior to its
sale.
It would have been fiscally responsible for county officials to analyze and
consider all available options for repurposing, renting, or selling this building.
Since the County Legislature did not document an analysis considering all
available options prior to this sale, there is less assurance this decision was in
the county's best interest.

Recommendation

The County Legislature, County Executive, and Prosecuting Attorney ensure
an evaluation of other options for county property, such as repurposing the
building for use by other departments, and a cost-benefit analysis of available
options is performed prior to its sale. If a sale is determined to be the best
option, an independent appraisal should be obtained to help determine the
value of the property prior to the sale.

Auditee's Response

The County Legislature provided a written response. See Appendix D.
The County Executive provided a written response. See Appendix E.
The Prosecuting Attorney provided a written response. See Appendix F.
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3. Agency Funding

The process for funding agencies from the COMBAT Fund to provide
treatment, prevention, and anti-violence services, and monitoring contracts
with these agencies need improvement. The COMBAT unit and County
Legislature use separate processes for awarding funding to these agencies.
During the 2 years ended December 31, 2018, agencies applying for funding
through the COMBAT unit, which are generally not-for-profit organizations,
were awarded approximately $12.3 million, while the County Legislature
directly awarded approximately $370,000 to agencies providing these
services.

3.1 Legislative funding

The County Legislature appropriates COMBAT funds to agencies, referred
to as "outside agencies," without going through the comprehensive process
the COMBAT unit follows in awarding similar contracts to agencies. The
County Legislature appropriated $185,000, in both 2017 and 2018, to 4
outside agencies. No one could provide documentation of any type of
evaluation of the proposals submitted to receive this funding and it is unclear
if they were evaluated prior to the County Legislature's funding approval.
In both 2017 and 2018, one agency was awarded and paid $60,000 directly
by the County Legislature (see section 3.2). The other 3 agencies received the
remaining $125,000 awarded each year by the County Legislature. Payments
were originally paid out of the non-departmental section of the COMBAT
Fund's budget, but were subsequently transferred to the COMBAT - Crime
Prevention line of the COMBAT budget. This part of the budget is
administered by the COMBAT unit. County personnel indicated these 3
agencies had already been awarded contracts through the COMBAT unit, so
the actual payments and monitoring of the contracts awarded by the County
Legislature was also transferred to the COMBAT unit. The COMBAT unit
already has a process for soliciting proposals, selection and awarding of
contracts, and monitoring the distribution of funds and compliance with
county rules for outside agency funding. It is unclear why the County
Legislature provides direct funding to some outside agencies instead of
funding them through the COMBAT unit. The awards made by the County
Legislature to outside agencies are not approved by the COMBAT
Commission or the Prosecuting Attorney, who approves the outside agencies'
funding through the COMBAT unit.
The funding of the non-departmental portion of the COMBAT budget is also
not part of the funding formula allocation, as discussed in MAR finding
number 1.2. The County Legislature awarding funding to outside agencies
and not through the COMBAT unit does not provide assurance COMBAT
funds are awarded fairly. Additionally, having 2 separate processes creates
confusion and allows outside agencies not eligible for funding to be awarded
contracts (see section 3.2). Controls should be developed to ensure all outside
agencies awarded contracts from COMBAT monies go through the same
process and go through the COMBAT unit. These actions are necessary to
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ensure the consistency and appropriateness of the processes for awarding
funds to outside agencies.

3.2 Legislative oversight

The contracts awarded to one outside agency by the County Legislature,
totaling $120,000 during 2017 and 2018, were not in accordance with the
purposes indicated when the sales tax was passed and are a questionable use
of COMBAT monies. We identified several concerns with the handling of
these contracts. This agency has received $450,000 in COMBAT monies
directly through the County Legislature from 2008 to 2018.
The County Legislature budgeted the funding for this agency from the nondepartmental section of the COMBAT Fund prior to receiving the
applications. The County Legislature changed to an online application
process for outside agency funding in 2016, but the county still accepted
paper applications submitted by the agency in 2017 and 2018. This agency
received funding for both years even though agency officials did not submit
the majority of the required compliance documentation for 2016 or 2017. The
COMBAT unit did not perform compliance monitoring either year because
these contracts was not turned over to the department (see section 3.1) for
monitoring.
For both 2017 and 2018, the agency received the entire contract amount
awarded in one payment, rather than in installments based on documented
expenditures. In addition, the agency did not submit documentation to support
the COMBAT-related use of the awarded funds and it is unclear how these
expenditures were a proper use of COMBAT funding. The County
Legislature declined to provide funding to this organization in 2019.
It is questionable these expenditures were a proper use of COMBAT monies
due to the lack of documentation and unknown use of the funding. Closely
monitoring contractor performance and compliance with contract terms is
important to ensure COMBAT resources and assets are used wisely.

3.3 Contract compliance

The COMBAT unit does not always monitor and enforce contract terms for
agencies awarded treatment, prevention, or anti-violence contracts paid from
the COMBAT Fund. Our review of contract payments made to 6 agencies
provided funding from 2016 to 2018 identified the following concerns:
•

The COMBAT unit did not require supporting documentation be
submitted timely as required by the contracts. The contracts state that
documentation supporting how the COMBAT monies were spent must
be submitted by the 20th of the following month. Supporting
documentation was not submitted timely in 41 of 99 payments (41
percent) reviewed.
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•

Six monthly reimbursements to an agency during 2016 and 2017 included
charges for a leased printer, totaling $733, although reimbursements for
equipment were not allowable per the contract.

•

Agencies were paid more than the monthly payment allowed in 36 of 99
payments (36 percent) reviewed, although none of the agencies tested
received more than the total contract amount for the year. The contracts
only allow the outside agencies to claim 1/12 of the amount awarded each
month.

Closely monitoring contractor performance and compliance with contract
terms is important to ensure COMBAT resources and assets are used wisely
and that expectations of the county and the public are met.

3.4 Monitoring of goals

The COMBAT unit has not determined if the county's goals for minority
hiring and employment have been met for any new jobs created through
contracts with agencies receiving funding. The county has established a goal
for minority hiring and employment by contracted agencies funded through
the COMBAT, and the application for funding utilized by the COMBAT unit
requests data on minority hiring and employment; however, this requirement
is not monitored by the COMBAT unit.
Chapter 93, Section 9304 2 of the County Code regarding COMBAT indicates,
"Any proceeds from the anti-crime sales tax creating jobs and employment
shall have a twenty percent goal for minority hiring and employment." The
applications for funding completed by agencies applying for funding with the
COMBAT unit state, "since this is a specific requirement for COMBAT, it is
required during the application period, and will be monitored." In order to
ensure compliance with county code, monitoring procedures should be
developed for this requirement.

3.5 Advances

One agency funded by the COMBAT unit did not submit any documentation
to support how a $5,000 advance received in September 2016 was used for
COMBAT purposes. This agency did not request the remainder of its $20,000
in funding for that contract period. The COMBAT unit did not take any action
to recoup these monies. Currently up to 3 months advance payments are
allowed to contracted agencies to provide programs or services related to the
COMBAT.
To ensure COMBAT Fund disbursements are appropriate and demonstrate
compliance with the contracts, the county should discontinue advances and
require adequate documentation to support all transactions prior to making
any payments.

2

This requirement was moved to Section 9305 when Chapter 93 was updated in December
2018.
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3.6 Site visits

The COMBAT unit's oversight of agencies provided funding needs
improvement. Approximately 75 agencies receive funding annually, but a
system for tracking which of these agencies have received site visits has not
been established. The COMBAT unit and the Legislative Auditor's office
each complete site visits of agencies receiving COMBAT funding. However,
personnel in the COMBAT unit indicated the Legislative Auditor's office and
the COMBAT unit do not work together to coordinate all planned site visits.
The Legislative Auditor indicated her office has helped the COMBAT unit
with site visits in the past due to limited availability of COMBAT staff.
The Legislative Auditor's office and the COMBAT unit use different forms
to document site visits. The forms used by COMBAT staff have fields
allowing personnel to document program objectives and outcomes. However,
these forms do not allow for tracking client participation or a review of client
files for completeness. The forms used by the Legislative Auditor's office are
more detailed and include specific questions related to activities described in
the agencies proposal. Consolidating the most useful aspects of both form and
ensuring that information related to program outcomes and contract
compliance is consistently documented for each site visit would help ensure
site visits are effective in monitoring the programs offered by the agencies.
Site visits are not performed of all agencies receiving funding from the
COMBAT each year. COMBAT personnel indicated they performed 17 site
visits in 2017 and 12 in 2018. However, a complete listing of site visits is not
maintained. The Legislative Auditor provided a listing of 22 site visits
performed during 2018, while no site visits were performed in 2017. We
requested documentation of any site visits performed by the COMBAT staff
from 2016 to 2018 for 6 agencies selected for testing, and received only 1
form, from a 2016 site visit. This form documented serious concerns
regarding lack of documentation from the provider to show a program related
to COMBAT initiatives had been established. The form indicated a followup email was sent requesting documentation but there is no documentation a
response was received. COMBAT personnel indicated the problems with this
agency were remedied and subsequent site visits performed. However, we
received no documentation of any additional site visits. This agency received
$27,000 in both 2016 and 2017 for prevention services and no funding in
2018.
For another agency tested, we were given pictures taken during a site visit,
but the pictures were not dated or labeled to document when the pictures were
taken or what agency was visited. No other site visit documentation was
provided for the agencies tested although COMBAT personnel indicated they
performed at least one site visit at each of those agencies. Site visits of funded
agencies are not specifically required by any established county rules or
policies. In June 2019, the COMBAT Director provided a draft copy of a new
policies and procedures manual that, if approved, will require an
unannounced site visit by the COMBAT program manager to each prevention
and treatment agency at least once per year.
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The lack of a coordinated effort by the COMBAT unit and the Legislative
Auditor's office to plan and execute site visits of each agency increases the
likelihood of duplicate work or an agency not receiving a site visit. Ensuring
a detailed site visit checklist form, designed to document important outcomes
pledged in the applications for funding and to document compliance with
requirements, is used for all site visits performed will increase the likelihood
that underperforming agencies are identified and problems are followed up
on and corrected. In addition, keeping detailed records of all site visits
performed and ensuring documentation for each site visit performed is
maintained will provide information to help determine if funding for each
agency should continue, and at what amounts.

Recommendations

Auditee's Response

The County Legislature, County Executive, and Prosecuting Attorney:
3.1

Ensure all agencies applying for funding from the COMBAT Fund
go through the selection process utilized by the COMBAT unit.

3.2

Ensure all uses of COMBAT monies are appropriate and supported
by adequate documentation. In addition, payments to outside
agencies should only be made after there is assurance the entities are
in compliance with contract requirements.

3.3

Ensure payments are only made for invoices submitted timely,
amounts paid on contracts are allowable per contract terms, and
payments are limited to the monthly allowable amount.

3.4

Establish procedures to monitor the minority hiring and employment
percentages proposed by agencies in their funding applications.

3.5

Discontinue providing advances.

3.6

Ensure site visits are performed periodically to determine if agencies
are accomplishing outcomes established in their contracts and ensure
documentation of each site visit is maintained.

The County Legislature provided a written response. See Appendix D.
The County Executive provided a written response. See Appendix E.
The Prosecuting Attorney provided a written response. See Appendix F.

4. Disbursements

The county's controls over disbursements from the COMBAT Fund need
improvement. We selected 23 disbursements, totaling $746,454, for testing
and identified the following concerns:

17

Jackson County
Community Backed Anti-Crime Tax (COMBAT) Fund
Management Advisory Report - State Auditor's Findings
•

COMBAT funds totaling $4,869 were used when purchasing a county
vehicle for use by a member of the County Executive's staff. This funding
came from the non-departmental section of the COMBAT Fund's budget.
The county used other funding sources to pay for the remainder of the
vehicle's cost. Documentation was not maintained to support how this
purchase related to the COMBAT programs, making it unclear if this
expenditure was a proper use of COMBAT funding.

•

A hotel invoice for 5 nights, totaling $559, in Florida was charged to the
COMBAT Fund. No documentation was provided to show the business
reason for this expense, who participated in the trip, and how the
expenditure related to COMBAT. After we asked about this
disbursement, we received documentation indicating an employee of the
Jackson County Drug Task Force attended an undercover drug
enforcement conference in Florida.

•

An invoice submitted for performing drug testing, totaling $21,175, was
not sufficient. The number and type of drug tests performed was not
documented. Thus, COMBAT unit personnel could not determine
compliance with the contract rates for each type of test. The invoice only
indicated monthly testing with a total amount due.

To ensure disbursements are reasonable, necessary, and a proper use of
COMBAT monies, detailed invoices or other documentation should be
available to support all disbursements.

Recommendation

The County Legislature, County Executive, and Prosecuting Attorney ensure
all purchases are a reasonable and appropriate use of COMBAT monies and
adequate documentation is obtained to support all disbursements. In addition,
officials should determine if the COMBAT Fund should be repaid from
another funding source for the amount paid for the vehicle.

Auditee's Response

The County Legislature provided a written response. See Appendix D.
The County Executive provided a written response. See Appendix E.
The Prosecuting Attorney provided a written response. See Appendix F.

5. Payroll
5.1 Approval

The county's system for approval and allocations of payroll related to the
COMBAT Fund need improvement.
Approval from the Prosecuting Attorney was not obtained before processing
7 employee change authorization (ECA) forms to enter payroll changes
affecting allocations to the COMBAT Fund in January 2018. As a result,
salary costs totaling $2,960 for 7 employees on the County Executive's staff
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were inappropriately charged to the COMBAT administration line item and
paid from the COMBAT Fund in 2018.
The Prosecuting Attorney's administrative control of the COMBAT Fund
started on December 28, 2017, when the County Legislature overrode the
County Executive's veto of ordinance 5061 that, in part, updated section
9306 3 of the County Code by transferring supervision of the day-to-day
administration of the COMBAT tax and COMBAT Commission, and
authority for the selection of the COMBAT Director to the Prosecuting
Attorney. The Prosecuting Attorney was not consulted by the County
Executive to obtain approval for any of the ECA forms dated December 29,
2017, submitted by the County Executive, for payroll allocation changes to
several funds, including a line item within the COMBAT Fund no longer
under his control. In addition, another form was submitted by the County
Executive to allocate a portion of his salary to the COMBAT administration
line item in the COMBAT Fund. These forms were submitted to the Finance
department for entry into the payroll system with the changes effective for
these employees as of January 1, 2018.
Finance department employees performing payroll functions did not enter the
majority of the ECA form changes in the system due to the lack of approval
and contacted the Prosecuting Attorney. The changes on one form were
apparently entered because the allocation charged to the COMBAT Fund was
unchanged from the previous year and the changes affected allocations to
other funds not under the Prosecuting Attorney's control. The Prosecuting
Attorney emailed various county officials/personnel to remind them of the
new ordinance related to the COMBAT Fund approval authority and that no
allocations of County Executive's staff were to be made from the COMBAT
Fund without her approval. However, documentation on several of the forms
indicates the Director of Human Resources directed the county's payroll
services software provider to process the forms, with the exception of the
County Executive's form, as that ECA form was apparently withdrawn. The
changes were made in the system to allocate these salaries to the COMBAT
administration line item in the COMBAT Fund.
As a result of disputes over the validity of Ordinance 5061 and administrative
control of the COMBAT Fund, the County Legislature filed a lawsuit against
the County Executive and members of his staff on January 16, 2018. The
allocations of the County Executive's staff salaries to the COMBAT Fund
were stopped on January 19, 2018, when a Circuit Judge issued a preliminary
order for the County Executive to "refrain. . . from exercising the day-to-day
supervision of the administration of the COMBAT and COMBAT

3

This requirement was moved to section 9307 when Chapter 93 was updated in December
2018.
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Commission and. . . from taking affirmative actions to interfere with and
impede the County Prosecutor from fulfilling her duties imposed on her office
by Ordinance 5061." As a result, on January 22, 2018, the Prosecuting
Attorney approved ECA forms to discontinue these employees' salary
allocations from the COMBAT Fund. Subsequently, beginning in March
2018, personnel in the Finance Department made journal entries to remove
the salaries and fringe benefits for the affected employees, totaling $3,122,
from the COMBAT Fund. In August 2018, the Circuit Judge issued a final
judgment in favor of the County Legislature that affirmed the validity of the
ordinance.
Payroll changes are normally processed by the employees within the payroll
function of the Finance department. Processing payroll does not fall within
the duties of the Director of Human Resources as defined in Chapter 7,
Section 752 of the County Code. Chapter 93, Section 9306 of the County
Code states the administration of the COMBAT tax and COMBAT
Commission shall be under the day-to-day supervision of the Prosecuting
Attorney. The authority to determine allowable charges incurred for the
administration of the COMBAT tax lies with the Prosecuting Attorney. As
such, allocations of personnel costs to line items in the COMBAT Fund under
the administrative control of the Prosecuting Attorney should not be
performed without her documented approval. Allowing unapproved
allocations increases the likelihood that employees' salaries are not properly
charged to the correct fund.

5.2 Allocation

The county has no documentation to support some allocation of salaries to the
COMBAT Fund. During 2017 and 2018, there were 158 and 155 employees,
respectively, whose entire salaries, totaling over $5 million each year, were
charged to the COMBAT Fund. The majority of those employees worked in
the court, the jail, or the Prosecuting Attorney's office. Another 101 and 114
employees, respectively, had a percentage of their salaries, ranging from less
than 1 percent to 98 percent, charged to the COMBAT Fund. During 2017
and 2018, the amount of salaries partially allocated to the COMBAT Fund
totaled approximately $1.9 million and $2.5 million, respectively. Most of the
salaries allocated partially to the COMBAT Fund were for employees in the
same offices/departments as those employees fully paid from the COMBAT
Fund. A few allocations were made for employees in other
departments/offices, such as the Legislative Auditor's office and the
Communications department. Support for how the salary allocation amounts
were determined or which employees were fully allocated versus partially
allocated were not maintained for any of the offices or departments allocating
salaries to the COMBAT Fund.
To ensure restricted funds are used for their intended purposes, the allocation
of salaries to the COMBAT Fund should be based on specific criteria, such
as the number of hours worked by each employee, if possible, or by
determining a reasonable basis to allocate costs. Allocating salaries to the
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COMBAT Fund that are not directly related to the administration of the tax
reduces the funds available for anti-crime programs and is not an appropriate
use of COMBAT monies.

Recommendations

Auditee's Response

The County Legislature, County Executive, and Prosecuting Attorney:
5.1

Ensure all uses of COMBAT funds are appropriate and any
allocations made to the COMBAT Fund are approved by the
responsible official.

5.2

Allocate salary expenses to the COMBAT Fund based upon specific
criteria, retain documentation to support the allocations made, and
ensure all salaries paid are an appropriate use of COMBAT monies.

The County Legislature provided a written response. See Appendix D.
The County Executive provided a written response. See Appendix E.
The Prosecuting Attorney provided a written response. See Appendix F.

6. Vehicle Allowances

The county does not have documentation to support how vehicle allowance
amounts paid from the COMBAT Fund are reasonable and necessary. Vehicle
allowances, ranging from $20 to $9,600 annually, were paid to employees
from the COMBAT Fund for use of their personal vehicles. Due to the lack
of records, it is not clear if any business miles incurred by these employees
related to the COMBAT Fund.
The following table includes vehicle allowance payments, totaling $55,009,
made to 15 employees from the COMBAT Fund during the 2 years ended
December 31, 2018.
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Job Title
Director of Corrections
Deputy Director, COMBAT
Chief Deputy Auditor, Legislative Auditor's office
Director of Communications, Prosecuting Attorney's office
Program Manager, COMBAT
Legislative Auditor
Chief of Operations, Prosecuting Attorney's office
Legislative Aide
Assistant Auditor, Legislative Auditor's office
Chief of Health Services
Assistant to the County Executive
COMBAT Director
Program Administrator, COMBAT
Communications Liaison
Assistant Auditor, Legislative Auditor's office
Total

$

$

Year Ended December 31,
2017
2018
9,600
5,000
3,450
3,900
1,650
3,300
2,760
2,760
2,200
2,600
2,208
2,208
1,200
1,860
204
204
135
135
630
52
60
20
3,600
0
2,900
0
2,119
0
254
0
32,970
22,039

Total
14,600
7,350
4,950
5,520
4,800
4,416
3,060
408
270
683
80
3,600
2,900
2,119
254
55,009

The vehicle allowances paid to these employees from the COMBAT Fund
were determined based on the percentage of their salary paid from the
COMBAT Fund. The amount of vehicle usage by these employees related to
COMBAT activities or functions is not considered when determining the
allocations. Due to the lack of adequate records supporting how the amounts
were determined, it is unclear if these amounts are reasonable.
To ensure restricted funds are used for their intended purposes, the county
should periodically review the reasonableness of the vehicle allowances paid
from the COMBAT Fund. Vehicle allowances should be based on a
reasonable estimate of miles driven for purposes related to the COMBAT.

Recommendation

The County Legislature, County Executive, and Prosecuting Attorney review
vehicle allowances paid from the COMBAT Fund, ensure adequate support
for the allowances is maintained, and ensure the allowances relate to
COMBAT Fund activities.

Auditee's Response

The County Legislature provided a written response. See Appendix D.
The County Executive provided a written response. See Appendix E.
The Prosecuting Attorney provided a written response. See Appendix F.
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Organization and Statistical Information
The COMBAT Commission is charged with the responsibility of establishing
the priorities of the COMBAT unit and making recommendations to the
County Legislature for the funding of various initiatives that support its
mission.
On November 6, 2018, county voters approved amendments to the Jackson
County Charter effective January 1, 2019. These amendments included,
among other things, providing term limits for the Sheriff and Prosecuting
Attorney, and granting the (1) Sheriff the duty and authority to operate the
county detention center and other detention facilities, and (2) Prosecuting
Attorney authority over the county anti-crime sales tax.

Elected Officials

The elected county officials who played a role in the administration of the
COMBAT and their term and compensation paid for the year ended
December 31, 2018 (except as noted), are indicated below:

Elected Official
Scott Burnett, Chairman, 1st District
Alfred Jordan, Vice Chairman, 2nd District
Garry J. Baker, 1st District At-Large
Crystal J. Williams, 2nd District At-Large
Tony Miller, 3rd District At-Large
Dennis Waits, 3rd District
Dan Tarwater III, 4th District
Greg Grounds, 5th District
Theresa Galvin, 6th District5
Frank White Jr., County Executive
Jean Peters Baker, Prosecuting Attorney
Darryl Forte, County Sheriff

Term
1/1/15 - 12/31/181
1/1/15 - 12/31/18
1/1/15 - 12/31/18
1/1/15 - 12/31/181
1/1/15 - 12/31/181
1/1/15 - 12/31/18
1/1/15 - 12/31/181
1/1/15 - 12/31/18
1/1/15 - 12/31/181
1/11/16 - 12/31/182
1/1/17 - 12/31/20
5/10/18 - 12/31/203

Compensation
$ 38,4814
38,4814
38,4814
34,881
40,4814
41,1814
38,4814
38,4814
38,4814
157,9604
142,8924
64,532

1 Reelected

November 6, 2018.
by the County Legislature to replace County Executive Mike Sanders who resigned January 5, 2016. Elected November 8,
2016, to finish unexpired term. Reelected November 6, 2018.
3 Appointed by the County Executive to replace Sheriff Mike Sharp who resigned April 19, 2018. Elected November 6, 2018, to finish
unexpired term.
4 Regular salary plus car allowance, county vehicle usage, phone allowance, and/or other miscellaneous compensation.
5 Selected as Chairman effective January 1, 2019.
2 Appointed

COMBAT Commission

The COMBAT Commission is an advisory committee comprised of 9
members appointed by the County Executive who each receive $400 per
meeting attended, as of December 28, 2017, with the maximum payments of
$4,800 per calendar year. The members of the COMBAT Commission as of
December 31, 2018, are as listed below.
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Member
James A. Witteman, Jr., Chairman (1)
Kelvin L. Walls, M.D.
Lanna Ultican
Dr. Joseph Spalitto
Keith Querry
Charles (Gene) E. Morgan
Melesa N. Johnson (2)
Mark S. Bryant
Larry Michael Beaty (3)

Term Ends
December 31, 2019
December 31, 2021
December 31, 2021
December 31, 2020
December 31, 2019
December 31, 2020
December 31, 2019
December 31, 2020
December 31, 2021

(1) James A. Witteman Jr., resigned on April 8, 2019.
(2) Melesa N. Johnson resigned on August 29, 2019.
(3) Larry Michael Beaty was appointed Chairman on January 1, 2020.

Financial Activity

A summary of the COMBAT Fund's financial activity for the year ended
December 31, 2017, and 2018, which was obtained from information in the
Jackson County Comprehensive Annual Financial Report, follows as
Appendix A:
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Anti-Drug Sales Tax Fund (COMBAT)
Year Ended December 31,
2017
2018
Revenues
Other taxes
Intergovernmental
Charges for services
Interest
Miscellaneous
Total revenues

$

Expenditures
General governmental
Public safety
Total expenditures
OTHER FINANCING SOURCES (USES)
Transfers in:
Transfer out
Total other financing sources (uses)
NET CHANGE IN FUND BALANCE
BEGINNING FUND BALANCE, JANUARY 1
ENDING FUND BALANCE, DECEMBER 31

$

24,434,817
509,348
31,161
26,027
15,941
25,017,294

24,626,625
671,036
3,730
64,319
414
25,366,124

4,610,088
19,974,695
24,584,783

3,667,677
20,308,567
23,976,244

241,688
(114,663)
127,025

0
(216,759)
(216,759)

559,536
10,233,712
10,793,248

1,173,121
10,793,248
11,966,369
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