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MANATEE COUNTY CLERK OF THE CIRCUIT COURT 
INTERNAL AUDIT DEPARTMENT 

PUBLIC SAFETY DEPARTMENT BRAT PROGRAM AUDIT 
 

A U D I T     R E P O R T 
 

 
 
 
The Internal Audit Department conducted a financial, compliance, and operational audit of the Public 
Safety Department BRAT Program for the audit period January 1, 2006 through May 31, 2006.  The audit 
was performed in accordance with Generally Accepted Governmental Auditing Standards issued by the 
Comptroller General of the United States; and the Standards for the Professional Practice of Internal 
Auditing issued by the Institute of Internal Auditors.   
 
 
BACKGROUND: 
 
The Body Removal and Transport (BRAT) Program facilitates the removal of bodies of deceased persons to 
the District Medical Examiner’s Office and also provides transportation of Baker Act mental health patients 
from Manatee Memorial Hospital to Manatee Glens.  The program is administered by the Pubic Safety 
Department with financial oversight from the Community Services Fiscal Division.  Approximately twenty 
county employees staff the program and provide BRAT services outside of normal working hours on a 
standby basis.  Staff time is recorded separately on the time cards and is compensated at a special Board 
approved rate of one and one-half hours for each hour worked.  Work hours consist of actual hours worked 
on a call and standby that is compensated at a maximum of three hours for a 24-hour standby shift. 
 
 
PURPOSE/OBJECTIVES: 
 
The main audit purpose/objectives included, but were not limited to, the following:  
 

 To verify expenditures are properly documented, approved, recorded and reported.   
 

 To verify an adequate system of internal control exists to safeguard assets, maintain the integrity of 
reports on operations, and provide adequate evaluation of the BRAT Program’s objectives and 
responsibilities. 

 
 To verify compliance with laws and regulations, including Florida Statutes, policies and procedures, and 

signed agreements or contracts. 
 

 To evaluate overall operational efficiency and effectiveness. 
 
 

SCOPE: 
 
The scope of the audit included reviewing the overall adequacy of the BRAT Program's internal controls and 
the operational efficiency and effectiveness by examining and testing financial and operational records of 
the Program and compliance to the state and county laws for the period ending May 31, 2006. 
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METHODOLOGY: 
 
Internal control evaluations were accomplished by reviewing key operations of this specified area through 
discussions with management and staff, observations, and analytical and substantive testing of individual 
internal controls.  Risk analysis was used to establish priorities of audit objectives.  
 
 
IRREGULARITIES, ABUSE, OR ILLEGAL ACTS: 
 
Prior to the audit it was determined by County management that abuse had occurred in the BRAT 
Program and administrative action was taken.  No other indications of irregularities, abuse, or illegal acts 
were discovered during the BRAT Program Audit for the period ending May 31, 2006. 
 
 
TEST OF COMPLIANCE: 
 
Internal Audit tested compliance with certain laws and regulations, obtained an understanding of internal 
controls and assessed control risk.  Tests performed were limited to the specific areas included in the 
Purpose/Objective section of this report and appeared to provide sufficient evidence to support an 
opinion on compliance and internal controls for the areas tested.  Except as noted in our audit report, 
tested items were in compliance with regulations and other policies established by the BRAT Program. 
 
 
STATEMENT ON INTERNAL CONTROL STRUCTURE: 
 
In planning and performing the audit of the Public Safety BRAT Program for the five months ended May 
31, 2006, the internal control structure was considered in order to determine the auditing procedures for 
the purpose of this report.   As a result, we noted in the audit report matters involving the internal 
control structure and its operations that are considered reportable conditions under standards established 
by the U.S. General Accounting Office, Government Auditing Standards.  Reportable conditions involve 
matters relating to deficiencies in the design or operation of the internal control structure that, in our 
judgment, could adversely affect the organization's ability to record, process, summarize and report on 
data consistent with management’s intentions. 
 
Our consideration of the internal control structure would not necessarily disclose all matters in the 
internal control structure that might be reportable conditions, as defined above.  In addition, because of 
the inherent limitations in any internal control structure, deficiencies in the design or operation of the 
internal control structure may exist and not be detected. We believe the conditions identified in our audit 
report may constitute reportable conditions as previously defined.      
 
 
MANAGEMENT TEAM AND MANAGEMENT ACTION PLAN: 
 
A Management Action Plan will be given for each Area for Improvement.  Management Action Plans are 
corrective actions with implementation dates developed in cooperation with the BRAT Program’s 
management team and the Internal Audit Department.  The management team included Karen Windon, 
Director of the Public Safety Department and Kris Weiskopf, Chief of the Animal Control Division who is 
also the supervisor of the BRAT program. 
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MANAGEMENT SUMMARY: 
 
The Public Safety BRAT program is staffed by dedicated individuals who perform their duties in a 
professional and dignified manner.  County employees working under the BRAT program have been 
effectively providing body removal transports beginning in 1992 and mental health transports under the 
Baker Act beginning in 1995.  Since that time, the BRAT Program has evolved to include personnel from 
the Public Safety Department as well as other departments.  While the organizational authority lies with 
the Animal Control Chief, the responsibilities over some of the administrative functions have been 
delegated to non-BRAT supervisory personnel.  These responsibilities include:  Approving of BRAT hours 
included in employees’ timecards, budgeting, and purchasing functions.  This decentralization of 
supervisory responsibilities results in an inadequate matching of authority and responsibility, which can 
and did result in errors and employee abuse.  Prior to the audit, management discovered timecard abuses 
by employees and took action to end it.   
 
An audit survey of eight other counties found that Manatee County is the only county that performs body 
removal and/or mental health transport services in-house.  It was also noted that Manatee County costs 
appear in the higher range of those surveyed.  These costs, however, do not include some direct and 
indirect costs and potential liability costs resulting from day-to-day operations. Exposure to this liability 
can be significantly reduced by outsourcing these functions to the private sector.  In this report, we 
suggest management explore the possibility of outsourcing the BRAT functions, or strengthen the 
monitoring controls and work with the County Attorney’s Office to reduce exposure to liability.     

See Area for Improvement #1 at page 6-7 
 
We tested payments to BRAT employees for standby time and actual hours worked and found many 
exceptions to the accuracy of payments to employees and charges to the appropriate cost center.  In this 
report, we suggest alternatives to improve monitoring to assure accuracy of employee payments.  

See Area for Improvement #2 at page 8-9 
 
BRAT employees are individually compensated based on employees’ current County salary, which varies 
among BRAT members even though they are performing the same services.  In this report we suggest a 
flat fee be paid to all BRAT employees to eliminate inequity of payments for the same duties and reduce 
program costs.                                                              See Area for Improvement #3 at page 10 
  
No attempt is made by BRAT to recover transportation costs for mental health transports from insurance 
companies.  In this report we suggest BRAT management investigate the economic feasibility of recovery 
from insurance companies, which could reduce program costs.   

See Area for Improvement #4 at page 10 
 
BRAT employees may routinely be exposed to blood borne pathogens.  While the BRAT policies and 
procedures thoroughly address the precautions needed, County policy requires additional yearly training, 
which BRAT employees do not receive.  In this report we recommend that BRAT employees obtain this 
annual training in exposure to blood borne pathogens.      See Area for Improvement #5 at page 10 
 
Policies and Procedures of the BRAT program could be significantly strengthened in certain key areas.  In 
this report we identify areas where policies and procedures could be strengthened to provide better 
internal controls.                                                           See Area for Improvement #6 at page 11 
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The findings listed in this report were discussed with Karen Windon, Director of Public Safety.  Other minor 
findings noted during the audit were discussed and/or corrected during the audit, and were not included in 
this report. 
 
We would like to thank BRAT’s management and staff for the cooperation and courtesy afforded to our 
auditors throughout the audit.  We appreciate the efforts and timeliness in addressing the issues raised 
during the audit and aggressively seeking solutions to these matters.  We look forward to the                       
continued effort on monitoring controls and maintaining accountability over all of their operations.  
 
 
AUDIT REPORT AUTHORIZATION: 
 
This audit report has been reviewed and authorized by: 
 
 
 
_________________________________      __________________________________ 
            Richard J. Orienti, CIA, CFE       R. B. "Chips" Shore  
              Director of Internal Audit                      Clerk of the Circuit Court & Comptroller  
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AREA FOR IMPROVEMENT #1...................……………........................................………................. 
 
Prior to 1992, body removal transport services were outsourced to a private provider.  Dissatisfaction was 
experienced with the private provider’s services and since that time these services have been performed 
in-house using County personnel.  Prior to 1995, mental health transport services for Baker Act Patients 
were performed by the Sheriff’s Office.  Since that time, mental health transports have been performed 
in-house using County personnel.     
 
Internal Audit surveyed eight other counties to compare their costs per transport for body removal and 
mental health transport services with those of Manatee County.  For those counties that outsource to 
private providers, the costs incurred constitute total costs paid but does not include contract monitoring 
or procurement costs associated with the selection of a private provider.  Manatee County’s transport 
costs, however, do not include indirect costs and some direct costs, such as personnel services, utilities 
and administration.  Additionally, a significant risk faced by Manatee County is potential legal liability.  
While this cost is difficult to quantify, this is one cost that could be significantly reduced by contracting 
out these transportation services.  In determining Manatee County’s transportation costs, adjustments 
were made that included reallocation of personnel costs charged to the incorrect cost centers and 
removal of health insurance costs allocated to the County’s BRAT programs.    Results from the survey 
are as follow: 
 

Body Removal Transports:  All of the counties surveyed outsource body removal transport with 
six (6) of eight (8) counties contracting with private providers and the remaining two (2) counties 
with the Medical Examiner’s Office.  Excluding the cost of body bags, the rates charged per 
transport and the average number of monthly transports are as follows:   

 
   County’s Surveyed   Cost Per Transport  Avg # of Monthly Transports 

Sarasota            $225         30 
Manatee           $201         36 
Desoto           $150          4 
Hillsborough          $130      130 
Lee           $120          86 
Charlotte           $110          35 
Collier           $  95         17 
Pinellas   Provided by Medical Examiner    110 
Pasco   Provided by Medical Examiner        45 

 
Mental Health Transports:   Four (4) of the eight (8) counties surveyed do not consider mental 
health transports from one receiving facility to another to be a financial responsibility of the 
county and payments for these transports are bourn by the receiving facilities.  A Request for 
Legal Services (RLS 06-297, included as Exhibit A of this report) was obtained from the County 
Attorney’s Office, which opined that mental health transports between receiving facilities are the 
responsibility of the County.  Three (3) of the eight (8) counties surveyed have their Sheriff’s 
department perform these mental health transports.  The remaining county (Sarasota) 
outsources this service to a private provider.  Manatee County’s costs per transport, not including 
indirect costs, compared to Sarasota County’s private provider are as follows: 
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County’s Surveyed  Cost Per Transport  Avg # of Monthly Transports  
     Manatee   $102        58 
     Sarasota    $100 + $3 loaded mile    64 

   
 

Based on the survey performed, we suggest that County management consider outsourcing these 
services in the future to reduce costs and potential liability.  Alternatively, if these services continue to be 
performed in-house using County personnel, additional internal controls need to be added to reduce 
liability exposure and provide monitoring of operations.  We address additional steps in this report that 
can reduce program costs. 
 
 

 Management Action Plan:   
 

The Management Team through the management action plan will re-evaluate whether to 
keep the BRAT program in-house or outsource these services following proper 
procurement procedures and make their recommendations to the Board of County 
Commissioners. If it is determined that the program will remain in-house, direct costs of 
the programs will be reevaluated to ensure that proper expenditures are charged to the 
appropriate cost center.  In addition, management will work with the County Attorney’s 
Office and the Risk Management Division to develop procedures that will minimize 
potential liability to the County for administering these programs.  Management 
anticipates accomplishing this by March 31, 2007. 
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AREA FOR IMPROVEMENT #2...........…………….....................………..................………................. 
 
BRAT employees have one timecard that they use to record BRAT and non-BRAT hours.  Non-BRAT 
supervisors have the responsibility of reviewing and approving these BRAT hours recorded on the 
timecards as well as their employees’ regularly scheduled hours. BRAT hours paid includes both standby 
and actual hours worked.  The following exceptions were noted in reviewing the accuracy of the BRAT 
hours recorded on the timecards: 
 

BRAT employees receive compensation for standby hours when they are scheduled to work a 
BRAT shift.  Standby schedules are prepared in advance and the Emergency Communication 
Center (ECC) documents any changes in shifts.  Standby hours must be worked outside the 
regular scheduled workday as stated in the County’s Personnel Policies and Procedures Manual.  
Testing found that in 43 out of 406 or 10.6% of the standby charges were worked during the 
employees’ regularly scheduled workday, resulting in double payment for the same hours 
worked.  It was determined by management that this double compensation involved employee 
abuse.  During the audit, management took disciplinary action to end the abuse. 
 
The BRAT policies and procedures allow for 3 hours of paid standby for a 24-hour shift.  It does 
not address prorated hours, but according to the BRAT Chief, an informal policy allowed for hours 
to be prorated equally at .125 per standby hour worked.  Prorated standby hours were not 
always accurately calculated at .125 per standby hour worked.  124 exceptions out of 406 or 
30.5% of the standby hours charged were not accurately computed. 
 
BRAT policies and procedures allow for two people to be on standby for a 24-hour shift or four 
people for a 12-hour shift, or any other reasonable combination.  Testing found that in 11 out of 
151 or 7.28% of the days tested, too many BRAT members were paid standby hours.  In 7 out of 
151 or 4.64% of the days tested, not enough BRAT members worked as required by the BRAT 
policies and procedures manual. 

 
BRAT employees record their actual hours worked on a BRAT Transport Log.  These logs contain 
information such as who went out on the call, type of call, time left, and time returned.  The 
BRAT Chief distributes copies of the BRAT transport logs to the BRAT employees’ supervisors who 
have the responsibility of ensuring the accuracy of the information included in the timecards.  
Internal Audit compared information from the timecards to logs to verify the time paid agreed to 
the time worked.  The following exceptions were noted: 

  
• Testing found that in 27 out of 461 or 5.8% of the transports, the hours recorded on 

the timecards did not agree to the hours recorded in the transport logs.   16.5 hours 
were overpaid while 12.75 hours were underpaid.  
 

• BRAT has 2 cost centers that employees charge on their timecards for hours worked.  
One is for Body Removal (code 024) and the other is for Mental Health Transport 
(code 025).  82 out of 461 or 17.8% of the calls were charged on the timecards to 
the wrong cost centers. 
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AREA FOR IMPROVEMENT #2...........…………….....................………...............…........continued 
 
While non-BRAT supervisors have been receiving the transport logs to verify actual hours worked, they 
were not receiving the standby schedules.  Standby schedules will give non-BRAT supervisors the ability 
to review standby hours charged for BRAT employees’ timecards.  As an alternative, improved control 
over timecards could be realized by having the BRAT supervisor review and sign separate timecards for 
BRAT pay.   
 
 

Management Action Plan:   
 
The Management Team through the management action will evaluate whether to have 
separate timecards to record BRAT hours and to use BRAT management in the review and 
approval process.  If management decides to continue to use non-BRAT supervisors, then 
management will begin distributing standby schedules to the supervisors of BRAT 
employees.  In addition, supervisors will be retrained to ensure that they understand their 
responsibility for reviewing BRAT employees’ timecards.  BRAT employees will also be 
retrained to ensure that they understand the rules regarding standby schedules, what cost 
center to charge, and how the information on the timecards must agree to the transport 
logs.  Management anticipates the training will be completed by November 30, 2006. 
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AREA FOR IMPROVEMENT #3...........…………….........................................………....…….........….. 
 
BRAT employees are individually compensated based on their current salary, which varies among BRAT 
members even though they are performing the same services.  As a result, significant wage variances 
exist among the hourly rate of pay of team members when services are performed.  The average BRAT 
employee is paid $24.01 with the high of $40.59 and the low of $16.35.  There are 6 employees that 
make over $25 per hour, while 15 employees make under $25 per hour.  Establishing a flat fee for all 
BRAT employees would eliminate inequity in pay and reduce program costs. 
 

Management Action Plan:   
 
The Management Team through the management action plan will evaluate the possibility 
of a flat rate for all BRAT employees.  Management anticipates that this will be 
accomplished by March 31, 2007. 

 
 
 

AREA FOR IMPROVEMENT #4...........…………….........................................………....…….........….. 
 
Florida Statute 394.462(2)(a) requires the County to arrange for Mental Health transportation from a 
private to a public receiving facility.  However, to the extent the County pays for such transport, the Act 
authorizes the County to seek reimbursement.  Currently the BRAT program has not attempted to recover 
any transportation cost relating to Mental Health Transport.  A cost/benefit analysis should be performed 
to determine whether the amount of money BRAT can recover for reimbursement of their transportation 
costs exceeds the costs required to file the necessary insurance information to recover these funds.  
Economically feasible recovery of funds can reduce program costs. 
 

Management Action Plan:   
 
The Management Team through the management action plan will perform a cost/benefit 
analysis to determine whether it would be beneficial to recover transportation costs 
associated with Mental Health Transport.   Management anticipates that this will be 
accomplished by March 31, 2007. 

 
 
 
 

AREA FOR IMPROVEMENT #5...........…………….........................................………....…….........….. 
  
The functions of Body Removal as well as Mental Health Transports could involve exposure of BRAT 
employees to blood borne pathogens.  BRAT currently has procedures that require following County 
Policies.  The County’s “Exposure Control Program” requires annual training which BRAT employees have 
not received.  Such training can protect BRAT employees as well as reduce potential liability to the 
County. 
 
 Management Action Plan: 
  

The Management Team through the management action plan will provide the necessary 
training for blood borne pathogens to all BRAT employees.  Management anticipates that 
this will be accomplished by March 31, 2007. 



 

 
 

 
 

 
AREA FOR IMPROVEMENT #6...........…………….........................................………....…….........….. 

 
The BRAT Policies and Procedures Manual appears current, dated, and available to all BRAT members.  A 
review of its content noted the following areas where improvements are recommended: 
 

• The Standby policy is not consistent with the County’s Personnel Policies and Procedures 
Manual.  While both policies agree that no more than 3 hours of standby will be paid for a 24 
hour period, when shifts are less than 24 hours, the way the standby time is prorated differs.  
In addition, the County’s policy allows for a minimum of 2 hours paid work-time be charged 
for each duty call that is currently not allowed by BRAT procedures.   
 

• While the log sheets are being distributed to the supervisors responsible for signing 
timecards of employees who are BRAT members, the standby schedules are not.  Therefore, 
supervisors cannot confirm whether standby time charged by the BRAT members are 
accurate. 
 

• The policy does not address how time should be charged when fueling and/or supplying the 
vehicle. 
 

• The policy does not address how management is to charge for management duties such as 
developing the standby schedules, distributing the transport logs to supervisors, and ordering 
supplies for the vehicles. 
 

• The policy does not include procedures on how to record hours on the transport log such as 
when a BRAT call  starts and when a BRAT call is considered to end.   
 

• The BRAT policies and procedures include procedures for handling mental health transport 
patients that includes checking for weapons and placing a patient in soft restraints if 
necessary.  While the BRAT Chief confirmed the practice has been limited to inquiry only with 
patients regarding weapons, the procedures appear to infer more is done, which may create 
additional liability to the County. 
 

• BRAT policies and procedures do not include procedures for handling discipline of BRAT 
members. 
 

• A quality control program does not exist that would allow for periodic feedback for employees 
as well as the outside agencies that BRAT employees do business with.   

 
 

Management Action Plan:   
 
The Management Team through the management action plan will update the BRAT 
Program’s policies and procedures to include the above recommendations.  Management 
anticipates that this will be accomplished by March 31, 2007. 



 

 
 

 
 
 

MEMORANDUM 
 
 
 
 
TO: City Desk Editor, Bradenton Herald 

City Desk Editor, Manatee AM 
Islander Bystander 
Sid Thomas, Editor 
WHNZ, Newsroom  
Longboat Key Observer (Attn: Shay Sullivan) 
 

FROM: R. B. "Chips" Shore, Clerk of the Circuit Court, County Comptroller and Auditor 
 
DATE: October 11, 2006 
 
RE: Announcement of the Release of an Internal Audit Report  
  
 
My office is releasing today the Internal Audit Report for the Public Safety BRAT Program as of May 31, 
2005.  Copies may be obtained by contacting the Internal Audit Department at (941) 741-4017.  Copies 
of the report can either be mailed or picked up at the County Courthouse room 158.   


















