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Throughout 2021 the Comptroller’s Office continued to adapt to the “new normal” of
working through the COVID-19 pandemic.  County government activities operated at
near normal levels and despite our limited staffing and some remote work by the
auditors in the Comptroller’s Office we were able to fulfill our normal oversight
activities. The Office continues to hone our risk assessment process, adding new
analytical capabilities through the implementation of TeamMate Audit software. 

The Office completed two audits, the Public Defender’s Follow-Up Audit and an Audit
of Assigned Counsel - 18B. In addition, audits were begun in 2021 on the composting
operations of the Ulster County Resource Recovery Agency, fraudulent County 
 Unemployment Claims filed, and of the County’s compliance with its own Investment
Policy. The work on these audits is ongoing into 2022. 

The UCRRA audit created special challenges when the UCRRA refused to provide
requested books and records and sued the Comptroller’s Office challenging our
authority. The Court agreed that the Comptroller does have authority to audit, but the
court proceedings delayed the audit by many months costing taxpayers more than
$15,000 in legal fees to defend County audit authority.

The Comptroller’s Office continued to provide quarterly financial reports to the
Legislature and Executive. In addition, the Office issued several special reports to
highlight specific areas of interest to policymakers on topics like government leased
and owned facilities, fiscal stress monitoring, and the County's fund balance policy.

The pandemic has created special challenges and opportunities that impact the day-
to-day work of the Comptroller’s Office. We were able to review the 2020 costs
associated with the pandemic as well as monitor the return of important revenue
streams such as sales tax and occupancy tax. The Office continues to monitor the
expenditures, journal entries, and U.S. Treasury filings associated with the $34.5 million
that Ulster County is receiving under the American Rescue Plan.

The Comptroller’s Office looks forward to the additional capacity from incorporating
the Director of Internal Audit and Control into our staffing which will enable us to
produce even more taxpayers savings and more efficient government services.

MEETING THE
CHALLENGES

2021 IN REVIEW
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CLAIMS PROCESSING

COVID - 2021

The Ulster County Charter enumerates the claims audit function as an
essential element of the powers and duties of the Comptroller’s Office.
This role provides the County with an independent advocate who can
assure that meaningful internal controls and processes are in place so tax
dollars are spent efficiently and reasonably. 

Two full-time auditors primarily oversee this function with support of
other staff members when necessary. The auditors examine each invoice,
payroll warrant, or other claim submitted for Comptroller approval to
determine the claim is accurately calculated with sufficient supporting
documentation to verify the lawfulness and appropriateness. 

This essential analysis assures that every claim paid is for a legitimate
County purpose. This requires that approvals and authorizations have
been obtained, adequate budgetary appropriations are available, and
validation on the accuracy of any necessary calculations. The auditors also
certify that a claim meets both state and local laws and policies, that
competitive bidding was sought where required, and contractual terms
were met. This work has continued uninterrupted throughout the
pandemic, though the processing of claims has taken a more significantly
digital role over the last two years, improving efficiency, documentation
abilities, and the safety of our staff.

§C-57(D): certify the availability of
funds for all requisitions, contracts,
purchase orders and other
documents by which the County
incurs financial obligations or for the
expenditure of funds for which the
County is responsible.

§C-57(F): audit and certify for
payment all lawful claims or charges
against the County, whether for
payroll or otherwise, or against funds
for which the County is responsible in
whole or in part.

Claims Audit Responsibilities
Under the Ulster County Charter
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As the pandemic continued through 2021, our staff continued to operate virtually where possible. The Comptroller’s
Office again remained open and fully operational throughout 2021 despite the pandemic with the assistance of
digital document processing and video conference software to maintain connectivity amongst staff working in and
out of the office. 

In response to the pandemic, the Director of Internal Audit and Control position was left vacant throughout 2021.
Also, due to a retirement, there was a transition that left the Deputy Comptroller position vacant for a period of time
in early 2021. This coupled with limitations precipitated by the on-going pandemic, the ability of the Comptroller’s
office to conduct audit field work was extremely limited in 2021. As a result, our work was primarily focused on
analytical reporting and review as opposed to audit fieldwork. 



The claims auditing function is not only an
indispensable component of the Office of the
Comptroller in enforcing internal controls, but
it also serves as a vital part in maintaining the
integrity and transparency of governmental
best practices. Claims auditing has evolved to
signify much more than just a review of
invoices. Our claims auditors also highlight
and track fluctuations in expenditures that
provide  additional analytical opportunities,
proactive responses to changes occurring in
our community and economy, and
opportunities identifying improvements or
scrutiny if needed.
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The compilation of the monthly Taxpayer Checkbook published by our office is an additional responsibility of our
claims audit team, detailing monthly payments issued to each vendor. This material is shared within days of the
monthly closing period and allows the people of Ulster County to see where their tax dollars are being spent on a
timely basis. In addition to the Taxpayer Checkbook, the claims auditors are responsible for approving contracts
entered into by Ulster County and have made the approvals transparent through a publicly available monthly
Contract Log available on the County Comptroller’s website.

Expenditures made from the Department of
Social Services are not claims audited by the
Comptroller’s Office as they use a separate
financial system operated by NYS called Welfare
Management System. These payments include
temporary assistance payments, Medicaid, HEAP,
foster care payments, and other forms of social
services payments. These types of expenses are
subject to audit and review by request and are
included in our annual risk assessment and
considered in the development of our annual
audit plan.

In addition to approving payments to outside vendors for
services, the claims audit team also reviews pass-through
payments of sales tax made to the City of Kingston and the
towns, and property tax to the towns, villages, and school
districts. These payments result in an additional $30 million in
transactions to review for the claims audit staff.  

Finally, the claims team is responsible for auditing employee
vouchers and payroll processing – that is, all payments to
employees including those that are reimbursements for mileage
or other expenses discussed in greater detail in the following
section. 

https://comptroller.ulstercountyny.gov/audit-reports/taxpayer-checkbook-wire-transfer-contract-log
https://docs.google.com/spreadsheets/d/1g7rjg5ueVKlZ8P_yhnUCg7b0u6zObzbV4voqn_xIv1k/edit#gid=239033982
https://docs.google.com/spreadsheets/d/1g7rjg5ueVKlZ8P_yhnUCg7b0u6zObzbV4voqn_xIv1k/edit#gid=320674750


COST AVOIDANCE, COST RECOVERY,
AND ENHANCED REVENUES

Ulster County voters chose to create the Comptroller's Office to save taxpayer money and ensure that services
are delivered in the best way possible. Although the Office has not routinely done so in the past, in a current and
ongoing basis, the Office attempts to fairly capture and document cost avoidance, cost recovery, and enhanced
revenues that are a direct result of our work. This reporting is the first time in the history of the Comptroller’s
Office that we are doing so, and thus we are including two years of summary, beginning at the change of
leadership in the Office. It is important to note that some of the work that supported these findings and
recommendations had begun under the previous Comptroller. Furthermore, without willing and active
partnership by the County Executive and the County Legislature, none of these savings or revenues would be
realized. County government that collaborates to achieve the best services at the lowest cost is what is best for
the people of Ulster County, and we are proud to note that this type of collaboration is evident in these
numbers. 

PAYROLL
Claims auditors certify each payroll warrant the
County issues by verifying that all calculations
are correct and agree to personnel records, and
the appropriate backup documentation has
been provided. The Ulster County Comptroller’s
Office audited each payroll for 2021 that  
 included  26 bi-weekly, 26 weekly, 12 monthly, 4
quarterly, 19 election worker, 17 COVID-19 vaccine
employee, and 4 Office for the Aging neighbor-
to-neighbor payroll warrants for a total of 108
payroll warrants. The total payroll audited was
$89.1 million in 2021. Payroll audits are carried out
primarily by the Claims Auditors with the Senior
Auditors acting as back up. 
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We verify individual department time tracking information against what is put into the general county system. We
look for any employees that are not being paid their standard hours, for any pay adjustments or other unusual pays
and verify them to back-up provided, as well as rate increases that are matched to an authorization of the change. We
also track employee reimbursements paid against the total reimbursements paid over all warrants for that payroll.
Some of the most common issues found are mistakes regarding shift pay, some incorrect standard hours paid, and
data entry errors regarding the employee reimbursements. 

 



AUDITS

Our follow-up audit of the Public Defender’s Office identified that Ulster County has
forgone $1.4 million in grant revenues that could not be recouped because those
funds were not spent. The County was able to recoup $1.75 million in grant funds that
had not been previously reimbursed. The County Public Defender’s Office made
personnel budget requests in 2016-2019 that were not included in the Executive’s
budgets under the previous Administration. The County Public Defender’s Office
caseloads consistently exceed statewide averages. 

Public Defender’s Follow-Up AudIt

This audit recommended that the Budget Division of the Finance Department should
analyze and proactively address variances between budgeted and actual grant
revenues as part of a formal grant monitoring and budgeting procedure or policy to
ensure that revenue grant funds are fully utilized. The audit also recommended that
the Budget Division should not budget reimbursement grant revenues without the
corresponding grant expenditures needed to draw those revenues. We
recommended that the Public Defender’s Office annually report the metrics by
caseload standard identified in the Hurrell-Harring Settlement. We further
recommend that the Office begin collecting and reporting caseload and disposition
data that best identifies improvements in indigent legal services. These results
should be reported on the County’s website and in the Annual Report of the
Executive. 
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The Comptroller’s Office undertook this audit after receiving complaints from
attorneys and clients related to program administration. The audit found that 
 payment claims submitted by 18B attorneys are paid within 77 days on average and
often contain attorney-generated mathematical billing errors. Ulster County has no
means to verify that invoices correspond to actual services rendered. Many invoices
lacked important date stamping that enables clerical staff to prioritize older invoices
first. The rates paid to 18B attorneys have not been increased since 2004. 

Assigned Counsel – 18B Audit Report

This audit recommended that Ulster County implement a form based electronic 18B
invoicing system that will eliminate billing errors and streamline payment processes.
We also recommend that judges periodically sample 18B invoices for in-depth
verification. Ulster County should establish a process through which 18B complaints
can be filed and investigated. We further recommended that Ulster County use the
newly created 18B Administrator position to improve billing practices and monitor
quality concerns for 18B attorneys. Finally, Ulster County should advocate for New
York State to inflation-adjust the payrate for 18B counsel, to properly compensate
attorneys for the population that is unable to afford private counsel.

BANK RECONCILIATIONS
The County Comptroller’s Office is mandated under the Ulster County Charter to reconcile the County’s bank
accounts in accordance with the County’s Bank Reconciliation Policy that was developed by the Comptroller’s Office
and adopted by the County Legislature as Resolution 466 of 2020.

The audit staff reconciles 19 of the County’s bank accounts within the County’s financial software on a monthly basis
and reviews an additional 14 “off book” accounts that are maintained within a separate financial systems outside of
the County’s primary system which include accounts maintained by the Department of Social Services, the Sheriff’s
Department , Probation Department, and County Clerk’s Office.

In addition to performing the bank reconciliations on a monthly basis, the Comptroller’s Office also performs an
annual bank confirmation including all local banking institutions to verify that the County has accurate record of all
existing accounts. 

https://comptroller.ulstercountyny.gov/audit-reports/assigned-counsel-18b-audit-report
https://comptroller.ulstercountyny.gov/audit-reports/public-defenders-follow-audit
https://comptroller.ulstercountyny.gov/audit-reports/public-defenders-follow-audit
https://comptroller.ulstercountyny.gov/audit-reports/assigned-counsel-18b-audit-report
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SPECIAL FINANCIAL REPORTS
With the responsibility of reporting the County's financial condition to the Legislature and Executive, the
Comptroller’s Office goes beyond regular quarterly reporting to include information on specific financial indicators,
expenditures, and conditions. The Ulster County Fund Balance Report was released as the County Legislature
considered changes to the County’s Fund Balance Policy. We recommended updating the County policy to pinpoint
how the Fund Balance is calculated, which type of funds are included along with their classification (i.e., assigned and
unassigned). Additionally, our office recommended a remedy for carrying balances above the upper 10% limit and
how surplus balances should be applied, such as a real property tax cut - to clearly define the conditions warranting
Fund Balance use. The 2020 Fiscal Stress Assessment Report showed Ulster County’s secure financial condition, also
recommending that policymakers ensure future budgets work toward a structurally balanced budget where
recurring revenues support recurring expenditures, and that non-recurring revenue streams such as fund balance
are minimized in future budgets. The Comptroller's office published the second annual Popular Annual Financial
Report, which provides a financial overview for County residents in a more digestible format. Lastly, the 2020 COVID-
19 Impacts Report  daylighted the $5.6 million in discernable COVID expenditures in the prior year and identified areas
for improvement in the allocation and tracking of pandemic response-related costs. 

The County Comptroller’s Office is mandated under the Ulster County Charter to share with the County Legislature,
Executive, and the public through our website, quarterly reports on the financial condition of the County and the
economy. In 2021, we published 4 quarterly reports including one from the fourth quarter of 2020 as well as the first
three quarters of 2021. Over the last year we have streamlined the financial reporting of revenues and expenditures
while we shifted the economic outlook section to include important information such as inflation indicators. 

The Second and Third Quarter Financial Reports identified a large cash balance being held in a checking account and
as a result the Comptroller’s Office recommended that the County review its investment strategy to ensure that we
are maximizing potential profits and income regarding these large cash reserves.

QUARTERLY REPORTS

The Comptroller’s Office produced two sales tax reports in 2021. First, the 2020 Sales Tax Report, was a look back on
sales tax collections and industry categories during the first year of the pandemic in 2020. The second, 2021 Mid-Year
Sales Tax Report provided a mid-year analysis of sales tax collections and industry impacts. The purpose of these
reports is to provide policy makers and taxpayers information on the collections in this single largest revenue
category and the relative impacts on specific industry categories. 

SALES TAX REPORTS

https://comptroller.ulstercountyny.gov/audit-reports/ulster-county-fund-balance-report
https://comptroller.ulstercountyny.gov/audit-reports/ulster-county-comptroller%E2%80%99s-2020-covid-19-impacts-report-0
https://comptroller.ulshttps/comptroller.ulstercountyny.gov/audit-reports/2021-popular-annual-financial-reporttercountyny.gov/audit-reports/2021-popular-annual-financial-report
https://comptroller.ulstercountyny.gov/audit-reports/ulster-county-comptroller%E2%80%99s-2020-covid-19-impacts-report-0
https://comptroller.ulstercountyny.gov/audit-reports/ulster-county-comptroller%E2%80%99s-2020-covid-19-impacts-report-0
https://comptroller.ulstercountyny.gov/audit-reports/2020-sales-tax-report
https://comptroller.ulstercountyny.gov/audit-reports/2020-sales-tax-report
https://comptroller.ulstercountyny.gov/audit-reports/2021-mid-year-sales-tax-report
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OTHER PROGRAMMATIC REPORTS

Throughout the year the Comptroller’s Office tries to address policy issues that may require immediate financial or
programmatic information. The timing and urgency of these reports varies, and the goal is to produce information
that will assist policy makers in their governing roles. In 2021, as the Legislature contemplated approving a new lease
to move the Board of Elections, the lack of a plain English report on owned and leased spaces was making it
challenging for the Legislature to evaluate the proposed lease in the context of other spaces owned and leased by
the County. The Government Facilities and Properties Report included an analysis of all owned and leased spaces,
including the location, lease amounts, lease duration, square footage, and uses. This analysis identified that a
sublease of the OneStop to the NYS Department of Labor had lapsed and that revenues for this sublease were not
being collected. This issue is now on the way to resolution.

The Government Facilities and Properties Report recommended that the County engage in a space utilization study
every five years and share a plain English capital asset report every three years. Leases presented to the Legislature
for contract approval should be presented in as final a form as possible, include square footage, term of the lease, and
potential expenses such as taxes and fit up, a schedule of other properties considered (both privately-owned and
county owned, a short summary of the department needs, and disclosure of ownership and LLC membership of
private lessors to allow for the monitoring of conflicts of interest. The report also recommended that the capital
asset policy be updated as recommended by the outside auditors in the management letters of 2015, 2017, and 2019.
Updating the policy to include capital maintenance inventory would enable the County to prioritize capital projects.

The Comptroller’s Office received requests for information about the County’s expenditures on emergency housing.
Members of the public expressed concern that the County paid a high nightly amount for emergency shelter for
unhoused individuals and families when longer term housing would be less expensive. The Comptroller’s Office
worked with the Department of Social Services on an Emergency Housing Snapshot to provide the public and policy
makers an overview of how much the County spends on emergency housing, the types of emergency housing,
sources of funds for emergency housing, and the number of nights that people may be spending in this type of
shelter.  Much of the funding for emergency housing is not available for long-term housing support.

SIGNIFICANT MEMORANDA
The Comptroller’s Office takes very seriously its responsibility as the Chief Audit Officer for the County and to
prescribe generally accepted government accounting methods for the County as dictated by the Ulster County
Charter §C-57(C), and will issue memoranda throughout the year regarding a variety of County related issues, 
 publishing those that relate to items of public interest. The infusion of the American Rescue Act Plan funding
represents a significantly large one-time infusion of revenue that can be used for a variety of purposes. The
Comptroller issued two Memoranda on accounting for these funds as all municipal governments nationwide worked
to identify appropriate accounting and reporting for these funds. The issues of largest concern to the Comptroller’s
Office were that we 1) identify expenditures as operating or capital based on their actual use and 2) that the County
apply for lost revenue status to improve compliance with the future reporting requirements on these funds.

OTHER PUBLICATIONS
The Comptroller’s Office also offered presentations on housing, survey results for public input on uses of ARPA,
comments on turbid discharges to the lower Esopus, and tax abatement policy recommendations to the IDA all in
2021. Finally, the Comptroller’s Office regularly shares financial, economic, and government accounting news on its
social media so that policy makers, taxpayers and the people of Ulster County have access to a broad range of
information on a timely basis.

https://comptroller.ulstercountyny.gov/audit-reports/2021-ulster-county-government-facilities-properties-report
https://comptroller.ulstercountyny.gov/audit-reports/2021-ulster-county-emergency-housing-snapshot
https://comptroller.ulstercountyny.gov/audit-reports/2021-housing-justice-presentation
https://comptroller.ulstercountyny.gov/audit-reports/comptrollers-american-rescue-plan-survey-results-snapshot
https://comptroller.ulstercountyny.gov/audit-reports/ulster-county-comptroller-gallagher-comments-esopus-turbidity-deis
https://comptroller.ulstercountyny.gov/audit-reports/comptrollers-letter-ucida-housing-utep-recommendations


Ulster County Charter §C-57(A) requires the County Comptroller to submit to the Executive and the Legislature by
April 1st of each year “an annual audit report including a risk assessment.” The Yellow Book, which is the promulgated
standards used by government auditors, states that “[a]udit risk assessment procedures are performed to obtain an
understanding of the (Government Agency’s) and its environment including its internal control to identify and
assess the risks of material misstatement of the financial statements, whether due to fraud or error.”

As a part of our risk assessment process the Comptroller’s Office surveys all departments and administrative units
each year. In light of emerging issues the survey is refined each year to identify potential weaknesses in internal
controls within County operations and to communicate those risks to relevant stakeholders. For example, this year’s
survey contained questions regarding the impact of COVID on County operations, questions about virtual work
arrangements and the supervisory process, and questions about changes in positions that occurred. The surveys are
primarily focused on gathering information that will assist our auditors in examining the internal control
environment within each department and administrative unit. 

In previous years, the Comptroller’s Office interviewed each department face-to-face during the first quarter of the
year. Now, as best practices encourage internal auditors to conduct ongoing continuous risk assessment process,
our interviews will be spread over the balance of 2022. This continuous risk assessment process will enable us to
gather information and evaluate risks as issues arise.

In addition to the survey and interview process, the Comptroller’s Office maintains and evaluates a variety of hard
data items on all the County’s departments and administrative units. These include a numerical analysis of changes
in budgeted revenues and expenditures, a comparison of budget to actual revenues and expenditures, what
proportion of the unit is “county share”, how many invoices and the dollar value of invoices for each department or
unit, the payroll for each department or unit, the number of contracts, the percentage of the overall expenditures
that are contractual for each department or administrative unit.

In additional to performing a numerical analyses, the Comptroller’s Office auditors evaluate several more subjective
factors related to internal control risks including reorganization or leadership changes made, policy changes at the
state or federal level, the volume and complexity of programs managed,  as well as whether there have been payroll,
invoice, procurement card or other claims issues throughout the previous year. These factors are graded and scored,
combined with the numerical analysis and this assists the Office in identifying risks that may merit further
investigation or an audit.

Our risk assessment efforts drive the Comptroller’s Office selection of areas for internal audit each year. As noted
previously, best practices to evaluating internal controls now suggest that risk assessments are performed on a
continual basis, as opposed to a “snapshot in time,” and as the Comptroller’s Office moves to that practice, we will be
making recommendations to align the Charter with best practices moving forward.

2022 RISK ASSESSMENT

9



10



11



12


