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Conclusions

Macias Consulting Group, Inc.

The current County of San Diego Tax-Treasurer Collector
faces many challenges to efficiently and effectively process
refunds for property tax overpaymenis. While TTC staff work
very hard and diligently, the tax refund for overpayment
process needs enhanced development to consistently ensure
that refunds for overpayments reach the rightful owner. While
process controls regarding segregation of duties, account
segregation, and user access are adequate, other process
limitations remnain related to information sharing, user
documentation, and training. In other areas, system
enhancements limitations need to be addressed for effective
functioning of the TTC Office. These needs include, among
other things, better workflow transparency, the ability to
record partial payments, and the ability to record payments
against individual parcel numbers. Meeting these needs,
however, requires the assistance of other County Departments,
such as the Assessor’s Office and the Auditor & Controller’s
Office. The County should take steps to ensure this -
coordination takes place, especially during the current
development of a new County Property Tax system.

The Treasurer-Tax Collector is successfully returning
unclaimed money from property tax payments 1o their rightful
owner. While these funds were eligible for escheatment, the
Treasurer-Tax Collector opted to implement other methods
that belped identify property owners who failed to retum
original claim forms and others that previously could not be
found. This action allowed the County to avoid the last course
of action of escheatment reporting and returned money that
had been long overdue to individuals and organizations.
Nevertheless, even escheatment processes administered by the
TTC Office could benefit from uniform and consistent
research on eligible escheatment items.

Examining how processes fit into the overall organizational
functioning of the TTC is critical to strengthening operations.
The new Treasurer-Tax Collector has business planning efforts
underway and will need other strategic planning and
organizational analysis to help revamp how services delivery 18
provided, and to ensure that lower level changes complement
any new overall mission functioning. Many TTC
improvements will require coordination between the Auditor
& Controller and the Assessor functions and greater teamwork
in providing exceptional customer service.
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Recommendations

Macias Consulling Group, Inc.

As a result of our analysis, we recommend the County of San
Diego Treasurer-Tax Collector implement the
recommendations that follow within the next twelve months:

1.

Conduct a review of the Treasurer-Tax Collector
organization’s long-term strategies and supporling
structure to identify innovations to improve customer
service and the timely and effective processing of tax-
related transactions (e.g., mortgage company point of
contact, public education team, cross-training between
functions).

Determine total processes cycle time and address
problems contributing to any process delays (e.g., hire
Accounting staff to permanently address accounting
processes backlog, train staff to reduce data entry
errors and to better provide custormer service, expedite
Property Tax Services processing).

Fill Accounting vacant positions to address current
backlog.

Draft and adopt policies and procedures for the Tax
Refund for Overpayment and Escheatment processes to
include:

o Requirements for transactions supporting
documentation and retention;

o Protocol for research attempts to identify a
refund recipient; and

o Communication protocols.

Draft a Research Guideline for Financial Division staff
that identifies a sequence for use of source data, due
diligence, and documentation of research efforts.

Develop procedures for carrying out research efforts
for the 2005 list of items pending escheatment to
include third party review to assure these procedures
have been followed.

Draft a Trust Refund system user manual that includes
instruction on data entry, research capabilities to
identify the best and most recent address for the
recipient, and report generation functionality.

Require staff to read and sign off on the policies and
procedures, research guideline, and user manual to

21 County of San Diego
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10.

11.

acknowledge receipt and understanding.

Provide training to all staff on the policies and
procedures, guideline, and user manual and post this
documentation on the Treasurer-Tax Collector’s
[ntranet.

Record appropriate account adjustments to write-off
unidentifiable account variances.

Conduct a review of Trust Refund system reports to
determine whether reports meet user needs and to identify
formatting enhancements to beiter their usefulness and to
best identify the refund recipient.

Formalize policy and procedures for IT project
management and oversight prior to initiation of new
Treasurer database project planned for implementation
in 2008. This policy and procedures should include:

o Change Control
Cost Control

Risk Management
Budget Control
Schedule Control

0000

Conduct a review of the State of California and other
jurisdiction practices, and of pertinent law and regulations to
determine the feasibility of San Diego County’s retention
and processing of all checks received regardless of check
dollar values, and to accept an overpayment of tax and hold
that amount as a credit toward the next year’s amount due.

San Diego County

1.

In addition to the recommendations listed above, we
recommend that applicable County agencies,
management and staff work in concert with the TTC to
ensure that TTC required functionality is included
within the scope of the County’s planned 2008 system
replacement project.

Functionality needs include:

o Audit trail of transactions for each record;
Recording of a single refund against multiple
parcel numbers and multiple refunds against a
single parcel number,

Record imaging;

Recording partial payments;

Recognition of duplicate or triplicate payments;
Read only access to banking institution data to

o

0000
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Agency
Comments

MCG Contact

Contributors

Macias Consuiting Group, Inc.

verify account balances;

o Bar code technology,

o Screen display enhancements and display of
summary data;

o Expanded workflow functionality;

o Adoption of a single and consistent transaction-
numbering scheme;

o Tax bill enhancement; and

o Access to the mainframe transaction-coding
sheet.

We received comments on a drafl of this report from the
Treasurer-Tax Collector’s Office. The TTC Office concurred
with our findings. Where appropriate, technical comments
provided by the TTC were incorporated in this report.

Denise D. Callahan, Director, 916.779.3520

In addition to the person named above, Carolyn Borden was
the lead manager for this review. Other contributors were
Greta Bernard, Greg Matayoshi, and Aaron Renfro.

MCG would like to thank TTC management and staff for their
assistance, cooperation, and coordination efforts undertaken to
complete this review within agreed upon timeframes.
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Appendix I: California Law Governing Tax Refund and
Escheatment Processes

A list of California Law, which govemns the tax refund for overpayment and escheatment processes,
follows. The list presents applicable code and a brief description of code content.

| Tax Refund for Overpayment Process

Section

Deseription

Revenue and Taxation Code | 401 Requires Assessor to assess all property at its full
value.

Revenue and Taxation Code | 619 Defines Assessor notification to the assessee of
property value and corresponding tax changes.

Revenue and Taxation Code | 2635 Requires the tax collector send a notice of
overpayment to the taxpayer if the amount paid
exceeds the amount due by more than ten dollars.

Revenue and Taxation Code | 5096 - 5107 | Defines when a tax refund for overpayment is due
and the requirements to claim the refund.

Revenue and Taxation Code | 6902.3 Provides for a tax refund for overpayment if a claim
is filed within three years of the overpayment date,

Government Code 29802 Voids checks not cashed after six months.

Escheatment Process

Code Section Description

Govemment Code 50052-5057 Defines how a party may file a claim for unclaimed
monies from the Treasurer.

Code of Civil Procedure 1311 Details requirement to provide Treasurer notice

when unclaimed monies are transmitted for deposit
in the County general fund.

All

Section

Description

Govemment Code 29320 Defines the responsibilities of the Officer of the
County.
Govemment Code 24000 Lists position titles considered officers of a county.

Macias Consulting Group, Inc.
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AEEendix II: Sources to Research Payee Data

Table A.1 below presents research sources utilized to identify the correct addresses and individuals to
whom to issue tax refunds for overpayment. The table also notes the frequency for which that source
was referenced within the 31 sampled records awaiting escheatment. As the results show, TTC
primarily relies on the Assessor’s system, Department of Motor Vehicle databases, and TTC mainframe
systems.

Table A.1: Frequency of Data Sysiems Used by the TTC Financial Division to [ind Recipients of Property Tax

Overpoyment Refunds

Data Source Description Frequency
of Use

AS01 Assessor secured property lookup 2
AS08 Assessor parcel search ‘ 5
PA02/04 Assessor parce} search’ 5
STOS TTC Mainframe, Secured Tax 17
STIN Assessor name search” 21
ST1S Assessor address search” 1
TRDS TTC Mainframe, Defaulted Subsystem 2
TRTH TTC Mainframe, Transaction History 17
TRUS TTC Mainframe, Unsecured Subsystem 2
US01 TTC Mainframe, Unsecured Subsystem 1
DMV Department of Motor Vehicles Online name lookup 20
Internet Google Search, Yahoo Directory 3
Payment Check Check images from Legato 2
Real estate roll County of San Diego Tax Roll 4
Sec of State Secretary of State California Business Portal 2
Telephone Directory | Current SD County White Pages 4

2 [Jse of data source does not involve direct access to the County Assessor database.
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AEEendix III: TTC Processes Suggested ImErovements

TTC management and staff identified improvement to the tax refund for overpayment and escheatment
processes. We present slaff suggestions below and provide our analysis of the feasibility of each
suggestion.

Organization Strategic Planning
»  Conduct a review of the Treasurer-Tax Collector organization long-term strategies and
supporting structure to identify innovations to improve customer service and the timely and

effective processing of tax-related transactions (e.g., mortgage company point of contact, public
education team, cross-training between functions).

MCG Analysis: Concur.

Policies/Procedures, User Manuals, and Training

« Have Managers or Assistant Managers identify staff making data entry and other transaction
errors and what errors are occurring, and provide training.

MCG Analysis: Concur. Training using draft process policies and procedures as well as system
user manuals should occur. This training should help reduce error rates.

. Provide Information Division staff with training to improve call momitoring and the correct
redirection of phone calls.

MCG Analysis: Concur. Training using draft process policies and procedures as well as system
user manuals should occur. This training should help improve Information Division processes.

»  Cross-train TTC employees so employees are not in a single task job and working in silo teams.
MCG Analysis: Concur. Training using draft process policies and procedures as well as system
user manuals should occur. Cross training should be evaluated in the context of an
organizational review.

Staffing

. Hire Accounting staff to reduce Accounting data entry backlog.

MCG Analysis: Concur. The TTC Accounting office has several positions that remain unfilled.

Macias Caonsuiting Group, inc. 26 Counly of San Diego
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Policy

»  Conduct an analysis of the State of California and other jurisdiction laws and regulations to
determine the feasibility of San Diego County’s retention and processing of all property tax
payments received regardless of their dollar value, and to accept an overpayment of tax and hold
that amount as a credit toward the next year’s amount due.

MCG Analysis: Concur. The County’s current practice to accept as a partial payment or return
checks lo the property owner, which is dependent upon the check’s dollar value, creates
exception processing for TTC, which is labor intensive. Recognition of the partial payment
within the system would alleviate much of this workload. TTC should include this functionality
in the planned 2008 system replacement project. In addition, the TTC should consider
purchasing a database that maintains a ten-year history of residency.

System Enhancements

- Implement system functionality that would provide for the recording of a single refund against
multiple parcel numbers and multiple refunds against a single parcel number.

MCG Analysis: Concur. TTC should include this functionality in the planned 2008 system
replacement project.

« Image hard copy files to facilitate transaction research efforts.

MCG Analysis: Concur. Afler two years, current transaction documentation is maintained in
offsite storage per County retention policies, but the TTC office needs immediate access to this
documentation for at least five years for escheatment research purposes. TTC should include
this functionality in the planned 2008 system replacement project.

. Add a system flag noting that the taxpayer made an attempt to pay the amount due (e.g., partial
payment was received and rejected).

MCG Analysis: Concur. At a minimum, the system should indcate that a partial payment was
received so that TTC staff is alerted that a payment may have been deposited. TTC should
include this functionality in the planned 2008 system replacement project.

- Improve system reports to assist in the identification of records.

MCG Analysis: Concur. System reports lack standard formatting allowing the user to easily
recognize report content and identify records. TTC should include this functionality in the
planned 2008 system replacement project.

- Provide an audit trail of transactions for each record.

MCG Analysis: Concur. TTC should include this functionality in the planned 2008 system
replacement project.
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Provide Financial Division staff with automated workflow and transaction tracking capability
(e.g., automate a manual tickler file used to determine when the 30 day deposit hold has expired
and a refund may be issued). Provide automatic notifications when an online approval is
required.

MCG Analysis: Concur. TTC should include this functionality in the planned 2008 system
replacement project.

- Change the format for the tax bill to more clearly identify what amount is due and the timing
and calculation of penalties for late payments (e.g., credit card statement format).

MCG Analysis: Concur. TTC Financial Division staff reported that many payment errors could
be attributed 1o the current format and presentation of the tax bills. TTC should include this
functionality in the planned 2008 system replacement project.

- Provide staff with read only access (o the mainframe transaction-coding sheet.

MCG Analysis: Concur. Staff utilizes manual processes 1o research transactions; access to
online transaction information would facilitate more expeditious transaction processing. TTC
should include this functionality in the planned 2008 system replacement project.

«  Provide read only access to Bank of America financial systems to provide more immediate
information on whether a debit memo has cleared, allowing check issue. Staff noted that current
practice is to wait 30 days for the bank to process a debit memo prior to issuing the
corresponding refund check and customers are unhappy with the refund delay.

MCG Analysis: Concur. TTC should review this functionality for possible inclusion in the
planned 2008 system replacement project.

. Provide bar code technology to facilitate Accounting batch processing (e.g., the ability to scan
check remittance stub bar coded information for the purpose of locating a record).

MCG Analysis: Concur. TTC should review this functionality for possible inclusion in the
planned 2008 systemn replacement project.

Customer Service

+ Dedicate one individual in the Financial Division to work with morigage companies to help the
companies updale their procedures to include communication protocols with the County.

MCG Analysis: Special staff assignments should be evaluated in the context of an
organizational review.

« Dedicate a team of employees to provide education, enhance communication, and improve
customer service to title companies and other process stakeholders.

Macias Consulting Group, Inc. 28 County of San Diego
Treasurer-Tax Collector's Office



MCG Analysis: Creation of special teams should be gvaluated in the context of an
organizational review. Subsequent implementation methods should be considered upon possible
future reorganization of customer service activities.

. Identify solution and related improvements to address current practice of mortgage companies
of referring customer inquiries on praperty tax questions to TTC Financial Division staff.

MCG Analysis: Concur. This issue should be examined if the TTC opts to revamp its customer
service activities.

Otber Improvements

. Provide Financial Division staff with a monthly reconciliation of Trust Accounts for their use in
reviewing account balances prior to record closure.

MCG Analysis: Concur.

« Institute a cost recovery program to charge mortgage companies for special services provided
such as research.

MCG Analysis: This issue should be examined by evaluating costs and benefits if the TTC opts
to revamp its customer service activities.

»  Investigate whether the County is successfully collecting returned check fees for records that
remain open for an extended period. It is not clear to Financial Division staff that these amounts
are being collected.

MCG Analysis: Concur. A review is warranted to validate this issue.

+  Color code correspondence and return envelopes for transmittal of trust account notification
letters.

MCG Analysis: Concur. Property tax overpayment refunds are sent using the same white
colored envelopes used for the receipt of all property tax payments. TTC staff explained that
returned checks could be more quickly identified and forwarded to the correct staff for
processing if different color envelopes could be used.
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