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AUDIT OBJECTIVES

Our objectives were to determine whether the
Metropolitan Transportation Authority (1)
accounts for the revenues generated and the
expenses incurred for Nostalgia Train
Program events, and (2) uses revenue from
sources other than ticket sales to fund
Nostalgia Train Program expenses.

AUDIT RESULTS - SUMMARY

The MTA operates the New York Transit
Museum (Museum). The Museum is funded
by private donations, public funding for
cultural and educational activities, and
Museum Store sales. In the Nostalgia Train
Program, which is administered by the
Museum with the support of the New York
City Transit Authority (Transit), vintage
subway cars are periodically placed in
operation as a single train, and members of
the public may purchase tickets to ride on the
train.

We identified significant weaknesses in the
Museum’s internal controls over ticket
revenue for Nostalgia Train excursions. As a
result of these weaknesses, there was no
assurance that all ticket revenue owed to the
Museum is collected and all collected revenue
is deposited into the Museum’s bank account.
Consequently, if some of the revenue were
lost or stolen, it would be difficult for the
Museum to detect the loss of funds. We
recommend significant improvements be
made in the Museum’s internal controls over
this revenue.

We also found the MTA does not fully
account for Nostalgia Train Program
expenses, as it does not account for the
restoration and maintenance costs that are
incurred by Transit for the care of vintage
subway cars for the excursions. We further
determined that Nostalgia Train Program
revenues are not compared with related
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expenses. The net cost of the Program needs
to be known if informed decisions are to be
made by Musuem, Transit and MTA
managers associated with the Program. We
recommend the MTA account (using
estimates as appropriate) for the costs that are
incurred in the implementation of the
Nostalgia Train Program, match these costs
against Program revenues, and provide the
results of this analysis to the MTA Board of
Directors on a regular basis.

We also determined that most of the expenses
incurred in the implementation of the
Nostalgia Train Program events are incurred
by Transit, and these expenses are financed
by Transit’s fare revenues and public funding
for mass transit programs. Transit is not
reimbursed from Nostalgia Train ticket sales
nor from the Museum’s other funding sources
(i.e., private donations, public funding for
cultural and educational activities, and
Museum Store sales). We recommend that
the MTA’s Board decide whether it is
appropriate to use MTA funds to support the
Nostalgia Train Program and whether, and to
what extent, the Museum should reimburse
MTA costs for the Program.

Our report contains six recommendations to
improve controls over the collection and
reporting of revenue and expenses. Officials
generally agreed with our recommendations
and have taken steps to implement changes.

This report dated, August 29, 2007, is
available on our website at:
http://www.osc.state.ny.us. Add or update
your mailing list address by contacting us at:
(518) 474-3271 or

Office of the State Comptroller

Division of State Government Accountability
110 State Street, 11" Floor

Albany, NY 12236
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BACKGROUND

The Metropolitan Transportation Authority
(MTA) provides subway; rail and bus service
in and around New York City, and operates
and maintains seven bridges and two traffic
tunnels in New York City. The MTA
conducts these operations through various
affiliates. One of these affiliates, the New
York City Transit Authority (Transit),
provides subway service in New York City.
Transit operates about 6,200 subway cars
along 26 routes, using 660 miles of track and
468 stations.

The MTA is a public authority that is
governed by a 17-member Board of Directors.
The members are nominated by the Governor
and confirmed by the State Senate. As an
affiliate of the MTA, Transit is governed by
the same Board of Directors. Transit’s
operations are funded by riders’ fares and
public funding.

The mission of the Museum is to collect,
exhibit, interpret, and preserve the history,
sociology, and technology of public
transportation systems; and to conduct
research and educational programs that will
make the Museum’s extensive collection
accessible and meaningful to the broadest
possible audience. The Museum holds and
cares for more than 6,000 artifacts, including
scale models of historic vehicles, uniforms,
tools, signs and signals; as well as an archival
collection of photographs and other fragile
items. These collections are owned by the
MTA. The Museum is housed in an authentic
1936 subway station in Brooklyn Heights and
operates a gallery annex in Grand Central
Terminal that presents changing exhibitions.
Each year more than 359,000 people visit the
Museum.

A not-for-profit group, the Friends of the New
York Transit Museum, raises funds from

public and private sources to help support the
Museum’s  programs. The Muesum’s
operations are also supported by profits from
sales at the Museum Store, as well as
licensing fees charged to manufacturers using
the MTA’s logo on items sold in the store. In
2004, the Museum had an operating budget of
$3.6 million and a full-time staff of 28
employees.

The subway station housing the Museum had
been decommissioned in 1946. However, it
was reopened in 1976 as a temporary exhibit
to commemorate the U.S. Bicentennial. The
exhibit was supposed to close after the
Bicentennial celebration, but it proved to be
so popular that it remained open and
eventually became a permanent museum.
Transit originally operated the Museum, but
the MTA assumed control in the mid 1990s.

Transit owns a total of 88 vintage subway
cars, 20 of which are on display on tracks in
the lower level of the Museum. In addition,
for Transit’s 2004 Centennial celebration, 25
of these vintage cars and two motor units
were restored and put into use by the Museum
and Transit for educational, training and
engineering purposes.

In the Museum’s Nostalgia Train Program,
some of these vintage subway cars are placed
in operation as a single train, and members of
the public may purchase tickets to ride on the
train. The train is staffed with a full crew by
Transit and supervised by Transit’s Rapid
Transit Operations Division. Except for a
two-year renovation period that started in late
2001, the Museum has held Nostalgia Train
excursions since 1979. Between April 18,
2004 and August 21, 2005 (a period of about
16 months), the Museum held eight such
excursions.

In the 2004 and 2005 calendar years, the
Museum reported that revenues from the
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Nostalgia Train Program totaled $23,035 and
$12,110, respectively. Transit reported that
its personal service expenses for these
excursions (i.e., the cost of the crews on the
trains) totaled $31,566 and $20,576,
respectively.

An anonymous letter received by the Office
of the State Comptroller included allegations
that there were weaknesses in the Museum’s
accounting practices and claimed that
latecomers were allowed to purchase tickets
on board the Nostalgia Train, instead of
paying in advance, with no apparent controls
over the resulting revenue.  Our audit
addressed these allegations.

AUDIT FINDINGS AND
RECOMMENDATIONS

Revenue Accountability

Between April 2004 and August 2005, the
Museum held eight Nostalgia Train
excursions. Two of these excursions, which
were held on September 18 and 19, 2004,
were related to Transit’s Centennial
celebration. The admission prices for the two
Centennial excursions were $50 per adult and
$20 per child. The admission prices for the
remaining six excursions were $30 per adult,
$25 for Museum members, and $10 per child.

Tickets are needed for passengers to be
admitted to the excursions. The tickets may
be purchased in advance or on the day of the
excursion. Tickets may be purchased by cash,
check or credit card. The ticket sales for each
excursion are recorded on a Reservation
Detail Report. Receipts are also issued for
each ticket sale. The Museum is responsible
for all ticket sales, revenue collection and
revenue reporting activities.

The Museum reported a total of $35,145 in
ticket sales for the eight excursions held in

2004 and 2005. To determine whether this
was an accurate accounting of sales revenue,
we reviewed the process followed by the
Museum in collecting and reporting revenue
from Nostalgia Train excursions. As part of
our review, we examined the Reservation
Detail Reports, sales receipts, bank
statements, bank deposit slips, and other
relevant records for 2004 and 2005. In
addition, to observe actual ticket and revenue
collection practices, we went on an excursion
that was held on June 17, 2006.

We found significant internal control
weaknesses over the processes for collecting
and reporting revenue. Specifically, it could
not be verified that (1) all the revenue owed to
the Museum for the excursions was in fact
collected and (2) all the revenue that was
collected was in fact deposited into the
Museum’s bank account.

There was no way to verify the collection of
all owed revenue, because the actual number
of passengers on each excursion was not
recorded. In the absence of such a record,
there was no way to determine how many
passengers should have purchased tickets and
how much they should have paid for each
ticket.

If the sales receipts or tickets had been
adequately controlled, the value of sales could
have been determined and verified. However,
neither the sales receipts nor the tickets could
be relied upon because of the following
control weaknesses:

e The sales receipts were not
sequentially numbered and the
Museum did not keep a copy of each
sales receipt that was issued. In the
absence of sequential numbering,
missing receipts could not be
identified. Also, the Museum did
not keep a copy of all receipts.
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e The tickets were not pre-numbered
and a portion of the ticket was not
collected when passengers boarded
the train.

e Tickets sold on the day of the
excursion were not recorded as
sales.

e There were no records of ticket
cancellations or the use of
complimentary tickets.

There was no way to verify that all collected
revenue was deposited into the Museum’s
bank account, because there was no reliable
record of the revenue actually collected for
each excursion. All sales collected were
supposed to be recorded in the Reservation
Detail Reports, but we found that the
information in these reports was not reliable,
for the following reasons:

e The recorded sales information was
not always accurate, as the report
provided for excursions did not
include the amount of tickets sold on
the day of the excursion.

e The information did not always
indicate  whether tickets were
purchased by credit card, check or
cash. As a result, the information
could not be reconciled to the cash
receipts or deposits slips and thus
provide assurance all cash collected
revenue was in fact deposited. For
example, on five of the excursions,
same-day cash sales could not be
verified because the Reservation
Detail Reports did not disclose
which passengers paid cash (and
their names were not noted on the
sales receipts that were given to
cash-paying customers).

As a result of these weaknesses in the
Museum’s internal controls over Nostalgia
Train revenue, if some of the revenue were
lost or stolen, it would be difficult for the
Museum to detect the loss of funds through
routine reconciliation of collection records to
bank deposit records.

In this basic financial procedure, bank deposit
records are compared against revenue
collection records to ensure that collections
are in fact deposited into the appropriate
accounts. We performed such reconciliations
as part of our audit and identified a
discrepancy that that should have been
investigated and resolved by the Museum.
According to the Reservation Detail Report
for the excursion of August 21, 2005, the
Museum collected $1,610. However, the
Museum’s bank records indicate that the
deposits from that excursion totaled only
$1,495. Museum employees should have
identified and investigated the discrepancy.

To enable the Museum to better protect its
funds, we recommend the MTA regularly
perform revenue reconciliations for the
Nostalgia Train Program. To make these
reconciliations as effective as possible, we
recommend the Museum maintain reliable
records showing the amount of revenue
actually collected for each excursion. This
record could then be compared to the bank
deposits to ensure that all collected revenue
was in fact deposited. To further promote
revenue accountability, we recommend the
Museum maintain, for each excursion, a
record showing how many passengers
purchased tickets and how much they should
have paid for each ticket. This record could
then be compared to the record of revenue
collections to ensure that all excursion
revenue owed to the Museum was in fact
collected.
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We note that some of the records needed for
proper revenue control are created, but not
retained, by the Museum. For example, for
each Nostalgia Train excursion, the Museum
creates a list of the people who have
purchased advance tickets. A Museum
employee then checks the names as the
passengers board the train. However, the list
is discarded after the excursion. These lists
could be used in determining how much
revenue should have been collected for each
excursion.  The Museum does not have
formal record-retention requirements. We
recommend such requirements be developed.

Recommendations

1. Maintain reliable records showing the
amount of revenue actually collected for
each Nostalgia Train excursion, and
compare this record to the related bank
deposits to ensure that all collected
revenue was in fact deposited.

(MTA officials replied to our draft report
that accurate records of revenue for
Nostalgia  Train excursions are
maintained. They indicated that each
Museum  program is tracked and
accounted for separately but, at the bank’s
request, all revenues are deposited weekly
as a lump sum.)

Auditor’s Comment:  For the period
covered by our audit, Museum officials
did not maintain records that provided
assurance that all revenues collected were
reported, recorded and deposited in the
bank. The absence of key controls such as
pre-numbered tickets, properly prepared
receipts for cash received on the date of
the excursion, or an accurate count of the
number of passengers resulted in a
condition where all revenues, especially
cash, are not accounted for. We are
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pleased that Museum officials report
improvements are in place.

2. For each Nostalgia Train excursion,

maintain a record showing how many
passengers purchased tickets and how
much they should have paid for each
ticket, and compare this record to the
record of revenue collections to ensure
that all excursion revenue owed to the
Museum was in fact collected.

(MTA officials responded to our draft
report that records for paid tickets and
“comps” are maintained and are matched
with revenue collected at the conclusion
of the excursion.)

Auditor’s Comments: The documents
examined during our audit did not support
that records were maintained for all
tickets. For example, there was no record
of the number of complementary tickets
issued for any of the excursions during
our audit. In addition, the Museum did
not always keep a copy of all receipts
issued on the day of the excursion or the
number of tickets sold. As a result, there
was no record that could be used to verify
that all revenue was collected and
recorded. We are pleased that MTA
officials report improvements are in place.

3. Develop formal retention requirements for
the records that are needed in the
verification of Nostalgia Train revenue.

(MTA officials responded and indicated
there is a record retention requirement.)

Other Revenue Controls

Four of the Museum’s 28 employees are
responsible for activities related to the
collection and reporting of Nostalgia Train

revenue. To help ensure that such
E = E B
Page 6 of 19



R = E =
responsibilities are performed properly,
management should develop appropriate
written policies and procedures, and provide
appropriate training. However, we found that
neither Museum nor MTA management has
developed such policies and procedures. As a
result, revenue collection and reporting
activities are less likely to be performed in an
appropriate manner.

In addition, while the four employees were
trained in the use of a reservation program for
recording Nostalgia Train ticket sales that was
placed in service in 2003, the training was
provided several months before the program
was operational. As a result, the employees
told us they found it difficult to recall all of
the specific procedures they were supposed to
follow and are still struggling to learn how to
use the program. In addition, just one copy of
the program’s manual is available for the four
employees. We recommend the training be
repeated and additional copies of the manual
be provided.

No one employee should have sole control
over a financial transaction from beginning to
end. For example, the same employee should
not make reservations for Nostalgia Train
excursions, collect payment for the tickets,
and reconcile the payments against the
reservations.  Rather, these responsibilities
should be separated among at least two
employees. If these responsibilities are not
adequately  separated among different
employees, errors and thefts are less likely to
be detected.

However, we found that the same Museum
employee may have complete control over all
revenue-related transactions for Nostalgia
Train excursions. Museum officials indicated
that it can be difficult to separate these duties
among the Museum’s small number of staff.
We recognize that a complete separation of
duties may not always be achievable. In these
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instances, key duties should be separated to
the extent possible.

According to the Museum’s operations
manual, each department is responsible for its
money and must keep accurate financial
records. The manual also states that revenue
should be processed and turned over to the
Chief Administrative Officer on a daily basis,
with a copy of all checks and other proof of
payments attached. We found that these
requirements are not met for Nostalgia Train
as revenue was turned over to the Chief
Administrative Officer weekly rather than
daily.

We also found that credit card sales receipts,
including complete account numbers, the
expiration date, and the card holder’s name -
all of which could facilitate misuse of the
account - were kept in an unlocked desk
drawer. These items should be kept in a
secure location to prevent theft or loss.

Recommendation

4. Improve controls over Nostalgia Train
revenue and related documents by:

e developing specific written policies
and procedures for the collection and
reporting of the revenue;

e repeating the reservation program
training and providing employees with
additional copies of the reservation
program manual;

e ensuring that no one employee has
complete control over revenue
transactions;

e ensuring that the revenue is
transmitted to the Museum’s Chief
Administrative Officer on a daily
basis; and
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e ensuring that credit card information
from ticket sales is stored in a secure
location.

(MTA officials replied to our draft report
that a review and updating of all Museum
policies is expected to be completed by
mid-2007. They also indicated that staff
are retrained each time the software
system used for all reservations, group
visits, and statistical recordkeeping is
upgraded.)

Auditor’s Comment: We acknowledge
MTA efforts to retrain staff when the
software system is upgraded. This was
not always evident during our field work.

Nostalgia Train Program Expenses and
Funding

The Nostalgia Train Program is administered
by the Museum with the support of Transit.
The Museum schedules, publicizes, sells
tickets and provides guides for the excursions,
while Transit restores, maintains, prepares
and operates the vintage subway cars used in
the excursions.

Certain costs are incurred in the
implementation of the Nostalgia Train
Program, by both the Museum and Transit. If
the managers associated with the Program - at
the Museum, Transit and the MTA at large -
are to be able to make informed decisions
about the Program, they need to know what
these costs are. Such cost accounting is
generally recognized to be an important part
of any program of sound financial
management practices.

However, we found that the MTA does not
attempt to account for the costs of the
Nostalgia Train Program. Some of the costs
are tracked on a piecemeal basis by Transit,
but there is no attempt to account for all
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Program costs, either on an annual basis or an
excursion-by-excursion basis.

The Museum does not attempt to account for
any its Nostalgia Train Program costs. These
costs, which are mainly personal service
costs, are not accounted for separately from
other Museum costs.

Transit’s Nostalgia Train Program costs are
incurred by two Divisions: the Rapid Transit
Operations Division and the Car Equipment
Division. The Rapid Transit Operations
Division operates the vintage trains on the
excursions, while the Car Equipment Division
restores the vintage cars, maintains the cars so
that they are in good working order, and
prepares the cars for each excursion.

The Rapid Transit Operations Division
maintains records accounting for its Nostalgia
Train Program costs, which are generally
payroll costs. According to these records, in
2004 and 2005, the costs totaled $52,142.
However, the Car Equipment Division
maintains no such records. The Car
Equipment Division does maintain records
accounting for the total costs incurred on the
88 vintage subway cars and two vintage
motor units (these costs totaled $598,187 for
the three years ended April 30, 2006), but the
records do not show these costs by individual
subway car or individual excursion.

(Transit officials replied to our draft report
that it would be difficult to maintain “car
specific” detailed information for the vintage
cars. They indicated the benefits are off-set
by the expense to record the information.)

Auditor’s Comment: We acknowledge the
difficulty and propose that they develop an
estimate of the costs that can be used to arrive
at the cost for the Nostalgia Train Program.
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We note that the Rapid Transit Operations
Division set up a reimbursable account for its
Nostalgia Train Program costs and has
regularly billed the Museum for those costs.
As of February 28, 2006, the Division had
billed the Museum a total of $500,454 for the
period January 2000 to February 2006.
However, the Division has not been
reimbursed by the Museum for any of these
costs. The reimbursable account was
established in accordance with a prospective
Memorandum of Understanding between
Transit and the Museum stating that Transit
would bill the Museum on a monthly basis for
labor, material and other charges; and the
MTA would pay Transit, by check, from the
Museum’s  account. However, the
Memorandum was never signed because the
services provided by Transit in support of the
Nostalgia Train Program are considered by
MTA officials to be “in-kind” services, and
thus, not reimbursable.

In addition, Transit officials told us that the
costs of maintaining and repairing the vintage
cars used in Nostalgia Train excursions are
immaterial when compared with the overall
cost of maintaining Transit’s entire fleet. For
this reason, they believe it would not be
worthwhile to account for those costs
separately. They further stated that the Car
Equipment Division is committed to
maintaining and refurbishing all the vintage
cars, regardless of their intended use.

Officials from MTA Corporate Affairs and
Communication,  which  oversees the
Museum’s operations, stated that they do not
identify the costs associated with the
Nostalgia Train Program because the Museum
is operated for its historical and educational
value. They added that the Museum does not
have to generate income to cover its costs.

Museum officials stated that they do not
maintain information on the Nostalgia Train

Program expenses because being a “profit
center” was not part of the Museum’s
mission, which emphasizes public relations,
goodwill and educational benefits. Museum
officials further stated that the MTA Board of
Directors made the decision to operate the
Museum, including the Nostalgia Train
Program, for its educational value and to
preserve the history of the transit system, not
to generate revenue. They pointed out that
museums generally operate at a loss, and that
their facility is not expected to be profitable.

Regardless of whether the cost to support the
Nostalgia Train Program should be fully
supported from the Museum’s revenue
sources, management should maintain
information of the total cost and total
reimbursement for the program. Such
information  provides accountability and
facilitates  decision-making  about the
Program. Presently MTA management lacks
such information though all indications are
that the cost to support the Nostalgia Train
Program far exceeds the sales revenue
generated by the Program.

Moreover, while Museum officials indicated
that the MTA Board of Directors has
authorized the current funding arrangement
for the Nostalgia Train Program, they
provided no documentation of this
authorization. Also, MTA Corporate Affairs
and Communication Office could provide no
evidence showing that the MTA Board has
been made aware of the total costs of the
Nostalgia Train Program, including the
$500,454 in costs that have been incurred by
the Rapid Transit Operations Division and the
other as yet unidentified costs that have been
incurred by the Car Equipment Division.

We recommend the MTA fully account for
the costs that are incurred in the
implementation of the Nostalgia Train
Program, match these costs against Program
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revenues, and provide the results of this
analysis to the MTA Board of Directors on a
regular basis. We further recommend that the
MTA Board of Directors re-evaluate the
MTA funds used to support the Nostalgia
Train Program, and determine whether
Transit should be reimbursed by the Museum
for the work it performs in support of the
Program.

Recommendations

5. Fully account for the costs that are
incurred in the implementation of the
Nostalgia Train Program events, match
these costs against Program revenues, and
provide the results of this analysis to the
MTA Board of Directors on a regular
basis.

(Transit officials replied to our draft
report that they do not agree with our
conclusions regarding their recordkeeping
for work performed on the vintage cars.
They added that the benefits of obtaining
detailed “car specific” information is more
than off-set by the expense to capture such
data.)

Auditor’s Comments: We acknowledge
Transit’s position regarding the efforts
needed to obtain “car specific”
information and, propose that in lieu of
detailed information the Car Equipment
Division provide an estimate of the costs
for maintaining vintage cars that could be
used to complete the cost for the Nostalgia
Train Program.

6. Obtain and document the MTA Board’s
decision on the use of funds to support the
Nostalgia Train Program, and on
reimbursement by the Museum for the
work the MTA performs in support of the
Program.
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(In responding to this matter, MTA officials
provided comments given during audit field
work. These comments indicate that program
elements are discussed with the Board during
the Annual budget process. However, they
added that it may be unrealistic to suggest the
Board needs to approve each program aspect
of entry operations.)

AUDIT SCOPE AND METHODOLOGY

We audited selected financial management
practices of the MTA relating to the Nostalgia
Train Program.  Our performance audit
covered the period January 1, 2004 through
June 20, 2006. To accomplish our objectives,
we interviewed officials and reviewed records
at the MTA, Transit and the Museum. In
particular, we reviewed records relating to (a)
the revenue generated by Nostalgia Train
excursions and (b) the expenses incurred by
the Museum and Transit in their
administration and support of the excursions.
We conducted our audit in accordance with
generally accepted government auditing
standards.

In addition to being the State Auditor, the
Comptroller  performs  certain  other
constitutionally and statutorily mandated
duties as the chief fiscal officer of New York
State. These include operating the State’s
accounting system; preparing the State’s
financial statements; and approving State
contracts, refunds, and other payments. In
addition, the Comptroller appoints members
to certain boards, commissions and public
authorities, some of whom have minority
voting rights. These duties may be
considered management  functions  for
purposes of evaluating organizational
independence under generally accepted
government auditing standards. In our
opinion, these functions do not affect our
ability to conduct independent audits of
program performance.
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AUTHORITY

This audit was performed pursuant to the
State Comptroller’s authority as set forth in
Article X, Section 5 of the State Constitution
and Section 1276-a of the Public Authorities
Law.

REPORTING REQUIREMENTS

A draft copy of this report was provided to
MTA, Transit and Museum officials for their
review and comment. Their comments have
been considered in preparing this final audit
report, and are included as Appendix A.

Within 90 days after final release of this
report, as required by Section 170 of the
Executive Law, the Chairman of the
Metropolitan Transportation Authority shall
report to the Governor, the State Comptroller
and the leaders of the Legislature and fiscal
committees, advising what steps were taken to
implement the recommendations contained
herein, and where recommendations were not
implemented, the reasons therefor.

CONTRIBUTORS TO THE REPORT

Major contributors to this report were Carmen
Maldonado, Robert Mehrhoff, Santo Rendon,
Lesley Padmore, Claude Volcy, Dino Jean-
Pierre, Marticia Madory and Dana Newhouse.
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