.

SAN ANTomo\,

re

CITY OF SAN ANTONIO

P.O. Box 839966
SAN ANTONIO TEXAS 78283-3966

November 4, 2024

Ron Nirenberg Sukh Kaur Jalen McKee-Rodriguez
Mayor Councilwoman, District 1 Councilman, District 2
Phyllis Viagran Dr. Adriana Rocha Garcia Teri Castillo
Councilwoman, District 3 Councilwoman, District 4 Councilwoman, District 5
Melissa Cabello Havrda Marina Alderete Gavito Manny Pelaez
Councilwoman, District 6 Councilwoman, District 7 Councilman, District 8
John Courage Marc Whyte

Councilman, District 9 Councilman, District 10

SUBJECT: Audit Report of Public Works Department Communication and Outreach

Mayor and Council Members:

We are pleased to send you the final report of the Public Works Department Communication
and Outreach Audit. This audit began in November 2023 and concluded with an exit meeting
with department management in October 2024. Management's verbatim response is
included in Appendix B of the report. The Public Works Department management and staff
should be commended for their cooperation and assistance during this audit.

The Office of the City Auditor is available to discuss this report with you individually at your
convenience.

Respectfully Submitted,
. on bet\q\'(‘ £

Layin M“A
Kevin W. Barthold, CPA, CIA, CISA

City Auditor
City of San Antonio
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Ben Gorzell, Chief Financial Officer

Razi Hosseini, Director/City Engineer
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Judy Trevifio, Audit Committee Member
Philip M. Harris, Audit Committee Member



CITY OF SAN ANTONIO
OFFICE OF THE CITY AUDITOR

PUBLIC WORKS DEPARTMENT

AUDIT OF COMMUNICATION AND OUTREACH
PROJECT NO. AU24-035

NOVEMBER 4, 2024

KEVIN W. BARTHOLD, CPA, CIA, CISA
CITY AUDITOR



Audit of Public Works Department
Communication and Outreach

Table of Contents

Table Of CONTENES ... e e e e e e e e e e e e e e e e eeennnnnnns 1
EXECULIVE SUMMAIY ...ttt e e e e e e e e e e e e e e e e e e e e eennna e eaeeas 2
BACKGIOUNG ..ottt 3
Audit Scope and MethodolOogy ..........coooiiiiiiiiiiiii 4
Audit Results and RecommENdatioNsS..........coooiiiiiiiiiii e 5

A. Inconsistent Project CommuNICatioN ...........ooooiiiiiiiiieee 5

B. Citizen Complaints and ReSOIULION..........cooi i 6
Appendix A — Staff Acknowledgement.............oooiii i 8
Appendix B — Management RESPONSE ......cccoiiiiiiiiiiiieee e e e e e e e e e ee e e e eeas 9

) OFFICE OF THE CITY AUDITOR 1



Audit of Public Works Department
Communication and Outreach

Executive Summary

As part of our annual Audit Plan approved by City Council, we conducted an audit of Public
Works Department (PW), specifically the public communication and outreach process. The audit
objective, conclusions, and recommendations follow:

Determine if resident and business communications regarding Public Works projects are
adequate, timely and citizen feedback is addressed.

Short term project communication efforts were adequate and timely. PW adequately provided
notice to stakeholders prior to project initiation with informational fliers. In addition, long term
project design phase meetings were conducted and stakeholder concerns were addressed.

However, opportunities for improvement were identified. We identified long term projects that
had inconsistent communication efforts. Additionally, citizen complaints received by City Council
staff and their resolution are currently not logged in the 311 system for tracking.

We provided recommendations to management to strengthen controls and resolve identified
issues. PW management agreed with the audit findings and has developed positive action plans
to address them. Management’s verbatim response is in Appendix B on page 9.
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Audit of Public Works Department
Communication and Outreach

Background

Public Works (PW) Department oversees and directs the development and maintenance of the
publicly owned infrastructure of the City of San Antonio. Furthermore, PW’s department goals
include providing effective communication to citizens/businesses as well as accurate and timely
responses to stakeholder requests. Stakeholder requests generally occur during a public
meeting forum or via calls to 311 or council representatives and are followed up by PW staff
either individually or with another public meeting to discuss project changes.

To accomplish their goal, PW’s Communications and Engagement Team manages all forms of
mass communication with the public about department projects and activities. The
Communications and Engagement Team’s focus is to strategically communicate accurate
information to San Antonio residents and other relevant stakeholders to keep them informed on
projects and initiatives that will affect their daily routines. Additionally, the Communications and
Engagement Team works closely with Capital Project Officers (CPQO's) regarding direct
communications to project stakeholders.

CPOQO’s are responsible for managing project stakeholder communications. They prepare and
disseminate information to residents, businesses, and City officials concerning upcoming or
current projects. CPO’s are the primary staff assigned to ensure that affected citizens are
informed and updated about PW project plans, status updates, and resolve relevant issues and
complaints as they arise. CPQO’s are assigned to various divisions and work under the project
management team for each project they are assigned to. Currently, there are 15 CPQO’s assigned
to PW. Furthermore, to allow for more immediate communication to stakeholders, PW launched
online project dashboards in February 2024. The dashboards provide project information such
as project area, budget, phase, contact information and up to date construction start and end
dates.

The frequency and type of stakeholder communication is dependent upon a number of factors
including public interest and project budget. However, the length of time a stakeholder will be
impacted is a primary driver for the communication measures taken. Long-term projects are
those that will impact stakeholders for more than one year and include public meetings (mainly
in the design phase), along with social media updates, email updates, door hangers, flyers,
mailers, and face-to-face communication. Short-term projects last less than one year and are
generally limited to door hangers, flyers, signs, and face-to-face communication.

Between October 2022 and June 2024, Public Works managed 359 projects and infrastructure
programs with a total budget of approximately $2.4 billion.
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Audit of Public Works Department
Communication and Outreach

Audit Scope and Methodology

The audit scope covered active projects from October 2022 through May 2024. It included
compliance with Public Works (PW) policies and procedures, communication efforts with
resident and business stakeholders, and review and effectiveness of 311 and City Council liaison
complaint resolution process.

We interviewed PW management and staff to obtain an understanding over project
communication efforts with resident and business stakeholders. We also interviewed City
Council liaison staff to obtain an understanding of how complaints and feedback are tracked and
resolved. The primary criteria for this audit included PW’s policies and procedures for the project
communications process.

We assessed internal controls relevant to the audit objective. This included a review of policies
and procedures, system generated reports, and supporting documentation. In addition, as part
of our testing procedures we examined the following areas:
e Confirmed public meeting announcements and project signage included accurate Capital
Project Officer information,
e Verified stakeholder feedback received during the design phase was documented and
adequately addressed,
e Determined if stakeholder communication efforts (both prior to construction
commencement and once behind schedule) were adequate,
e Confirmed citizen complaints received via 311 and City Council liaison staff were resolved
timely.

We relied on computer-processed data in the 311 system to obtain citizen complaints and the
resolution of those complaints. Our reliance was based on performing direct tests on the data
rather than evaluating the system’s general and application controls. We do not believe that the
absence of testing general and application controls had an effect on the results of our audit.

We conducted this performance audit in accordance with generally accepted government
auditing standards. Those standards require that we plan and perform the audit to obtain
sufficient, appropriate evidence to provide a reasonable basis for our findings and conclusions
based on our audit objectives. We believe that the evidence obtained provides a reasonable
basis for our findings and conclusions based on our audit objectives.
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Audit of Public Works Department
Communication and Outreach

Audit Results and Recommendations

Short Term Projects

Communication efforts for short term projects are adequate and timely. We reviewed 10 short
term projects from the Street and Sidewalks Division and verified they had adequately provided
notice to stakeholders prior to project initiation with informational fliers. In addition, we verified
the stakeholders were provided the project notice two weeks prior to the project start.

Long Term Projects

PW is conducting design phase meetings and addressing stakeholder concerns. We verified
design phase meetings occurred and stakeholders were present during the meetings for 14 long
term projects. In addition, for 6 long term projects with more than one design phase meeting, we
verified that PW addressed the concerns noted by stakeholders by reviewing meeting minutes
and slide presentations for the public meetings. Furthermore, we attended a design phase
meeting in person and observed interaction between PW and project stakeholders. We
subsequently confirmed the accuracy of meeting minutes for the meeting we attended.

However, opportunities for improvement were identified as it pertained to consistency in
communication efforts for long term projects.

A. Inconsistent Project Communication

PW did not consistently communicate project information to stakeholders for long term projects.
These inconsistences are attributed to noncomprehensive policies and procedures. Without
consistent communication efforts, there is potential for stakeholder complaints due to lack of
communication.

The following paragraphs provide specific examples.

Communication Efforts
Communication efforts were inconsistent for long term projects. We reviewed 14 long term
projects to determine if design phase meetings were announced. We confirmed public meeting
announcement for all 14 of the projects, however, the communication methods varied from
project to project. Announcement methods included one or more of the following:

e Social media posts,

e Emails to stakeholders,

¢ Notice of public meeting in a newspaper,

e Mailers, and/or

e Door hangers
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Audit of Public Works Department
Communication and Outreach

The Residential Communication and Engagement Plan states that regular updates will be
provided to stakeholders but does not specify specific methods of communication that should be
utilized for projects.

Project Signage

Project signage was not adequate. As part of the audit, we performed site visits to locate white
boards, which should be posted at construction sites and include information such as Capital
Projects Officer (CPO) contact information, project budget and funding source. We tested a
sample of 15 projects and determined that one project did not have signage with CPO contact
information. Additionally, for 7 projects, we could not locate a sign along the project area.

Per PW’s Public Communication and Resident Engagement Plan, project signage should be
posted in the project area after the 40% design phase meeting.

Recommendation

Public Works Director re-evaluate necessary communication efforts by updating policies and
procedures and providing training to all CPO’s to promote consistency.

B. Citizen Complaints and Resolution

Citizen complaints received by City Council Liaison staff and their resolution were not logged in
the 311 system.

PW and City Council staff work together to address citizen complaints received directly by the
respective districts and help coordinate resolution. We selected a sample of 25 citizen
complaints received by City Council Liaison staff across all 10 districts. We determined 18 out
of 25 complaints were not logged into the 311 system. Furthermore, while City Council liaisons
did a good job of responding to citizen complaints and forwarding to applicable PW staff, for 10
complaints we could not determine if final resolution/further investigation was performed. For
example, for one complaint PW staff responded they would investigate a concern and report
back with their findings, but we did not see evidence of this.

Currently, there is no policy in place that specifies where complaints should be logged or the

level of detail that should be maintained. Creating a 311 ticket would benefit the citizen by
providing a complete record from the date the complaint/inquiry was made to final resolution.




Audit of Public Works Department
Communication and Outreach

Recommendation

Public Works Director continue to work with 311 Customer Service and the City Council staff to
ensure all citizen complaints are submitted in the 311 system.
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Appendix A — Staff Acknowledgement

Abigail Estevez, CPA, CIA, CISA, Audit Manager
Danny Zuniga, CPA, CIA, Auditor in Charge
Rudy Carrasco, Auditor

Lillian Rivera, Auditor
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Appendix B — Management Response

CITYOF SAN ANTONIO

SAN ANTONIO TEXAS TB283-3966

October 9, 2024

Kevin W. Barthold, CPA, ClA, CISA
City Auditor
San Antonio, Texas

RE: Management's Corrective Action Plan for Audit of Public Works Communication and Outreach
Audit

The Public Works Department has reviewed the audit report and has developed the Corrective Action
Plan below corresponding to the report recommendations.

- ~ Recommendation _
" Audit Accept, RESPQHS',HE Completion
# Description Report Bl Person's Date
Page Name/Title ]
Inconsistent Project
Communication
Micholas
Public Works Director re-evaluate Dli'-.riel:r:
A |necessary communication efforts by| 5 Accept = rl:,hl'c " May 31, 2025
updating policies and procedures and h?aarl:g:ilﬁg
providing tra[nlng to all CPOs to Manager
promote consistency.
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Audit of Public Works Department
Communication and Outreach

Action plan: The Public Works Department acknowledges that its public engagement efforts
can always be improved and it continually strives to be better. The audit scope covered
active projects from October 2022 through May 2024. Beginning February 2024, the
Department started rolling out a series of major improvements to its communications and
engagement efforts.

MNew initiatives include:

¢ Launched a series of five digital dashboards in February 2024 that provide information
on more than 3,500 projects, including timeline, budget, map locations, and contact
information.

« Created individual web pages for more than 200 large projects where residents can
get additional project information, sign up for email updates, and provide feedback.

= Installing new QR code signage at the construction site for the City's 2022 Bond
projects that directs people to the appropriate project web page.

« The Department has special access to the Waze navigation app that allows staff to
input road closures. Updates made in VWaze are incorporated into Google Maps.

s The City experimented with an Al chatbot for the Lower Broadway 2017 Bond project.
The public could scan a QR code, ask questions, and get immediate answers 24
hours a day.

The Public Waorks Department has also improved and standardized its existing engagement
efforts, to include public meetings, email updates, and mailers and door hangers. The
Department recently created a supervisory position over the Capital Projects Officers within
the Project Delivery division. This has created more consistent staff training and public
engagement. Construction notice flyers for street maintenance projects have been revamped
to be more concise and standardized. The Public Works Department has increased
coordination with the Economic Development Department to provide business owners with
more consistent and comprehensive engagement.

The Public Works Department appreciates the work of the Office of the City Auditor. It has
helped the Department take a holistic view of its engagement efforts, see these efforts from
an outsider's perspective, and identify areas for improvement. The audit has highlighted the
need for better documentation of performed communications and engagement efforts, more
specific policies for public engagement, and improved coordination with Council District Staff.

In February 2024, the Fublic Works Department revised its Public Communications and
Resident Engagement Plan, which last received a substantial update in 2019. This plan will
be made more specific to include minimum outreach and signage requirements, quality
control measures, and relevant policy documents. The plan update will require a Project
Team Member meet with the contractor before construction begins to determine the location
of project signage and then to conduct regular signage checke during construction.

The goal moving forward will be to provide more consistent public engagement efforts across
the Department. The Public Works Department manages a large number of projects of all
sizes each year. Each project does not require the same combination of public cutreach
tools. The Department will more clearly define which tools and efforts are required for certain
types of projects by updating the Public Communications and Resident Engagement Plan.
This plan will be reviewed annually and updated as needed. Any updates to the policy plan
and procedures will be introduced in-person to staff and included in the training of new
|employees.

1
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_ Recommendation

Audit |Responsible e
i Description Report gziﬁﬁg Person’s co";ﬁlfetm"
Page i Mame/Title
Citizen Complaints and Resolution
Public Works Director continue to work Razi
w!th 311 C_rustﬂmer Service ann:_i_the 6 s ! Hosseini. May 31, 2025
B |City Council staff to ensure all citizen Director
complaints are submitted in the 311
system.

Action plan: The Public Works Department receives resident feedback via numerous
channels, including 311 tickets, phone calls, emails, social media, and other online forums.
The Department has a City Council Liaison Team that is comprised of four employees when
fully staffed. Each year, the team receives up to 4,000 instances of resident feedback or
concerns requiring response. Many 311 ticket categories have Service Level Agreements
that require action or resolution within a certain amount of time. For example, pothole tickets
should be addressed within two business days. .

Resident feedhack is often sent to the Department via City Council District Staff. Ina 2019 |
audit of the Department's public engagement, the Department pledged to work with 311
Customer Service to train Council District Staff on how to create and monitor 311 tickets.
That training is meant to guide District Staff to input resident feedback into the 311 system as
they receive it. That 311 ticket can then be brought to the attention of Public Warks staff, who
can help provide a response. Currently, 311 tickets sent from Council District Staff to the
Council Liaison Team are flagged as VIP. The VIP flag indicates that the ticket was entered
by Council District Staff, but it does not necessarily mean each of these ltickets will receive
an escalated response.

The Public Works Department, specifically the Council Liaison Team, pledges to continue
working with 311 Customer Service and Council District Staff to have resident feedback
entered into 311 at the earliest opportunity. For example, if the resident feedback is sent to
the Council Liaison Team directly, the Liaisons will enter the feedback into 311. If the
resident feedback is sent to Council District Staff directly, Council District Staff will be
expected to enter the feedback into 311. Council District Staff are still encouraged to alert the
Council Liaison Team of this feedback, but to also include the 311 ticket number for
reference. This may mean returning resident feedback to Council District Staff until it has the
corresponding 311 ticket number.

The goal is to improve consistency. transparency, and accountability, Properly logging
resident feedback in 311 will prevent feedback from getting lost in the shuffle and more
clearly identify the staff responsible for closing out the ticket. This will improve response time
and provide a clearer resolution for the resident.
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We are committed to addressing the recommendation in the audit report and the plan of action
presented above,

Sincerely,

REK Woshnl 10/29/24

Razi Hosseini Date
Director/City Engineer
Public Works

S — 1]

John Peterek Date / /
Interim Assistant City Manager
City Manager's Office
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