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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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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 (CPO's) regarding direct 
communications to project stakeholders. 
 
CPO’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. CPO’s are assigned to various divisions and work under the project 
management team for each project they are assigned to. Currently, there are 15 CPO’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 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:  

• Confirmed public meeting announcements and project signage included accurate Capital 
Project Officer information, 

• Verified stakeholder feedback received during the design phase was documented and 
adequately addressed,  

• Determined if stakeholder communication efforts (both prior to construction 
commencement and once behind schedule) were adequate, 

• 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 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: 

• Social media posts,  
• Emails to stakeholders,  
• Notice of public meeting in a newspaper,  
• Mailers, and/or 
• Door hangers 



Audit of Public Works Department 
Communication and Outreach 

6 
 

 
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. 
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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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