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Media Campaign Management TxDOT Internal Audit Division - Limited Scope

Objective

To assess the management of TxDOT media campaigns and determine whether they are
effectively aligned with TxDOT goals and initiatives.

Opinion

Based on the audit scope areas reviewed, control mechanisms require improvement and
only partially address risk factors and exposures considered significant relative to impacting
reporting reliability, operational execution, and compliance. The organization's system of
internal controls requires improvement in order to provide reasonable assurance that key
goals and objectives will be achieved. Improvements are required to minimize existing
process variation and control gap corrections that may result in potentially significant
negative impacts to the organization including the achievement of the organization's
business/control objectives.

Overall Engagement Assessment Needs Improvement

Finding
Operating
Title Control Design Effectiveness Rating
Finding 1 Media Campaign Management X X Needs Improvement

Management concurs with the above finding and prepared management action plans to
address deficiencies.

Control Environment

TxDOT media campaigns are developed and managed by the division of responsibility, where
the expertise and data information reside and can be leveraged. For example, traffic safety
related campaigns (i.e., Distracted Driving, Statewide Impaired Driving, or Be Safe Drive
Smart campaigns) are managed by the Traffic Safety Division (TRF); TxTag related
campaigns are managed by the Toll Operations Division (TOD); and litter, pollution, or
beautification related campaigns (i.e., Don’'t Mess with Texas®) are managed by the Travel
Information Division (TRV). TxDOT currently has eleven agency-wide campaigns with six of
the eleven managed by the TRF.

Third-party media vendors are contracted to assist with the execution of each campaign;
however, management of media campaigns is handled by the division of responsibility and
include the following;:
= Funding Sources - media campaigns receiving federal funds follow an application
process supported with documented data noting the need for this funding. The state-
supported campaigns receive funding through a legislative appropriation request with
funding determined by the division and the finance team.
= Budgeting - a budget based on the funding received and recommendations provided
by the third-party media vendor.
= Risk Assessing - risk assessing is a tool that can be used by the divisions to assess
potential risks to the campaign, and to validate that campaign expenditures continue
to meet the objective of the developed campaign.
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= Managing and Monitoring the third-party vendor - a third-party media vendor is
procured through the TxDOT purchase order (PO) process. The division of
responsibility engages with the vendor by monitoring and validating their services are
aligned with the campaign, PO, and Statement(s) of Work (SOW).

Each division coordinates with the Communication Division (CMD), as needed, for any
assistance on the campaigns (i.e. scheduling of public events).

Summary Results

Audit testing completed resulting in management action plans.

Finding Scope Area

Media Campaign
Invoicing Review

Evidence
EndtheStreak (ETS)

No dedicated resources have been established for the
EndtheStreak campaign. Fiscal year (FY) 2019
expenditures for ETS were 2% of the state funds used from
another campaign.

Don’t Mess with Texas®

There is no documented process or actions to support
program monitoring or the interactions with the third-party
media vendor to oversee this campaign. In addition, the
operating budget has not changed over the last five years.

IxTag
The FY 2017 SOW was used for FY 2018 and 2019, and

third-party media vendor deliverables were not clearly
defined or documented. In addition, no documented
process could be provided for the testing period of FY 2017
through FY 2019.

Audit testing completed not resulting in management action plans.

Scope Area Evidence

Media Campaign Invoicing
Review

= Reviewed thirteen judgmentally selected monthly
invoices and associated performance reports
submitted by the third-party media vendor during FY

2018 - 2019 in relation to the four sampled TxDOT

campaigns (Distracted Driving, Statewide Impaired

Driving, Don’t Mess with Texas®, and TxTag

Awareness Campaigns):

- 12 of 13 (92%) invoices tested were reviewed
and approved within 30 days as required by
Government code Sec. 2251.021.

= All thirteen monthly performance reports supporting
the invoices selected were obtained, reconciled to
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their corresponding invoices, monitored timely, and
consistently related to media matches verified for
performance.

= A documented process to support program
monitoring and oversight of the third-party media
vendor was provided for the TRF campaigns.

= Comparison of selected TRF campaigns (Distracted
Driving and Statewide Impaired Driving) of the TRF
annual Highway Safety Plan (HSP) demonstrated the

Campaign Selection risk analysis performed to support the budget and

Management spend within each selected campaign.

= 3 of 4 (75%) selected campaigns have established
measurable targets that are supported to help
determine success of the campaigns.

Audit Scope and Methodology

The audit was conducted during the period from October 29, 2019 to February 14, 2020.
This engagement focused on assessing the management of selected TxDOT media
campaigns and determining whether they are effectively alighed with TxDOT goals and
initiatives.

Scope Area 1: Media Campaign Invoicing Review - to determine how TxDOT media
campaigns are monitored for achievement of statewide and individual campaign goals.

Methodology included:
= Judgmentally selected four campaigns (Distracted Driving, Statewide Impaired
Driving, Don’t Mess with Texas®, and TxTag Awareness Campaigns) to determine
whether:

- Earned media is calculated consistently.

- Thirteen monthly invoices that were sampled across the four campaigns were
submitted by the third-party media vendor and reviewed by the responsible
division for consistency, supported, and approved in accordance with Texas
Government Code Sec. 2251.021.

- The performance reporting provided by the third-party media agency for each
invoice reviewed was obtained to assess timeliness of review and
supportability of the invoice.

- The monitoring of media campaign effectiveness metrics includes supporting
documentation, and reporting is consistent and monitored timely.

= Judgmentally selected four other state agencies (Oklahoma Highway Safety Office,
Washington Traffic Safety Commission, Georgia’s Governor’s Office of Highway
Safety, and New Mexico Department of Transportation) based on the State Highway
Plan that demonstrated similar campaign activities to identify additional processes
may be used to monitor or evaluation campaign effectiveness.

Scope Area 2: Campaign Selection Management - to evaluate the risk assessment process

for allocating funds within each media campaign and determine root cause of any
fluctuations in funding to include any corresponding documentation.
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Methodology included:

= Obtained financial information (e.g. budget, paid and earned media, agency fees,
etc.) for the three selected campaigns for FY 2017 - 2019 and evaluated data for
fluctuations. Due to no fluctuation in the budget for the Don’t Mess with Texas®
campaign for the three years noted above, the budget for two additional years was
judgmentally obtained to further analysis of the trend.

= Evaluated campaign assessments, such as risk assessments, funding fluctuation,
and/or measurable targets established to determine the campaign success.

= |dentified root causes for funding fluctuations using a combination of supporting
documentation, and interviews with the applicable division.

= Judgmentally selected four other state agencies (Oklahoma Highway Safety Office,
Washington Traffic Safety Commission, Georgia’s Governor’s Office of Highway
Safety, and New Mexico Department of Transportation) based on the State Highway
Plan that demonstrated similar campaign activities to identify their processes used to
root cause significant changes to their campaigns or risk assessments used to assist
in decision-making.

Scope Area 3: ETS Budget Alignment - to determine if the campaign budget is aligned with
campaign goals.

Methodology included:
= Obtained FY 2019 and FY 2020 budget, paid media planning documents, invoices,
and performance reports to determine the size of the budget planned for the ETS
campaign.
= Reviewed the invoice and supporting documents relating to ETS expenditures
beginning August FY 2019 through December FY 2020 to determine if the budget
and spend are aligned to the purpose of the campaign.

Methodology included within both Scope 1, Scope 2, and Scope 3:

= Reviewed federal and state regulations, such as 23 United States Code § 402 (The
Highway Safety Act of 1966), Title 43, Texas Administrative Code, § 25.901 -
25.913.

= Reviewed TxDOT policies and procedures including the Traffic Safety Program
Manual (May 2018), and the TxDOT Toll Operations Division Standard Operating
Procedures TxTag Marketing (November 2019).

= |nterviewed CMD, TOD, TRV, and TRF key personnel including:
— CMD: Division Director Media Relations Section Director;
— TOD: Division Director and Public Involvement Specialist;
- TRV: Division Director, Service Projects and Campaign Section Manager, and the

Information Specialist;

— TRF: Division Director, and Behavioral Traffic Safety Section Director.

Background

This report is prepared for the Texas Transportation Commission and for the Administration
and Management of TxDOT. The report presents the results of the Media Campaign
Management audit which was conducted as part of the Fiscal Year (FY) 2020 Audit Plan.
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The Texas Department of Transportation currently has eleven media campaigns to educate

the public on areas related to toll tags, litter, and safe driving. Media campaigns are created
to inform the public of key areas to ensure a change of behavior or create an awareness of

an opportunity for the citizens of Texas. The media campaigns are developed and managed

by the individual divisions specializing in their area of expertise.

TRF currently manages six of the media campaigns that may be funded by both federal and
state funding. The Be Safe Drive Smart campaign is the only traffic safety related campaign
that supplements state funding with federal funding.

TRF, in conjunction with the Communication Division (CMD), also manages the ETS
campaign by leveraging some of the state funding for the Be Safe Drive Smart Campaign.
ETS is a campaign started in October 2015 by CMD with the goal of having a deathless day
on Texas roadways. In May 2019, the Texas Transportation formally adopted Minute Order
#115481 communicating TxDOT’'s commitment to reducing deaths on Texas roads and set a
goal to reduce deaths on Texas roadways by half by 2035 and to zero by the year 2050.

One of the three media campaigns managed by TRV, Don’t Mess with Texas®, began in
1986 and is responsible for educating the public on the management of litter. TOD manages
a media campaign related to educating the public on TxTags as a method of payment for toll
charges and the benefits of obtaining one.

The third-party media vendor then proposes an approach on how the media campaign will
reach the public, based on data provided by the division of responsibility. The proposals are
reviewed and approved by the division managing the respective campaign. The third-party
media vendor provides an annual report of agreed upon key metrics measuring the media
campaign. The metrics document the media spend for the traffic safety related campaigns.

We conducted this performance audit in accordance with Generally Accepted Government
Auditing Standards and in conformance with the International Standards for the Professional
Practice of Internal Auditing. 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. Recommendations to mitigate risks identified
were provided to management during the engagement to assist in the formulation of the
management action plans included in this report. The Internal Audit Division uses the
Committee of Sponsoring Organizations of the Treadway Commission (COSO) Internal
Control - Integrated Framework version 2013.

A defined set of control objectives was utilized to focus on reporting, operational, and
compliance goals for the identified scope areas. Our audit opinion is an assessment of the
health of the overall control environment based on (1) the effectiveness of the enterprise
risk management activities throughout the audit period and (2) the degree to which the
defined control objectives were being met. Our audit opinion is not a guarantee against
reporting misstatement and reliability, operational sub-optimization, or non-compliance,
particularly in areas not included in the scope of this audit.
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Detailed Finding and Management Action Plans (MAP)

Finding No. 1: Media Campaign Management

Condition
Campaign governance (e.g., the creation, execution, and monitoring of campaigns) for the
EndtheStreak (ETS), Don’t Mess with Texas® (DMWT), and TxTag campaigns is not
sustainable in order to assess campaign effectiveness:
= Funding resource levels and designated full-time employees to monitor the
campaigns are not always known for the ETS media campaign.
= Policies, procedures, and documented expectations of deliverables have not been
fully established to drive operating effectiveness for the DMWT and TxTag media
campaigns.
= Data analysis to assist in understanding actual vs. budgeted fluctuations for the
TxTag media campaign activities is not being consistently performed.
= Measurable goals and targets have not been established to measure for the usage of
TxTags.

Effect/Potential Impact

Campaigns without specified ownership or dedicated resources (i.e., people and/or
financial) to help sustain their purpose or mission may become short-lived or may not
exemplify the importance of the campaign to the public. Such campaigns may also not have
the expected return on investment or immediate impact as compared to other campaigns
that have a larger use of the agencies experience, people, data, and other resources that
are being used in more successful programs.

Additionally, without documented policies, procedures, or adherence to established of
documented expectations with a third-party media vendor, inconsistencies may arise in the
media campaign execution and could also pose challenges during the transfer of knowledge
to new campaign organizers or members. In addition, it could create difficulties or
inconsistencies when evaluating vendor performance.

Criteria

The Texas Transportation Commission Minute Order #115481 communicating TxDOT’s
commitment to reducing deaths on Texas roads and set a goal to reduce deaths on Texas
roadways by half by 2035 and to zero by the year 2050 was confirmed on May 30, 2019. To
support this effort, the ETS media campaign began receiving funding to bring more
awareness to the Texas roadway fatalities and this goal.

Texas Administrative Code (TAC), Title 43, Part 1, Chapter 1, Subchapter A, Rule 1.2 (a) (4)
(b) (1) (A) and (B) states that Department staff is responsible for establishing and
implementing the policies and procedures for consistency of a process.

The TxDOT Purchasing Manual: Chapter 7, Section 5 - Vendor Performance states that a
vendor with POs $25,000 or greater will be evaluated on their performances at the initial
award, at renewal, and upon close out of the PO. These vendor performance evaluations
consider all the specifications and evaluation criteria identified within the solicitation
documents, as well as, timely delivery of established goods or services.
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Common elements to manage and oversee TxDOT campaigns include:

= Setting objectives - why is the campaign running, what behavior is trying to be
changed,

= Defining key performance indicators - what metrics will help to demonstrate if the
campaign is reaching the objective,

= Executing the campaign - what resources (team members, funding, etc.) are needed,

= Designing tactics - what is the best way to reach the intended audience,

= Measuring outcomes - how can the outcome of the campaign be bettered, and

= Optimizing results - using the information above to alter the path to the campaign
goals.

Cause

The ETS campaign began in 2015 as a Communication Division’s (CMD) effort and
continues as an informal partnership shared between CMD and the Traffic Safety Division
(TRF). Established near-term and long-term ownership, an on-going funding stream, and
clear policy for running this campaign has not been defined which makes program
management unclear. Without sustained changes on the aforementioned ETS media
campaign ownership, the success of the campaign may not effectively align to TxDOT’s goals
or initiatives.

Written procedures to outline campaign governance steps for the creation, execution, and
monitoring of media campaign activities have not been created for all programs and as a
result, informal processes are being utilized that may not be widely understood by the
Administration and others.

Lastly, the TxTag media campaign and corresponding third-party media vendor are overseen
by one full-time position in the Toll Operations Division (TOD). This individual also performs
additional job functions, which combined with the media campaign oversight, has impacted
the support for budgetary and analysis productivity and campaign effectiveness.

Evidence

ETS

While TRF campaign infrastructure, funding, metrics, and goals are leveraged for the ETS
campaign, it is not a stand-alone campaign and relies on a separate campaign for funding
and resources for the campaign to be carried out.

A review of financial documentation for fiscal year (FY) 2019 through December of FY 2020
identified the Be Safe Drive Smart campaign, which is run by TRF, is currently being
leveraged as ETS’s sole funding stream. This funding strategy is inconsistent with other
media campaigns who have an agreed upon and dedicated funding source.
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While the campaign began in October 2015, expenditures did not commence until August
2019. Expenditures for ETS for August 2019 through December 2019 were:

Fatalities and ETS Expenditures

FATALITIES

CT-2015
1

MOYV-2015

Source: Crash Records Information System (CRIS) and TRF

= 2% of state funds ($50,000) was expended in August 2019 for digital media
placements.

= 5.7% of state funds ($141,834) was expended from September 2019 through
December 2019 for additional digital media placement and an ETS campaign press
event for the period of September through December 2019.

= 13% of state funds ($326,000) was budgeted overall for ETS in FY 2020.

As demonstrated above, the fatalities on Texas roadways, have not had a deathless day
from October 2015, when the ETS media campaign began, through December 2019;
however, ETS began to use Be Safe Drive Smart dedicated state funds in August 2019.

DMWT

DMWT does not have its own manual, and its standard operating procedures did not include
documented procedures for the oversight and interactions with the third-party media vendor
that assists with this campaign.

Per review of the DMWT media campaign budget for FY 2015 through FY 2019, Travel
Information Division (TRV) noted that the operating budget has remained at $2.5 million
annually. The funding stream to support DMWT not only shares $400,000 of the $2.5
million with the Keep Texas Beautiful campaign, but this budget is also used to promote the
Adopt-a-Highway campaign. The allocation of the DMWT budget is determined based on a
survey study that is performed every three to four years, as requested by TRV.
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Litter Collection Expenditures vs. DMWT

Campaign Budget
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Source: Maintenance Management System and Travel Division

Litter collection spend noted in the above chart includes litter pickup that is contracted by a
third-party and litter pickup by TxDOT maintenance crews. Current levels of expenditures
exceed the static budget allotted to the DMWT media campaign.

IxTag
No expectations with documented approval, have been set for the FY 2018 and 2019 with

the third-party media vendor. Although the blanket PO was renewed, the FY 2017 Statement
of Work (SOW) was continued to be used as a guide during FY 2018 and FY 2019 campaign
periods. Per review of the blanket PO and the FY 2017 SOW, no verbiage existed related to
expected deliverables or timelines allowing this SOW to govern or be used for any future
fiscal years. To assess third-party media vendor deliverables noted within the FY 2017 SOW,
deliverables were requested for FY 2017, 2018, and 2019, and documentation on the
following deliverables could not be provided:

=  TxDOT approval of FY 2018 and FY 2019 marketing plans.

= Rationale of spend on media placements.

The following documentation relating to key media campaign elements, as described above
could not be provided:
= A developed plan of how the budget allocated to the activities within the media
campaign compared to the actual spend for the activities.
= Development or evaluation of media campaign activities performance as it relates to
TxTag usage.
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TxTags and TxTag Media Campaign Expenditures

Source: Toll Operations Division

A review of trending for FY 2017 through FY 2019 TxTag media campaign expenditures and
TxTags demonstrates a slight decrease in expenditures as compared to the gradual of the
TxTags.

Lastly, no standard operating procedures (SOPs) were provided for the testing period of FY
2017 through FY 2019 for this campaign. Review of SOPs that were provided, effective as of
November 2019, did not include:
= Defined roles and responsibilities between TxDOT and the third-party media vendors.
= Tracking and reporting metrics or data used for analyzing and evaluating campaign
effectiveness such as frequency, methodology.
= The process to monitor, assess, and report whether the campaign achieves the
measurable objectives,
= How the campaign budget is analyzed to allocate funds over the various campaigns
and rationale for large variances in expenditures from year to year.

Management Action Plan (MAP):

MAP Owner:
Becky Ozuna, Information Specialist, Travel Information Division

MAP 1.1: Travel Information Division will update standard operating procedures to include
the following:
= Attend weekly status meeting with vendor to discuss ongoing campaign activities.
= Monitor and track weekly status activity report provided by vendor to ensure
deliverables are being met in a timely fashion.
= Maintain open communication with vendor account manager to discuss campaign
activities.
= Review campaign activity reports provided by vendor.
= Ensure Visible Litter study is performed at adequate frequency to compare to
previous years.
= Ensure Attitudes and Behaviors study is performed at adequate frequency to
compare to previous years.

Completion Date: Action Completed
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MAP Owner:
Martha Martin, Service Project and Campaign Section Director, Travel Information Division

MAP 1.2:

Travel Information Division (TRV) will work to dissolve Drive Clean Texas, which duplicates
the efforts of the Texas Commission on Environmental Quality’s “Take Care of Texas”
program and utilize its budget to increase Don’t mess with Texas campaign budget. If
additional funds are needed after that effort, we would explore requesting additional funds
through the Additional Budget Request (ABR) process through the Financial Management
Division using studies and documentation.

Completion Date: December 15, 2020

MAP Owners:
Terry Pence, Traffic Safety Section Director, Traffic Safety Division
Veronica Beyer, Media Relations Section Director, Communications Division

MAP 1.3:

The Communications Division and Traffic Safety Division will develop and sign a Charter to
formalize the ongoing partnership between the divisions regarding the EndtheStreak
campaign, including opportunities for it to serve as a unifying umbrella safety message to
amplify all campaigns. The Charter will identify roles and responsibilities of each Division,
establish written procedures and accountability for various aspects of the campaign, identify
opportunities to meet to strategize the campaign, and look at ways to create methods to
document campaign success.

MAP 1.4:

The Communications Division and Traffic Safety Division will meet to develop a plan to
request dedicated state funding to support the EndtheStreak campaign. The plan would
identify which division would oversee any approved dedicated funding.

Completion Date: November 15, 2020

MAP Owner:
Erica Ramirez, Marketing Communications Specialist, Toll Operations Division

MAP 1.5:
The Toll Operations Division will post up to two positions to assist with TxTag marketing and
communications.

MAP 1.6:

Toll Operations Division (TOD) will develop a process to leverage the monitoring and
comparison of the marketing campaign dollars spent to the number of TxTag's and TxTag
accounts being opened. TOD will use this information for decisions on whether additional
dollars are needed on the marketing campaign to increase TxTag usage.

Completion Date: November 15, 2020
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MAP 1.7:

Toll Operations Division (TOD) will develop a process to receive and review documents to
assist in monitoring the TxTags campaigns, such as the following that will be required to be
provided by the vendor:

marketing plan for TxDOT to approve at the start of each fiscal year that includes
detailed information about the approach and rationale for media placement.

a comparison of the planned budget to actual spent for each campaign after the
completion of each campaign.

guantifiable metrics identified at the beginning of each fiscal year that can be
tracked at the completion of each campaign to determine the media campaign is
meeting its goals and objectives, such as media impressions, rating points, digital
advertising metrics, penetration rates, and increases to TxTag and TxTag accounts.

MAP 1.8:
Toll Operations Division (TOD) will draft standard operating procedures that include
information such as:

defined roles and responsibilities between TxDOT and the third-party media vendors.
tracking and reporting metrics or data used for analyzing and evaluating campaign
effectiveness such as frequency, methodology.

the process to monitor, assess, and report whether the campaign achieves the
measurable objectives,

how the campaign budget is analyzed to allocate funds over the various campaigns
and rationale for large variances in expenditures from year to year.

Completion Date: December 15, 2020
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Summary Results Based on Enterprise Risk Management Framework

Audit Results Dashboard
Media Campaign Management

Scope Areas Evaluated

Business Objectives (Reporting, Operational, Compliance) .0, 0.Cc

. Media Campaign Campaign Selection
ERM Component Control Activities _ _ End the Streak
Invoicing Review Management

Organizational Tone

Business Objective/Goal-Setting

Control

Resource Capaci
Environment pacity

Forecasting/Budget 1

Training and Development

Risk Identification/Planning

Risk Assessment/Impact Analysis 1
Risk Assessment

Risk Response/Caost-Benefit Analysis

Business Continuity

Policies/Procedure Development & Maintenance 1 1 1

Approvals/Authorizations

Segregation of Duties/System Access

Safeguarding Assets/Security

Information Classification

Information Input

Information &

_ _ Information Processing
Communication

Information OQutput

Internal and External Reporting

Exception Reporting Review

Reconciliations

Monitoring | Root-Cause Analysis

Evaluations/Inspections
Management Action Plans

Scope Area esessrment I—

- _ . Needs :
Rating Assessment Grid Exemplary Satisfactory Unsatisfactory

Closing Comments

The results of this audit were discussed with the Communications, Traffic Safety, Travel, and
Toll Division Directors on July 30, 2020. The Internal Audit Division appreciates the
cooperation and assistance received from the personnel contacted during this audit.
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