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Objective 
To determine whether the restructure in purchasing branches is achieving anticipated 
efficiencies and is effective to ensure goods and services are delivered, as expected.  

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 and operational execution. 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 
     

Findings 

 Title Control Design 
Operating 

Effectiveness Rating 

Finding 1 End User Engagement and 
Satisfaction X X Satisfactory 

Finding 2 Retention of Customer Survey 
Results X X Needs Improvement 

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

Control Environment 
Since a restructure in September 2018, the Procurement Division (PRO) consists of three 
sections: Tactical, Strategic, and Support Operations. Each section has a Section Director 
and Purchasing Managers or Support Leads who supervise the purchasers and support 
administrators. PRO has 76 purchasers across the state. Three advocate positions were 
created to liaise between the three PRO sections and the districts/divisions (D/Ds) in order 
to improve customer service and communication to the D/Ds. These advocates also provide 
information to the D/Ds to help expedite procurement processes. There are also designated 
liaisons within the D/Ds to enter requisitions and communicate with PRO in order to help 
establish expectations and the status of requisitions; however, not all D/Ds had a 
designated liaison.  

A source of guidance for end users and purchasers is the TxDOT Purchasing Manual. The 
manual contains information and guidelines about different types of purchases. PRO also 
produces a Procurement Dashboard for monthly meeting discussions with Purchasing 
Directors and Managers to help monitor performance. Some items included in the 
dashboard are: 

• Metrics for no bid and delegated purchases 
• Monthly staffing levels 
• Quarterly end user satisfaction trends 
• Monthly purchase orders value and volume 
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PRO experienced staff attrition and high processing times during the beginning of the 
restructure; however, improvements have been noted in recent months. 
 
Summary Results 
Audit testing completed resulting in management action plans. 

Finding  Scope Area Evidence 

1 

 
 
 
 
 
Staff/Customer 
Satisfaction 

 

The September 2018 PRO restructuring along with attrition 
contributed to increased processing times during the first 
half of fiscal year (FY) 2019. While processing times have 
improved in recent months, more proactive communication 
with end users is needed in order to establish expectations 
for delivery status and any subsequent changes to that 
status.  

2 

Responses and support for PRO’s quarterly customer 
satisfaction survey, which began in FY 2017, were not 
retained by PRO prior to the third quarter of FY 2019. A total 
of ten quarters were not retained by PRO. 

 
Audit Scope and Methodology 
The audit was conducted during the period from May 6, 2019 to July 26, 2019.  The audit 
focused on gathering information and opinions on the recent PRO restructure that took 
place at the beginning of FY 2019.  

Scope Area 1: Staff/Customer Satisfaction – To determine whether the restructuring of 
purchasing branches is achieving anticipated efficiencies and effectiveness.  
 
Methodology included: 

• Interviewed all Directors, five Lead Purchasers, and eight Purchasers to determine 
whether the restructure of PRO is achieving anticipated efficiencies and effectiveness. 

• Interviewed all three Procurement Advocates to determine the effectiveness of the 
Procurement Advocate/liaison process that was implemented with the PRO 
restructure. 

• Interviewed seven liaisons to determine the effectiveness of the Procurement 
Advocate/liaison process and communication between PRO and the D/Ds. 

• Reviewed end user survey results for third quarter FY 2019 and identified common 
responses to determine what drives end user dissatisfaction. 

• Discussed what actions have been taken to address end user dissatisfaction with PRO 
Management. 
 

Scope Area 2: Trend Analysis – To analyze productivity trends before and after the PRO 
restructure. 
 
Methodology included: 

• Performed a trend analysis of processing times, staffing levels, and end user 
satisfaction noted in the dashboards for June 2018 to June 2019. 
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• Identified anomalies noted in the trend analysis and discuss root cause(s) with PRO 
management.  

 
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 Purchasing Branch 
Effectiveness audit that was added to the FY 2019 Audit Plan.  

PRO recently restructured in effort to better align functions in support of end users in the 
D/D.  Before the restructure, PRO was divided into five branches: North, South, East, West, 
and Central Procurement. The North, South, East, and West branches were responsible for 
purchases for the Districts in their geographic area. The Central Procurement Branch was 
solely responsible to purchasing for the divisions and the regional distribution centers. As a 
result of the September 2018 restructure, PRO has three advocates that communicate with 
D/Ds and has three sections it uses for procuring goods and services.  

• Tactical Purchasing Section: responsible for processing spot purchases of 
commodities, services, and contract items.  

• Strategic Purchasing Section: responsible for large procurements, evaluating 
procurement practices, and identifying efficiencies in the procurement process. 
Additionally, the Strategic Purchasing Section is responsible for developing new 
contracting sources and opportunities and contract management.  

• Support Operations Section: responsible for the procurement card (Pcard) program, 
processing open records requests, records support, managing PRO’s SharePoint sites, 
coordinating legislative changes and responses, updating PRO’s manuals and 
procedure guides, and overseeing the budget.  

 
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 and operational 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 or operational sub-optimization, particularly in areas not 
included in the scope of this audit.  
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Detailed Findings and Management Action Plans (MAP)  
 
Finding No. 1: End User Engagement and Satisfaction 
 

Condition 
The September 2018 Procurement Division (PRO) restructuring along with attrition 
contributed to increased processing times during the first half of fiscal year (FY) 2019. While 
processing times have improved in recent months, more proactive communication with end 
users is needed in order to establish expectations for delivery status and any subsequent 
changes to that status.  
 
Effect/Potential Impact  
Increased processing times may result in lower end user satisfaction at the 
districts/divisions (D/Ds). In addition, if PRO does not establish end user expectations for 
delivery and changes to delivery status on requisitions, it may continue to cause customer 
dissatisfaction and potential operating issues that are dependent on the arrival of that good 
or service. 
 
Criteria 
The Purchasing Manual states that one of PRO’s purchasing objectives is to maintain open 
communication with users, other governmental entities, vendors and the public. 
 
Cause 
Turnover and the recent restructuring within PRO caused additional work for purchasers, 
which resulted in longer processing times and delays in communication with end users. 
Furthermore, based on discussions with PRO staff, additional challenges were noted during 
the restructure. For example, some purchasers felt they had increased workloads, began 
working with purchase order (PO) types that they were unfamiliar with, and were 
shorthanded due to experienced purchasers leaving the organization. 
 
Evidence 
PRO Restructure 
As shown in the charts below, the processing time for two types of POs was within PRO’s 
targets prior to the restructure. Shortly after the restructuring, performance has been 
outside the target timeframe but has shown improvement in recent months: 
 

  
Source: PRO’s monthly dashboards  
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When looking at a similar timeframe as the slowdown in processing times and the 
restructuring: 

• Quarterly survey results obtained from PRO showed the percentage of dissatisfied 
end users grew from 2% in the fourth quarter of FY 2018 to 27% in the second 
quarter of 2019 and recently decreased to 14% in the third quarter of FY 2019. 

• 23% of employees on PRO’s March 2018 organizational chart were not retained as of 
the May 2019 organizational chart. 

 
PRO Communication 
Additional insight was obtained related to impacts that still may be felt by the end users 
months after the restructuring. While customer satisfaction and processing times have 
improved in recent months, more proactive communication from PRO is still needed:  

• Liaisons expressed that they have communication difficulties with PRO and that they 
had to contact PRO to receive status updates on orders: 

o PRO does not always communicate expected processing times on individual 
requisitions. 

o PRO does not always communicate changes or delays to the expected delivery 
timeline of requisitions that were submitted. 

• A review of PRO’s list of D/D liaisons determined that a liaison (point of contact) was 
not identified for 7 of 51 (14%) D/Ds.  

• It was also noted that a formal process was not in place to obtain feedback and 
measure the success of the Advocate process created by PRO.  

 
Management Action Plan (MAP): 
 
MAP Owners:  
Kenneth Wood, Director, Procurement Division  
Jo Woten, Tactical Section Director, Procurement Division 
 
MAP 1.1: The Procurement Division (PRO) will reinforce with staff the need to e-mail PRO 
customers a copy of the purchase order (PO) and will develop template wording for 
purchasers to use to communicate the pertinent information to PRO customers. PRO will 
also require a copy of the e-mail sent to the PRO customer be retained in the PO file. PRO 
will also develop and institute guidelines for when to communicate a delay in a procurement 
to the customer and distribute to staff. 
 
Completion Date: October 15, 2019 
 
MAP 1.2: The Procurement Division (PRO) will update department standard operating 
procedures (SOP) to include that purchasers should communicate any delays in the 
procurement process to PRO customers. 
 
Completion Date: February 15, 2020 
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Finding No. 2: Retention of Customer Survey Results 
 
Condition 
Responses and support for the Procurement Division’s (PRO’s) quarterly customer 
satisfaction survey, which began in fiscal year (FY) 2017, were not retained by PRO prior to 
the third quarter of FY 2019. 
 
Effect/Potential Impact  
Business decisions in response to employee feedback is harder to defend without the 
supporting scores or comments provided through the survey. Retention of this information 
also provides for an easier trend comparison of survey data for improvements or areas of 
improvement in future years. Further, root cause analysis on customer dissatisfaction may 
be more difficult to be performed without underlying responses to customer satisfaction 
survey results.   
  
Criteria 
The Purchasing Manual states that one of PRO’s purchasing goals is to satisfy the needs of 
the user. PRO follows the administrative use guidelines which requires a two-year retention. 
 
Cause  
Survey underlying responses were stored in SharePoint and lost during a SharePoint update.  
PRO was unable to retrieve the underlying responses after the SharePoint update.  
 
Evidence 
Per discussion with PRO management, the underlying responses to PRO’s quarterly 
customer satisfaction survey prior to FY 2019 third quarter was not retained by PRO. PRO 
began using surveys in FY 2017. A total of ten quarters were not retained by PRO. 
 
Management Action Plan (MAP):  
  
MAP Owner: Kenneth Wood, Director, Procurement Division 
 
MAP 2.1: In fiscal year (FY) 2019 third quarter, the Procurement Division (PRO) began using 
Survey Monkey to obtain feedback from customers. Survey results are exported from Survey 
Monkey into an Excel spreadsheet and PRO saves the Excel spreadsheet to a departmental 
shared drive. 
 
Completion Date: Action Completed 
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Summary Results Based on Enterprise Risk Management Framework 

 
 
Closing Comments 
The results of this audit were discussed to the Procurement Division Director on August 16, 
2019. The Internal Audit Division appreciates the cooperation and assistance received from 
the Procurement Division during this audit. 
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