CR602/2018 - Item 10.1

The Corporation of the City of Windsor: Internal Audit Quarterly Summary Report - July 1 - September 30, 2018

FINAL

Contents
2

1. Executive Summary
1.1 2019 IA Plan Completion Overview

2

1.2 2018 IA Plan Completion Overview

2
3

2. Quarterly Report
2.1 During the quarter

3

2.2 In the coming quarter (October - December 2018)

4

2.3 Concerned Citizen and Employee Hotline Summary

4

2.4 Internal Audit Summary

5

Appendices

7

Appendix A - Internal Audit Performance Dashboard 2018-19

8

Appendix B - Concerned Citizen and Employee Hotline Status

10

Appendix C - Managing Transition of Projects into Operations Internal Audit Report

11

Appendix D - Property Tax Billing and Payment Processing Internal Audit Report

37

PwC

1

The Corporation of the City of Windsor: Internal Audit Quarterly Summary Report - July 1 - September 30, 2018

FINAL

1. Executive Summary
1.1 2019 IA Plan Completion Overview

37%

2

% of Plan
Complete
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Specialists
Involved YTD

1
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-
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Investigation

-

-
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-
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Outstanding

2
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0
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Outstanding

18

2018 Projects/
Deliverables
Completed

(0 responses YTD)

1.2 2018 IA Plan Completion Overview
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-
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Under
Investigation

5
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Quarter

Findings
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2

Advisory
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in Quarter

9.2

Average
Satisfaction
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(9 responses YTD)

(Additional details provided in ‘Appendix A - Internal Audit Performance Dashboard’)
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2. Quarterly Report
2.1 During the quarter
We completed:
●

and presented the Year in Review report during the Council meeting held on August 27, 2018.

●

two internal audit process reviews for the 2017-18 IA plan:

●

○

Managing Transition of Projects into Operations; and

○

Property Tax Billing and Payment Processing.

the planning of Facilities Operations review part of 2018-19 IA plan

We administered:
●

the Concerned Citizen/Employee Hotline (call/email) where we processed five (5) hang-up calls (0 last quarter), routed another 12 messages to
management for consideration (25 last quarter) and there are no calls under analysis; and

●

the overall internal audit function.

We commenced:
●

fieldwork for Facilities Operations part of 2018-19 IA plan

●

planning of Social Media Strategy Assessment review part of 2018-19 IA plan

PwC
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2.2 In the coming quarter (October - December 2018)
We expect to continue:
●

administering the Concerned Citizen/Employee Hotline; and

●

ongoing 2018-19 projects.

We expect to complete:
the 2018-19 projects:

●

○

Fieldwork and reporting for Facilities Operations; and

○

Fieldwork and reporting for Social Media Strategy Assessment.

We expect to commence:
●

reporting of the 2018-19 IA plan Facilities Operations and Social Media Strategy Assessment.

●

planning and fieldwork of the 2018-19 IA plan “Pursuit of Grant Funding”; and “Windsor Essex Community Housing Corporation: Asset
Management - Housing Portfolio ” internal audit
(Additional details provided in ‘Appendix A - Internal Audit Performance Dashboard’)

2.3 Concerned Citizen and Employee Hotline Summary

In the quarter

Voicemail box
checked daily

# of
notifications
received

Yes

17

# of hang ups

# of handoffs
to
management

# of items
under
analysis

# of items
under
investigation

# of items
investigated

5

12

0

0

0

(Additional details provided in ‘Appendix B - Concerned Citizen and Employee Hotline Status’)
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2.4 Internal Audit Summary
2.4.1 Managing Transition of Projects into Operations
Scope and Objectives

Report Classification

IA sampled four projects/initiatives within the last 2-3 years (with a focus on projects which
were substantially completed between April 2017 and March 2018) to validate that a
common methodology has been applied. We considered the following objectives:
●
Policies, procedures, methodologies and governance structures are in place in order to
manage change and transition of projects and are reviewed and updated periodically.
●
Projects are managed and delivered based on the change management and transition
requirements.
●
Management has established a future state and identified the Key Success Indicators.
●
Management acquires the needed resources, develops any new operating models or
processes and prepares the infrastructure to operate the future operational activity.
●
A transition plan is developed and documented, which identifies what needs to
change/happen to transition the project into sustainable operations.
●
Ensure that project management elements are phased out and operational processes
are stabilized with timely support provided.
●
Reporting on the transition progress, expected results and overall readiness of
organizational transformation change is performed on timely/frequent basis.

Limited Scope
for
Improvement

No Major
Concerns

Cause for
Concern

Considerable
Cause for
Concern

Control
Design

Control
Operating
Effectively

Summary of Findings: We noted a total of four findings and one consideration for improvement.
#

Topic

Rating

Management Action

1

Enhance project
classification

Moderate

Conduct a cost-benefit analysis on adding additional criteria to the Project Assessment.

2

Enhance considerations
for project risk
assessments

Moderate

Conduct cost-benefit analysis on requiring risk assessments for medium projects, include
requirement for risk assessments to be monitored and updated in Schedule C of the
PMMP.

3

Formalize detailed Project
Implementation Plan

Significant

4

Enhance approach to
pre/post go-live feedback

Moderate

Action Owner

Due

Executive
Initiatives
Coordinator

Q3
2019

Develop a project implementation plan template and conduct cost-benefit analysis on
requiring some elements of the project implementation plan for medium projects.
Develop documentation that outlines common methods of soliciting pre and post go-live
feedback.

(Additional details provided in ‘Appendix C - Detailed Managing Transition of Projects into Operations Internal Audit Report’)
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2.4.2 Property Tax Billing and Payment Processing
Scope and Objectives

Report Classification

For the scope period January 1, 2017 through December 31, 2017, Internal Audit
reviewed the processes and controls designed to attain the following objectives:
●
Master data (customer and property tax calculation inputs) is maintained and
changes to master data are processed completely and accurately.
●
Tax bills are accurately and completely processed and billing errors if any) are
identified and corrected on a timely basis.
●
Tax Payment controls are efficient in determining the taxes balances by property.
●
Tax adjustments or corrections to balances are identified, monitored and resolved
on a timely basis.

Limited
Scope for
Improvement

No Major
Concerns

Cause for
Concern

Considerable
Cause for
Concern

Control
Design
Assessment

Control
Operating
Effectiveness
Assessment

Summary of Findings: We noted a total of one finding and one consideration for improvement.
#
1

Topic
Improve evidence of
timely completion and
review of key billing
controls

Rating
Low

Management Action
Documentation process to be enhanced by adding reviewer and approval
sign-off.

Action Owner
Deputy Treasurer,
Taxation and
Financial Projects

Due
Date
Q3 2019

(Additional details provided in ‘Appendix D - Detailed Property Tax Billing and Payment Processing Internal Audit Report’)
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Appendix A - Internal Audit Performance
Dashboard 2018-19
Activity Status
Hours
To Date

Status

%
Complete

Report
Issued

Target Rpt
Qrtr

329.8

Complete

100%

Yes

Q2-18

2. IA Oversight/Attendance at City Meetings
a) Quarterly Status & Reporting
b) Year in Review (2018/19)

99.2
0

Ongoing
Not started

46%
0%

1 of 4
No

Q4-19
Q3-19

3. Management Action Plan Validation (Annual)

14.9

Ongoing

8%

No

Q3-19

4. Inbound Call Investigation

33.7

Ongoing

27%

N/A

N/A

185.9

Fieldwork

60%

No

Q3-19

2.6

Planning

1%

No

Q3-19

7. Legislative Emergency Management/Planning

0

Not Started

0%

No

Q3-19

8. Life Cycle Costing & Asset Planning Methodology

0

Not Started

0%

No

Q4-19

9. Pursuit of Grant Funding

2

Planning

1%

No

Q3-19

77.7

Planning

40%

No

Q3-19

0

Not Started

0%

No

Q4-19

51.1

Ongoing

72%

N/A

N/A

Internal audit activity
1. Risk Assessment and Annual Plan Development

5. Facilities Operations
6. Windsor Essex Community Housing Corporation: Asset
Management - Housing Portfolio

10. Social Media Strategy Assessment
11. HR Recruiting Process and Retention Strategy
12. Unallocated
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Activity Status
Hours
To Date

Status

%
Complete

Report
Issued

Target Rpt
Qrtr

13. Manage Transition of Projects into Operations (17/18)**

260

Complete

100%

Yes

Q3-18

14. Property Tax Billing and Payment Processing (17/18) **

285

Complete

100%

Yes

Q3-18

Internal audit activity

**The findings from these reports are not counted in the total open findings for the City until these reports are presented to and accepted by Executive
Committee of Council, scheduled to occur after the date of report. Management provides a quarterly update on open management action plans to Executive
Committee of Council. As per the approved three year plan, we will issue a report on our validation efforts over management action plans due on or before
December 31, 2018 during the April ECC meeting.

Unallocated Effort
Activity

Requested by

2018-19
effort hours

An allegation was lodged on March 13, 2018 through
the Concerned Citizen and Employee Hotline regarding
transparency and conduct related to the tendering
process and resulting awarding of contracts

Complainant

51.1

Total

Reporting issued in accordance with protocols.

51.1

Delivery Target Times (Days Elapsed)

PwC

Result

Audit quality survey score

Notification

Start

Draft
report

Mgt
comments

Issuance

Q1

Q2

Q3

Q4

Avg.

Target

20

+/- 2

5

15

5

7

7

7

7

7

Actuals

29

-5

-

-

-

-

-

-

-

-
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Appendix B - Concerned Citizen and Employee
Hotline Status
Inbound notices

PwC

Voicemail box
checked daily

# of
notifications
received

# of hang ups

# of handoffs to
management

In the Qtr

Yes

17

5

12

0

0

0

YTD

Yes

17

5

12

0

0

0

10

# of items under # of items under
analysis
investigation

# of items
investigated
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into Operations Internal Audit Report
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Internal audit context
Background information
Managing Transition of Projects into Operations (“MTPO”) is part of the risk-based 2017-2018 City of Windsor
Internal Audit Risk Assessment and Plan approved by the Executive Committee of Council on May 29, 2017. The
process areas and controls are associated with mitigating and managing the corporate risks documented below:
●

Legislative & Regulatory;

●

Budget Breach; and

●

Funding.

A Project Management Methodology policy (PMMP) exists which provides general guidelines on project
identification, project categorization and project rating considering various elements. The Chief Administrative
Officer (CAO) is responsible for the implementation of the policy and this policy was last reviewed and approved on
October 6, 2017.
A Corporate Initiative Division (CID) is responsible to make any suggested revisions required to update the PMMP.
This division also provides training to Project Managers on the PMMP and its implementation. In addition, a
Corporate Project Management Website exists which provides support to Project Managers in terms of various tools
and templates that can be leveraged for project planning and implementation purposes.
The following charts represent various projects run by the City and are depicted by its Project Status and Project
Size for the years from 2015 to 2017. These charts present the information provided by management as of January
2018.
We selected four key projects/initiatives that have been completed in the last 2-3 years to validate that a common
methodology for advising sustained success and organizational readiness is applied.
Number of Projects by Project Size
80

68

70

54

60
50
40
30
20
10

6

0
Major

Medium

Small

Project Categorization depicted above in the charts i.e. Major, Medium and Small.is defined on page 6 in the
Report Classification Section under the sub title “Risk Assessment”.
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Scope
The scope of this internal audit was to assess the design and operation of management’s controls to achieve the
Internal Audit Objectives (described below) as related to the following domains:
1.

Methodology/governance;

2. Affecting transition; and
3. Managing and Monitoring transition.
We sampled four projects/initiatives within the last 2-3 years to validate that a common methodology for sustained
success and organizational readiness has been applied. Criteria used to select the sample of projects included
variables such as size, nature, departments impacted, status of readiness, etc. The selection of projects was designed
to guide Internal Audit (IA) in evaluating whether policies/procedures and protocols are sufficient to address
projects of different scale, size and complexity, and the degree of consistency in applying project methodologies.
Emphasis was not on individual projects sampled but on what the sample indicated across the population of
projects.
As such, our findings and recommendations should be considered and acted upon and an enterprise project
governance level, not at the functional/project level.

Internal audit objectives
In conducting this internal audit, we considered the process and control mechanisms management has in effect to
achieve the following control objectives:
1

Methodology/Governance

1.1

Policies & procedures: Policies, procedures, methodologies and governance structures are in place in order
to manage change and transition projects from development/build/delivery into steady state operations.
These policies, procedures and methodologies are reviewed and updated periodically.

1.2

Adherence to methodology: Projects are managed and delivered based on the change management and
transition requirements.

2

Affecting transition

2.1

Future state requirements: Management has established a future state and identified the Key Success
Indicators. A defined transition plan has been developed, which identifies what needs to change/happen to
transition the project into sustainable operations. Management has a clear understanding of what is needed
to enable and sustain the new processes/function/asset.

2.2

Impact assessment & management: Each project has an impact assessment, which is accurate, complete,
timely and relevant. Processes and strategies for managing or mitigating the risk of areas of high impact are
developed, applied and appropriately approved. Measures are in place to monitor the success of project
transition and identify unanticipated maintenance needs, or plan adjustments needed to sustain
implementation.

2.3

Resource requirements & constraints: As part of managing transition to operations, management acquires
the needed resources, develops any new operating models or processes and prepares the infrastructure to
operate the future operational activity. Constraints are identified and mitigating actions are prepared and
implemented.

2.4

Transition plan: A transition plan is developed and documented, which identifies what needs to
change/happen to transition the project into sustainable operations considering the future state
requirements, resource requirements, constraints and resolution plans.

Managing Transition of Projects into Operations Internal Audit Report 2018
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2

Affecting transition, continued

2.5

Execution: The transition plan is executed to migrate the project outcomes from a project deliverable to a
sustainable component of business operations with sufficient and timely support.

3

Managing and monitoring transition

3.1

Transition to operations: Ensure that project management elements are phased out and operational
processes are stabilized with timely support provided. In addition, assessment of operational
implementation and attainment of success factors is carried out at key times.

3.2

Transformation readiness monitoring/reporting: Reporting on the transition progress, expected results
and overall readiness of organizational transformation change is performed on timely/frequent basis.

Specific scope exclusions
Consistent with commonly accepted practices, our work will be dependent on the following management activities,
which are excluded from the scope of this review:
●

The design, implementation and operation of the Information and Technology (IT) environment and IT general
controls, end user computing controls, IT application controls, data integrity of reports used in IT dependent
manual controls;

●

Technological Readiness – This review will not consider aspects of technological readiness or reliance on
external vendors or third party controls; and

●

Construction/Major Asset projects, including but not limited to vendor selection, contract management and
infrastructure building/management, as risks pertaining to these processes have been covered off by recent
internal audit projects.

Scope limitations
Timeliness of pre - and post - implementation/adoption feedback from impacted stakeholder groups and the actions
taken as feedback obtained in an ad-hoc manner and informally documented. Internal Audit was not able to assess
the timeliness of feedback received and the actions taken thereafter in relation to the period in which projects were
transitioned to operations.

Managing Transition of Projects into Operations Internal Audit Report 2018
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Summary of internal audit results
Report classification
In the course of the internal audit, specific controls were identified that address some control objectives listed
above; however, there are identified processes and controls, which need formalization and additional monitoring.
In reading this summary, it is important to note that our assessment is based on the enterprise governance and
approach to managing the diverse portfolio of projects. As such, the attainment of the design objectives was
assessed at an enterprise level. Alternative project specific controls may have been in operation to partially
compensate for some of the design gaps.

Control environment
Projects are assigned to the Project Managers by the Project Sponsor who is an Executive Committee or Corporate
Leadership Team (CLT) member. The Project Management Methodology policy (PMMP) provides general
guidelines on how to approach subjects such as project identification, project categorization and project rating
classification, etc. The Corporate Initiative Division (CID) provides training on the PMMP to the Project Managers.
Although there is one PMMP for the City, Project Managers (with the approval of the Project Sponsor) determine
the most suitable project management methodology for their respective project. Within the PMMP, Schedule C
outlines documents that have to be prepared and submitted for major projects. Some of these documents may be
developed differently depending on the methodology that is selected. The PMMP does not provide
guidelines/standard processes to assist future Project Managers in adopting various methodologies for all rated
projects or how to perform an impact assessment if an approach is used which may not be aligned to the City’s
commonly accepted project management methodologies.
The Project Sponsor is responsible for approving any suggested change to the scope of the project. Regular
management/Committee meetings are held and project status reports are submitted on timely basis.

Risk assessment
Categorization processes at a project level occurs at the initiation of a project and is performed by the assigned
Project Manager. This process considers various quantitative elements including but not limited to scope, timeline,
and budget. In addition, qualitative elements such as visibility and risk level are also considered in some detail. We
noted that the guidelines for project categorization and rating of project should be expanded. For example, explicit
requirements for identifying and assessing qualitative factors such as benefits realization, resource and capacity
impacts, and organizational change management as part of the categorization analysis process should be
incorporated.
Projects categorized as major are required to prepare a project charter and perform a risk assessment using the
standard risk assessment tool. The risk assessment includes key risks and concerns, which are prioritized based on
impact to the project, probability, an assigned owner, and a mitigating strategy. Detailed risk analysis and
mitigation strategies are presented to the Council in the Council Report.
The project charter highlights the project deliverables and corresponding objectives along with the roles and
responsibilities and reporting hierarchy of the people involved. In addition, the proposed budget and schedule with
milestones and expected timelines are documented.
On the corporate project management website, various tools and templates such as project charter, status update
summary, issue tracker, closure summary, change request form, etc. are available to facilitate Project Managers
specifically for projects categorized as medium and small. Preparing a project charter is voluntary for projects that
are small or medium therefore the risk assessment is also voluntary. Risk assessments can help direct management
to make decisions on how the project is performing against schedule, scope and budget including capacity and
resource requirements and help inform central functions of specific project demands/needs.

Managing Transition of Projects into Operations Internal Audit Report 2018
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Control activities
Management discussed that training was delivered to key internal and external stakeholders on the transition and
what to expect by using various training methods such as one on one training, group training and training via
WebEx.
Transition planning and execution elements are not formally addressed in a standard format (i.e. Council Reports,
ad-hoc management meetings). Management should introduce a process to develop an end-to-end project
implementation plan/control document to support the Project Managers and the overall project team. The project
implementation plan can be prepared based on recommendation (using some or all of the recommended
components) provided in the recommendation for Finding #3.

Information and communication
The City of Windsor has a dedicated communications department who provide support for various communication
related matters, including but not limited to, preparing material for media/press releases etc. The Project Manager
should involve the communications department in the project communication planning.
There are various methods of communication and feedback gathering techniques with stakeholders (internal and
external) including: focused group discussions, feedback stations, and drop in sessions, management meetings,
regular meetings with Executive and Steering Committee members. Though there are projects, which initiate and
use their own methods to gather internal and external feedback, it is recommended that a document should be
developed that illustrates common and various methods of obtaining feedback as well as guidelines on measuring
success. Further, a needs assessment and methods of obtaining feedback should be identified during the planning
phase.

Monitoring
Monitoring is a crucial element to determine whether the project is running smoothly and will be completed on time
and within budget. The status update reports are submitted on a timely basis and regular Executive Committee and
Management meetings are held to discuss concerns/issues raised during the project.
The Corporate Initiative Division is responsible for providing guidance and training to Project Managers on the
PMMP and its implementation. The corporate project management website includes corporate/centralized project
management tool to monitor some elements of projects during their life cycle. Management should establish a
common function/system to monitor key project or transition risk indicators during the project. Templates to
capture lessons learned, or a central body to review the closure summary/lessons learned and periodically update
the repository should be established.
Based on the controls identified and assessed for design as part of the internal audit of the MTPO handling
processes, we have determined that there is reasonable evidence to indicate that:
No or limited
scope
improvement

No major
concerns
noted

Cause for
concern

Cause for
considerable
concern

For the objectives related to 1. Methodology/Governance
Controls over the process are designed in such a
manner that there are:
Sample tests indicated that process controls were
operating such that there are:
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No or limited
scope
improvement

No major
concerns
noted

Cause for
concern

Cause for
considerable
concern

For the objectives related to 2. Affecting Transition
Controls over the process are designed in such a
manner that there are:
Sample tests indicated that process controls were
operating such that there are:

For the objectives related to 3. Managing and Monitoring Transition
Controls over the process are designed in such a
manner that there are:
Sample tests indicated that process controls were
operating such that there are:

Management has provided comprehensive action plans, which we believe will address the deficiencies noted.
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Summary of positive themes
Based on the fieldwork conducted by Internal Audit, the following positive themes were noted:

Methodology/governance
●

A defined PMMP exists to provide general guidelines on how to approach subjects such as project identification,
project categorization and project rating classification (substantially using quantitative factors), etc.

●

Per PMMP, the Project Sponsor is an Executive Committee or Corporate Leadership Team (CLT) member who
assigns the project to the Project Manager.

●

Additional guidance is available through supplemental schedules attached to the PMMP; for example:
○

Schedule A “Project Determination Protocol” is completed by Project Managers to determine whether the
task should be classified as an “Operational activity” or as a “Project”.

○

Schedule B “Project Assessment Worksheet” is completed by Project Managers through which various
characteristics of the projects are assessed to determine the overall classification of the project.

●

The Project Assessment Worksheet is further reviewed and approved by the Project Sponsors and uploaded to
the Project Management Website.

●

Regular Management/Committee meetings are held and status reports are submitted regularly for discussion.

Affecting transition
●

There are various methods of communication with internal and external stakeholders (i.e. the project team and
those affected by the transition) which are used to solicit feedback such as:
○

focused group discussions;

○

management meetings;

○

a set cadence of meetings with executive and steering committee members;

○

feedback stations; and

○

drop-in sessions.

Each of the four sampled projects used some of the above-mentioned methods to communicate with their
respective stakeholders.
●

Training material was developed for the sampled projects. Management informed us that training on the
transition and what to expect was provided to identified internal and external stakeholders.

Managing and monitoring transition
●

Tools are used, in some instances, to track progress in user adoption rates post-implementation, such as a
Google analytics tool and load and stress tests.

Managing Transition of Projects into Operations Internal Audit Report 2018
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Summary of findings
Finding #

Topic

Rating1
Significant

Moderate

Management Action Plan
Low

Methodology/Governance

1

Enhance project
classification
and expectation
guidelines
(Design
effectiveness)

The EIC will conduct a cost-benefit
analysis on adding additional criteria to
the Project Assessment Worksheet, will
provide third party advice to project
managers on categorization, when
requested, and review project
classifications as they are submitted to the
Corporate Project Management Site. The
EIC will also add the process for reassessing projects that change
significantly to the PMMP, and will add
guidelines for adopting various project
management methodologies and
guidelines for varying from minimum
expectations to the PMMP.

X

Affecting Transition

2

Enhance
considerations
for project risk
assessments
(Design
effectiveness)

3

Formalize
detailed project
implementation
plan which
includes change
management/tra
nsition plans
(Design
effectiveness)

The EIC will conduct a cost-benefit
analysis on requiring risk assessments for
medium projects, the Corporation will
assume the risk of not requiring risk
assessments for small projects, and the
EIC will include the requirement for risk
assessments to be monitored and updated
in Schedule C of the PMMP.
The EIC will develop a project
implementation plan template, will add
the project implementation plan as a
required deliverable for major projects,
will conduct a cost-benefit analysis on
requiring some elements of the project
implementation plan for medium
projects, and the Corporation will assume
the risk of not requiring project
implementation plans for small projects.

X

X

Managing and Monitoring Transition

4

Enhance
approach to
pre/post go-live
feedback
collection and
aggregation
(Design
Effectiveness)

The EIC will develop a document (or
webpage section) that outlines common
and various methods of soliciting pre and
post go-live feedback including the
guidelines for implementing, measuring
and monitoring expectations and success.
Further, EIC will develop a process for
determining whether formal feedback
solicitation is required for a project,
considering the cost-benefit proposition
for different types of projects, and will
revise the definition of ‘project close’
during the next PMMP review.

X

Please also refer to Consideration for Improvement #1.
Total

1

3

0

1 See Appendix A for Basis of Finding Rating and Report Classification
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Summary of significant findings
Internal audit identified one significant findings related to the design effectiveness of controls, specifically:
1)

Formalize detailed change management and transition plans: Management should require that a project
implementation plan/control document is a formal deliverable (the detail that is included in the deliverable can
be modified based on the categorization of the project). A project implementation plan helps successfully move
a project plan into action, and identifies goals and objectives (both short- and long-term), lists the project tasks,
defines roles and responsibilities, outlines the budget and necessary resources, and lists any assumptions.

Management comments
Management appreciates the findings and recommendations of best practices within this report as a way for the
City to pursue continuous improvement. Many of the positive themes noted are the result of administration’s
efforts in advancing project management practices to ensure the delivery of projects on time and within budget.
The recent successes of large City projects, such as the construction of Fire Hall 6 & Emergency Operations
Centre, the East Windsor Community Pool and the New City Hall, provide evidence of the City’s progress, as
these projects were all completed on or ahead of schedule and within or under budget.
When considering the findings contained in this report it is important to note the City of Windsor is a large
corporation that undertakes a considerable number of projects, varying greatly in type and size. The current
Project Management Methodology Policy was designed to ensure the successful delivery of projects through
proper governance, without unnecessarily burdening project managers or capturing operational initiatives. In
areas of administration where project management is most prominent and major projects are assigned, such as
Corporate Projects (which is responsible for large building and non-building projects) and Information
Technology, project management practices are appropriately enhanced.
Management continues to look for ways to improve the way the City delivers projects. The following
Management Action Plans will be implemented through updates to the Project Management Methodology Policy
while ensuring changes do not impede the delivery of projects based on size, type and complexity.
Name: Onorio Colucci
Title:

Chief Administrative Officer

Date:

August 28, 2018
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Detailed observations
1. Enhance project classification and expectation guidelines - (Design
effectiveness)

Overall Rating:
Moderate

Impact:

Likely

Medium

Likelihood:

Observation:
In a review of the policies, procedures, templates and samples projects, we noted (a) that project classification
requires significant interpretation; and (b) that project management methodologies allow for alternatives but do
not include minimum expectations.
a) Project classifications: The determination of project categorization (small, medium, or major) is dependent
on the interpretation of the individual filling out form though it is ultimately reviewed and signed off by the
Project Sponsor. The categorization has a direct link on the required level of detail and documentation that a
Project Manager has to complete. If the Project Manager does not categorize a project accordingly, there may
be information that is not captured that may be required or that impacts the project. The PMMP applies to all
City of Windsor projects. The policy (including supporting Schedule A “Project Determination Protocol” and
Schedule B “Project Assessment Worksheet documentation”) focuses primarily on quantitative elements for
project categorization.
b) Project Management Methodologies: Internal audit observed that the PMMP is not a “one fit for all”
document and, as suggested by management, it is ultimately up to the Project Managers to determine the best
methodology to use for each project. Schedule C within the PMMP outlines documents that have to be
completed for major projects. Some of these documents may be developed differently depending on the
methodology that is selected. What is not outlined by the PMMP is a standard process or set of guidelines to
assist future Project Managers in adopting various methodologies for all rated projects or how to perform an
impact assessment if an approach is used that may not be aligned to the City’s commonly accepted project
management methodologies. The current policy does not include guidance on the following:
i)

What is required to implement a project using an iterative approach for project delivery such as Agile or
Rational Unified Process (RUP); and

ii)

Section 3.2 of the PMMP states that “if an external stakeholder has their own management
methodology or project requirements, a review will need to be done by the Project Manager to
determine whose methodology or requirements apply.” The PMMP does not have any additional details
on the approach, processes, or tools to support with the determination of any major deviations and gaps
that exist between the required PMMP and an external party’s methodology and the required evidence
of this analysis and remediation.

Implication(s):
●

Projects may be categorized based on the interpretation of the person completing the Schedule B “Project
Assessment Worksheet” and important elements for project categorization may be overlooked. Similar projects
may be categorized and controlled differently.

●

Project Managers may adopt different methodologies, such as an iterative agile approach, without having a
sufficient understanding of the impact of adopting the new methodology.

●

Minimum control requirements may not be obtained and result in budget overruns, time delays, scope
impairment or project failure.

Possible root cause:
The PMMP was developed with scalability and flexibility in mind and relies on interpretation and experience of
Project Managers assigned to manage the change effectively.
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Recommendation(s):
The City’s approach and guiding principles/requirements to managing projects should be enhanced such that the
following components are included to guide the effective operation of controls:
1.

In addition to the current elements which support project categorization management should:
○

document additional criteria such as benefits realization (expected business outcomes), resource and
capacity impacts (expected capacity throughout the lifecycle of the project), and organizational change
management (external impacts beyond “visibility” as well as internal impacts) as part of the categorization
analysis process;

○

perform a second review and approval by an independent party who is not directly involved in the project
for Schedule B “Project Assessment Worksheet”; and

○

perform a reassessment for project categorization (once a project is initiated and running) to assess
medium projects that cross the threshold into major are addressed in a timely manner.

2. For projects using various methodologies management should:
○

document standard processes/guidelines to assist project managers on how to adopt various
methodologies for all rated projects. This can either be a part of, an extension to, or in an appendix in the
PMMP; and

○

identify what the minimum expectations are independent of the approach selected and perform a gap
analysis to understand the variances when different methodologies are being followed.

Management Action Plan
Action Plan:

Responsible
Party:

Executive Initiatives
Coordinator, Office
of the CAO

Due Date:

Q3 2019

Management agrees that the project categorization process and
expectation guidelines would benefit from enhancement.
1.

The Executive Initiatives Coordinator will review the PMMP and
conduct a cost-benefit analysis on adding additional criteria to the
Project Assessment Worksheet. The Executive Initiatives Coordinator
will provide third party advice to project managers on categorization,
when requested, and review project classifications as they are
submitted to the Corporate Project Management Site (CPMS),
intervening only if a categorization is deemed particularly
inconsistent. The City’s current process for re-assessing projects that
change significantly is undocumented. The Executive Initiatives
Coordinator will add this process to the PMMP.

2. The Executive Initiatives Coordinator will add guidelines for adopting
various project management methodologies and guidelines for
varying from minimum expectations to the PMMP.
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2. Enhance considerations for project risk assessments - (Design effectiveness)

Overall Rating:
Moderate

Impact:

Likely

Medium

Likelihood:

Observation:
The charter template (mandatory for projects classified as major) includes a formal risk assessment to capture key
risks and issues which are prioritized based on impact to the project, probability, an assigned owner, and a
mitigation strategy. A charter is voluntary for projects classified as small or medium; as such, the formal risk
assessment is voluntary for these projects. A common process and template for risk management is therefore not
shared across the projects though each project reviewed that were small or medium did complete their own
version of a risk assessment. Specific project demands/needs for central functions such as Communications, IT
and Human Resources are not consistently considered during project planning to understand/assess potential
risks to resource capability and capacity.
Implication:
Management may not have a clear understanding of impacts to scope, schedule, budget, and resource
requirements throughout the project lifecycle.
Possible root cause:
Completing a formal minimum standard risk assessment is not mandatory for small and medium sized project
per PMMP.
Recommendation:
The City’s approach and guiding principles/requirements to managing projects should be enhanced such that:
Project Risks Assessments are one of the inputs informing the selection of the project categorization (Small,
Medium, Major).The PMMP should be updated to:
1.

have Project Managers perform an initial assessment based on the complexity of the project and determine
along with the Project Sponsor if a formal risk assessment, using the risk matrix template, should be
completed. If it is deemed not required, than sign-off by the Project Sponsor should be documented; and

2. require that Project Managers monitor and update the identified risks throughout the project lifecycle,
specifically to acknowledge when assumptions change the project classification (i.e. if there is a greater
impact on scope, schedule budget, or people/process than originally estimated and more robust controls are
required).
Risks assessments can help direct management to make decisions on how the project is performing against scope,
schedule and budget including resource and capacity requirements and help inform the following central
functions of specific project demands/needs:
●

Communication - Process for managing communication needs;

●

IT - Project/Data Support - Process for managing IT support/allocation of resources; and

●

Central Human Resources Department - Process for conducting training needs assessments and/or
developing training content.
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Management Action Plan
Action Plan:
Though Management agrees that, in principle, formal risk assessments for
all projects would be good practice, in our view, the cost of additional
effort/resources would outweigh the potential benefits for smaller projects.
The Executive Initiatives Coordinator will conduct a cost-benefit analysis
on requiring risk assessments for medium projects, but the Corporation
will assume the risk of not requiring risk assessments for small projects, as
it would be assessed as low on the Corporation’s risk measurement tool
and therefore is within the Corporation’s risk appetite. The Executive
Initiatives Coordinator will include the requirement for risk assessments to
be monitored and updated in Schedule C of the PMMP.
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3. Formalize detailed Project Implementation Plan which includes Change
Management/Transition Plans - (design effectiveness)

Overall Rating:
Significant

Impact:

Highly Likely

Medium

Likelihood:

Observation:
While individual projects were not noted as having escalated issues with change management and transition, the
approach was project-specific and not guided by an overarching expectation.
A Project Implementation Plan/Control Document: a project implementation plan to support the Project
Managers in project transition (transition plan and critical path) is not a formal deliverable required for projects
to account for multiple factors, including (but not limited to):
●

knowledge transfer activities;

●

stakeholder feedback processes;

●

pre- and post- go live transition activities; and

●

site readiness pre-go live and post-go live (performing a dry run).

Some of the above-mentioned activities are carried out during different phases of project; however, a fulsome
document covering all planning and transition aspects of the project is not prepared. Some projects have a more
reactive approach to addressing concerns during transition as opposed to being proactive; i.e. scarcity of
resources.
Implication:
Unanticipated changes to the project, results in correction or update to implementation timelines.
Possible root cause:
A project implementation plan/control document is not a formal deliverable.
Recommendation:
The City’s approach and guiding principles/requirements to managing projects should be enhanced such that a
project implementation plan/control document is a formal deliverable. A project implementation plan helps
successfully move a project plan into action, and identifies goals and objectives (both short- and long-term), lists
the project tasks, defines roles and responsibilities, outlines the budget and necessary resources, and lists any
relevant assumptions. Based on the nature and complexity of the project (small, medium, major) the
implementation plans requirements should be tailored accordingly (using some or all of the
following0020components) at the onset of a project i.e. one for small projects, one for medium projects, and one
for major projects:
●

Purpose: describes the purpose of the plan and identifies the system to be implemented;

●

Description of implementation: provides a description of the planned deployment, installation, and
implementation approach;

●

Points of contact: identifies the System Proponent, the name of the responsible organization(s), titles, and
telephone numbers of the staff who serve as points of contact for the system implementation;

●

Major Tasks: provides descriptions of the major system implementation tasks;

●

Implementation schedule: provides a schedule of activities to be accomplished;

●

Security & privacy: includes an overview of the system security and requirements that must be followed
during implementation;
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●

Implementation support: describes the support hardware, software, facilities, communications resourcing
and materials required for the implementation, as well as the documentation, necessary personnel and
training requirements;

●

Outstanding issues: states any known issues or problems relevant to implementation planning. This section
answers the question, “Are there any specific issues, restrictions, or limitations that must be considered as a
part of the deployment?”;

●

Implementation impact: describes how the implementation is expected to impact the stakeholders and
environment;

●

Performance monitoring: plan describes the performance monitoring tool, techniques and how it will be
used to help determine if the implementation is successful;

●

Risks and contingencies: identifies the risks and specific actions to be taken in the event the implementation
fails or needs to be altered at any point and includes the factors to be used for making the decision; and

●

Implementation verification and validation: describes the process for ensuring that the implementation was
not poorly executed. It describes how any noted discrepancies will be rectified.

The implementation plan should be reviewed, updated, and signed-off at various stages of the lifecycle, as more
becomes known about the project.
Management Action Plan
Action Plan:
Management agrees that project implementation plans would be a
beneficial resource for complex projects, but in our view, the cost of
additional effort/resources would outweigh the potential benefits for less
complex projects. The Executive Initiatives Coordinator will develop a
project implementation plan template, will add the project implementation
plan as a required deliverable for major projects and will conduct a costbenefit analysis on requiring some elements of the project implementation
plan for medium projects. The Corporation will assume the risk of not
requiring project implementation plans for small projects, as it would be
assessed as low on the Corporation’s risk measurement tool and therefore is
within the Corporation’s risk appetite.
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4. Enhance approach to pre/post go-live feedback collection and aggregation
(Design Effectiveness)

Overall Rating:
Moderate

Impact:

Likely

Medium

Likelihood:

Observation:
Pre- and post- go-live feedback from impacted stakeholder groups is obtained but it is acquired in a projectspecific manner and is not mandated at an overall project governance level nor aggregated. Each project reviewed
requires a different method to gather feedback but there is no supporting documentation available to outline
various methods that can be used and the steps associated to make it a successful mechanism to gather valuable
insight about internal and external stakeholder satisfaction.
We noted that a requirement of projects to solicit pre- and post- go-live feedback from internal/external
stakeholders prior to official project ‘closure’ is not in place.
In addition, the project closure timelines/expectations are not clearly defined.
Refer to Consideration for Improvement #1.
Implication(s):
●

The absence of a material to support Project Managers in gathering and documenting feedback for project
stakeholders might not provide a clear picture of project success or failure in terms of stakeholders
acceptance or rejection; and

●

There is a risk that feedback is not being solicited when the change is adopted but rather it is happening when
the project is classified as closed by the project.

Possible root cause(s):
●

Documentation of stakeholder feedback is not a formal deliverable;

●

Monitoring expectations are not formally provided in form of policies or procedures/methodologies; and

●

The definition of project closure in the PMMP is limited and does not clearly articulate when a project is
considered being in a “closed” state.

Recommendation:
Management should develop a document (accessible to everyone) that outlines common and various methods of
soliciting pre and post go-live feedback including the steps required to implement and measure success. During
the planning phase of a project the required methods should be identified and it if is deemed that no feedback
solicitation is required; the Project Sponsor should sign-off.
Monitoring expectations should be provided in the form of guidelines and processes that aid in the understanding
of how to gather evidence and report on the transition progress and stakeholder satisfaction against the expected
results and overall readiness of organizational change.
Management should update the PMMP to define the timelines/expectations regarding project closure.
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Management Action Plan
Action Plan:
Management agrees that the collection and consideration of stakeholder
feedback a valuable tool for project managers. The Executive Initiatives
Coordinator will develop a document (or webpage section) that outlines
common and various methods of soliciting pre and post go-live feedback
including the guidelines for implementing, measuring and monitoring
expectations and success. The Executive Initiatives Coordinator will also
develop a process for determining whether formal feedback solicitation is
required for a project, considering the cost-benefit proposition for
different types of projects.

Responsible
Party:

Executive
Initiatives
Coordinator,
Office of the CAO

Due Date:

Q3 2019

The Executive Initiatives Coordinator will revise the definition of ‘project
close’ during the next PMMP review.
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Considerations for Improvement
1. Corporate Project Management Support
Observation:
A corporate/centralized project management tool is used to monitor some elements of projects during their life
cycle; however, the use of the tool could be enhanced by providing resources to CID to enable the appropriate
level of support for Project Managers in preparing transition plans or managing project risks. There is no
common function/system established to monitor key project or transition risk indicators during the project.
Though there was previously a knowledge repository within CID for project teams to share lessons learned for
projects upon closure, it was not used very often and is no longer a requirement. No templates to capture lessons
learned have been established nor is there a central body to review the closure summary/lessons learned and
periodically update the repository exists.
In our experience, some organizations assign central accountability to a Project Management Office to monitor
common project Key Performance Indicators (KPIs) and Key Risk Indicators (KRIs). Internal Audit observed that
common key metrics (KPIs/KRIs) to monitor the success of transitional state, such as: turnover, overtime,
training, feedback, backlogs, downtime/lost time, and cost overruns by project phase, etc. are not defined, shared
or monitored centrally. The ability to understand and measure the success of a project without transitional state
KPIs/KRIs is limited and may be ad hoc in nature.
Recommendation:
Management should perform a cost/benefit analysis to support Project Managers with additional resources (i.e.
Office of CAO) for monitoring projects against plan, and supporting Project Managers in the review of available
tools, templates and best practices. The current mandate, if applicable, of the CID may require adjustments if a
centralized Project Manager support function is desired.
To obtain insight into a projects success rate, the City should consider developing a common set of KPIs/KRIs for
projects to measure their success pre and post implementation. This can either be a part of, an extension to, or in
an appendix in the PMMP. Further, centralized monitoring could enable increased consistency in how project
metrics are defined and applied for reporting and continuous improvement.
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Appendix A: Basis of findings rating and
report classification
Findings rating matrix
Audit Findings
Rating
Likelihood

Impact
Low

Medium

High

Highly Likely

Moderate

Significant

Significant

Likely

Low

Moderate

Significant

Unlikely

Low

Low

Moderate

Likelihood consideration
Rating
Highly Likely

Likely

Unlikely

Description


History of regular occurrence of the event.



The event is expected to occur in most circumstances.



History of occasional occurrence of the event.



The event could occur at some time.



History of no or seldom occurrence of the event.



The event may occur only in exceptional circumstances.
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Impact consideration
Rating

Basis

Description

HIGH

Dollar Value2

Financial impact likely to exceed $250,000 in terms of direct loss or opportunity cost.

Judgmental
Assessment

Internal Control
Significant control weaknesses, which would lead to financial or fraud loss.
An issue that requires a significant amount of senior management/Board
effort to manage such as:
· Failure to meet key strategic objectives/major impact on strategy and objectives.
· Loss of ability to sustain ongoing operations:
· Loss of key competitive advantage/opportunity
· Loss of supply of key process inputs
· A major reputational sensitivity e.g. Market share, earnings per share, credibility
with stakeholders and brand name/reputation building.
Legal/Regulatory
· Large scale action, major breach of legislation with very significant financial or
reputational consequences.

MEDIUM

Dollar Value

Financial impact likely to be between $75,000 to $250,000 in terms of direct loss or
opportunity cost.

Judgmental
Assessment

Internal Control
· Control weaknesses, which could result in potential loss resulting from inefficiencies,
wastage, and cumbersome workflow procedures.
An issue that requires some amount of senior management/Board effort
to manage such as:
· No material or moderate impact on strategy and objectives.
· Disruption to normal operation with a limited effect on achievement of corporate
strategy and objectives
· Moderate reputational sensitivity.
Legal/Regulatory
· Regulatory breach with material financial consequences including fines.

LOW

Dollar Value

Financial impact likely to be less than $75,000 in terms of direct loss or opportunity
cost.

Judgmental
Assessment

Internal Control
· Control weaknesses, which could result in potential insignificant loss resulting from
workflow and operational inefficiencies.
An issue that requires no or minimal amount of senior
management/Board effort to manage such as:
· Minimal impact on strategy
· Disruption to normal operations with no effect on achievement of corporate strategy
and objectives
· Minimal reputational sensitivity.
Legal/Regulatory
· Regulatory breach with minimal consequences.

2

Dollar value amounts are agreed with the client prior to execution of fieldwork.
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Audit report classification
Report
Classification

Cause for
considerable
concern

Cause for
concern

No major
concerns noted

No or limited
scope for
improvement

The internal audit identified one or more of the following:
●

Significant control design improvements identified to ensure that risk of material loss
is minimized and functional objectives are met.

●

An unacceptable number of controls (including a selection of both significant and
minor) identified as not operating for which sufficient mitigating back-up controls
could not be identified.

●

Material losses have occurred as a result of control environment deficiencies.

●

Instances of fraud or significant contravention of corporate policy detected.

●

No action taken on previous significant audit findings to resolve the item on a timely
basis.

●

Control design improvements identified to ensure that risk of material loss is
minimized and functional objectives are met.

●

A number of significant controls identified as not operating for which sufficient
mitigating backup controls could not be identified.

●

Losses have occurred as a result of control environment deficiencies.

●

Little action taken on previous significant audit findings to resolve the item on a
timely basis.

●

Control design improvements identified, however, the risk of loss is immaterial.

●

Isolated or “one-off” significant controls identified as not operating for which
sufficient mitigating back-up controls could not be identified.

●

Numerous instances of minor controls not operating for which sufficient mitigating
back-up controls could not be identified.

●

Some previous significant audit action items have not been resolved on a timely basis.

●

No control design improvements identified.

●

Only minor instances of controls identified as not operating which have mitigating
back-up controls, or the risk of loss is immaterial.

●

All previous significant audit action items have been closed.

Managing Transition of Projects into Operations Internal Audit Report 2018
34

PwC | 22

The Corporation of the City of Windsor

FINAL

Appendix B: Limitations and
responsibilities
Limitations inherent to the Internal Auditor’s work
We have undertaken the Managing transition of projects into operations internal audit, subject to the limitations
outlined below.

Internal control
Internal control systems, no matter how well designed and operated, are affected by inherent limitations. These
include the possibility of poor judgment in decision-making, human error, control processes being deliberately
circumvented by employees and others, management overriding controls and the occurrence of unforeseeable
circumstances.

Future periods
Our assessment of controls is for the period specified only. Historic evaluation of effectiveness is not relevant to
future periods due to the risk that:
●

the design of controls may become inadequate because of changes in operating environment, law, regulation or
other; or

●

the degree of compliance with policies and procedures may deteriorate.

Responsibilities of management and Internal Auditors
It is management’s responsibility to develop and maintain sound systems of risk management, internal control and
governance and for the prevention and detection of irregularities and fraud. Internal audit work should not be seen
as a substitute for management’s responsibilities for the design and operation of these systems.
We endeavor to plan our work so that we have a reasonable expectation of detecting significant control weaknesses
and, if detected, we shall carry out additional work directed towards identification of consequent fraud or other
irregularities. However, internal audit procedures alone, even when carried out with due professional care, do not
guarantee that fraud will be detected.
Accordingly, our examinations as internal auditors should not be relied upon solely to disclose fraud, defalcations or
other irregularities which may exist.
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Internal audit context
Background information
Property Tax Billing and Payment Processing Internal Audit is part of the Council approved 2017/18 Internal Audit
Plan. Internal Audit reviewed the City’s Property Tax Billing and Payment Processing function.
The Taxation and Financial Projects department is lead by the Deputy Treasurer who reports directly to the City
Treasurer. There are three Managers who are responsible for property assessment, property taxation & taxpayer
support, and treasury & cash management. These individuals report directly to the Deputy Treasurer.
The property tax billing and payment processing function falls under the domain of Property Taxation and Tax Payer
Support Division which is lead by a Manager. There are seven staff members including Senior Tax Analyst, Property
Tax Analyst, Tax Account Administrators, Property Tax Clerks, and Customer Service Clerk, all of whom report
directly to the Manager Property Taxation and Tax Payer Support.
The City uses a “AMANDA Tax Module” for tax billing and tax payment processing. In performing this internal
audit, we applied data analytics to examine the population of data from the AMANDA Tax Module for the period in
scope. The data analytics testing included testing of: customer master data, property master data, tax calculation, tax
billing, tax payment, and adjustments.
The City of Windsor has recently introduced e-service for property owners known as “My Property Tax” which may
be accessed by registering on the City of Windsor website. For account registration and authentication, a customer is
required to enter necessary details including: name, mailing address, date & amount of last payment and answer to
other relevant questions. This information is further received and validated by the relevant staff member at City and
is further matched with the information within Amanda. If the information received is correct, a PIN number is sent
to the customer through which accessing of account becomes possible. My Property Tax service allows property
owners to view details about their tax bills, upcoming due dates, balances, make updates to their account
information, and also provides the facility to request tax statements.

Scope
The scope of this internal audit included an assessment of the controls in effect for the period January 1, 2017
through to December 31, 2017.

Internal audit objectives
In conducting this internal audit, we used Data Analytics procedures to examine the population of data from the
AMANDA Tax Module system. This included analytics relevant to examining workflow controls and recalculations.
Data analytics results have been used to assist the testing and to provide information regarding various trends
within the period under review to achieve the following objectives:
#

Process Under Review

Internal Audit Objectives

1

Maintaining master data

Master data (customer and property tax calculation inputs) is
maintained and changes to master data are processed completely and
accurately.

2

Processing property tax bills

Tax bills are accurately and completely processed and billing errors
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(if any) are identified and corrected on a timely basis.
3

Processing tax payments

Tax Payment controls are efficient in determining the taxes balances
by property.

4

Tax payment
corrections/adjustment

Tax adjustments or corrections to balances are identified, monitored
and resolved on a timely basis.

Specific scope exclusions
Given the nature of the work, risk considerations and budgeted effort, the following elements were excluded from
the scope of the internal audit:
●

The design, implementation and operation of the Information and Technology (IT) environment and IT general
controls, end user computing controls, IT application controls, data integrity of reports used in IT dependent
manual controls;

●

Setting of tax rate and reliance on third party i.e. MPAC for property valuations;

●

Change management and segregation of duties related to system configuration;

●

Accuracy and completeness of data provided by entities outside of the City;

●

Billing and collection related to late payment/other penalties;

●

Valuation of property tax provision and property tax appeals;

●

Property tax collection services; and

●

GL reconciliations.
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Summary of Internal Audit results
Report classification
We used Data Analytics procedures to examine the population of data from the AMANDA Tax Module system. This
included analytics relevant to examining workflow controls and recalculations. Data analytics results have been used
to assist the testing and to provide information regarding various trends within the period under review.
In the course of performing data analytics procedures, we validated select manual/management review controls
related to the approval of adjustments and transfers. These were relevant controls identified by management when
assisting Internal Audit with disposing of potential/preliminary data findings/exceptions related to suspense
accounts. The testing of the manual controls was limited to a design evaluation only.
Our understanding and observations from the four review areas is summarized below:
Maintaining master data
Property assessment data including roll number and assessed value for tax calculation is loaded into AMANDA Tax
Module which is received from an independent source Municipal Property Assessment Corporation (MPAC). The
system performs validation checks to ensure data loaded is accurate and management reviews for exceptions if any.
We applied data analytics on data from the AMANDA Tax Module for the period in scope to assess the data quality.
The data tests results illustrated that people ID (RSN #) and property ID were valid and active listed properties had
an address associated and the listed account IDs (folder RSN numbers) were valid.
Final tax billing rates and billing information is prepared by Manager - Taxation and presented to Council for
approval via council reports. Approved tax rates are manually input into the system based on the property type/
class which applies to all the properties listed under the property type.
Processing property tax bills
Tax is calculated based on MPAC assessment which is input in the AMANDA system. Tax calculations are first run in
a test environment by property type and the results are reconciled with other reports. The non-reconciling items are
identified and rectified prior to bills processing. The year-end for tax billing is the month of January in which
interim bills are issued whereas the final bills are issued in June respectively.
Tax bills (interim and final) are generated on timely basis against all active properties by using the billing schedule
and billing checklists for bills including interim, final and ad-hoc. In 39 instances tax bills were mailed to
international addresses that the property owners had provided for receiving tax bills. Management may wish to
consider using digital means for issuing tax bills to international addresses.
Management has devised billing checklists which entails documented steps/instructions for staff to perform the
control activities with respect to interim & final billing, ad-hoc billing and year end activities. Based on discussion
with process participants, we understand that these steps are performed as required in policies and procedures to
perform monitoring of suspense accounts and investigation of suspense account balances, review of credit balances,
performing data checks, and periodic assessment of user access rights, however, such steps are not documented in
the existing checklists. The existing checklists can be enhanced by adding sections as “preparer sign-off and date”
and “reviewer sign-off and date” for each respective task. This will demonstrate segregation of duties and support
timely completion of each task with documented review evidence.
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Processing tax payments
To process manual/in person payments, Tax Account Administrators scan the encrypted payment stubs which has
amount and roll numbers documented. The amount and roll number is recognized by the system and the system
updates the payment record. To process the payment received via online banking, a deposit log is received daily from
the bank and the Tax Operation Control Clerk notes these payments and applies into the taxpayer’s account in
AMANDA to match the deposit log. The file from the bank is imported into an AMANDA payment batch. Any error
due to matching of account is identified and corrected prior to the batch being submitted for Manager approval.
Manager confirms no errors are present and that control lines i.e. count of payment and total dollar value is
reconciled.
The City does not accept cash payments; however, a number of payment options were noted as used by taxpayers as
per the data tests including manual payments, payments via cheques, online banking, and pre-authorized payment
facility. Credit balances are monitored by generating a credit report on a monthly basis. High dollar value credits are
investigated and refunds are issued if required.
Tax payment corrections/adjustment
Management has devised procedures for handling unidentified account payments. The payments flagged as
unapplied due to incorrect roll number data entry by the taxpayer are transferred to a suspense account. The Tax
Accounting Clerk investigates the payments and reviews the appropriate course of action after discussing with the
Manager Property Taxation. The Suspense account balance is investigated on an ad-hoc basis and adjustments are
made accordingly. Protocols for monitoring long term trends of suspense account balances have not been
established.
Tax Adjustments are performed by filling out an adjustment form which is duly completed by requestor and
approved by staff responsible for recording adjustments. The level of approvals are documented.
Through discussion with management, there are ongoing plans to update checklists which should help in continuous
and adequate monitoring.
Based on our applied Data Analytics procedures and subsequent Data analytics results to assist the testing and to
provide information regarding various trends within the period under review, we have determined that there is
reasonable evidence to indicate that:

No or limited
scope
improvement

No major
concerns
noted

Cause for
concern

Cause for
considerable
concern

No major
concerns
noted

Cause for
concern

Cause for
considerable
concern

For the objectives related to 1. Maintaining Master Data
Controls over the process are designed in such a
manner that there are:
Sample tests indicated that process controls were
operating such that there are:
No or limited
scope
improvement

For the objectives related to 2. Processing Property Tax Bills
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Controls over the process are designed in such a
manner that there are:
Sample tests indicated that process controls were
operating such that there are:

For the objectives related to 3. Processing Tax Payments
Controls over the process are designed in such a
manner that there are:
Sample tests indicated that process controls were
operating such that there are:

For the objectives related to 4. Tax Payment Corrections/Adjustment
Controls over the process are designed in such a
manner that there are:
Sample tests indicated that process controls were
operating such that there are:

Management has provided comprehensive action plans, which we believe will address the deficiencies noted.

Summary of positive themes
Based on the data testing and fieldwork conducted by Internal Audit, the following positive themes were noted:
Maintaining master data
●

While applying data analytics procedures on data extracted from the AMANDA Tax Module, other than minor
anomalies, we noted no discrepancies. Please refer to Appendix “C1 - Property Analysis” for data visuals.

Processing property tax bills
●

Interim and final bills (types of bills that have strict issuing date) were issued in January and June respectively.

●

Tax rates were entered accurately and were valid for the property types.

●

Bills were issued to the active properties on the correct number of occasions required i.e. Interim Bill in January
and Final Bill in June respectively.

●

Omitted (additional) and supplementary (previous) assessment, which is received from MPAC, is uploaded in
AMANDA Tax Module and then billed accordingly. These updates may be received up to seven times through
the year.

●

Management has devised billing checklists which documents steps to consider for interim, final, supplementary
and omit billing, as well as year-end activities.

Property Tax Billing and Payment processing Internal Audit Report 2018
44

PwC l 6

The Corporation of the City of Windsor - Internal Audit Report 2018

FINAL

Processing tax payments
●

Property owners have multiple payment options including online banking, cheques and pre-authorized
payments. The City does not accept payment in cash.

●

Property owners have the option to access their account online to view details about their tax bills, upcoming
due dates, balances, make updates to their account information, and also provides the facility to request tax
statements by using “My Property Tax” e-service developed by the City.

Tax payment corrections/adjustment
●

Procedures for unidentified account payment processing exists and the approval levels are defined. Investigation
of unidentified payments that are transferred into suspense account is performed on ad-hoc basis and balances
are reconciled accordingly. Please refer Appendix C2 and C3 for Adjustments analysis and Suspense account
analysis for data visuals.
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Summary of findings
Finding
#

1

Topic

Rating
Significant

Moderate

Low

-

-

-

Management Action
Plan

Maintaining master data
None
Processing property tax bills

1.

Improve evidence of timely
review of key billing
controls

Processing tax payments
None
Tax payment corrections/adjustment
None
Total

-

-

X

-

-

-

0

1

0

Documentation process will
be enhanced by adding
reviewer and approval
sign-off. Processes will be
defined in regards to the
review of suspense accounts,
credit balances and other ad
hoc data checks.

Summary of significant findings
No significant findings were noted within or during the scope of Internal Audit’s work.

Management comments
Management is pleased that the controls identified and tested as part of the Internal Audit of the City’s Property
Tax Billing and Payment Processing by PwC has concluded that there are “no major concerns noted“ or “no or
limited scope improvement opportunities” for the various controls tested. Property taxation is the primary
funding source for annual operating and capital expenditures and financially impacts residents and business
owners of the City of Windsor. These findings affirm management’s ongoing commitment and understanding to
ensuring that appropriate internal controls, policies, and procedures are in place relative to this significant
service. The report also references a number of positive themes that have been identified as part of this review
covering key areas including the maintenance of master data, processing of property tax bills, processing of
property tax payments and payment corrections/ adjustments, all which contribute to the strong internal control
environment relative to property taxes. The review does identify some opportunities for further improvement and
offers recommendations for further enhancements to the existing controls. Management has considered each of
the noted findings and recommendations individually and provided Management Action Plans to address the
findings noted.
Name:

Joe Mancina

Title:

CFO/City Treasurer, Corporate Leader Finance & Technology

Date:

September 11, 2018

1 See Appendix A for Basis of Finding Rating and Report Classification
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Detailed observations
1. Improve evidence of timely completion and review of key billing
controls - (Design Effectiveness)
Impact:

Low

Likelihood:

Overall Rating:
Low
Likely

Observation: Management has devised process checklists for key property tax billing activities which specify
tasks applicable to several billing cycles (year-end, interim, final, supplement, omit.)
The existing checklist is a list of activities/tasks to be completed and this is not used by management as a central
control document to demonstrate completion or sign-off by preparer and reviewer which would support adequate
segregation of duties, timely completion and review of activities/tasks.
Key items that were excluded from the current billing checklist were the monitoring of suspense accounts,
investigation of suspense account balances, review of credit balances, performing data checks, and periodic
assessment of user access rights are not documented in the existing checklists. Though we understand based on
discussion with process participants that these steps are performed as required in policies and procedures.
Implication:
There may not be a mechanism to validate segregation of duties as well as timeliness of completion and review of
control activities.
Possible root cause:
There does not appear to be formal documentation of a process or protocol developed by the management for
signing off and reviewing of tasks completed within the existing checklists.
Recommendation:
Management should enhance the existing checklists as per the table below:
Type of checklist

Tasks/activities to be added

Final Billing
Checklist

●

sign-off by preparer and reviewer with date of completion and date of review
respectively.

Interim &
Year End Checklist

●

monitoring of suspense accounts and investigation of suspense account
balances
review of credit balances
performing periodic data checks
assessing user access rights periodically
sign-off by preparer and reviewer with date of completion and date of review
respectively.

●
●
●
●
Omit &
Supplementary
Billing Checklist

●

sign-off by preparer and reviewer with date of completion and date of review
respectively.

Checklists should be available to staff who are assigned to perform their respective tasks. Such checklists should
be be retained to demonstrate completion of control activities.
Further, the checklists should be reviewed annually with relevant staff or when there is a change in process or
system.
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Management Action Plan
Action Plan: Management agrees with the internal
audit finding and will enhance the documentation
process by adding reviewer and approval sign-off as
well as ensuring that there are defined processes
developed with regards to the review of suspense
accounts, credit balances and other ad hoc data checks.
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Considerations for improvement
1. Paperless Billing
Observation
There were 39 instances where customers provided international postal addresses for receiving tax bills.
Management informed Internal Audit that bills to such property owners are mailed to the international address.
Recommendation
Management should evaluate the cost and viability of issuing these international tax bills using digital means.
This may result in reduced mailing costs and more timely receipt of the tax bills. It has come to our attention that
the City has an initiative underway to switch to Paperless Billing which may address this recommendation..
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Appendix A: Basis of findings rating and
report classification
Findings rating matrix
Audit Findings
Rating
Likelihood

Impact
Low

Medium

High

Highly Likely

Moderate

Significant

Significant

Likely

Low

Moderate

Significant

Unlikely

Low

Low

Moderate

Likelihood consideration
Rating
Highly Likely

Likely

Unlikely

Description
·
·

The

History

·
·

The

·
·

The

of regular occurrence of the event.
event is expected to occur in most circumstances.

History

of occasional occurrence of the event.
event could occur at some time.

History

of no or seldom occurrence of the event.
event may occur only in exceptional circumstances.
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Impact consideration
Rating

Basis

Description

HIGH

Dollar Value2

Financial impact likely to exceed $250,000 in terms of direct loss or opportunity cost.

Judgemental
Assessment

Internal Control
Significant control weaknesses, which would lead to financial or fraud loss.
An issue that requires a significant amount of senior management/Board
effort to manage such as:
·
Failure to meet key strategic objectives/major impact on strategy and
objectives.
·
Loss of ability to sustain ongoing operations:
Loss of key competitive advantage / opportunity
Loss of supply of key process inputs
·
A major reputational sensitivity e.g., Market share, earnings per share,
credibility with stakeholders and brand name/reputation building.
Legal / Regulatory
Large scale action, major breach of legislation with very significant financial or
reputational consequences.

MEDIUM

Dollar Value

Financial impact likely to be between $75,000 to $250,000 in terms of direct loss or
opportunity cost.

Judgemental
Assessment

Internal Control
Control weaknesses, which could result in potential loss resulting from inefficiencies,
wastage, and cumbersome workflow procedures.
An issue that requires some amount of senior management/Board effort
to manage such as:
·
No material or moderate impact on strategy and objectives.
·
Disruption to normal operation with a limited effect on achievement of
corporate strategy and objectives
·
Moderate reputational sensitivity.
Legal / Regulatory
Regulatory breach with material financial consequences including fines.

LOW

Dollar Value

Financial impact likely to be less than $75,000 in terms of direct loss or opportunity
cost.

Judgemental
Assessment

Internal Control
Control weaknesses, which could result in potential insignificant loss resulting from
workflow and operational inefficiencies.

·

An issue that requires no or minimal amount of senior
management/Board effort to manage such as:
·
Minimal impact on strategy
Disruption to normal operations with no effect on achievement of corporate
strategy and objectives
·
Minimal reputational sensitivity.
Legal / Regulatory
Regulatory breach with minimal consequences.

2

Dollar value amounts are agreed with the client prior to execution of fieldwork.
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Audit report classification
Report
Classification

The internal audit identified one or more of the following:

●
●

Cause for
considerable
concern

●
●
●

●

Cause for
concern

●
●
●

●
●

No major
concerns noted

●
●

No or limited
scope for
improvement

●
●
●

Significant control design improvements identified to ensure that risk of material loss is
minimized and functional objectives are met.
An unacceptable number of controls (including a selection of both significant and
minor) identified as not operating for which sufficient mitigating back-up controls could
not be identified.
Material losses have occurred as a result of control environment deficiencies.
Instances of fraud or significant contravention of corporate policy detected.
No action taken on previous significant audit findings to resolve the item on a timely
basis.
Control design improvements identified to ensure that risk of material loss is minimized
and functional objectives are met.
A number of significant controls identified as not operating for which sufficient
mitigating backup controls could not be identified.
Losses have occurred as a result of control environment deficiencies.
Little action taken on previous significant audit findings to resolve the item on a timely
basis.
Control design improvements identified, however, the risk of loss is immaterial.
Isolated or “one-off” significant controls identified as not operating for which sufficient
mitigating back-up controls could not be identified.
Numerous instances of minor controls not operating for which sufficient mitigating
back-up controls could not be identified.
Some previous significant audit action items have not been resolved on a timely basis.
No control design improvements identified.
Only minor instances of controls identified as not operating which have mitigating
back-up controls, or the risk of loss is immaterial.
All previous significant audit action items have been closed.
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Appendix B: Limitations and
responsibilities
Limitations inherent to the Internal Auditor’s work
Internal control
Internal control systems, no matter how well designed and operated, are affected by inherent limitations. These
include the possibility of poor judgment in decision-making, human error, control processes being deliberately
circumvented by employees and others, management overriding controls and the occurrence of unforeseeable
circumstances.

Future periods
Our assessment of controls is for the period specified only. Historic evaluation of effectiveness is not relevant to
future periods due to the risk that:
●

the design of controls may become inadequate because of changes in operating environment, law, regulation or
other; or

●

the degree of compliance with policies and procedures may deteriorate.

Responsibilities of management and Internal Auditors
It is management’s responsibility to develop and maintain sound systems of risk management, internal control and
governance and for the prevention and detection of irregularities and fraud. Internal audit work should not be seen
as a substitute for management’s responsibilities for the design and operation of these systems.
We endeavour to plan our work so that we have a reasonable expectation of detecting significant control weaknesses
and, if detected, we shall carry out additional work directed towards identification of consequent fraud or other
irregularities. However, internal audit procedures alone, even when carried out with due professional care, do not
guarantee that fraud will be detected.
Accordingly, our examinations as internal auditors should not be relied upon solely to disclose fraud, defalcations or
other irregularities which may exist.
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Appendix C: Data visuals
Below are some data visuals for management to observe various trends and analytics. Data analytics was applied to
the data population from AMANDA Tax Module provided by management for the scope period Jan 01 2017 to Dec
31, 2017.
C1 - Property analysis
The first visual below depicts various types of properties from which transactions were made and the number of
transactions associated to each property type. These include transactions relating to bills, payments, adjustments
and installment in the general ledger account. The second visual that follows illustrates the dollar amount of
transactions processed from various types of properties. As such, the charts below indicate that the residential
property comprises about 77,656 properties, which have transaction amounts processed totalling $326 million.
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C2 - Adjustments analysis
The chart below illustrates the four different types of adjustments including; adjustments, penalties, payment and
charges, recorded during the period under review, along with the total number of each of type of adjustment
(supporting table on the right) and their associated dollar values. The break-down of the category “adjustments” is
depicted in the visual on page 19.
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The visual below shows the different sub-categories of adjustments which include payment refunded, transfer,
returned cheque fee, canceled payment and write off small balances. This chart illustrates the number of each type of
adjustment and the dollar value associated to it. For instance, there were 712 number of adjustments in the category
‘Payments refunded’ totalling to about $22 million. As per management, in the year 2017, there were significant
number of assessment appeals that were finalized that bridged several years which resulted in large retrospective
settlements.
Sub-categories of adjustments
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The visuals below illustrate the month over month trend of total dollar value of the adjustments and the number of
adjustment made per month for all adjustment type i.e. adjustments, penalty, payment and charges.
The high dollar value of the ‘Sum of Adjustments’ for the month of July is a result of the high ‘Number of
Adjustments’ that were made in the month of June. The high number of adjustments made during the months are
owing to the fact that final and interim tax bills are processed in those months. However, the adjusted dollar
amounts after executing the adjustments are seen in the following month once the processing is complete.
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The visual below displays the different types of charges that can be incurred, along with their count and associated
dollar value. These charges include Property Clean up, ARB Tax Addition, Admin fees, New Ownership Fees,
Statement of Account Fees, Encroachments, HST.
Adjustments - Charges
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The visual below displays all the subcategories of the types of adjustments which include penalty/interest, HST-fee,
registered mail postage, advertising costs, letter of default fees and tax lien admin fees. As an example, we can see
that a total of 92 adjustments were made against category ‘Tax lien admin fees’ accruing to around $123,250 million.
Adjustments - Added charges
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C3 - Suspense account analysis
The pie chart below illustrates the breakdown of the number of transaction processed in the suspense account and
the amount of payment processed during scope period of January 1, 2017 to December 31, 2017. This account is
used where payments which cannot be readily identified are posted in order that the payment batch is balanced to
the information provided by the bank. The account is reviewed regularly and payments are transferred to taxpayer
accounts once the payment/account has been identified.
Visual below indicates transactions for suspense account where the large number of unidentified payment was
received via bank payments and were transferred to suspense account:
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The chart below shows the number of transactions entered into the suspense account each month and the associated
dollar value.
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This document has been prepared only for The Corporation of the City of Windsor and solely for the purpose and on the terms
agreed with The Corporation of the City of Windsor in our agreement dated June 9, 2016. We accept no liability (including for
negligence) to anyone else in connection with this document, and it may not be provided to anyone else.
© 2018 PricewaterhouseCoopers LLP. All rights reserved. In this document, "PwC" refers to PricewaterhouseCoopers LLP (an
Ontario limited liability partnership), which is a member firm of PricewaterhouseCoopers International Limited, each member
firm of which is a separate legal entity.
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