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Ms. Katharine Idsal, Chairman

Texas Parks and Wildlife Commission
4200 Smith School Road

Austin, Texas 78744

Mr. Robert L. Cook, Executive Director
Texas Parks and Wildlife Commission
4200 Smith School Road

Austin, Texas 78744

Dear Chairman Idsal and Director Cook:

| am pleased to submit the final report of our review of various business practices at the Texas
Parks and Wildlife Department.

In our management audit, we have reviewed, analyzed, and made recommendations with respect
to several operations, practices, or processes including the subjects covered in the State Auditor’s
report of October 2001. In addition, we examined your consideration of fee increases for parks,
hunting and fishing licenses, boats, and other activities.

This report contains my candid observations of the agency asit operates and asiit is perceived by
the Legidature. The Project Team, which included me, T.C. Mallett, and Sidney Hacker,
represent severa years of combined experience in state government working at the Comptroller’s
office, the Appropriations Committee, and experience as alegidator and CEO of amgjor state
agency. Inorder for these recommended changes to be implemented, direction must come from
the highest level of the Department and oversight by the Commission. | strongly recommend
that you appoint one person to be responsible for reporting the progress of the implementation to
you, the executive staff, and the Commissioners. | am personally committed to working with
legidlative leadership, the Department, and the Commission to see that the approved
recommendations are carried out.

Thank you for this opportunity to have been of service to the Texas Parks and Wildlife
Department. Y ou, the Commissioners, and the entire staff have been most cooperativein
helping us obtain the information we requested. Everyone has been extremely cordial, making
our working relationship a very pleasant one.

Sincerely,

Elton Bomer
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Legislative
Changes

Introduction

Fiscal year 2002 marks the beginning of anew erafor
Texas Parks and Wildlife Department. Several events
during 2001 converged to mark significant changes and
opportunities for the agency.

The 77" Legislative Session concluded work at the end of
May 2001, having passed major legislation affecting the
agency. The Sunset Commission issued areport on
TPWD in April 2000 with severa notable
recommendations for changes. The Summary Overview
of this report included the following opening paragraph:

The Sunset staff review of the Texas Parks and
Wildlife Department found an agency that is
genuinely trying to meet public needsin
Imaginative and innovative ways, but needs to
improve its decision making, planning, and
internal oversight processesto fully achieveits
goals. While the Department isto be
complimented for its innovative spirit, the review
found a number of areas where TPWD has created
duplicative and competing programs that result in
a lack of agency wide focus. The review also
revealed problems and opportunities in how the
Department addresses conservation and
recreation, how it relates to private foundations,
and in its ability to implement a business-style
approach to TPWD operations.

Senate Bill 305 passed during the 77" session as the
agency’s Sunset legidation. The Act continues TPWD
until 2013 and contained other provisions requiring
changes in the way the agency operates. Some of the
changes are:

» Prohibition of accepting an advertisement that
promotes the sale of tobacco for a publication
sponsored or published by the agency.

» Requiresthe State Auditor’s Office to audit TPWD
employee fund raising activities that involve
certain donations. SAO isalso required to audit
TPWD’ s official nonprofit partner’s (Parks and
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Change in TPWD
Leadership

State Auditor’s
Report

Wildlife Foundation of Texas) financia
transactions involving state funds.

» Prohibits TPWD from contracting for certain
publications without control over ads appropriate
for viewing by youth.

» Requires TPWD to limit spending of education and
outreach programs until areport to the TPWD
Commission and various legidative committeesis
submitted on the cost-effectiveness of the
programs.

» Requires TPWD to inventory historical, natural,
recreational, and wildlife resources.

» Requires oyster bed lease rates to increase and caps
oyster bed leases at 15 years.

House Bill 3064 and HIR97 authorized $101.5 millionin
general obligation bonds to address the critical repairs
backlog and scheduled maintenance repairs at state parks
and designated several facilities for priority funding. The
2002-03 Genera Appropriations Act appropriated $36.7
million of these proceeds for TPWD projects. These
actions represent the most significant increase in facility
funding for the agency in many years.

Other events also were converging along this path during
2001. The Parks and Wildlife Commission acquired a new
Chairman in June 2001. Katharine Idsal approached her
new responsibilities with particular enthusiasm and a sense
of responsibility. During the August 2001 TPWD
Commission meeting, Executive Director Andy Sansom
announced his resignation from the agency after more than
adecade of leadership. His departure wasto be effective
as of December 31, 2001. Effective February 1, 2002,
Robert L. Cook was named the agency’s new Executive
Director.

In October 2001, the State Auditor’s Office issued a report
titled Revenue Management at the Parks and Wildlife
Department. This report, the fourth from the SAO since
1995, contained significant criticism of the financial
practices at the department. The findings included:
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Management
Review

» Failureto collect al revenue from its $63 million
point-of-sale licensing system due to inadequate
oversight, contract deficiencies, and poor vendor
performance.

» Mailroom and cash handling procedures that
increase the Departments risk of losing revenue
due to fraud and abuse.

» The Department has not consistently allocated
Supercombo license revenue to statutorily
restricted stamp funds.

» Poorly designed processes that contribute to a high
rate of non-value added activities in the Finance
Section’s Revenue Branch.

» The Department has not reconciled revenue in
USAS and itsinternal accounting system since
1998. Thereis $23.4 million more revenue
recorded in USAS than in itsinternal accounting
system.

With the events outlined above in mind, along with a
growing distrust of budget figures presented by the TPWD
staff, legidative leadership relayed arequest to the Parks
and Wildlife Commission that they employ the services of
a consultant to perform a management review of the
operations and business practices of Texas Parks and
Wildlife Department.

In November 2001, TPWD published a notice in the Texas
Register requesting proposals to provide the following
management consulting services.

Description of Services. The selected consultant
will perform a comprehensive management review
of the business practices of the Texas Parks and
Wildlife Department, will make recommendations
for improvements, and will provide an
implementation plan and schedule for the proposed
improvements. The review will include among
other things the following:

1. Examination of issues and recommendations of
the State Auditor’s Office in it's Audit Report
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Project Team

on Revenue Management at Texas Parks and
Wildlife and proposed improvements and
changes to be made by the Department in
response to this audit report.

2. ldentification of strategic issues that will be
addressed by the Commission.

3. Examination of current long-term financial
obligations.

Following evaluation of the proposals submitted, TPWD
contracted with Elton Bomer, former state representative,
Secretary of State, and Commissioner of Insurance, to
perform areview of the agency and to prepare this report.
According to the terms of the contract, work began on
January 1, 2002 and was completed at the end of March
2002, well in advance of the maximum number of
authorized days.

The Project Team consisted of Elton Bomer, with the
assistance of T.C. Mallett and Sidney Hacker. The
experience of this team brought many years of combined
experience in state government to the project. This
experience included service as an elected state
representative, CEO experience at alarge state agency,
many years of management work with the state
appropriations process and |eadership of the state’s
accounting, budget, payroll, and financial reporting
systems, and experience with the Appropriations
Committee and the Comptroller's Performance Review, to
TPWD as added background value toward the evaluation
detailed in this report.
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Purpose of
Review

Executive Summary

The Texas Parks and Wildlife Commission requested this
review at atime of leadership change and transition for the
Parks and Wildlife Department. During an event filled
year 2001, the long-time Executive Director at TPWD,
Andy Sansom, resigned effective December 31, 2001.
Several new members and a new Commission Chairman,
Katharine Idsal, set the basis for a newly formatted
Commission with an intense desire to start with afresh
approach and review of agency operations at the same
time they were in the process of hiring a new Executive
Director. Robert L. Cook was named Executive Director
effective February 1, 2002.

Of particular note is the October 2001 report from the
State Auditor’ s Office titled Revenue Management at the
Parks and Wildlife Department. This report contained
significant criticism of severa financia management
practices at the department and was the fourth report
issued on TPWD by the SAO since 1995.

Our review, as detailed in this Business Practices
Evaluation, concentrated efforts on management practices,
and on the financial management and budgetary control
mechanisms employed by the agency. The Project Team
met with the Parks and Wildlife Commission, performed
interviews with each member of the Executive
Management Team and key staff, and interviewed and met
with numerous employees within the agency. In addition,
meetings with the Governor’s Budget Office staff, staff at
the Speaker’s Office, Lt. Governor’s Office, Legidative
Budget Office, Senate Finance Committee, House
Appropriations Committee, State Auditor’s Office, and
Comptroller’s Office were conducted to gather additional
insight into the operations and concerns facing the agency.

The Project Team hopes the information in this report will
be useful to the Parks and Wildlife Commission and to the
staff of the department, the Governor, legidative
leadership, legidative and budget oversight offices, the
State Auditor’ s Office, the Comptroller’s Office, and to
the genera public whose lives are touched every day by
the activities of thislarge and diverse agency.
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Brief History of
Texas Parks and
Wildlife
Department

Texas Parks and Wildlife Department was created in 1963
when the Legislature merged the State Parks Board and
the Game and Fish Commission. Responsibilities were
expanded in 1983 with the passage of the Wildlife
Conservation Act authorizing the agency to manage the
fish and wildlife resourcesin al Texas counties. This Act
also increased the agency’ s governing body from athree-
member commission to the present nine-member
commission. All commissioners are appointed by the
Governor, with confirmation by the Senate, for six-year
staggered terms.

TPWD operates more than 120 state parks, 50 wildlife
management areas, and several historical sites comprising
more than 1.3 million acres of public lands. The
department also operates eight fish hatcheries for both
freshwater fish and coastal species. Authorized staffing
levels of the department, as contained in the 2002-03
General Appropriations Act, allow 3,035 full time
employees. Asaresult of budget and revenue pressures,
the agency actually operates well below the authorized
maximum and is currently under considerable pressure to
find more revenues that would enable them to expand
operations. Several new parks and other major projects
were authorized in the 2001 |legidative session, along with
considerable funding for repair, maintenance and
construction activities. However, the department was not
successful in obtaining additional funding for a
legidlatively mandated pay increase.

Texas Parks and Wildlife Department is alarge and
extremely diverse state agency. Approximately 75% of
the staff work outside the Austin headquarters, with many
of the law enforcement and other staff assigned to remote
areas. With operations and staff spread over the entire
expanses of the State of Texas, and with duties including
law enforcement for all hunting and fishing laws,
protection of persons within state parks, and the
conservation of all natural resources and species of fish
and wildlife in the state, the department has a heavy sense
of responsibility to the present and future generations of
Texas residents.

Over aperiod of years, TPWD has experienced a decline
initsfacilitiesin state parks and other areas due to
minimal maintenance and construction activities.
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Review Approach

Meanwhile, with the increasing population in Texas, there
IS ever increasing pressure for more and better facilities.
Also, the increasingly urban population is keenly aware of
the need to protect and conserve the environment, habitat
and natural resources in which the fish and wildlife thrive,
and to maintain the wonderful characteristics that make
Texas the state we all know and love.

This report examines the business practices of TPWD,
with particular emphasis on financia controls, budget
development, revenue collection practices, and
suggestions on changes in the management structure.
Recommendations are included in each of these areas with
the emphasis being placed on practical solutions which can
be accomplished within available funding and which will
enhance the effectiveness and credibility of the
department.

To review TPWD operations, the Project Team:

> Interviewed government officials, key legidative
staff, and oversight agencies, including:

«  Members of the Parks and Wildlife
Commission

» Staff of the Governor’s Office

o Staff of the Lt. Governor’s Office

o Staff of the Speaker’s Office

» Staff of the Senate Finance Committee

» Staff of the House Appropriations
Committee

o State Auditor and staff of the State
Auditor’s Office

» Director and staff of the Legidative Budget
Office

o Staff of the Comptroller’s Office
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» Executive Director, staff and employees of
Parks and Wildlife Department

* A list of those interviewed is attached in
Appendix D.

» Reviewed prior audits and reports including the
following:

* TexasHistoric Stes, A Study Conducted for
the Texas Historical Commission and Texas
Parks and Wildlife Department (1997)

* Texas Parks and Wildlife for the 21st
Century, an Overview of the Texas Tech
University Studies in Conservation and
Recreation for the Coming Decades

*  Sunset Advisory Commission, Texas Parks
and Wildlife Department Saff Report 2000

» Sate Auditor’s Office Report on Revenue
Management at the Parks and Wildlife
Department, October 2001

» Sate Auditor’s Office Report on
Management Controls at TPWD,
November 1995

* Sate Auditor’s Office Report on the Texas
Parks and Wildlife Department’s
Management of the State Park System,
September 1998

» Sate Auditor’s Office Report on Catalog
Operations at the Parks and Wildlife
Department, April 1999

*  Numerous other documents, publications
and Internal Audit reportsat TPWD

Regular meetings were held with the newly appointed
Executive Director, Robert L. Cook, and other executive
management at TPWD. The Project Team discussed
findings on most situations as they were identified and
made recommendations for immediate implementation
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Decentralized
Organization

where changes could be made to improve operations.
Other issues were discussed and are contained in this
report with recommendations on actions needed for
implementation.

Issues ldentified

There are numerous significant issues contained in the
details throughout the chapters of thisreport. This
Executive Summary will not attempt to restate al of these
items, but will instead highlight some of the overriding
concerns that became evident to the Project Team aswe
examined the practices of the agency.

A striking characteristic of TPWD is the separateness of
each division. Each division director has hisor her charge
of responsibilities. There seemsto be little effort at work
coordination with other divisions. Various reasons for this
have been given, but the one constant seemsto be the
funding and budget structure. For example Wildlife
Division may have a dump truck that is used only a small
percentage of the time. Parks Division may have adump
truck in the same area that is also used on a part time basis.
Because wildlife funds are not to be used for parks and
parks funds are not used for wildlife there is a negative
incentive to use only one dump truck.

Another exampleisthat although approximately 75% of
agency staff are located in remote offices throughout the
state, there islittle effort to co-locate staff in the same
office complex. Asdetailed in the report, a small coastal
areamay have staff from three separate divisions, each
with boats and office space needs. None of the three
divisions house either staff or equipment in the same
facility because there is no incentive to save money. Itis
the opinion of the Project Team that the agency istoo
decentralized and our proposal to change the organization
structure addresses this concern.
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Mission
Statement

Business by
Telephone or
Internet at Parks
and Wildlife
Department

Texas Parks and Wildlife Department’ s mission statement
is:

To manage and conserve the natural and cultural
resour ces of Texas for the use and enjoyment of
present and future generations.

TPWD isfunded by avariety of revenue sources,
including hunting and fishing licenses. In fact, 27 percent
of total funding for the agency isfrom hunting and fishing
license revenue. Despite this fact, neither the agency’s
mission statement nor its statement of philosophy contains
the words “hunting” or “fishing”.

The Project Team recommends that a revised mission
statement be adopted by the Commissioners to reflect the
agency’ s dedication to protecting and improving hunting
and fishing opportunities in the state. Additional
information on the mission statement can be found in the
Organizational Issues chapter of this report.

TPWD operates a Call Center with staffing levels of about
50 to 70 people. This area handles the telephone and
Internet traffic contacting the agency requesting park
reservations, information, and other business with the
agency. This area handles 350,000 to 400,000 calls each
year. Of that total about 300,000 are park reservation
requests, which are amajor revenue generator for the Park
operations of the department.

The Project Team observed several inconsistenciesin the
customer service aspects of both fees and access capability
asfollows:

» Toll free phone calls for reservations at parks are
not accepted. All other calls on thetoll free
numbers are accepted. Thisisreported to be the
single area receiving the most complaints from the
public. Calerssimply do not understand why they
are required to pay for acall in order to spend
money with the agency.

EXECUTIVE SUMMARY
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Financial
Management
Issues

» For Internet reservations using credit cards, thereis
a $3 charge for aconvenience fee. If areservation
is made by phone, there is no convenience fee
charged.

» Telephone calls for hunting and fishing licenses
require a $5 convenience fee.

» Thereispresently no Internet capability for
hunting and fishing licenses or for boat registration
and titling or other business at the agency.
Discussions are underway with Texas Onlineto
explore adding these features. A $5 convenience
fee will apply when the feature becomes available.

» Refunds at state parks are limited to $36 by along-
standing policy at TPWD. The practice needs to be
re-examined due to numerous customer
complaints. Many park visitors make reservations
asfar ahead as 332 days with pre-payment of their
fees. If bad weather or other refundable event
occurs, they frequently do not understand having to
wait as much as 4 to 6 weeks for a state warrant to
be issued.

The Project Team recommends these various business
practices be completely re-evaluated. If economically
feasible, the convenience charges should be uniform for
each type of customer service. A Toll Free 800 number
should be available for customers who want to spend
money with TPWD, on an equal statusto callers wanting
general information.

The Project Team examined the issues raised in the SAO
report dated October 2001, as well as other practices
related to revenues, bank accounts, appropriation balances,
and other financia transactions. While the SAO report
concentrated on revenue reconciliation between the
Comptroller’ s USAS system and the TPWD internal
accounting system, similar conditions exist in other areas.
Details of areas of concern in revenue reconciliation,
expenditure reconciliation, advance travel fund
outstanding bal ances, the number and reconciliation
practices on 180 bank accounts and state property

EXECUTIVE SUMMARY

11



Organizational
Issues

accounting are detailed in the chapter titled Financial
Management | ssues.

The Project Team recommends several significant changes
in the organizational structure of the department. Current
practices and management structure result in TPWD being
run asif they were 10 separate agencies or companies.
Thereislittle incentive to share resources, equipment, or
even office space among divisions. Purchasing, vehicles,
and al other funding are handled by each division as a
separate unit.

Our recommendations include the creation of a Deputy
Director for Administration, and a Deputy Director for
Programs. These Deputy Director positions would report
directly to the Executive Director and be responsible for
coordinating both the business practices of the agency as
well as the program activities. A General Counsel position
should be created with all agency legal staff reporting to
the position. Thiswill provide uniformity in al legal
matters within the department. Expanded budget staffing
and a concentration of staff expertise in federal funding is
also akey recommendation. Simply put, TPWD needsto
begin thinking, operating, and budgeting as asingle
agency rather than 10 separate units. These actionswill be
key to their successin gaining credibility with the
Legidature and the public confidence as the department
begins anew round of consideration for fees or other
measures that will increase revenues available for
operating funding.

Recommendations are also made regarding the following:
> Internal Audit
» Deputy to the Executive Director

> Infrastructure Staff

EXECUTIVE SUMMARY
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Fee Increase
Proposal

Long Term
Capital Projects

Allocation of
Credit Card
Revenue to
Proper Fund

In August 2001, TPWD staff placed before the
Commission a consideration for the increase of various
fees, including fees for hunting and fishing licenses, boat
titles and registrations, and park entrance and facility fees.
The project team worked closely with the executive staff,
legislative committee staffs, and leadership staffs early in
the project to help determine if the fee increases were
really needed. Certain fee increases had been mandated,
i.e. commercial fishing license fees and oyster bed |eases.
But, after examining several resource areas such as
operating budget balances, lapsed General Revenue, and a
desire to “spend-down” certain fund balances, the
executive staff recommended to the Commission that fees,
except for mandated increases, not be increased. The
Project Team and the Commission agreed with their
recommendation.

The Infrastructure Division has a good grasp of the impact
of major capital projects on the department’ s budget and
operations over the next decade. This report examines
most of the major projects that are planned and started.
The revenue sources, expenditures planned, the need for
the project, schedules and projected revenue shortfalls are
examined for the planned capital projects on an individual
basis.

The Project Team strongly suggests that the Commission
and Department provide the Legislature with a strategy of
completing the projects to which TPWD is already
committed but to not add to the existing list. Y ou need to
pay for what you have alr eady bought!

Additional Business Practices

Since September 2000, concurrent with ownership of bank
accounts transferring to the Treasury, and when hunting
and fishing licenses were sold in State Parks and paid by
credit card, the revenue was deposited into Fund 64 rather
than Fund 9. Thiswas due to alack of revenue control
and reconciliation processes that should have beenin
nlace. The Proiect Team has lised an estimating
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Vehicles

Transfer of Some
Headquarters
Personnel to the
Field

Other Issues

place. The Project Team has used an estimating
methodology that places the amount of the revenue
deposited in the wrong fund at approximately $300,000.
However, the TPWD staff isworking on a detailed
methodology to more precisely determine the amount of
revenue that will be transferred from Fund 64 to Fund 9.
At the time of printing this report the actual number was
estimated by TPWD staff at approximately $257,000.

In the report section titled “Optimizing Assets’, the
Project Team notes an internal audit released in October
2000 regarding the use of vehicles at the Austin
Headquarters location. The audit findings are precise and
revealing, i.e. too many vehicles with not much official
use. The Project Team recommends that the Executive
Director should substantially reduce the number of
vehicles at the headquarters location, thereby freeing up
money that could be used in other areas of a cash-strapped

agency.

The new Executive Director is developing several
initiatives that would significantly change some practices
at TPWD. Hewill propose reassigning employees or
positions, with agoal of 20% to 25%, from the
headquarters location to the field. He haslong felt that
many of these valuable resources could be better used in
the field, and could provide better service from the
department to the public.

The Executive Director is commended for working on
some substantial changes at the Department, and those
recommendations are enumerated in the section titled
“Organization” in thisreport. The Project Team endorses
his proposals and believes they deserve serious
consideration.

There are many other issues detailed in thisreport. Many
have common threads related to the need to share
resources across division lines that could be increased
through accounting techniques to allocate funding as
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required by dedicated funding streams. Other issuesrelate
to customer service, completing interface programming on
their internal financial system, changing work flow
procedures in the revenue areas, and the need for future
planning on the multitude of long range projects currently
In progress or in the planning stages.

Asyou read this report, please keep in mind that TPWD
has taken the initiative to study its practices and make the
changes necessary to survive the challenges of the 21%
century. The newly appointed Executive Director isto be
commended for management actions observed by the
Project Team in the short time since appointment in
February 2002. With the support of the Texas Parks and
Wildlife Commission and key legidative staff, TPWD is
poised for success in gaining the critical support and
credibility it so badly needs. We believe they are going in
the right direction.
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15



THISPAGE INTENTIONALLY LEFT BLANK

EXECUTIVE SUMMARY

16



CHAPTER

STATE AUDITOR'S REPORT

Revenue Management at the Parks and Wildlife Department:
Recommendations with Respect to the State Auditor’ s Report of
October 2001

TEXAS PARKS AND WILDLIFE DEPARTMENT

BUSINESS PRACTICES EVALUATION

MARCH 29, 2002




Chapter |
State Auditor’s Report

Revenue Management at the Parks and Wildlife Department:
Recommendations with Respect to the State Auditor’s Report of
October 2001

OVERVIEW

In October 2001, the State Auditor’s Office (SAO) issued
their final report, An Audit Report on Revenue
Management at the Parks and Wildlife Department,
detailing the findings and recommendations resulting from
nearly ayear’ sworth of work at Texas Parks and Wildlife
Department (TPWD). Thiswas the fourth TPWD audit
report issued by SAO since November 1995. The 2001
report contained eight different sections of findings that
highlighted a variety of management control weaknesses
in the agency’ s revenue operations. The weaknesses
ranged from problemsin the mailroom, to $23.4 millionin
unreconciled accounting entries between TPWD’ s Internal
Financial System (IFS) and the Uniform Statewide
Accounting System (USAYS).

The report contained substantial criticism, and was issued
at atime when the Texas Parks and Wildlife Department
was trying to convince the state’ s leaders that the agency
needed to increase fees in order to fund agency operations
for the 2002-2003 biennium. The state’s leaders were
already skeptical about the validity of TPWD' s budget
problems.

Despite the criticism, the SAO report provides TPWD
with atimely opportunity to strengthen agency internal
operations. TPWD can also take this opportunity to
improve the agency’ s credibility among the state’s
leadership and their staff by regularly communicating
progress in addressing the issues raised by the SAO report.

The Project Team reviewed the report, interviewed the
Chief Financial Officer, Comptroller’s Treasury
Operations staff members, staff in the TPWD Cashier’s
section, TPWD’ s project manager and contract manager
for the Point of Sale (POS) Project, WorldCom's
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representative, and appropriations control staff at the
Texas Comptroller’ s office before meeting with the staff
members of the State Auditor’s Office responsible for the
report. The purpose of the meeting with the SAO staff
was to gain a better understanding of their
recommendations as well as to discuss potential solutions.
In addition to these meetings, the review team had several
meetings with other TPWD staffs. (See Appendix D for
complete list of interviewees.)

SAO 1 TPWD should establish a corrective action plan,
which lists each of the problems identified in the
SAO report. The agency needs to identify the elements
to beincluded in the corrective action plan. However, at a
minimum, the plan should include the SAO’ s statement of
the problem, the approved solution, the TPWD staff
person responsible for fixing the problem, a deadline for
having the problem fixed, and a description of how the
agency will know the problemisfixed. Inthisreport, the
Project Team includes recommended solutions for each
problem identified in the SAO report.

SAO 2 TPWD should review the corrective action plan
on aregular basis and report their progress to
the Commission, the Governor, and the
Legislature. Rapid and thorough resolution of each
issueraised in the SAO report is critical to TPWD being
prepared for the 2003 Legidative Session.

SAO 3 TPWD needs to correct what the SAO described
as “the conditions that allow multiple
weaknesses to occur” by “improving its
oversight and decision making process.”*
TPWD'’ s executive management must receive monthly
reliable management information and should not settle for
incomplete, inadequate or inaccurate data or financial
figures.

The General Appropriations Act directs TPWD to
implement the balanced scorecard concept strategic
management system for the use of performance measures.

! State Auditor’ s Office, An Audit Report on Revenue Management at the Parks and Wildlife Department, (Austin,
Texas, October 2001), p. 1.
2 Senate Bill 1, 77" Reg. Sess,, Article 1X, Sec. 9.15.
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The Balanced Scorecard requires an agency’ s performance
measures to address the perspective of the customer,
internal processes, learning and knowledge development,
and finances. In other words, the scorecard measures the
agency’s progress in reaching favorable answers to the
following questions:

» How do we look to our shareholders (or
taxpayers)?

» How do customers see us?
» What internal processes must we excel at?
» How can we continue to improve and create value?

Agencies keep some focus on their customers, and some of
the performance measures address the issue of creating
value. However, looking beyond customer satisfaction to
the external taxpayer’s perception of an agency overall can
be an enlightening experience for many agencies. In short,
the balanced scorecard approach measures the overall
effectiveness of the agency in meeting the expectations of
their customers.®

Implementation of the balanced scorecard system can help
improve oversight and decision-making within the agency.
TPWD should continue working on a pilot scorecard
within the agency with the intent of using it agency-wide.

Internal Audit should have a more prominent rolein
improving agency operations. Strengthened compliance
with the state’ s Internal Audit Act* will allow the Internal
Auditor to exert his or her independence by having
Internal Audit report directly to the Commissioners.
Internal Audit needs to submit their annual audit plan for
approval by amajority of the Commissioners. The plan
should be submitted to the Commissioners at the same
hearing that TPWD presents its Legidlative Appropriations
Request to the Commissioners for approval. The role of
the Internal Auditor needs to be elevated in the eyes of the
agency. The Internal Auditor also should consult with the

3 For more information on the balanced scorecard concept, see “Use the ‘ Balanced Scorecard’ Concept to Optimize
Texas State Government Performance” in the Texas Comptroller’s e-Texas report issued December 2000.
http://www.e-texas.org/recommend/ch03/gp02.html.

4 Government Code, Chapter 2102.

CHAPTER |: STATE AUDITOR’S REPORT 19



executive team on aregular basis with regards to the scope
of the audit plan.

TPWD must correct, before budget hearings in the Fall
2002, any unreconciled accounts, whether they are asset
reports, expenditure reports, revenues, bank accounts,
petty cash, or travel reimbursements.

Prior to budget hearingsin 2002, TPWD must develop a
reliable, verifiable statement of their true budget position
that can be tied back to the state Comptroller’s Annual
Cash Report and the Legislature’ s General Appropriations
Act. There must be a clear explanation of the composition
of each of the fund balances. All outstanding
appropriations balances should be eliminated from prior
years unless there are documented encumbrances and
payables. The current budget system at TPWD is highly
decentralized and budget amounts allocated to the
operating divisions are not routinely swept back to a
central budget pool at year end. Thishasresultedin
iIncomplete and inaccurate presentation of budget status to
the Commission and budget oversight agencies.
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Issues

SECTION 1

General weaknesses
in agency financial
management

DISCUSSION AND RECOMMENDATIONS

The following section is organized to mirror the State
Auditor’ sreport.

The Department Continues to Have Financial
Management Weaknessest

Background

In reports dating back to 1998, the State Auditor has been
finding financial management weaknesses at TPWD. The
Department has corrected many of those earlier findings;
however, the most recent report includes another set of
financial management weaknesses.?

Some examples of organizational weaknesses cited by the
State Auditor include:

» Lack of aGeneral Counsel for the agency
» Decentralization of information resource oversight

» Disconnect in reporting between development of
the point-of-sale (POS) system and the chief
financia officer because the person in charge of
the POS project did not report to the CFO despite
the fact that the POS system contributes nearly 30
percent of the agency’s budget.®

SAO Recommends: *

»  Executive management should evaluate the internal
structure and operating processes that guide its
decision making to ensure that financial management
weaknesses are corrected.

* The department should implement a balanced

scorecard and use it to monitor its strategic objectives.

1 SAO Report, October 2001, p. 5
2 SAO Report, October 2001, p. 5.
3 SAO Report, October 2001, p. 6.
4 SAO Report, October 2001, p. 6
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Issues Recommendation

Solutions

SAO 4 The agency must hire a General Counsel who must be Hire a General
responsible for the consistency and integrity of legal Counsel
advice provided to all divisions of the agency. TPWD can

gain efficienciesin productive hours by having attorneys

in one section, centralized and reporting to the General

Counssdl.

Lack of a General
Counsel

Without a General Counsel and a consolidated |egal
division, the agency runsthe risk of issuing legal decisions
from different divisions that contradict each other. In
addition to consistency, a General Counsel and legal
division can provide quality control on such products as
legal opinions and contracts. A consolidated legal division
helps to keep the agency’ s welfare a higher priority than
the needs of individual divisions or programs.

SAO 5 Theagency must implement and enforce a policy of Implement agency-

standards for hardware and software. The Information wide IR standards
IR controls Resources division must review and approve the
inadequate development of all information resources across the

agency. Inthe past, the failure to do this has resulted in

revenue systems, such as R3 (Reservations, Registration

and Reporting) for the Parks Division, that are difficult to

connect to the agency’ s Internal Financial System. Thisis

only one example.

SAO 6 Since the balanced scorecard has the potential to lead to Continue work on
changes in agency operations and priorities, the agency is ~ Balanced
Balanced scorecard  \ise to proceed carefully and cautiously with development  >¢°"eca’d
g;%‘g?tisn irt‘jw and implementation of this new management tool. The
Project Team commends the agency for initiating work on
a balanced scorecard and for their collaboration with the
State Auditor’ s office for technical expertise.
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Issues

SECTION 2

Failure to account
for all POS revenue
and sales

Recommendation

The Department Has Not Accounted for All
Revenue from the Sale of Hunting and Fishing
Licensess

Background

TPWD uses an automated system for selling hunting and
fishing licenses and Texas Conservation Passport (TCP)
through different retailers, such as Wal-Mart and
Academy. Thissystemis called the POS — point of sale —
system. Until recently, TPWD contracted with
Transactive to supply, maintain and administer the POS
system. License deputies are businesses, mainly retail
stores, which are authorized to sell licenses and permits on
behalf of TPWD.

According to the SAO:*

» TPWD was unable to reconcile license sales
revenue with Transactive' s reports under
Transactive' s POS system.

» TPWD had not collected al the revenue from the
POS license deputies (retailers) because of the
failurefor all license sales to be captured in
Transactive' s revenue reports.

» Thefailureto collect al the revenue occurred
because of the problem with tracking off-line sales.
If the Transactive system went down, but the
license agent continued to make sales while being
disconnected from Transactive' s system, those
offline sales would not register with Transactive.
Asaresult, when Transactive ran areport telling
the agency how much money to sweep from the
license agents’ accounts, the amount would be
incorrect.

Unfortunately, due to the lack of data, TPWD has had
difficulty determining exactly how much money the state
has failed to collect. The State Auditor was dissatisfied
with TPWD’s calculation of the settlement.

® SAO Report, October 2001, p. 6.
® SAO Report, October 2001, p. 6.
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Issues Recommendation
According to TPWD’ s Project Manager for the Point of
Sale system (POS), Transactive had notified TPWD in
midyear 2000 that they would no longer be in the business
of supporting Texas' POS system as of August 2001. The
agency decided to transition to the WorldCom system.
However, due to delays by WorldCom in getting their
system ready for start-up, TPWD had to ask Transactive to
continue supporting the POS another six months beyond
Transactive' s cut-off date. Without the agreement from
Transactive to continue supporting the system, TPWD
would have had to revert to a paper-based system to issue
licenses instead of an automated POS system that involved
2,233 license deputies. Thiswould have occurred during
the peak season for selling hunting licenses. It was under
these circumstances, and in thistransition period, that
TPWD settled with Transactive for $700,000 to cover the
under-collections. TPWD also settled with Wal-Mart for
$414,601, and with Academy for another $180,319,
neither of which was mentioned in the SAO report.’

Under the circumstances, the Project Team understands
TPWD'’ s need for the expedited settlement.

Since the issuance of the October audit report, TPWD has
completed the conversion to the WorldCom POS system.
WorldCom'’ s system has a series of controlsin place,
including the ability to useinternally stored sequence
numbers for transactions, license documents and
customers while the system is disconnected from the
central host. Arrangements with WorldCom require any
licenses issued while the system is offline must be marked
as having been created offline and to be stored until the
system is back online. The WorldCom system creates an
offline summary record starting with the first offline
transaction. The summary record is updated with each
offline transaction, until the system is back on line. Once
communication with the host is restored, the resulting
series report of the offline transactions must be sent to the
central WorldCom host before the system will make new
transactions. These new controls are designed to ensure
that the information WorldCom receives on the amount of
revenue to sweep from each license agent will be accurate.
PricewaterhouseCoopers and TPWD’ s Internal Auditor are
currently auditing this control to be certain it works as
represented by WorldCom.

" Figures provided by Jayna Burgdorf, TPWD, February 6, 2002.
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Issues

SECTION 2-A The Department’s Oversight of the POS Contract
Has Been Inadequate®

According to the SAQ:

Weaknesses in POS
system

TPWD failed to adequately safeguard assets associated

with the Transactive POS contract. This has resulted in:®

>

>
>
>

Uncollected revenue
Lapsed liquidated damages
Poor documentation related to the contract

Inadequate contractor oversight.

SAO Recommends:

The Department should:

Conduct additional audits to deter mine the amount of
uncollected revenue and take appropriate action to
recover any funds due to the Sate. In lieu of auditing
every license deputy, the Department could conduct a
statistically valid sampling to identify the extent of
unswept license sales revenue.

Ensure that license deputies retain historical records
on sales transactions until the Department can
guantify the problem of uncollected revenue.

Establish a contract monitoring function to oversee the
new License Sales system (LSS) contract. The
Department should periodically audit the POS
contractor and license deputies to ensure all revenueis
collected and received.

8 SAO Report, October 2001, p. 7.
® SAO Report, October 2001, p. 7
10 SA O Report, October 2001, pp. 9-10.
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Issues Recommendation

Solution

SAO 7 The SAO recommended that TPWD hireaconsultantto ~ Audit of controls
verify the validity of the agency’s methodology in wg;:(dneenst;fgs in the
determining the degree of underpayment dueto problems ey system
Collect all money with the Transactive system. However, even if the audit
due TPWD from POs did show that the settlement amounts should be
systems recal culated, the cost of trying to recover money beyond
the settlements with Transactive, Wal-Mart and Academy
could prove greater than any additional amounts collected.
TPWD had contracted with PricewaterhouseCoopers to

begin the audit requested by the SAO.

The Project Team recommended that the agency revisit the
need for the contract and discuss the issue with the SAQ.
In response, TPWD proposed that the contract with
PricewaterhouseCoopers instead be used to review the
strength of controls under the new WorldCom system as a
means of preventing arepeat of problems experienced
with the Transactive system. PricewaterhouseCoopers
agreed to modify the scope of their contract without
additional cost to the agency and the SAO agreed that the
modified scope was a more effective use of agency
resources. In fact, the audit has already been touted by
TPWD to the license deputies to reassure the retail ers that
the reconciliations between license sales reports and
revenues swept by TPWD under the WorldCom system
will be more accurate.

SAO 8 TPWD isto be commended for strengthening the New contracts
_ documentation requirementsin its latest round of contracts r?qd“”e feteft“'on
License deputy with the license deputies. The new contractsrequirethe 0 72°0MeR =
records following: necessary for
olfowing: audit trail on POS
revenue

» Agents are required by their Agreements with
TPWD to maintain receipts for 3 full years after
the end of alicenses sales year for auditing
purposes.

" “New ‘WorldCom' License System Features that Address Prior Audit Issues,” report provided by Terry Lewis,
TPWD contract manager.
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Issues Recommendation

» Voided and misprinted documents are counted by
the system and must be returned to TPWD in order
for the license agent’ s accounts to be considered
clear. Thereisareturnable documents report that
Is available to both the agent and TPWD that is
monitored to insure that TPWD has received the
document that has been voided or reprinted. If the
appropriate document has not been returned the
agent is assessed the cost of the license that should
have been returned.

» The system reportsincidences of the operator’s
failure to follow required procedures.

SAO 9 In October 2001, an experienced contract monitor was Contract monitor
hired to oversee the agreement with WorldCom. The has been hired
POS contract Contract Monitor reports to the Revenue Branch Director.

manager needed Due to the importance to TPWD of the license sales fees

generated by the POS system, the Contract Monitor needs
to report regularly to the Finance Director and the top
agency executives on the status of POS operations and
revenues. It isalso advisable that the Contract Monitor
and the Finance Director report to Appropriations and
Finance Committee staffs on the progress of the POS
system.

SAO 10 Wal-Mart and Academy Surplus alone account for 53 Carefully monitor

percent of POS revenue to the agency. Therefore, if there ~ Sales activity at
High volume retailers s 3 system failure or any problem inhibiting license sales H'C%?]:g'gg;it'?;s
;??eunltri%;pemal at these locations, they should receive the highest priority

attention from WorldCom' s help desk and from the

agency. If astorefailsto call the help desk but stops

selling licenses, the agency is not aware of the lack of

sales. To correct this problem, the agency needs to work

with WorldCom to develop a daily reporting system that

allows TPWD to see quickly and clearly which top license

agents are not selling any licenses. This should trigger

further investigation to determine if the lack of salesis due

to alack of hunting and fishing activity (seasonal) or to a

problem with the system itself. Thiswill alow the agency

to keep their top producing license agents up and running

as much as possible.
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Issues

SECTION 2-B

Ensure more
accurate
reconciliation of POS
revenue

Proper screening of
license deputies,
collection of Social
Security numbers
from license
customers, retention
of license copies,
maintenance of
separate bank
account.

SAO 11

Routine audits of
retailers

Recommendation

The Department’s Contracts With the POS
Contractor and License Deputies Compromise Its
Ability to Collect All Revenue and Comply With
Laws and Regulations™

SAO Recommendations:*
The Department should:

» Ensurethat there is adequate reconciliation of the
licensing system revenue. Should the Department
assign this function to the contractor, it should
periodically audit the contractor’ s performance of the
reconciliation.

» Ensurethat applicable state and federal laws are
followed. The Department should:

0 Screenlicense deputiesfor eligibility to
conduct business with the State.

o Comply with state and federal requirements
relating to providing social security numbers.

0 Require license deputiesto retain copies of
licenses printed out by the POSterminal.

Consider requiring license deputies to maintain
separate bank accounts for license sale receipts.

Solutions

TPWD should create and implement, no later than July 'mp'fme”t :jé.‘{‘dofm
2002, a system for monthly random audits of receipts POS svstar o O
. . . ystem
against revenues collected by POS retailers. The audit
should be aroutine process that is easy to administer by
non-accountants. TPWD has contracted with
PricewaterhouseCoopers (PWC) to test the controls over
the automated licensing system to determine if the system

2. SA O Report, October 2001, p. 10.
3 SAO Report, October 2001, pp. 11-12.
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Issues

SAO 12

Eligibility
requirements

SAO 13

Collect Social
Security numbers

SAO 14

Retain copies

Recommendation

Is providing accurate, complete, and timely processing of
transactions and data. TPWD, in the contract with PWC,
requires PWC to recommend a process that can be used by
TPWD to periodically review the processing of
transactions by the WorldCom system. The review
process should be used by TPWD to identify the
completeness, accuracy, authorization and timeliness of
transactions processed by the system. This process will
also specifically address the collection and reconciliation
of all license salesin atimely manner.

The issue of screening license deputies for eligibility was ~ TPWD now
addressed during the course of the audit.* TPWD usesthe Screens new
Comptroller’ s taxpayer and account vendor information to license deputies.
verify that license agents do not owe the state any sales tax

or franchise tax. As of November 2001, TPWD has been

screening new license deputy agents. As of mid-February

2002, about 40 agents had been screened, and three of

those failed to pass the screening process.™

With respect to state and federal requirements regarding TPWD now in
Social Security numbers, as of January 2002 when the new  ¢ompliance with
agreements with the license deputies were executed, oot o Qitatlo
TPWD requires customers who purchase licenses to Security numbers
provide their Social Security numbers.®® In addition,

TPWD provides POS license deputies with signs to be

posted to inform their customers of the requirement.

TPWD’s new contract with POS license deputiesrequires ~ Stronger

that each retailer retain sales receipts and voided and dotcu?,‘em
misprinted license documents for three yearsin addition to :quur} r'gmnents
the current license year.” included in new

POS contracts

4 SAO Report, October 2001, p. 27.

> Telephone interview with Frances Stiles, Revenue Processing, Finance Division, February 14, 2002. Enrollment
procedure document verifies that new applicants are screened with the Comptroller’s office.

16 Social Security Act, Sec. 466(A)(3) as amended by Sec. 5536 of the Balanced Budget Act of 1997 (PL 105-33).
Also see“License Agent Agreement” template, Sec. VI., Item 1, for agreement between TPWD, WorldCom and the

license agent.

7 SAO Report, October 2001, p. 27.
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Issues
SAO 15 Thereason to require separate bank accounts for POS
salesisto create additional assurances that the amount of
SeParatte bank money deposited with the state is correct. SAO made this
accounts

recommendation in response to the situation of sales
revenue being left behind in the electronic sweep of
accounts, due to problems with system design regarding
recording of off-line sales. The Project Team understands
the concern of the SAO; however, the following processes
in the WorldCom system make this unnecessary because:*®

» Sequential transaction numbering is used, such that
every POS device hasits own series of transaction
numbers. Every number and the associated
transaction data are accounted for in the system.
This does not allow for gaps in the transaction
sequencing, which could occur in the Transactive
system.

» Offline sales retrieval occursimmediately upon the
device coming back online. The device is checked
to seeif the last transaction sequence matches the
next transaction to be performed, if thereisa
discrepancy the device will automatically upload
those transactions to the database. Under the
Transactive system, the device would attempt to
either “piggy back” the offline transactions to
current sales or would wait until an end of day
closeout had been performed — which could result
in transactions sitting on the devices until the
device could be manually dumped.

» All accounting adjustments are linked in the
database to the original transaction in order to
provide an audit trail.

During the February 11, 2002 meeting of the

License Deputy Advisory Committee, the members
were asked how many of them kept a separate bank

account for license sales revenue.

> Fiveof the eight retailers present kept separate
accounts because they wanted the additional
controls.

Recommendation

Separate bank
accounts are not
necessary

18 “New ‘WorldCom'’ License System Features that Address Prior Audit,” report from Terry Lewis, TPWD contract
manager for the WorldCom system.
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Issues

SECTION 2-C

Sweep license sales
revenue more
frequently

» Theremaining three did not maintain a separate
bank account for the license revenue and were
resistant to the idea of doing so because of the
extra paperwork and additional cost.

> In one case, the agent had to maintain a $300
minimum in her account to avoid bank service
fees. Keeping a separate account for license sales
might cause her account to dip below the minimum
and cause her to pay service fees on two accounts.

» Inanother license deputy’s case, all the store’s
revenue, whether it was license sales or
merchandise, went into the same cash drawer.
Keeping a separate account would require literally
separating the money in the cash drawer and
making two deposits.

This same retailer complained several times during
the meeting that their commission from license
sales did not cover the bookkeeping costs as it was,
so that any additional requirements added to their
Ccosts.

Under the new WorldCom system, the Project
Team recommends this not be changed—that
separate bank accounts not be made mandatory.

The Department Has Not Maximized Interest
Earnings on License Sale Revenue®

Background

Every day that funds are held outside the State Treasury is
aday that the state loses out on earning interest on those
funds. The law requires state agencies to deposit funds
within three days.? The SAO asserts that revenue
generated by retailers, such as Wal-Mart, through the POS
system for hunting and fishing license sales is state
revenue, and as such should be deposited with the state
Treasury within three days after the revenueis received
from customers. Under the current set of contracts

19 SA O Report, October 2001, p. 12.
2 Government Code, Section 404.094.
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Issues Recommendation
between TPWD and the license deputies, the accounts are
swept once aweek. >

TPWD believes the agency isin compliance with state law
because the retailers revenue does not come under direct
state control until it is swept by TPWD into a state
account. At the suggestion of the Project Team, on
February 1, 2002, TPWD requested official comments
from the Comptroller of Public Accounts and the SAO to
verify that TPWD is operating within the letter and intent
of the law.

SAO Recommends:
The Department should:

* Ensureitisin compliance with the State’ s three-day
deposit requirement for license sale revenue or obtain
a waiver with reasonable justification.

» Consider requiring the LSS[License Sales System]
contractor to sweep license sale receipts for its largest
vendors on a daily basis to maximize interest earnings.

Solution

SAO 16 The Project Team recommended that TPWD seek awaiver Seek clarification
. regarding the deposit requirement. TPWD sent a letter, from SAO and
Three-day deposit dated February 1, 2002, to the State Auditor and ﬁgVT ?;rgllelr Ot?] 3
law Comptroller of Public Accounts requesting awaiver from 5 ryle PPy
the 3-day deposit requirement for POS activities. The
Comptroller responded in a letter dated February 13, 2002.
She states that she does not have the power to grant a
waiver from the three-day deposit rule and recommends
that the agency turn to the Attorney General’s office for a
legal interpretation of Section 404.094 of the Texas
Government Code. However, she also saysthat TPWD’s

letter has met the notification required in statute.

As of the printing of this report, the State Auditor’s Office
had not responded to TPWD’ s | etter.

2 Basic Agreement dated May 24, 2001, page 6, Item 5.
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SAO 17 Withregardsto TPWD locations selling licenses, TPWD ~ Monitor TPWD
has converted al but one bank account to a Treasury- deposits for
owned bank account. TPWD needs to monitor its field timeliness

Bank accounts for staff to assure they are making deposits to those bank
sales by TPWD accounts at least every three days. TPWD should take the
locations following steps to assure timely deposits:

» Assign responsibility in the revenue section for
monitoring TPWD offices for timely deposits.

» TPWD offices submit sales activity reportsto the
revenue section. The Law Enforcement offices
submit these daily and the parks submit the reports
weekly. Along with the report, they also attached
deposit dips. The revenue section should compare
the sales activity to the deposit dlips to ensure the
funds were deposited timely.

TPWD should check the timeliness of the deposits at least
monthly. The revenue section receives monthly bank
statements for each office. They should review the
statements for deposit dates and determine if deposits were
made in atimely manner.

SAO 18 TPWD isnot in aposition with the current contractswith ~ On renewal of POS
license deputies to change the terms of the sweep days. contracts with
Sweep from license  However, when the contracts come up for renewal, TPWD Ir'g\f’}givetgfrag“oﬁs’
deputy accounts needs to renegotiate the issue. TPWD needsto evaluate  syeep frequency
the benefit to the state in terms of interest earned against
any additional coststo the state before making a decision
on what the new terms should be. Additional coststo the
state could come from increased commissions, additional
state processes, and increases in contractor costs. At a
minimum, the larger retailers should be swept more
frequently. A cost-benefit analysis should consider a sales
threshold for determining the frequency of sweeps.

During the February 11, 2002, License Deputy Advisory
Committee meeting at TPWD Headquartersin Austin, the
members were asked how they would feel about more

2 The Project Team requested and received areport by Dennis O’ Neal, TPWD' s Internal Auditor to define a good
monitoring process to assure timely deposits.
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frequent sweeps of the agent’ s accounts, as recommended
in the SAO report. They raised the following issues:

» The commission paid to the agents for selling
licenses does not cover bookkeeping costs, so
TPWD would have to increase the commission
paid to license deputies to make the more frequent
sweeps worth the retailers’ time.

» Inone case, the bank is 20 miles away, making
more frequent deposits to accommodate more
frequent sweeps very inconvenient.

A threshold of activity or revenue should be established
for more frequent sweeps when it is cost effective.
Another consideration isfor TPWD to sweep more
frequently during peak license sales seasons, and then
return to the weekly schedule during non-peak times.

SECTION 3 The Department Has Not Consistently Allocated
Revenue to Statutorily Restricted Stamp Funds=
Background

Plflob'etms W]Eth The Supercombo hunting and fishing license combines

gu%ce?c'gg,lgo license UNting and fishing licenses as well as special species and

sales revenue to hunting stamps, such as water fowl, turkey, saltwater

dedicated programs  fishing, trout, archery and muzzleloader hunting. Since
the licenses and stamps are combined in the Supercombo
license, TPWD must allocate the revenue from the
Supercombo license out to these various dedicated
programs. There are different valid methods for making
the allocation. The SAQO’s concern was that TPWD was
not being consistent with their methodol ogy, had not
documented the methodology, nor discussed their decision
in public meetings to allow for public input on how the
revenue should be allocated to the individual programs.
The SAO aso was concerned that the method TPWD
directed Transactive to use was not the same allocation
method TPWD used to report the revenueto USAS. Asa
result, the revenue did not match up between IFS and
USAS for stamp sales.

% SA O Report, October 2001, p. 13.
2 SAO Report, October 2001, pp. 13-14.
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SAO 19
Allocate
Supercombo

revenues properly

SAO Recommends.®
The Department should:

*  Work with the Commission and its stakeholders to
develop a standard method to allocate proceeds from
Supercombo license sales to the statutorily restricted
funds.

*  Document its method for allocating Supercombo
revenue. Any changes to this method should be
approved by the Commission prior to adjusting fund
balances.

* Informthe POS contractor in a timely fashion of any
changes to the allocation method.

* Make timely adjustments to the Department’s USAS
deposits to reflect accurate fund balances.

Solutions

By the August Commission meeting date on an annual
basis, TPWD should develop and post for adoption by the
Commission a method for allocating Supercombo sales to
the various stamp funds.

» The method should be based on surveys and
analyses that TPWD conductsto get an
approximation of the hunting and fishing activity
resulting from Supercombo license sales.

» The staff should make a compelling case for the
allocation formula presented to the Commission.

» Adoption of the formula should be done in an open

meeting with input from interested parties.

» Only after hearing al sides of the issue, the
Commission should make a decision on the
allocation method.

Recommendation

Adopt allocation of
Supercombo sales
in public hearing

% SAO Report, October 2001, p. 14.
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SAO 20 Whilethe SAO directs TPWD to notify the POS vendor in  POS notification of

atimely manner of any changesin the Supercombo 2'(')0@?]%%? method
Notify POS allocation system, the transition to the WorldCom system
contractor of ¥ ' Y necessary.

makes this requirement unnecessary. TPWD no longer
requires the POS vendor to make any allocations from the
Supercombo sales. Instead, the allocations are made
manually by the agency based on a documented
methodology. WorldCom'’ s responsibility isto report the
amount and number of Supercombo license sales.

allocation method

SAO 21 Theissue of harmony between TPWD's Internal Financial Implement

_ System and USASis alarger issue for the agency, monthly
SZZOS”C"et,'FSItO transcending Supercombo license revenue. The backlog of | 207! 'éztl'eosn a?]fd
i T MEY unreconciled items must be cleared and TPWD must avoid backlog.
conduct monthly reconciliations to prevent problemsin the
future. See the section on Reconciliation in the Financial
Management chapter of this report for a more in-depth
discussion of thisissue.

SECTION 4 Inadequate Mailroom and Cash Handling

Procedures Increase the Department’s Risk for
Fraud and Abuse?®

Background

Lack of adequate At the time of the SAQ’ sreport, TPWD had no system in

controls in mailroom : .

handlin place in the mailroom to open and account for al checks

g of revenue. . )

mailed to the agency. Instead, persona or mail marked
“confidential” was sent unopened to the divisions. Before
SAQ’'sfinal report was issued in October 2001, TPWD
established most of the appropriate mailroom controls
effective May 2001.

The one remaining weakness is a process for reconciling
cash and checks received in the mailroom to the final
deposit. Thisrequiresalog of all cash and checks
received through the mailroom, which can be compared to

% SAO Report, October 2001, p. 15.
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the final deposit receipt. Thisis especially important
because checks attached to paperwork are sent out of the
mailroom to the section of the revenue branch, which
processes boat registrations. Currently, thereis no way to
account for the items sent to the boats section to track their
final dispensation — either return to sender due to
incomplete documents, or final deposit or some other
action.

SAO Recommends:
The Department should:

*  Open all mail in the mailroomto identify and log in all
revenue and perform an independent reconciliation of
deposits to the receipt log.

* Send all revenue received in the mailroom directly to
the cashier for safeguarding or deposit.

Solution

SAO 22 At the writing of this report, an individual hired for his 'mmedfiate'y find
revenue processes expertise has started developing a new fnpcicn‘iirf’é Mail next
process to address this problem. TPWD should not delay 1 Revenue

implementing the recommendation outlined here. personnel.
Move incoming mailroom adjacent to revenue sections

» TPWD should not delay implementing this move
to ensure proper handling of incoming revenue.
The procedure should include the following steps:

» Incoming Mail should be separated from Outgoing
Mail. Opening of mail should be restricted to
Incoming Mail personnel to properly identify and
separate general mail from revenue mail.

» Revenue Mail will be sorted by revenue document
type (boat, park fees, licensing etc).

» Any revenue mail routed off the floor must be
entered into arevenue tracking system.
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SAO 23 Immediately find space for the Cashiers Office next to Move the Cashiers
Revenue personnel. In order to keep checks and deposits ~ Office adjacent to
on the same floor, the Cashiers Office must belocated on ~ Revenue Sections
the same floor as Incoming Mail and the Revenue
Sections.

SECTION 5 Poor Process Management Has lead to Inefficient
Use of Staff Time

Background

Therevenue branch  The SAQ identified 19 of 48 positions they analyzed in the

Is overstaffed. revenue branch as being “non value added.” While the
Auditor, in ameeting with the Consultant team, pointed
out that this did not mean the revenue branch was over
staffed, it was an indicator of problems. Staffs were
performing duplicative tasks that added no real protection
against risk. Part of thisis due to the lack of adequate
automation, and part if it is due to the lack of more
effective processes.

One example is that revenue staffs receive a paper report
from Treasury on the amount of money deposited by
TPWD from each location. Revenue staffs are taking that
paper report, which was obviously computer-generated at
Treasury, and manually entering the datainto TPWD’s
system. An aternative process would be for TPWD to
obtain an electronic version of the report from Treasury.

Another example of an inefficient processis that some
revenue information is being entered into an Excel
spreadsheet, then into a Quicken program, then into IFS,
and finally into USAS. Each entry increases the
opportunitiesfor error. Thisis one of the causes of
differencesin revenue reported in IFS versus USAS.

TPWD protested that, in fact, the agency was not
overstaffed and contested the SAO’ s methodol ogy.
However, as mentioned above, the processesin the
revenue branch need significant improvement.
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SAQO 24

Review revenue
processes

Recommendation

SAO Recommends.#
The Department should:

e Conduct a thorough review of its key revenue
processes to eliminate and streamline activities where
appropriate. At a minimum, the review should consider
the following: consolidation opportunities; improved
use of automation; and cost benefit analysis of
developing systeminterfaces. Work done by the Sate
auditor’ s office may also be used to make appropriate
changes.

» Consider the effect of manual data entry on data
guality, and the associated costs of correction and
reconciliation.

Solutions

After reviewing process documents, interviewing revenue ~ Re-engineer
staff and observing each step of the revenue processes, the '©VENU€ Processes
Project Team concluded that the revenue division must be

improved. Simply automating existing processes is not the

answer; it would only result in poor processes being done

more quickly. Instead, the CFO needs to pull together a

team, headed by someone with strong project management

skills, to re-engineer the revenue branch. Accurate process

mapping and review, then effective problem solving and

redesign of the revenue processes will allow the CFO to

figure out what her staff are doing today and contrast that

with what they should be doing and how they should be

doing it. From that information, a plan can be developed

to get from what is to what should be.

The Project Team strongly recommended to the agency
that they hire someone to review TPWD’s revenue
processes and to recommend changes to those processes
that should precede any further automation. The agency
hired Mr. Clovis Boatright, who will spend two to three
months analyzing the current revenue branch procedures
and processes, including employee job descriptions. His
main focus will be on the boat titling and registration area
and the Cashier’s office. The CFO will be able to take

% SAO Report, October 2001, p. 17.
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SAO 25

advantage of Mr. Boatright’s extensive professional
expertise in revenue processes and process improvement.
In his 29 years with the state Comptroller’ s office, Mr.
Boatright served as the manager of revenue accounting,
project manager for electronic tax filing system, project
manager for intelligent character recognition system, and
the project manager for the document imaging system.
Mr. Boatright started working with the agency March 1,
2002. Asof the printing of this report, he has moved
forward on reviewing boat regulation documents
processing and cash remittance processing of boat title and
registration payments.

Based on preliminary recommendations by Mr. Boatright,
the Project Team recommends the following changes to
TPWD'’ s boat revenue process. When fully implemented,
thiswill lead to more efficient use of staff resources and
address the non-value added concerns of the State Auditor.

» Baskets of Document types will be placed for
appropriate revenue personnel to pickup and sort
into two categories. The two sorts are Clean
Documents that appear ready for processing and
Problem Documents that appear to require detailed
review.

» Clean Documents will be sorted into 20 itemsto a
basket for batch control. A revenue person will be
assigned this batch to perform final review, data
entry and balancing of the batch. Thiswill
eliminate routing of checks and documents from
station to station and/or floor to floor.

» Theexisting Boat Registration system will require
some modification until anew BR Systemis
written to allow acceptance of underpaid, missing
documents, missing signatures, etc. Until the new
BR System isin operation, the flow for Direct
Return of documents and checks will continue.

» Once data entry is completed for the batch, the BR
System will generate a detailed batch report. The
employee will separate the checks from the
documents, run an adder tape on the checks to
confirm it matches the computer batch total, attach
the printed batch sheet to the checks and deliver to
the Cashiers Office. A copy of the batch sheet will
also stay with the document batch.
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The Boat Registration System will generate to the
Cashier a Batch Remittance Report to alert them a
batch for deposit isto be received.

Once the batch is received the Cashier will match
the checksto the batch, balance and release the
batch for Deposit to the Treasury. Note the
Cashier will not have to re-enter the checks, as the
BR system will generate appropriate revenue
deposit codes to internal accounting systems.

The Remittance System will monitor completed
and partially completed batchesin the BR System.
Batch reports will be monitored by the section
supervisor and by the Cashier's Office.

Batches of checks and documents not compl eted
on same day of receipt must be placed into a secure
locking cabinet at the end of each day.

Direct Return documents will be entered into the
BR System with minimum entry so tracking of
returned checks and documents can be monitored.
A letter will be attached to each return document
with afile copy retained.

The BR system will have anew Inquirable General
Document Index that records all computer
transactions on each account. Thisfilewill be
inquirable by the “TX#" or other identifying
number.

The new BR System will alow entry of underpaid,
overpaid and incomplete boat registration
documents. If the application isincomplete, the
BR System will place the record in a pending
status such as “Underpayment” or Applicant
missing lien release etc. Thiswill greatly reduce
the number of returned checks and documents.

Computer generated notices will contain areturn
tear-off form for prompt identification of the item
when received back at TPWD.
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SAO 26 Staffsin Information Resources are working on creating Complete
an automated interface between the revenue module of IFS  integration of

; .. _ L internal revenue
Improve automation  gnd USAS. Oncethisinterfaceisin place, it will

of systems systems to IFS

eliminate the need for some of the duplicate data entry. and USAS
However, the agency runs other automated revenue
systems that do not interface with IFS, or with USAS, such
asthe boats registration and license system, the law
enforcement system and the parks revenue system. In fact,
the only revenue system that does interface with IFSisthe
POS system. TPWD must correct this problem of
unconnected systems as quickly as possible. Thefirst step
in fixing this problem is to present the Executive Director
with a project plan that includes milestones, tasks,
responsibilities, deadlines and resources needed to
complete the interfaces. Due to the tight budget of the
agency and mandatory upgrades from Oracle 10ato the
11i version, connecting the different revenue systems to
IFS and to USAS may take some time. However, the
agency should not allow itsfinal deadline to go beyond
August 2003.

SECTION 6 The Department Has Not Reconciled Revenue
Since Fiscal year 19982

SECTION 6-A The Department Has Not Accounted for the $23.4
Million Revenue difference Between Its Internal
Accounting System and USAS?*

Background

ghelr(cle is a f'arge The SAO noted differences of $23.4 million between

e USAS and |FS between 1998 and August 31, 2001. The

revenue items. department has completed entries resolving about $23
million of the revenue variances. Work isin progresson a
remaining net difference of $380,722.40, which was
reported by TPWD as the remaining net difference. USAS
transactions record a higher total than the amounts posted
to IFS. Asof February 1, 2002, there was a 51 page listing
of nearly 1,700 detail lines representing transactions where
differences are known. TPWD told the SAO in their

% SA O Report, October 2001, p. 17.
% SAO Report, October 2001, p. 18.
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SAO 27

Backlog of items to
reconcile between
IFS and USAS

response to the audit report the work would be completed
by December 31, 2001. There was neither a definite
completion date nor a project plan in place to correct the
problem. Instead, the agency was attempting to create
computer programming to better identify the transactions.

The Project Team examined the reconciliation procedures
for revenues, expenditures, and other accounts. As
additional programming provided more detail beginning in
February 2002, the actual net difference between IFS and
USAS for revenues became alarger number. Thisisa
result of the new technigues employed, which are
balancing to a greater level of detail in the IFS system, and
from expanding the time period to include fiscal 2002
transactions. Additional details can be found in the
Financial Management issues chapter of this report.

The unreconciled revenue amounts are having a direct
impact on the agency’ s credibility among Legislators and
the state’ sleadership. Thisissue wasraised by legidlative
staff during discussions on the agency’ s desireto raise
fees. Staffswere asking, “Why isthe agency looking at
raising fees when they can’t even reconcile the revenue
they already have?’

SAO Recommends:.®
The Department should:
» Completeits reconciliation of revenue.

* Improve end user training on IFS system usage to
reduce coding errors.

Solutions

After the Project Team convened a meeting of staffs from
across the finance and information resource divisions to
pinpoint obstacles to eliminating the reconciliation
backlog, the CFO made reconciliation of revenues the top
priority for her staffs. It was determined that the prototype

% SAO Report, October 2001, p. 18.
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automation tool to identify the unreconciled transactions --
which had been under development for several months--
was hot going to work. The CFO changed strategy. Staffs
figured out what reports the system could already generate
with minimal additional programming. The IR and
finance staff conducted a proof of concept test using the
reports to determine if they could make the necessary
correcting entries. The concept worked, so staffs were
directed to write up who would be responsible for what
stepsin the process as well as what those steps would be.

In working with the CFO and the revenue team, the
agency should complete reconciling the backlog of
revenue items by August 31, 2002.

Following the Project Team’ s recommendation, the
agency has hired four temporary personnel to start to work
immediately on revenue reconciliation research and
entries.

SAO 28 Whilethe backlog of itemsis being reconciled, the agency ~ Conduct monthly
- must implement a process of monthly reconciliations to reCO”C;“a“Otrr‘]S to
Reconcileitems on  prevent this problem of a huge backlog of unreconciled prevent another
current basis : . . . backlog.
items from ever happening again. TPWD should refine
and implement a reconciliation process that will include
the following steps

» Two accountants — one for revenues and one for
expenditures — would prepare monthly
reconciliations, to be completed within 60 days of
the end of each month.

» Thetwo accountants would identify any
corrections necessary and would monitor their
completion in atimely fashion.

» Personnel in each section would be responsible for
making the correcting entriesin either USAS or
IFS.

» A standardized report should be devel oped for
reporting on the monthly reconciliations. This

3L At the request of the Project Team, the process outline here was provided by Carl Speed, IFS System
Administrator, TPWD, in an e-mail sent to T.C. Mallett, Elton Bomer, and Sidney Hacker on February 8, 2002.
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report would be reviewed and initialed by the
Financial Reporting Manager, the Director of
Financial Management, and the Finance Director.

» TheFinancial Reporting Manager would also be
responsible for preparing an overall reconciliation
at ahigh level (such as Appropriated Fund,
Appropriation Y ear) at least quarterly.

» A monthly recap showing the status of all
reconciliation efforts would be provided to the
Chief Financial Officer.

SAO 29 There-engineering of the revenue branch will highlight Train staff in order
what staff training is required to make the revenue branch ~ to prevent future
Revenue branch processes error free. Once the CFO knowswhat training ~ ©°'s:

processes need work  her taff needs, then she should work with Human
Resources to get her staff trained, following the plan
below:

A). Organize awork group consisting of:

1) A trainer from Human Resources Division (HR)
(Training and Organizational Development branch)

2) Oneor two Administrative Resources Division
(AR) functional area/system IFS experts

3) AnARIFStrainer

4) Two IFS users, one "power" user and one
“occasional” user

5) AnHR person to serve asajob analysis expert to
determine knowledge, skills and abilities needed
for tasks to be performed in IFS

B.) Conduct a systematic analysis of the IFS
control/monitoring information system to identify problem
areas as either systemic problems or operator related
(operator error due to skill deficiencies etc).

1) Organize the group as referenced above

2) Perform the systematic IFS analysis referenced
above
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SECTION 6-B

Information in
agency’s revenue
systems doesn’t
match information in
IFS.

Recommendation

3) Convene afocus group of users and key experts to
identify system issues and training needs.

4) Separate needsinto system issues and other issues
to include in training needs.

5) Identify specific knowledge, skills, and abilities
needed for both "power" users and occasional users
— some may be prerequisites (e.g., basic end user
computer skills), others may be training needs-
classroom training on particular 1FS processes, etc.

The process would result in recommendations for possible
system modifications, additional/revised training, and
development of several different job aids for the IFS users.

The final step would be to complete and implement an
action plan to ensure accomplishment of training and skills
development.*

The Department Is Unable to Explain Variation
Between USAS, IFS, and Its Revenue Subsystems

Background

A revenue subsystem is a data collection system that is
separate from IFS. TPWD uses a system—M204—to
collect Boat registration and titling and law enforcement
citationsrevenue. SAO found a discrepancy of $5.6
million between M204 and | FS on motorboat registration
fees; they also found a $3.8 million discrepancy on the
same object between M204 and USAS. The SAO found
similar problems in reconciling the Park Reporting System
(R3 — Reservation, Registration, and Reporting), for
collecting park fees, to IFS and to USAS.

In other words, TPWD’ s various internal revenue
subsystems do not reconcile to the agency’s Internal
Financial System. According to TPWD’s Administrative
Resources’ “Revenue Management Audit — Resolution
Status 1/25/02:”

*2 These steps are taken from an e-mail provided by Annette Dominguez, director of Human Resources, February

18, 2002.
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SAO 30

Automated
interfaces need
completion

Interfaces between systems must be developed to
ensure that all systems reconcile. Manual
reconciliation is required for R3 and the boat
system. The law Enforcement systemis under
development; the boat systemis scheduled for
development in March, and the park systemis
under review. The IFSto USASinterface has been
delayed due to the conversion to Oracle 11i.

SAO Recommends:

* Reconcile all revenue subsystems with IFSand USAS
regularly.

» Reconcile the POS system and USAS to determine the
reasons for the variance.

Solutions

The development of automated interfaces between the
revenue subsystems and IFS needs to be carefully
managed to assure delivery of aquality system on time
and on budget. In addition, the various divisions affected
by the subsystems (such as Parks) should be included in
the design of each interface to make sure it meetsthe
needs of the agency’ sinternal customers.

Some of the finance and budget systems not linked to IFS
were developed because division managers were unable to
get accurate and timely information from IFS, so they
developed their own systems. For example, the
Infrastructure Division devel oped their own budget
information system, which runs parallel to IFS. This
system was devel oped to assure the integrity of the budget
data the Director needed to get hisjob done. His systemis
reconciled against IFS. *

To prevent this from recurring, IR must work with their
internal customers to make sure those customer’s
information needs will be met

% SAO Report, October 2001, p. 19.
3 Interview with Scott Boruff, Infrastructure Division Director, Austin, TX, February 1, 2002.
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Recommendation

Plans for the interfaces are as follows:;*

» Law Enforcement Citation Systemis currently
under development. An estimated completion date
of the project’s major milestones, which include
the interface of the LECS revenueinto IFS are:

* Anaysisand design — March 2002
e Build-July 2002

e Test—August 2002

« Implementation — 4™ Quarter 2002

> Boat Registration and Titling System will begin the
initial design phase by the end of March 2002. The
interface of revenue to IFS will be included in this
project. The estimated implementation date to
production in the third quarter of 2002.

» Parks Reservation, Registration, and Reporting
System will go through an analysis of alternatives,
starting in the first quarter of 2002, to determine
how best to address these issues. The interface of
the reservation system to IFS will be analyzed
during this process.

» Information Resources will be responsible for these
Processes.

SAO 31 Asof February 20, 2002, TPWD was in the process of Reconciliation

POS system
reconciliation

reconciling WorldCom (MCI) to IFS, and continues to between POS and
work on the IFS and USAS reconciliation. The agency IFS is on track.
compares the IFS Billing History report to the MCI

Summary Comparative Sales by License Code report.

These reports tie 100% through January 31, 2002. Once

the backlog is cleared, the agency will reconcile on adaily

basis. There are processes in place to make sure that al

deposits MCI claims they have made have been received,

thisisthe responsibility of the revenue branch.

% Report from Bridget Wolf, Application Development Manager, Information Resources, January 28, 2002.
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SECTION 7

Agency revenue
projections
consistently
underestimated
actual revenue.

The Department Has Not Accurately Forecasted
Revenue

Background

TPWD has developed areputation over the last several
years of underestimating their revenue. Various motives
have been attributed to the agency for the
underestimations. Regardless of motive, underestimating
revenue for Fund 9 and Fund 64 caused the agency to
request additional General Revenue appropriations.
General Revenueis not restricted, unlike Funds 9 and 64,
and can be spent on parks, conservation, educational
programs, research, enforcement, or any other agency
activity. However, at the end of the biennium, in fact the
Fund 9 and Fund 64 revenues continued to show
significant fund bal ances.

For example, in FY 2000, TPWD collected $7.2 million
more in Fund 9 (Game, Fish and Water Safety Fund) than
they forecasted. According to the SAQ, “for fiscal years
1998 through 2000, Fund 009 projections were
underestimated by an average of $8.3 million or 10
percent per year. For the same period, Fund 64
projections were under estimated by an average of $5.1
million or 19 percent per year.” * These figures are based
on comparisons between TPWD’s Legidative
Appropriations Request and USAS for each year.

Over time, the Fund balances have increased steadily so
that thislast biennium, the Legislature verbally directed
TPWD to begin spending down their fund balances to
cover agency operational costs.

In reviewing their resources and demand for services,
TPWD concluded that they might need to increase feesin
order to fully fund their operating budget. However, in the
Project Team'’ s visits with the staff of the state’s
leadership, and various legidative staffs, it became
apparent that there was alack of support for the fee
increase. The reason for the lack of support was that no
one could be sure that TPWD really needed the money,
since TPWD'’ s revenue projections were historically very

% SAO Report, October 2001, p. 19.
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short of actual revenue. In addition, there were till
unspent fund balances that could not be adequately
explained by TPWD staffs.

In an effort to correct the problem of variance between the
agency and the official Biennial Revenue Projection
published by the state Comptroller’s office, TPWD chose
to basically adopt the Comptroller’ s revenue estimate as
their own. This has helped to restore some confidence in
the validity of TPWD’s budget picture; however, thereis
still work to do on thisissue.

TPWD isthe real expert in the state in monitoring changes
that affect boat, hunting and fishing license sales,
registrations, and park attendance. TPWD should not have
to ssimply adopt the Comptroller’ s revenue estimate to
more accurately project agency revenues.

TPWD began work prior to the 2001 L egislative Session
to improve its revenue estimate. It took a dlightly less
conservative approach to estimating growth and worked
with the Comptroller’ s revenue estimating staff. The
result was that TPWD’s estimates of revenue for Funds 9
and 64 were within a percentage point of the
Comptroller’s official Biennial Revenue Estimate (BRE).
It isthe BRE that is used as the basis for legidative
appropriations. The Legislature cannot spend more than
the Comptroller estimates will be available; therefore, the
Comptroller’ s estimates are seen as more binding (and
usually more accurate) than agency estimates when it
comes to setting the state’ s budget.

SAO Recommends:®
The Department should:

» Establish and document its methodol ogy for
forecasting revenue.

» Consider using established forecasting
methodol ogies to improve the accuracy of revenue
forecasts.

3" SAO Report, October 2001, p. 20.
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SECTION 8

IR function needs to
be strengthened.

Recommendation

Problems with Automated Systems Hamper Key
Financial Processes

Background
Standardization

Information Resources is one of the most basic and most
important components of any state agency. TPWD has
one of the most complex funding systems and
constellation of programs of any of the agenciesin the
state. Information resources, if developed correctly, can
tie all the pieces together into a meaningful whole.

In conversations with division directors and other agency
staff, it has become clear that divisions develop
information resource systems to meet their own needs.
This decentralized development has resulted in the
creation of systems that cannot communicate. While such
systems may do agreat job of serving asingledivison’'s
information needs, they can ultimately serve to hamper the
agency as awhole, and place the agency at risk of failing
to comply with state standards.

In addition to the risk of not meeting state standards, the
more complex the IR system across the agency, the more
expensive it isto support the system. IR must have staff
with expertise in awider variety of platforms and systems
in order to support those systems. However, the more
standardized and the less diverse those systems are, the
fewer support staff are needed to provide the services
needed to keep the systems running. In fact, an external
audit conducted on TPWD’ s computer security in January
2001, on request of TPWD’s internal auditor, states that
Texas Parks and Wildlife has insufficient level of IR staff
to support the present range of platforms, networks
domains and range of distributed systems. The auditor
urged TPWD to “ consider controlling complexity through
an agency wide — IR standards program...for both
security/privacy reasons and the focus for total cost of
ownership.” ®

% Working Papers, presentation of executive summary, January 16, 2002.
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Recommendation

The agency, so far, has not granted Information Resources
the authority it needs to make sure all the different systems
across the agency can work together. This has begun to
change. The CFO has proposed changes to existing policy
for the Executive Director. The Executive Director
authorized the formation of aworkgroup on February 4,
2002. Thework group isbasically a users group to
provide discussion and feedback to the Executive Director
regarding IR standards and policies. In addition, an
inventory of systems external to IR will be conducted by
IR with the help of other divisions. Thisinventory isa
required piece of the agency’ s Biennial Operating Plan.
The inventory will also be acritical tool for use by the IR
manager to comply with new requirements issued by the
state’s Chief Information Officer. For example, if certain
security measures must be incorporated into every system
in the agency, then the IR manager will need the inventory
as a checklist to make sure he has made the upgrades in
every system

Expertise

TPWD’sIFSisadministered by a single person, who, if he
left, would |eave atremendous vacuum in expertise on
how the system works. Since the IFS administrator isa
retiree who returned to the agency, the danger of this
happening isvery real. Thereisanimmediate need to
provide training back-up in case this person leavesin the
future.

Information resources are one of the most critical parts of
the agency’ sinfrastructure. Without a sound
infrastructure, the agency creates unnecessary obstacles to
achieving its goals and risks its overall credibility with its
customers and the Legidature.

SAO Recommends:.®
The Department should:
* Provide IRwith the responsibility and the authority to

coordinate and manage agency-wide systems
development. This could be accomplished by

¥ SAO Report, October 2001, p. 21.
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SAO 35

IR organization and

control at TPWD is
not centralized

SAO 36

Division level ability

to access data is
inadequate

SAO 37

Standard reports are

needed

centralizing or consolidating system management
under the information resources division.

* Conduct and complete the devel opment of system
interfacesin a timely manner to help ensure data
accuracy and promote a more efficient use of
automated systems.

* Create accountsin USASsimilar to the accounts and
sub-accountsin IFS,

* Assesstraining needs and conduct user surveysto
determine the timeliness and adequacy of training
offered.

» Conduct a review of knowledge, skills, and abilities
needed to effectively use IFS.

Solutions

The Executive Director should grant the IR director the
authority to control all information resource hardware and
software purchases and contracts. In other words,
different divisions of the agency must obtain the IR
director’ s signature prior to making IR purchases. This
would allow for a compatible architecture across the
agency, consistent archiving, and higher quality support of
systems across the agency. Otherwise, if each divisionis
able to circumvent agency IR standards, then those
standards are meaningless.

The director of information resources should work with
the human resources division to develop a strategic plan
for training managers on how to best use the agency’s
various systems to generate the management information
best suited to their needs.

The Finance Director and Information Resources Director
should work with agency managers and the staffs of the
Administrative Resources to develop additional reporting
formats with standard data elements that can be used to
extract consistent information from IFS and other agency
systems.
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SAO 38

Agency plan is
needed for data
integration and use

SAO 39

Add sub-accounts to
agency USAS
structure

The agency is developing a plan to compl ete interfaces;
however, this plan only coversthe financial systems (and
revenue systems). The agency needs to review other data
systems across the agency to determine additional
opportunities to create interfaces that could enhance
agency operations and create efficiencies. For example,
river sections are defined in a standard way by the
Environmental Protection Agency. Other state agencies
use the EPA’ s definition, as do most of the staffs of the
Geographic Information System lab. However, one
agency division uses a different method of defining river
sections. Asaresult, their datais difficult to impossible to
layer into maps based on the more standardized definition.

TPWD should create a matrix team (a team that cuts
across divisions and areas of expertise) to inventory all the
information systemsin the agency. The inventory should
include architecture, size, location, staffing, content,
function, age, etc. Once theinventory is complete, the
team should look for overlap, duplication, or opportunities
for enhanced value through systems coordination or
interfacing. The team’ s recommendations should then be
costed out. From this base of information, the agency will
be in abetter position to request and allocate information
resources in away that contributes to the overall priorities
of the agency.

TPWD needs to wait to complete the various interfaces
between IFS and USAS before changing the account
structurein USAS. To do so otherwise would be too
costly.

CHAPTER |: STATE AUDITOR’S REPORT

Recommendation

Inventory
information
systems across
agency to identify
risks and
opportunities.

Complete
interfaces before
changing USAS
account structure.

55



THISPAGE INTENTIONALLY LEFT BLANK

CHAPTER |: STATE AUDITOR’S REPORT

56



CHAPTERIII

Prior State Auditor’s Office Reports

TEXAS PARKS AND WILDLIFE DEPARTMENT

BUSINESS PRACTICES EVALUATION

MARCH 29, 2002




Chapter 1l
Prior State Auditor’s Office Audit Reports

TPWD has aready addressed several issuesraised in the
last three reports from the State Auditor’s office. The
complete list of issues and their status is included in the
appendix. This section of the report is devoted to the most
significant problems not yet appropriately addressed.

An Audit Report on Management Controls at
TPWD, November 1995

Complete executive SAO Recommends;

info system
e Complete the development of executive information
system.!
Background

In 1995, the SAO wrote:

The current information systems do not meet the
financial and operational information needs of
executive management. An adequately functioning
executive information system has not been
completed. A major hindrance to the system’'s
development is the lack of integration of
Departmental information systems.?

Asof March 2002, no real progress has been made at
TPWD to address this problem.

Solution

PRIOR 1 Thishasyetto bedone. Asmentioned elsewherein this Ma”_ageme”ttr?l‘”St
report, TPWD’ s executive management must receive e ey
monthly reliable management information and should not

! State Auditor’s Office, An Audit Report on Management Controls at Texas Parks and Wildlife Department,
November 1995, p.12.

2 An Audit Report on Management Controls at the Texas Parks and Wildlife Department, State Auditor’s Office,
Austin, Texas, November 1995, p. 12.
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settle for incomplete, inadequate or inaccurate data or
financia figures.

Accuracy of SAO Recommends:
performance
measures report » Improve controls to ensure accurate reporting of
performance measures.
Background

In the 1995 audit, the SAO reported that:

Adeguate control systems have not been
implemented, or are not operating, to ensure
accurate reporting of performance measures. Of
the five performance measures we tested, three
were inaccurately reported.” 4

This problem is not yet resolved. The August 2001 SAO
audit of performance measures showed that four of the six
agency outcome measures could not be adequately
verified®.

TPWD assigned the program administrator over
performance measures, aformer LBB analyst, the task of
creating performance measure reporting guidelines,
creating a checklist, and investigating the quality of the
data collection methods and performance measure
calculations of each division responsible for submitting
performance reports. Guidelines were developed in
September 2001 and the checklist has been in use by the
program administrator since the 4" quarter of 2001.
Review of data collection on key measures has been
started. Quarterly and Annual Reports are distributed to
division directors and the Executive Director along with a
memo summarizing the key areas of concern.

3 SAO Report, November 1995, p. 14.

4 SAO Report, November 1995, p. 14.

® State Auditor’ s Office, An Audit Report on Performance Measures at 12 State Entities— Fiscal Year 2001, Austin,
TX, August 2001.
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Solution

PRIOR 2 The Project Team recommends that the agency should Condlljctt ? it
implement the following steps to get the job done: gﬁg'ﬁ,lgkeeau !
necessary

Publication policies

corrections in 90

days.
> Within each division, determine whether or not the

divisions are tracking performance measures as
they are supposed to be doing. (Thisstepisin
progress.)

» Check each division’s methodology for accuracy.
(Thisstep isin progress.)

» Assign the Deputy to the Executive Director to
oversee the task, to assign the most appropriate
staff person, and to make sure the necessary
process and data corrections are made by July
2002.

» Seek input from other agencies that have
successfully addressed this problem, e.g., Texas
Department of Insurance.

SAO Recommends:

» Srengthen publication policies and procedures.®

Background

The 1995 audit reported that, “Divisions have published
documents that have not represented Department views.”
The SAO recommended that TPWD *“ ...develop
publication policies and procedures to ensure that
publications are consistent with Department views and are
cost effective.””

& SAO Report, November 1995, p. 21.
" SAO Report, November 1995, p. 22.
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TPWD has an informal policy that publications go through
acentral review process; however, it is not required and
the policy is not written.

Solution

PRIOR 3 The Project Team recommends that the Director of the
Communications Division be given the authority to sign
off on all agency publications; no publications should be
distributed without her signature. In addition, she needs to
develop awritten policy for the review and approval
process. The policy should be approved by the Executive
Director and distributed to all the division directors.
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Prioritize
maintenance

Complete facility
inventory

PRIOR 4

Define system
ownership

An Audit Report on the Texas Parks and Wildlife
Department’s Management of the State Park
System, September 1998

SAO Recommends:

* Preventative maintenance and equipment replacement
budget priorities.®

e Complete implementation of the new facility
management system to better plan and prioritize
maintenance and repairs®

Background

During the course of their 1998 audit, the SAO found that
45.8 percent of the Parks Division’s equipment was older
than its useful life. At the time, state parks were on
average 13 years behind on their replacement schedule.

The Infrastructure Division is currently loading facility
data into the Property Management Information System
and taking facility inventories at all sites. Thetarget date
for completion is Spring 2002. A complete equipment
inventory will take 6-12 months to compl ete.

Solution

TPWD continues to have a backlog of “Construction in
Progress’ itemstotaling $19 million. These items must be
properly allocated in the accounting and assets systems so
that TPWD has an inventory of its assets.

SAO Recommends:

» Define system ownership to ensure optimum
development and use of automated systems.

Clear CIP backlog

8 State Auditors Office, An Audit report on the Texas Parks and Wildlife Department’ s Management of the State
Park System, Austin, TX, September 1998, p. 11.
® SAO Report, September 1998, p. 30.

10 SA O Report, September 1998, p. 19-20.
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PRIOR 5

Reliable visitation
data

Background

This same issue was raised again three years later in the
2001 audit report. Ownership for the R3 (reservation,
revenue, and reporting) system has still not been clearly
defined. System administration duties for the system are
still handled by the Parks Division, rather than the
information resources branch. In the 1998 report, the SAO
recommended:

Information Resources should have clear
responsibility and authority to coordinate
agencywide system development and
management.” **

Solution

The Project Team recommends that TPWD clearly assign
ownership of the system to Information Resources to
assure the necessary oversight and development of the
system takes place in atimely manner.

SAO Recommends:

» Develop reliable visitation data.”?

Background

According to the 1998 audit, parks visitation figures have
been overstated by 12 to 25 percent. Over the last ten
years, three different external studies have proven that
Park’s use of 3.5 visitors per vehicle is an erroneous
number.

When the Internal Auditor asked the Parks Division about
thisissue in March 2002, the Parks Division stated that
they have examined their current visitation measures and
will revise the car multiplier factor to reflect amore
accurate number. The division continues to examine
alternative and more accurate measures for visitation data
within the revenue function of the R3 system.

11 SAO Report, September 1998, p. 20.
12 SA O Report, September 1998, p. 21.
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Accurate visitation data is key to good planning, decision-
making, and to allocating staff and resources
appropriately, not to mention accurate reporting of
performance measures.

Solution

PRIOR 6 The Project Team recommends that the Parks Division
develop more accurate measures of parks visitation data no
later than August 2002, prior to the preliminary budget
presentations to the Legislature and L egislative Budget
Board.
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An Audit Report on Catalog Operations at the
Parks and Wildlife Department, April 1999

Background

In 1997, TPWD suspended retail catalog operations due to
“gross fiscal mismanagement” by the catalog department.
In April 1999, SAQO issued areport on TPWD’s catalog
operation, stating that:

Executive management, by recognizing the issues
and privatizing operations, has corrected the
weaknesses in catal og oper ations that we noted
during our audit.

Since 1999, a contractor has been responsible for running
the catalog operation.

In 1999, TPWD signed a 5-year contract with Badge
Marketing, Inc. (Badge) that provides TPWD with royalty
payments based on a percentage of the contractor’ s gross
margin. When the contract was signed the commission to
TPWD was 3%. Itisnow 4.5% and will escalate to 5%
next year. Badge publishes and distributes about six
different versions of the TPWD catalog per year. Badge
maintains the mailing list for, and fulfills orders from, the
catalog.

During fiscal year 2001, the department received $38,778
in royalty payments.

Solution Take serious look

at costs of catalog
to TPWD to decide
if contract should

be renewed.

PRIOR 7 The Project Team questions the economic feasibility of
TPWD’s catalog operation. Currently, it bringsin about
$38,000 per year. However, the gross percentage will
increase to 5 percent next year. That still isavery small
amount of money.

The cost to the agency in staff time and expense required
to monitor the contract and the catalog might exceed that
amount. At least one staff person spends 30% to 40% of
his time on the catalog, and travels to Dallas once or twice
each month.
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The staff person reviews the catalog items to make sure
that the catalog does not contain any items that might be
offensive. At one point, he had approved arug designed
as a State of Texasflag. Thisraised aprotest from the
Daughters of the Texas Republic, so the item was
withdrawn. A key challenge has been to find the right
product mix and the right customer lists to make the
catalog profitable for TPWD.*

The catalog has a circulation of about 240,000, increasing
to nearly 600,000 during the Christmas season. However,
thereisvirtually no cross marketing of other TPWD items
in the catal og, such as subscriptions to the TPWD
magazine, products from TPW Press, the Lone Star
Legacy program, or the Texas Conservation Passport. The
catalog company advertises two of TPWD’s posters and a
couple of the TPW Press books—freshwater fish guide
and saltwater fish guide, for example.

On TPWD'’ s web page, the catalog introduction states:

Our one-of-a-kind partnership with The Texas
Parks & Wildlife Department allows usto
contribute to the conservation and preservation of
our state's natural resources, while bringing you
special productsthat are either from Texas or are
full of Texastraditions.*

This leaves the purchaser with the impression that his or
her purchase is a significant contribution to TPWD.
However, the amount contributed to TPWD is 4.5% of the
difference between the cost to the catalog company for the
item and the cost to the customer. For example, a T-shirt
that costs the catalog company $5 to purchase, and is sold
for $10, resultsin a commission of $0.22 for TPWD.

TPWD should seriously look at whether or not to continue
the catalog after the five-year contract expires.

8 Interview with Corky Palmer, March 14, 2002, Texas Parks and Wildlife Department, Austin, Texas.
14 http://www.tpwcoll ection.com/
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Chapter Il
Budget Issues

Proposed Fee Increase

Profile of TPWD In TPWD’ s operating budget, the agency lists nearly two-

Method of dozen different sources of revenue. TPWD receives

Finance appropriations from the General Revenue (GR) fund, as
well as from GR-dedicated funds, bond funds, and federa
funds. Out of the $473.8 million in legidative
appropriations for the 2002-2003 biennium, the funding
sources divide up as follows:*

Sour ce Per cent Biennium Total
Appropriations

General Revenue 27.2% $128.9 million
Federd 13.4% 63.4 million
General Revenue Dedicated 45.9% 217.3 million
Other 13.5% 64.1 million
Total $473.8 million

Refer to page 83, the subsection on Budget Devel opment
Opportunities, of this chapter for detailed breakdown of
appropriation by source.

Fund 9 is used to regulate and conserve fish, wildlife, and
other resources, and to enforce water safety laws. Fund 64
is used to operate the state’ s parks, certain historic sites,
and natural areas. Money from Fund 9 cannot be used to
operate state parks and money from Fund 64 cannot be
used for hunting, fishing, or conservation activities. On
the other hand, the use of non-dedicated General Revenue
is not restricted to a specific activity.

Hunting and fishing license sales account for 51 percent of
Fund 9, or 27 percent of total agency revenue. Boat
registration and titling fees account for another 11 percent
of Fund 9, or 6 percent of agency revenue.

1 “Texas Parks and Wildlife Planning for the Century,” Draft Briefing Document, prepared by Paul Hammerschmidit,
March 1, 2002, pp. 3-4.
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The largest portion of Fund 64—50 percent—comes from
park entrance and use fees. In fact, park fees of about
$27.5 million per year account for 10 percent of total
agency appropriations.

With the exception of the dedicated sporting goods sales
tax, unclaimed refunds on motorboat fuel, and boat and
motor sales and use tax, the amount of non-dedicated
General Revenue TPWD receivesistotally dependent on
the discretion of the Legislature each session. Total GR
accounts for $128.9 million for the current biennium,
which is 27 percent of TPWD’ s budget.> The non-
dedicated portion of GR amounts to $25.6 million, or 5.4%
of the total appropriations, which isthe only discretionary
funding currently appropriated by the Legislature to
TPWD. GR has been appropriated in the past to cover
extraordinary operating expenses or special programs,
such as across-the-board salary increases for al state
employees. The agency had been pursuing an agenda of
becoming self-funding through fees, and has repeatedly
been authorized to spend amounts exceeding their original
revenue estimates. However, the General Revenue
appropriated to the agency continues to be a significant
portion of their funding stream.

Explanation Of In August 2001, TPWD staff brought to the

Fee Increase Commissioners a consideration to increase certain fees. In

Proposal November 2001, TPWD published proposed fee increases
in the Texas Register and began accepting public
comment. The agency held a public hearing in Garland on
December 17 and in Corpus Christi on December 18 on
the proposed changes. The Commission met January 16
and 17 and took action on the proposals.

Possible fee-increase options under consideration included
the following:

? Legisative Budget Board, Fiscal Size Up 2002-2003, p. 253.
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» Commercial Fishing License Feesand Oyster Bed
L ease Fees

The 77" Legislature mandated TPWD increase its
commercia fishing fees and oyster bed lease feesto
more fully recover the costs of operating each
program.®* The agency estimated the changes would
increase revenue by $600,000 from commercia fishing
fees, and $6,980 from oyster leases.

» StatePark Entrance, Facility, and Activity Fee
Ranges

Park entrance fees are set on a park-by-park basis by
the agency. However, the Commission determines the
fee range within which the agency must operate. The
agency was proposing to increase the cap on park
entrance fees, the first time since 1996. They were
also exploring an increase in fees for specific services,
such as electric hook-ups and cabin rental, aswell as
activity feeincreases. Any increasein park fee
revenue would go to operate state parks. TPWD
planned to increase the entrance fees at several parks,
aswell as cabin rentals. The agency generated $27.5
million from all park feesin fiscal 2001, according to
the Comptroller’s Annual Cash Report 2001. The
proposed range and actual increases would result in an
additional $500,000 for the 2002-2003 biennium.

» Boat Dealer License FeeIncrease; Change Dealer
License From Voluntary Registration To
Mandatory

The agency’ s Sunset legidation (Senate Bill 305)
contained a section that would allow — not mandate —
the agency to increase the boat dedler license feeif it
created a statewide list of boat dealers and mandated
al dealersto pay aregistration feeto TPWD. Sinceit
Is not known exactly how many businesses would fall
under this mandate, the estimates of revenue are rough
projections. The agency estimated that such a program
would raise $228,000 in the first year, and $326,000 in
each subsequent year. However, the agency would

3 Senate Bill 1, 77" Reg. Sess., Section 22, Texas Parks and Wildlife Department, Article VVI; Senate Bill 305, 77"
Reg. Sess,, Sec. 42.
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have to hire additional staff to administer and enforce
the program, which would likely mean the program
would not be self-sustaining.

The mandatory program would require anyone who
sold just afew motors or boats each year to become a
licensed dealer and pay the registration fee. Since
there is not a complete inventory of all the businesses
across the state that might be affected by such a
mandate, the agency was unable to project the overall
impact, especially on small businesses.

Boat Registration Fee Increase

In November 2001, TPWD published proposed
changesin boat registration fees, raising fees for each
class of boat anywhere from $5 to $20. The purpose of
the increase was to allow the agency to recover the
costs of administering enforcement of water safety
laws in the state as well as registering and tracking
boat ownership across the state. The increased fees
were estimated to raise about $4.4 million annually.
Boat fees are allocated to Fund 9 and cannot be used to
fund parks operations.

Hunting License Fee Increase

TPWD administers alarge variety of hunting licenses
and permits that cover different species, such as deer,
wild turkey, and alligator, and different forms of
hunting, such as muzzleloader and archery. While the
agency had begun to research its options, no formal
proposal to change any of the hunting fees was brought
to the Commissioners.

Fishing License Fee Increase

TPWD had begun discussing potential fishing license
and permit fee increases; however no formal proposals
had been drafted. Aswith hunting permits, TPWD
administers awide range of recreational and
commercial fishing licenses, specific to different types
of fish and other water species.
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TPWD’s Budget
Problem

Project Team
Activity

The targeted spending level authorized by the 77"
Legidatureis not fully supported by actual revenues
projected to be received by TPWD. This created a gap
between operational expectations by the Legislature and
the resources available to support such operations. TPWD
was directed to continue with existing operations while
adding new parks and FTEs. The problem was further
compounded by the fact that the sources of revenue for
Fund 9 and Fund 64 were not expected to increase rapidly
enough to cover the mandatory 4 percent pay increase and
increased costs in employee benefits while maintaining the
current level of operations.

TPWD attempted to explain this problem during the
legislative session to decision-makers and their staffs.
However, because the agency had a history of
underestimating their revenue for Funds 9 and 64, the
Legidature did not make TPWD’s concerns ahigh
priority.

When TPWD met with legidlative staffs following the
session, the figures the agency presented were not
consistent with prior presentations. 1n addition, the agency
was not providing a satisfactory explanation of the
availability of the various fund balances that appeared in
the Annual Cash Report prepared by the Comptroller of
Public Accounts.

The Project Team met with the staffs of the Governor’s
office, Speaker’s office, Lt. Governor’s office, Senate
Finance Committee, House A ppropriations Committee,
and the Legislative Budget Board. In every meeting, staffs
expressed skepticism about TPWD' s need for the fee
increases and, as aresult, the Project Team found no real
support for the increases. The Project Team conveyed this
response to the Commissioners and the acting Executive
Director.

At each meeting, the Project Team raised the options of
TPWD raising park facility fees and activity feesto
recover costs. While there was not wholesale endorsement
of thisidea, these “cost recovery” type proposals for
campsite services and cabin rentals were looked upon
more favorably than increasing park entrance fees.
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History of
Underestimating
Revenue

History of
Growing Fund
Balances

The Project Team also raised the option of an emergency
appropriation at the beginning of next session to cover the
agency’ s revenue shortfall. The response to this
aternative was fairly negative. Other agencies had
already been contacting the staffs with similar concerns,
and since many of those agencies did not have the option
to raise fees to bridge their own budget shortfall, it was
pointed out that TPWD’ s case would not be seen as
urgent. Therefore, whatever emergency funding that
might be available would probably be spent on the other
non-fee-based agencies.

The SAO’s October 2001 report cited TPWD' s consistent
underestimation of agency revenue. In fact, the report
pointed out that between 1998 and 2000, TPWD
underestimated Fund 9 by an average of $8 million per
year, and Fund 64 by an average of $5 million per year.

TPWD defended the practice by explaining their desireto
be prepared for emergencies, such as weather disasters that
would cause a steep drop in park visitation rates. In
addition, the agency was directed by prior TPW
commissioners to “save” money for future projects,
intentionally making conservatively low estimates and
requesting GR for the difference. The end result was a
level of higher fund balances that attracted the attention of
legislators and their staffs.

According to the Comptroller’s 2001 Annual Cash Report,
Fund 9 — Game, Fish, and Water Safety Fund — showed a
net balance of $46.7 million. A review of prior year's
reports shows that the balance in Fund 9 has been steadily
increasing over the last several years. The bulk of the fund
balance is dedicated or encumbered and is not available
for general agency operations,; however, thisinformation is
not detailed in the Cash Report.

The same situation existed for Fund 64 — State Parks Fund,
which had a net fund balance of over $8 million at the end
of fiscal 2001. The balances for Fund 64 had been
decreasing over the last few years; however the Fund
continued to carry asignificant balance in relation to the
total annual revenue.
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Underestimating
Revenues

The agency’ s statement of need met a high level of
skepticism when presented to staff in the Speaker’s, Lt.
Governor’s, Governor’s, House Appropriations, Senate
Finance, and Legidlative Budget Board offices. After
several conversations, the consultant team concluded that
there was very little agency credibility with Legidative
leadership and the Governor’s office when it came to
budget matters.

In the late 1980s and early 1990s, the agency began to
develop areputation for underestimating revenue from
their various fees. Thisresulted in an increasein their
fund balances despite pleas to the Legislature for
additional revenue to cover anticipated shortfalls. This
was the context in which the agency came to legidative
staff in 2001 after the 77" Legislative Session. In the last
days of the session, the Legidlature added a state employee
pay raise, increase in longevity pay, and health insurance
premium increase. While the agency received additional
General Revenue fundsto cover the increase for the non-
dedicated GR portion of agency operations, they did not
receive fundsto cover the pay increases for employees
paid from Fund 64 or Fund 9, or the statutorily dedicated
portions of GR funding. The agency did not anticipate a
significant increase in revenue from the fees, leases and
other miscellaneous sources that fund these operations.

The agency explained that the fee increases were
necessary to meet operating costs over the biennium. This
explanation stood in contrast to the fact that the
Legidature increased the agency’ s appropriation authority
and the belief that the agency could access what appeared
to be large, and growing, fund balances.

The agency’ s preliminary strategy was to adopt an
operating budget that cut operations below 2000 levels.
Thisincluded cutsin the capital budget and maximizing
lapsed positions. Despite these reductions, preliminary
assessment by the agency showed that they would end
each year of the biennium with adeficit in Funds 9 and 64.
The agency concluded, therefore, that the solution was to
raise various fees.
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Improvements in
Revenue
Estimate for
FY2002 and
FY2003

Incomplete
Budget
Information

“Operating
Budget
Balances”

TPWD began work prior to the 2001 Legislative Session
to improve its revenue estimate. It took a dlightly less
conservative approach to estimating growth and worked
with the Comptroller’ s revenue estimating staff. The
result was that TPWD’s estimates of revenue for Funds 9
and 64 were within a percentage point of the
Comptroller’s official Biennial Revenue Estimate (BRE).
It isthe BRE that is used as the basis for legidative
appropriations. The Legislature cannot spend more than
the Comptroller estimates will be available; therefore, the
Comptroller’ s estimates are seen as more binding (and
usually more accurate) than agency estimates when it
comes to setting the state’ s budget.

After meeting with legidlative committee and leadership
staffs, the Project Team turned their attention to obtaining
an accurate and realistic picture of TPWD’s budget. The
agency continually referred to the fact that the agency was
operating at a 96% budget level. However, the agency
was not referring to 96% of the legidatively authorized
appropriated budget; they were referring to the prior
year's operating budget, which is an internal document.
After asking repeatedly for a comparison between the
agency’ s operating budget and the General Appropriations
Act, the Project Team was still unable to get an accurate
accounting of the agency’ s budget position.

In an attempt to better pinpoint the problem, the Project
Team asked the Chief Financial Officer to prepare a
budget presentation for the Project Team asif the team
were members of the Legislature. During the course of the
presentation, the CFO listed afairly large dollar amount
labeled “ operating budget balances’ along with other
encumbered amounts to explain the differences between
the Annual Cash Report balances and agency-unobligated
balances. The “operating budget balances’ were deducted
from the Cash Report balances as if they were funds that
were not available to the agency to fund 2002 operations.
After intense questioning, it became clear that the
“operating budget balances’” were either lapsed or
otherwise unobligated amounts from the prior year that
had not yet been recovered from the various divisions
budgets. For the most part, they were unencumbered,
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unobligated and undedicated funds that had not been
spent. The problem was that the unspent funds had been
deducted from cash balances of Funds 9 and 64 and had
not been rolled into the fiscal 2002 operating budget,
leaving the impression that the agency had $7.1 million
less to operate with than, in fact, was available.

No Ties To GAA Despite the fact that the starting point for any discussion
with legidlative staffs of TPWD’ s budget should be the
General Appropriations Act, the agency did not make a
single presentation that explicitly tied their operating
budget to appropriations. Without that information,
neither the Project Team nor legidlative staffs could
determine the actual condition of TPWD’ s operating
budget asit related to legidative appropriations and
estimated revenues.

Conclusions Asthe Project Team worked to determine whether or not
the agency had to increase feesin order to meet its
obligations in fiscal 2002 and 2003, several issues that
needed attention surfaced.

1. TPWD’scredibility when it comesto budget
numbersis very low among legis ative staffs.

2. TPWD staff did not understand the significance of
being able to tie their operating budget back to the
Genera Appropriations Act.

3. TPWD staff did not realize that changes in their
fiscal presentations—both in format and content--
to legidlative staffs during the interim created the
impression that the agency’s numbers could not be
trusted.

4. TPWD’sdecentralized operational structure
prevented the agency from having an accurate
understanding of the agency’s overall fiscal
situation.

5. The decentralized budget process contributed to
untapped agency resources, such as $7.1 millionin
“operating budget balances.” Had the budget
process been more centralized, the $7.1 million
would have been more obvious.

CHAPTER Ill: BUDGET ISSUES



Final Actions by
Commissioners

6. TPWD operated with proportionately larger fund
balances in its two major dedicated funds, than
other state agencies.

7. TPWD’s application of the labels “obligated”,
“encumbered”, and “ dedicated” is not consistent
with how such labels are used elsewhere in state
government. Thisresultsin the build up of
inaccessible fund balances and self-imposed
dedications that reduce TPWD' s ability to fund
basic operations.

TPWD seemed to have more revenue available for
operations than they originally thought. By mid-January
when the Commissioners needed to make a decision on fee
increases for fiscal 2002 and 2003, the Project Team was
not convinced that increasing fees this year was necessary
and in the agency’ s best interest. The $7.1 million of prior
year appropriations that had not been used in making
projections was significant in making this determination.
Therefore, the Team recommended to the Executive
Director that he consider postponing any fee increase until
1) the agency budget could be examined more closely, 2)
reliable budget figures could be compiled, and 3)
assurances could be made that TPWD was optimizing its
use of all available fund balances and revenues.

On January 16, 2002, the Executive Director made a
presentation to the Commissioners regarding the fee
increases. In his statement, he explained that afee
increase could lead to a decrease in park attendance and a
declinein park revenue. At the same time, the national
recession meant that families had less disposable income
for vacation and leisure. On the heels of September 11™,
families were looking for ways to vacation together
without having to fly. Therefore, it was inappropriate for
TPWD to increase fees at thistime if it could be avoided.
He had reviewed the agency’ s budget and was convinced
that, while it was not going to be easy, the agency could
get through fiscal 2002 and 2003 without the fee increases
by spending down fund balances and reducing operations.

The following day, in a public hearing, the Commissioners
decided not to increase the park fee ranges or boat license
fees. However, per legidative mandate, the
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Commissioners did approve an oyster |ease fee increase
from $3 to $6 an acre. They also directed the agency to

publish for possible Commission action in April 2002 a

fee increase for some commercial fishing fees to recover
program administration costs.

Solutions

The Project Team brought its findings to the Executive
Director and Commissioners, whose decision it was to not
increase fees. The Team concurs with the decision.

B 1 State accounting guidelines require agenciesto report all Reduce time for
encumbrances for the prior year by November of the carrying forward
current fiscal year. TPWD reported its fiscal 2001 bc;faer:gte'gg budget
encumbrances to the Comptroller’s office by November
2001. Asof January 2002, the agency had not reallocated
prior year unspent and unobligated division budgets that
had been allocated to each of the ten operating divisions.

TPWD should not wait so long into the next fiscal year to
clean up its prior year budget. Divisions should be given
no more than 60 to 90 days into the next fiscal year to
report on the status of their prior year budgets. By
November, the agency should recapture the remaining
balances and reallocate them to the current fiscal year’s
operating budget. The Commissioners should be notified
of the recapture and reallocation and itsimpact on the
current year’ s operating budget. Again, the situation at
TPWD resulting in $7.1 million of prior year dedicated
funds being tied up at the division level is unacceptable.

B 2 Thisissueisdealt within greater depth in the Centralize budget
Organizational Structure chapter of this report. While control
allowing divisions some control over their portion of
TPWD'’ s budget can enhance agency operations, the
almost wholesale decentralization of the budget has
resulted in an inability to compile an accurate picture of
the agency’ s budget status. Control over the budget
belongs under the CFO, not under each individual
division.
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B 3 TheParksDivision ishaving to lapse over 80 positionsto  Use GR for Parks
make funds available for the continued operation of all
existing parks, historical sites, and natural areas under its
purview, not to mention the opening of new parks as
mandated in the General Appropriations Act. The revenue
sources for parks operations are more limited than those
available for Fund 9 purposes. The agency should pursue
astrategy of alocating a greater portion of its General
Revenue to Fund 64 operations to offset Parks’ limited
ability to increase revenue and to fund expanded
responsibilities.

B 4 Thisrecommendation is discussed in depth inthe section ~ Improve
of the report titled “ Communicate regularly with communications
legidative staffs and the state’ s |eadership during the with Legislature
Interim.” In summary, TPWD must meet with staffs at
least monthly prior to the next legidative session to assure
that all parties clearly understand TPWD’ s budget, can
agree on the budget numbers, and are aware of TPWD’s
upcoming budget issues.
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Declining
Balances

Unspent And
Unobligated
Balances In Prior
Years

Lapsed General Revenue

Asdiscussed earlier in this chapter, the first priority for
the Project Team in January 2002 was to assist the
department in reviewing their budget, determine available
cash and other resources, and generally assisting staff in
making a recommendation to the Parks and Wildlife
Commission regarding the proposal to increase fees.

The fee increase proposal for Funds 9 and 64 was driven
primarily by the declining balances in those funds and the
legidlative appropriations for 2002-03 that are projected to
use all available revenues for the biennium. Nearly 95
percent of TPWD’ s budget is from dedicated revenue.
Only 5.4 percent of the budget is from non-dedicated
Genera Revenue sources. Non-dedicated GR essentially
fills the gap between the total funding need and the
amount that can be provided by non-GR sources. While
statutory dedications limit the types of goods and services
that can be paid from non-GR sources, the appropriations
from General Revenue may be used for any valid legal
purpose of the agency.

Therefore, it iswith this background that the Project
Team investigated the amount of remaining unspent and
unobligated balancesin prior year General Revenue
appropriations.

The Project Team found that General Revenue
appropriations for fiscal year 1998 had been lapsed in the
amount of $240,461. Fiscal year 1999 General Revenue
appropriationsin the amount of $298,975 had also been
lapsed. Since the allowable time period to access the
lapsed balances for 1998 and 1999 has expired, this
represents an effective loss to the department of
$539,436. Had General Revenue been fully utilized, this
amount of extra cash would have been available in Funds
9 and 64. Thisisan unacceptable practicefor an
agency that is strapped for funds.

The Project Team also determined that $251,806 in
unspent and unencumbered balances remained in fiscal

CHAPTER Ill: BUDGET ISSUES

79



Procedure To
Capture Unspent
Funds

years 2000 and 2001. Under state law, an agency may
only encumber obligations against appropriations for a
fiscal year through August 31%. Following that date,
payment for validly encumbered items may be made for
an additional two years. Thus for 2000 fiscal year,
TPWD could only encumber (obligate) through August
31, 2000. Then the bills can continue to be paid through
August 31, 2002 against that fiscal year. If an
appropriation is not encumbered through a valid contract
or unless the good or service has been received and the
itemisina*“payable’ status, then the balance is required
to be “lapsed”, effectively taking it off the books.

TPWD isin the unique position of being able to spend
100% of its General Revenue appropriations because of
itsoverall funding structure. The Legidative budget
process resulted in every available dollar in Funds 9 and
64 being used to fund the operations of the agency.
Therefore, every GR dollar provided and spent will assist
the department in managing within their appropriations
and reducing the pressure on the dedicated fund balances,
hopefully leaving a small balance to begin the next budget
cycle. The Project Team believes the agency allowed the
incomplete uses of GR as aresult of the backlog in
reconciling their internal |FS accounting system and the
Comptroller’'s USAS systems. Many of the appropriation
accounts for both GR and specia funds were in need of
being lapsed, or in some cases transferred to a more
current year where authority existed.

When the $251,806 General Revenue balances for fiscal
2000 and 2001 were called to the attention of TPWD staff
by the Project Team, TPWD staff were encouraged to use
more promptly a procedure whereby expenditures
previously charged to Funds 9 and 64 could be reversed
through an error correction process on the Comptroller’s
USAS system. This process would effectively use the
remaining GR, including any amounts lapsed or not
previously encumbered or obligated. For fiscal years
2000 and 2001, as of the writing of this report, the GR

bal ances have not been completely used.
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Solution

B 5 The Project Team recommends that the Finance Section %T)arg;r?ations
and the _B nget Staff concentrate effo_rt_s on cleaning up account balances
appropriation account balances. Additionally, every
effort should be made to completely use all General
Revenue available to the agency unless there are any rider
provisions or other statutory restrictions on its use.

TPWD staff should work cooperatively with staff from
the State Comptroller’ s Office on transactions, which
would completely use all available GR appropriations.
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Background

Budget Development Opportunities for Texas
Parks and Wildlife

Texas Parks and Wildlife Department is alarge and
extremely diverse agency. The staffing level, established
in the 2001 legislative session, authorizes 3,035 full time
employees. About 75% of these employeeswork in
various locations across the state. The department’s
responsibilities include managing state parks, fish and
wildlife resources, enforcement of hunting and fishing
laws, boat registration and titling, boating saf ety
regulations, environmental regulation related to fish and
wildlife habitat, grant assistance to local governments for
park construction, education and outreach programs and
other miscellaneous activities. These responsibilities
include the operation of more than 120 state parks and 50
wildlife management areas encompassing more than 1.3
million acres of public lands. Eight fish hatcheries are
operated by the Inland and Coastal Fisheries Divisions
providing millions of fingerlings to stock both inland and
coastal waters for the public enjoyment of aguatic
resources.

Funding for TPWD for the 2002-2003 bienniumisa
combination of general revenue, general revenue
dedicated accounts, federal and other funds. According to
Fiscal Sze-Up 2002-03, a publication of the Legidative
Budget Board, the Parks and Wildlife funding sources are
asfollows:

Source Per cent Biennium Total
Appropriations
General Revenue 27.2% $128.9 million
Federd 13.4% 63.4 million
General Revenue Dedicated 45.9% 217.3 million
Other 13.5% 64.1 million
Total $473.8 million
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The General Revenue Dedicated source includes amounts
actually collected by TPWD through hunting and fishing
license sales, boat registration and titling fees, park
entrance and facility use fees and other collections. The
General Revenue source includes statutory dedicated
revenues from sporting goods sales tax, unclaimed
motorboat fuel tax, and boat and motor sales and use tax
that are actually deposited into funds 9 and 64. Asaresult
of the way the LBB categorizes the funding sources, it
appears confusing to compare the budget as presented by
TPWD.

Viewed another way, and by separating the amount of
general revenue that is not statutorily dedicated to TPWD
from the dedicated GR sources, the budget breakdown by
source looks like this:

Source Percent Biennium Total Appropriations

GR and Statutory allocations from GR

General Revenue-non-dedicated 5.4% $25,624,570

Sporting Goods Tax to fund 64 6.5% 31,000,000

Sporting Goods Tax to fund 467 6.5% 31,000,000

Capital Account, Fund 403 A% 2,000,000

Unclaimed Ref-Motorboat Tax 6.1% 28,680,000

Boat & Motor Sales & Use Tax 2.2% 10,600,000
Total General Revenue 27.2%

Collected revenue accounts in GR

$128,904,570

GR-dedicated fund 9 34.9% $165,346,651
GR-dedicated fund 64 8.4% 40,004,515
GR-dedicated fund 467 2.1% 9,894,331
GR-dedicated fund 506 .01% 71,855
GR-dedicated fund 544 .02% 100,000
GR-dedicated fund 679 .08% 389,377
GR-dedicated fund 5004 2% 775,232
GR-dedicated fund 5023 .08% 398,000
GR-dedicated fund 5030 .04% 191,000
GR-dedicated fund 5057 .02% 96,000

Subtotal GR-dedicated 45.9% $217,466,961

Federal Funds 13.4% $ 63,447,152

Appropriated Receipts 2.8% 13,456,792

Interagency contracts 1.1% 500,000

Bond Proceeds-GO 7.7% 36,680,000

Bond Proceeds-revenue 2.1% 10,000,000

Total Appropriations 100% $473,755,475
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Budget
Development and
Staffing at TPWD

Weak Central
Budget Staff and
Budget Control

Following the 2001 Legidative session, TPWD staff
developed their operating budget for 2002 and for 2003 to
ensure the expenditure levels for the agency were within
both the approved appropriation level of the Legidature
and within the estimated funding that would be available
to the agency from their collected revenues. The agency
realized there were insufficient projected revenues to fund
salaries and other operating expenses at the maximum
levels authorized. The primary reason for the revenue
shortfall was the legidatively mandated salary increase for
state employees. Since the majority of TPWD funding
comes from sources other than general revenue, these non-
GR funds are expected to pay for the salary increase costs,
either from fund balances or from increased revenues.

The agency proposed a range of feeincreases and
conducted public hearings between August 2001 and
December 2001. In November 2001, TPWD contracted
with the Project Team to conduct a management review of
TPWD, and to review the proposed fee increases. In
January 2002, the Commission declined to approve the fee
increase proposals due to the genera state of the economy
and the Department’ s determination to operate within
available resources.

In the course of our work at TPWD, the Project Team
reviewed the staffing and the budget preparation and
monitoring process that is used. Our review examined
both the development of the recommended budget for the
Legidature, as well as the process of implementing an
operating budget to actually fund salaries and operating
costs after the Legidature has finished their work.

Several striking observations became immediately
apparent:

TPWD prepares their Legidlative Appropriations Request
(LAR) and their internal operating budget with atotal staff
level of 4 persons. The budget unit is administratively
housed within the Financial Management branch of the
Finance Section under the CFO. Their dutiesinclude
preparation of the internal budget instruction package,
conducting an annual budget meeting for staff throughout
the agency, assembling the budget data and so forth.
Budget policy decisions are made by the Executive
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Budget Staff at
Other Agencies

Director and each of the ten operating division directors.
Following approval of the operating budget, the budget
section distributes the approved operating budget to
division contacts within each of the ten operating
divisions. From that point on, it is the responsibility of
each of the operating divisions to stay within the confines
of the approved budget. Thereislittle central control or
approval for major purchases, staff or salary increases, or
coordinated agency efforts. Each of these strategic
decisions is made separately by each operating division.

To compare the TPWD budget process and staffing levels,
the Project Team contacted three other agencies as
follows:

Texas Department of I nsurance—This agency has a
staffing level of about 1,020 people. Thereisasingle
funding source and only a handful of the employee’'s
work outside the Austin area. The agency has a central
budget staff of four and one-half persons.
Additionally, each program area has a budget person
whose responsibilities include budget oversight and
coordination duties. They exercise centralized control
over major purchases, personnel staffing levels, sweep
salary lapse amounts back into an agency pool on a
monthly basis, etc. Thisagency seemsto have avery
tight control on agency operations.

Comptroller of Public Accounts—This agency hasa
staffing level of 2,831 people. They have locations
throughout the state and some offices in other states.
Thereisasingle funding source. Central budget staff
includes 9 full time staff plus about one-half of a
director’ stime. Additionally, each operating division
has a person whose duties include budget coordination
at the division operating level. Similar to the
Insurance Department, major requisitions must be
approved in the budget area. Salary lapse amounts are
regularly swept back into an agency pool and in
general astrong centralized control is exercised.

Texas Natural Resour ce Conservation
Commission—TNRCC has a staffing level of 3,042.
They also have locations and staff spread all across the
state and their funding stream has numerous dedicated
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accounts. By almost all measures, this agency
compares in terms of staffing, complexity, and
operations as close to TPWD as any other state agency
known to the Project Team

TNRCC has a central budget staff of 15 full time
people. Additionally each of the 50 to 60 operating
divisions has a staff person with some budget
responsibilities. Again aswas seen in the Insurance
Department and the Comptroller’ s Office, a strong
centralized control function exists over major
purchases, salary lapse and general budgetary control.

In addition, TNRCC receives federal funds. Staff from
a section separate from the budget area, has centralized
responsibilities for both writing grant proposals,
soliciting federal funds and for reporting and
maintaining the grant reporting process.

Solutions

B 6 The Project Team recommends that TPWD expand the Expand
staffing and duties of the centralized budget function for ff:é;ﬁ;';iﬁ .?;3\?5 t
the agency. It should not be necessary to increase the
overall staffing levels for the department because there are
anumber of people located within each of the operating
divisions that likely have the required budget skills and
background knowledge of agency operations.

B 7 The current decentralized budget process should be Revise current
completely revised. While distributing the budget decentralized
amounts to each of the operating divisions does lead toan ~ PUd98t Process
ownership and feeling of control for each of the divisions,
thereisvery little room left for the Executive Director to
control expenditures and to make strategic decisions.

With the entire budget compartmented within each
division, it isalso very difficult for the finance staff to
know how many of the budget dollars are contractually
committed or available at any point intime. For example,
in January 2002 when the Project Team began the
review of the need for feeincreases, we found that over
$7.1 million in appropriations from funds 9 and 64 for
prior yearsremained locked within the operating
divisons. Asaresult thisamount of potential funding
for 2002-03 was being deducted from the projected

CHAPTER Ill: BUDGET ISSUES 86



revenues and fund balances in computing the available
funding for budget estimates. The Finance Division
staff was unable to quickly obtain data on how much, if
any, of these budget dollars were committed or might be
available to assist in funding the projected budget shortfall
for 2002-03 as aresult of the legidlatively mandated salary
increases. This piece of critical information was pivotal in
the determination that inadequate support existed for afee
increase at that time. Unobligated budget and lapsed
salary funds should be swept back to a central pool for use
in making strategic budget decisions.

CHAPTER Ill: BUDGET ISSUES

87



Federal Funding
Needs
Centralized
Control

Seeking Federal Funds

At the time the General Appropriations Act was completed
in May 2001, TPWD was projected to receive more than
$63 million over the bienniumin federal funds. Since that
time, the agency has been successful in obtaining final
approval of even more funds. Current estimates for the
2002 fiscal year alone include estimated federal funding of
$60.2 million.

Although the uses of most federal funds are highly
restricted and are rarely available to increase staffing
levels or true operating levels for a state agency, they do
provide an important funding source to further the mission
of the agency. Federal funds will be used for boating
safety and law enforcement, wildlife restoration, sport fish
restoration, education, and local park grants.

Although TPWD isreasonably successful in the receipt of
certain federal funds, this success could be enormously
enhanced if the function were organized more effectively.
The current process does not include any focused approach
on behalf of the entire agency to plan for, solicit, write
grant proposals, or project the receipt and appropriate uses
of federal funds. The current process includes each
operating division being completely responsible for all
federal grant proposals. Cross-divisional opportunities are
rarely recognized and many opportunities are missed
because of limited staffing. Without any central focus on
potential usesfor federal funds, it isdifficult for TPWD to
be successful in competing for federal dollars where other
organizations are concentrating their expertise and
focusing on success.

By their own admission, staff in the TPWD Finance
Division arefrequently surprised when federal funds
arrivefor deposit. Many timesthey report they did not
know that afederal grant proposal was pending.
Therefore, the necessary planning and budget process for
staff and equipment have not been adequately addressed
and this further increases pressure on already limited staff
resources.
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Solutions

B 8 The Project Team recommends a separate section of staff fcreg‘te fedt‘?ra'.
be created within the budget and finance area for the bug gsef ol

purpose of concentrating expertise and focusing attention  ¢inance

on the receipt and expenditure of federal funds. The

current process of being surprised when federal funds

arrive is completely unacceptable and an inadequate use of

state resources and undoubtedly resultsin less than

optimum receipt and use of the federal dollars.

B 9 The Project Team recommends the new federal funds Look for cross-
section recommended above also be specifically charged ~ divisional
with looking for opportunities for cross-divisional uses ?epdpe?;tlun'“es for

grants
and purposes for federal funds. Many of the federal grants
can likely fill needs that cross several operating division
responsibilities. Accounting techniques should be
employed where personnel costs, equipment costs and all
operating expenses can be accumulated as a result of
persons and/or equipment being used for multiple
programs within the agency.
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Cross Divisional
Cooperation

75% of Staff Work
Outside Austin
Headquarters

Decentralized Organization

(Note: This subsection also appearsin Chapter VI:
Organizational Issues.)

Another striking characteristic of TPWD isthe
separateness of each division. Each division director has
his or her charge of responsibilities. There seemsto be
little effort at working cooperatively with other divisions.
Various reasons for this have been given, but the one
constant seems to be the funding and budget structure. For
example Wildlife Division may have adump truck that is
used only a small percentage of thetime. Parks Division
may have a dump truck in the same areathat is also used
on apart time basis. Because wildlife funds are not to be
used for parks and parks funds not used for wildlife, there
is anegative incentive to use only one dump truck. Itisas
iIf TPWD operates like a county with ten different county
commissioners who each have their own precinct within
the county. The Department should be managed as one
agency, not ten agencies (divisions).

Another example observed by the Project Team is that
although approximately 75% of the agency staff are
located in remote offices throughout the state, thereislittle
effort to co-locate staff in the same office complex. In
many cities, there are at least three separate office
locations, each with staff from asingle division. For
example, in some coastal areas, there are boats operated by
the Law Enforcement Division, the Coastal Fisheries
Division, and the Resource Protection Division. Each of
these divisions has separate facilities to house their boats
and separate office space for the staff assigned for each
area. Some of this could be easily solved with smple
budget and time reporting techniques, which may already
be available in the agency. The problem isthereis
absolutely no incentive to save money by sharing
resources at the division levels for such shared activities.
To implement such plans, the agency would have to accept
amore global view across divisional lines and focus on
overall activities rather than just at adivision level. The
Department should be managed as one agency, not several.
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Solution

B 10 The Project Team recommends TPWD management focus
attention on the capabilities of their internal accounting
system in order to better spread costs among activities that
cross over more than one division or purpose. With such
cost allocation mechanicsin place, then it should be
commonplace for the agency to begin thinking along the
lines of co-location of staff, equipment, and generally
operating as one single agency in its many locations across
the state. The results will be one of increased efficiency
and less duplication of equipment and personnel and the
more efficient use of taxpayer dollars.

CHAPTER Ill: BUDGET ISSUES

Change
accounting system
to allow for shared
costs across
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Background

Chapter IV

Optimizing Assets

Long-Term Projects

The purpose of this chapter is to describe the impact of
long-term projects on TPWD’ s budget and operations.
The Project Team concludes that, in amost every case,
each project will require additional capital funding to be
completed. In addition, each project will require
significant ongoing operational expenditures once
completed. In most cases, the projects are being
developed at parks that already operate at an annual
deficit.

TPWD is continually making improvements or repairing
facilities at state parks, natural areas, and some historic
sitesaswell asfish hatcheries. The agency dsois
engaged in purchasing land or accepting donations of
property for public use. Sometimes, historical facilities or
wildlife habitats or unique ecosystems create opportunities
for the agency to invest in large projects that will take
several yearsto complete. These projects are referred to
as long-term projects.

Over the last two biennia, the Legislature has granted the
agency permission to embark on alist of long-term
projects. The Legislature provides a substantial amount of
the funding for these projects mainly through bond
proceeds. In some cases, the L egislature has made a direct
general revenue appropriation for the project. Many of the
projects will require private or federal funding in addition
to the state funds to come to fruition. The agency
develops a master plan for each of the projects. The
master plan explains why the project is significant, the
goals of the project, and the vision for the final product. It
also estimates the total cost of completing the project.
However, the master plan does not estimate the ongoing
operational costs of the project onceit is completed.

Each project is managed through the Infrastructure
Division. More detailed spreadsheets for each project’s
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estimated capital and operational costs and anticipated
revenue isincluded in the Appendix. Combined, the
projects total $84 million in capital costs and $11.6 million
in debt service and operational costs through the 2008-
2009 biennium. Thereis no anticipated shortfall in
revenue for the total capital costs for the projectsthis
biennium because the agency is being very cautious about
the certainty of funding before moving forward. The
agency is aso carefully scaling projects this biennium to
operate within available revenues. In some cases, this
means barely moving forward on the master plan for the
project. Based on their best estimates, TPWD will be
$12.5 million short in the 2004-2005 biennium to cover
capital and operating costs of their long-term projects.

In 1999, the Legislature directed TPWD to use $16.3
million in bond proceeds remaining from the Connally
bonds originally authorized in 1968 for the following
programst:

* World Birding Center sites
» High Plains Bison Project
* Government Canyon

* Austin Woods

» TexasRivers Center

* Meteor Crater

All the projects listed above except the Meteor Crater are
part of the Lone Star Legacy campaign of the Parks and
Wildlife Foundation. Of the five Lone Star Legacy
projects listed, the agency is counting on $3.6 million in
private funds, which includes Foundation funds. The
agency is also counting on $3.7 million in local funds (in-
kind matches and cash). All but $400,000 of the local
fundsisfor the World Birding Centers.

Out of the $101 million in Proposition 8 general obligation
bond proceeds authorized for TPWD, the Legidature
appropriated $36.680 million to TPWD this biennium.

The agency will use the proceeds this biennium to reduce

! House Bill 1, 76™ Reg. Sess,, Article VI, Texas Parks and Wildlife Department, Rider 18.
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Admiral Nimitz
National Museum
of the Pacific War

their critical repair backlog, fund scheduled repairs, and
fund some long-term projects.

Over thelife of the Proposition 8 bonds, TPWD plansto
invest $32 million of the $101 million in the long-term
projects listed below.

e Admiral Nimitz National Museum of the Pacific
War

» Battleship TEXAS
* Levi-Jordan Plantation
* San Jacinto Battleground

* Sheldon Lake Environmental Education Center

Project Descriptions and Issues

The National Museum of the Pacific War located in
Fredericksburg, Texas, isthe premier naval memorial
facility honoring the United States involvement in World
War Il in the Pacific. This project will add needed exhibit
space in the George Bush Gallery and provide a new
Center for Pacific War Studies with new curatorial and
collection space. Also included isthe renovation of the
historic Nimitz Hotel and the Pacific Combat Zone. Phase
| repairsto the Nimitz Hotel will cost $2 million. Phaselll,
expansion to the Museum, will cost $7 million. Total
capital construction, debt service, and operating costs will
reach $15.5 million through the 2010-2011 biennium if
both phases of the project are funded.

Phase | will be funded from Proposition 8 bond proceeds
and private donations.

At present, $7 million of the capital construction—Phase
[l—isunfunded. S.B. 1173 authorized TPWD to issue up
to $9 million in revenue bonds; however, the Legislature
did not appropriate the debt service required to pay for the
bonds. The Admiral Nimitz Foundation has committed to
raise $3 million for an endowment fund to defray
additional operating costs of the enhanced Museum.
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Austin Woods

Battleship TEXAS

In fiscal 2000, the Admiral Nimitz State Historical Site
operated at aloss of $79,000 out of an annual budget of
$495,000. This raises the question of how the debt service
on the revenue bonds would be financed.

“Austin Woods’ describes a conservation zone of old-
growth bottomland hardwood forest located in Brazoria,
Wharton, Fort Bend and Matagorda Counties. It is one of
the few remaining expanses of forest adjacent to the Gulf
of Mexico and is critical to the survival of migrating
songbirds traveling across the Gulf of Mexico.

The new Nannie Stringfellow Wildlife Management Area
and the Levi-Jordan Plantation are both located in Austin
Woods. TPWD eventually plans to make improvements at
the Stringfellow WMA totaling $2.58 million that will
include a pavilion, restrooms, boardwalks, a canopy walk,
three miles of trails, and interpretive exhibits. TPWD isin
the process of building abarn in the WMA for wildlife
management, using proceeds from Texas Department of
Transportation mitigation funds.

Proceeds from the Connally bonds are being used for the
Levi-Jordan project in the Austin Woods, as authorized in
the 1999 General Appropriations Act, Section VI, Texas
Parks and Wildlife Department, Rider 18.

No additional sources of funding have been identified for
the Stringfellow project.

Battleship TEXAS isthe last surviving battleship of her
kind. Shewas commissioned in 1914, and in 1948, after
serving in two World Wars, she became a memorial
museum. In 1977, TEXAS was designated a National
Historic Landmark; and in 1983, TEXAS came under the
stewardship of TPWD. TEXAS s berthed at the San
Jacinto Battleground east of Houston. TEXAS underwent
adry dock overhaul in 1988-1990. This current dry dock
and berth repairsis expected to cost $14.6 million. Of that
amount, $12.5 million will come from the Proposition 8
general obligation bond proceeds. The remaining $2.1
million is expected to be raised by the Battleship
Foundation.
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High Plains Bison
Center

Government
Canyon

In fiscal 2000, the Battleship TEXAS operated with net
revenue of $7,700 out of an annual budget of $607,000.
After completion of the repairs, ongoing operating costs
are expected to increase by $372,000 for the biennium by
fiscal years 2008-2009.

The Bison Center project, located in Caprock Canyons
State Park, includes a visitor’ s center with reception area,
classrooms, interpretive exhibits, restrooms, parking, and
roads. The Bison Center is significant because it allows
the public to see the last remaining genetically pure herd
of Southern Plains bison in North America. A major
concern about the Bison Center is the water shortage in
that area of the state. Accessing an adequate water supply
may prove extremely costly.

The total capital project is estimated to cost $2.8 million;
however $1.25 million of the capital project is unfunded.

In fiscal 2000, the Caprock Canyons State Park where the
Bison Center is located, operated at aloss of $255,000 out
of an annual budget of $333,000. Once the project is
completed, it is estimated that operations will cost an
additional $204,000 in the 2006-2007 biennium and
beyond.

Government Canyon is located on a 7,043-acre site that is
considered avital part of the Edwards Aquifer recharge
zone. Funding of nearly $5 million will be used to
construct new park facilities that include a headquarters,
exhibit space, education wing, group pavilion, primitive
camping area, tent camping area, trailheads, and
amphitheater.

All but $541,000 of the funding has been identified. The
Parks and Wildlife Foundation has funded $1.5 million of
the project.

Government Canyon State Park currently does not
generate any revenue. Once the project is completed,
operating costs will run about $74,000 per biennium.
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Levi-Jordan
Plantation

Meteor Crater

The agency isin the process of developing a master plan
for the Levi-Jordan Plantation. The site is significant
because it offers an opportunity to tell the related stories of
black and white inhabitants of a major antebellum sugar
plantation. The agency sees the site as providing an
opportunity to present the changes in race relations from
slavery through freedom and reconstruction. The project
includes restoration of the plantation house, stabilization
of the slave quarters, site work, interpretive planning and
development, and archeological and historical research.
Because there is no master plan yet, project costs are
estimates. The current estimate is $7.1 million, including
$2 million for anew Interpretive Center. An additional $2
million would be needed to fund the construction of a new
visitor center, bringing the total capital coststo $9.1
million.

TPWD has identified sources for $4.6 million of the
construction funds needed, including $500,000 from
private funds, leaving a shortfall of $4.5 million.

Ongoing operational costs are estimated to be about
$317,000 per biennium assuming the site is completed in
the 2008-2009 biennium and within current scope
predictions.

In November 2000, the Commission voted to grant
$500,000 from the Texas Recreation and Parks Account
(for local parks) to make improvements at the Odessa
Meteor Crater. The agency was directed to do so in arider
contained in the 1999 General Appropriations Act. The
crater was designated a national landmark by the U.S.
Department of the Interior in 1965, with no money
appropriated. The 40-acre site is owned by Ector County.
The $500,000 funds the development of a visitor’s center,
apavilion with picnic units, restrooms, perimeter fencing,
parking and landscaping. Ector County is solely
responsible for operations and maintenance of the facility.

TPWD has no ongoing operational costs associated with
this project, nor any capital funding shortfalls.
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San Jacinto
Battleground

San Jacinto
Visitors’ Center

Sheldon Lake
Environmental
Learning Center

This project will showcase the site of the battle that
secured Texas independence. The $12.7 million budget is
to cover restoring the battlefield to its historic landscape
and providing interpretation of the battle. The largest cost
($6.5 million) isfor roads and utilities.

All but $450,000 of the funding has been identified.
TPWD has averba commitment from the San Jacinto
Museum Association and the Battleship Foundation to
fund the remaining $450,000.

The master plan for the site envisions improvements that
will total $47.7 million, $35 million of which would be for
anew San Jacinto Museum of History. The Museum
Association plans to raise the funds for the new museum.

In fiscal 2000, the San Jacinto State Historical Site had an
operating budget of $665,000; however, the site does not
generate any revenue. Biennia operating costs are
estimated to increase another $385,000 by the 2006-2007
biennium, assuming private funds are raised allowing
TPWD to complete the museum.

The San Jacinto Visitor’s Center would be a new park and
orientation center at the San Jacinto Battleground, at a cost
of $4.9 million. The shortfall for this project totals $1
million, $900,000 of which is proposed to be funded from
the San Jacinto Museum Association and the Battleship
Foundation. The agency has not found a source to cover
the remaining $100,000 shortfall.

To date, no Museum Association funds or Battleship
Foundation funds have been received by the agency.

Once the visitor’s center is complete, additional operating
costs will run about $773,000 per biennium (starting in
2006-2007).

Phase | of the Sheldon Lake Environmental Learning
Center will be a hands-on educational experience for inner
city schoolchildren, using former fish hatchery wetlands as
agiant natural classroom. Of the $3.2 million estimated
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Texas Rivers
Center

World Birding
Center

project cost, al but $176,000 in funding has been
identified. The Parks and Wildlife Foundation will fund
$500,000 of the project, $250,000 in Phase | and $250,000
in Phaselll.

Phase |1 of the project will cost about $5.6 millionin
capital construction. However, only $2.25 millionin
funding has been identified so far.

TPWD estimates that the remaining phases of the project
will cost another $17 million.

In fiscal 2000, Sheldon State Park’ s budget was $164,000.
No revenue was attributed to the park. Operating costs are
expected to run about $444,000 per biennium assuming
Phase Il is completed within scope.

The Texas Rivers Center is at the site of the former
Aquarena Springs Park in San Marcos. In 1994,
Southwest Texas State University took over the site and
created an educational and research program featuring the
unique environment and three endangered species. The
plan is to restore the site’s environmental integrity. The
$3.3 million first phase of the project includes the
renovation of the existing Inn for office space for TPWD
and SWTSU, exhibits, classrooms, and design of a new
Texas Rivers Center Visitors Center. Phasell, estimated
to cost about $10 million, includes construction of the
Visitors Center, agquatic exhibits, parking, landscaping,
new restrooms, and utilities.

Of the $3.3 million, $790,000 in funding has not yet been
identified. Southwest Texas State University will operate
the Center once construction is compl eted.

The World Birding Center includes three different sitesin
South Texas: Bentsen-Rio Grande Valley State Park near
Mission, Resaca de la Pama State Park at Brownsville,
and Estero Llano Grande at Weslaco. The Lower Rio
Grande Valley isthe most biologicaly diverseregion in
the United States and accounts for more than 465 of
Texas 618 bird species, the most bird species of any state.
Different migratory paths, known as flyways, cut across
Texas, including the Pacific, Atlantic, Central and
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Mississippi Flyways. Three of the flyways cross the
Lower Rio Grande Valley, leading to the Valley being
described as the “funnel of flyways.”

TPWD has signed Memorandums of Understanding
(MOU) with the cities of Mission, Weslaco, and
Brownsvillein the Valley to create formal partnerships
between TPWD and the cities with regards to the World
Birding Center. The MOUs outline each community’s
responsibilities, including the amount of the annual
assessment fee for the World Birding Center Community
Council and the amount of the community’s match for
legislative and federal funding for the World Birding
Center near their city. The World Birding Center
Community Council isanon-profit organization created to
advise TPWD on elements of the World Birding Center
network operation.

Other cities participating in the World Birding Center
Community Council include Harlingen, Hidalgo, McAllen,
Rio Hondo, Roma, and the Town of South Padre Island.
According to TPWD’ s plans, these cities are envisioned as
providing non-TPWD operated satellite sites within the
World Birding Center network.

A total cost for the three sites is projected to be about
$15.4 million, $4.4 of which has yet to be identified. In
addition to capital costs, TPWD faces long-term
operational costs for the World Birding Center. The
agency is hoping that revenue generated by eco-tourists at
the three state parks will be sufficient to cover the
additional operational costs. The planisto usethe
revenue surplus anticipated from the first year the Centers
are open to cover shortfalls for the three subsequent years.
TPWD anticipates that by Year 5, revenues will be
adeqguate to cover operating costs. The Project Teamis
concerned that the revenue estimates may be somewhat
overly optimistic.

What is not clear isthe extent to which park feesthat are
currently used to fund Bentsen-Rio Grande park
operations will be diverted to fund the operations of the
World Birding Center. According to TPWD, Bentsen-Rio
Grande State Park’ s operations cost of $305,000 exceeded
the Park’ s revenue by $82,000 in fiscal 2000. Llano
Grande and Resaca had not yet opened in fiscal 2000;
therefore, no comparable figures are available.
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Bentsen-Rio Grande

The Bentsen-Rio Grande site will serve asthe
headquarters for the 3-site World Birding Center. The $7
million project at Bentsen-Rio Grande (an existing state
park) includes construction of a Visitors Center and
Interpretive center, restoration of native vegetation, trails,
construction of a hawk tower, canopy walk and bird
viewing blinds. Of the $7.3 million needed for the capital
construction project, $2.6 million in funding isin question.
The agency is hoping that the Parks and Wildlife
Foundation will be able to cover the $2.6 million shortfall.

The $4.7 million that has been identified will come from
bond proceeds ($2 million), $1 million in community
match, and $1.7 million in federal grants.

Resaca de la Palma

The $5.6 million project at the Resaca site near
Brownsville includes a VisitordInterpretive Center,
boardwalks, wetlands, trails, installation of native
landscape, and restoration of agricultural fields with native
plants. The project faces a $2 million shortfall in funding.

Weslaco

Unlike the other two sites, Weslaco is not facing a
significant funding shortfall. The $2.9 million project
includes a Visitor/Interpretive Center, boardwalks,
wetlands, trails, native landscaping and restoration of
agricultural fieldsto native plants.

Solution

A1 TheProject Team recommends that the Commission work ~ Complete existing
with the Legidlature to pursue a strategy of completing the gég’:;ttii 5 ?]fg\:ve
projects to which TPWD is aready committed but to not ones
add to the existing list. TPWD must not take on any new
long-term projects until the funding for the current list is
secured and until the agency finds adequate resources to
fund the existing parks as well as the pending expanded
operations of the new and enhanced parks and historical
Sites.
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Background

Vehicles Assigned to Austin Headquarters

In October 2000, the TPWD Internal Auditor released an
audit on the use of vehicles assigned to the Austin
headquarters location. The audit report covered use of
vehicles during fiscal year 1999.

The following results are taken directly from the Internal
Auditor’s review:

On average, about one-third of the vehicles were
used each day.

At maximum daily usage (the most vehicles each
division ever used on one day), sixty-one percent of
the vehicleswerein use.

About thirty-nine percent of the vehicles were
driven less than 7,000 miles during the year.
Thirty-seven percent were driven 7,000 to 15,000
miles, fifteen percent were driven 15,000 to 20,000
miles, and nine percent were driven over 20,000
miles.

About three-fourths of the time the Austin
headquarters law enforcement vehicles were used
to drive from home to Austin headquarters only.
On the other days the vehicles were used for
traveling to headquarters and other Austin sites
(i.e., the Training Academy), other sitesin Austin
only, or out-of-town trips. Total mileage was split
fifty-five percent for headquarterstrips only, and
45 percent for other trips.

We found that the Austin headquarters law
enforcement vehicles were seldom used specifically
for peace officer duties.

In May 2000, TPWD hired a fleet manager to manage the
fleet of vehicles for the Department. To date, the Project
Team cannot find adequate information concerning:

» Appropriate use of avehicle

> A fleet management plan
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» Cross-use of vehicles at headquarters

The Internal Auditor’s report specified that the Austin
Headquarters could reduce vehicles and still adequately
meet staff needs. The department is aware of the state
guidelines with respect to state vehicles. However, the
Project Team can see no concrete, agency-wide policy in
place to be sure the Department follows the mileage and
use guidelines established by the Legislature and the
Building and Procurement Commission.

Solutions

A 2 The Executive Director should substantially reduce the Reﬁ_“fe number cc’jf
number of vehicles at the headquarters location. This ;’Oe h'g azz Sth'grle
would free up significant dollars that could be used for staff

pressing matters at the Department, or shift these vehicles
to the field to replace high-mileage vehicles.

A 3 Produce asound vehicle fleet plan and review with the Create a fleet plan
Building and Procurement Commission by June 1, 2002. by June 2002

A 4 Present the fleet plan to the TPW Commission for Commission to
approval. approve fleet plan
A 5 Present the plan for use of the savings to the leadership Share savings

staffs and the staffs of the Appropriations Committeeand ~ Plan
Finance Committee.
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Background

Reservations
System

Business by Telephone or Internet at Parks and
Wildlife Department

Texas Parks and Wildlife Department, by its very nature,
touches the lives of hundreds of thousands of Texans as
well as thousands of out of state visitors. For many of
these customers, their first point of contact is through
either a phone call to agency personnel or through a
computer visit viathe Internet. TPWD operates a Call
Center with a staffing level of about 50 people. They
handle phone calls and Internet resources primarily
dealing with the reservationsin state parks. Their
functions have also been expanded to include hunting and
fishing license sales and information, hunter education,
boat information, and historic site information requests.
The division handles about 350,000 to 400,000 calls each
year. Of that total about 300,000 are park reservations and
about 40,000 are park information calls.

Thereis aseasona nature to the Call Center operation
with March and April being the peak times. Hours of
operation are 9 am. to 8 p.m. and a half-day on Saturday.
Staffing levels are increased to 60 or 70 during the peak
times. Responsibilities of the call center staff have
recently expanded beyond just park reservations to where
they now handle calls for all areas of the agency. This
change has allowed the leveling of duties and staffing
levels over the year and resulted in retaining a more fully
trained staff, thereby providing a consistent level of
service to the visiting public.

The parks reservation system is through a contract with
ReserveAmerica, adivision of Ticketmaster, formerly
known as Info 2000. It wasthefirst system for state parks
inthe US and wasfirst used in 1994. TPWD staff are
proud of the system and believe the Texas system is till
the best system in usein any state. Enhancementsto the
system over the years have resulted in the system being
made available to each of the park locations as well asto
the genera public through the Internet, and not just limited
to the call center staff.
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Convenience When a park reservation is made over the Internet, afee of

Fees $3 isadded to each park reservation and charged to a
credit card. Thefeeis collected along with the reservation
charges and ReserveAmericais paid by the agency based
on the total fees collected. However, when park
reservations are made by phone, thereis no extra $3 fee
charged. Although the TPWD staff usesthe
ReserveAmerica system for the reservation process, the
company does not receive extra compensation. The $3
convenience charge isonly for reservations transacted
over the Internet.

Hunting and fishing licenses can aso be purchased
through a phone call to the TPWD call center. A
convenience fee of $5 is added to the normal license fee
for each license purchased by phone. Additional stamps
can be added to the license purchase without an added $5
charge if they are purchased in conjunction with the
license. If purchased separately, there would also be a $5
convenience fee for the stamps. TPWD staff accept credit
cards in payment for the transaction and the license is then
mailed to the customer.

Hunting and fishing licenses are not presently available via
the Internet, however the agency is currently in the process
of writing arequest for proposal, which will alow Internet
purchases. They are also in negotiations with Department
of Information Resources to use the Texas OnLine facility,
which is currently in use by several state agencies as the
primary tool to do business with the State of Texas
through the Internet. The Project Team commends the
agency for moving forward with this process.

Revenue Flow When a park reservation is made over the Internet a $3 fee
is added to the charges. Each of these $3 feesis passed on
to ReserveAmericaas their fee for providing the
reservation system. At least one night of the requested
serviceis collected in advance or full payment may also be
paid. 80% of reservations are paid by credit card. Only
credit cards are accepted on the Internet. If areservationis
made by phone, then the customer may pay by credit card,
or by cash or check that is mailed to the agency. Those
receipts are matched to the reservation in the mailroom
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No Toll Free 800
Number for
Reservations

operation. Thereisno $3 convenience fee added for
telephone reservations and ReserveAmerica does not
receive afee for such transactions.

Refunds are handled the same as receipts with one
exception. Credit cards are credited if the charge was by
thismeans. If paid in cash or check, the local park may
refund up to $36 from their petty cash account. If more
than $36, then the customer must wait for a payment
voucher to process that takes up to 6 weeks. There are
extra charges for cancellations or transfers on reservations.
A charge of $5 applies where the daily chargeisless than
$100 per day and $25 where the cost per night exceeds
$100. These charges became necessary due to the high
volume of changes and cancellations and have been
effective in limiting abuse of the system.

Interestingly, TPWD does not offer atoll free phone call
system for park reservations. The agency does have an
800 number, but if a person asksto make a park
reservation, they are told they must call back on the
regular number. The toll free number is available for all
other purposes, including the purchase of hunting and
fishing licenses. However most of the phone calls
received on the toll free 800 number are information
request calls and are not related to income-producing
activities.

The Project Team asked why the largest revenue
generating telephone based operation for the agency does
not offer atoll free number. The response was that it
would cost between $300,000 and $500,000 to establish
and operate the system. TPWD staff admit the cost figures
were afew years old and based on a per minute cost of 12
cents a minute where a more current cost might be only 5
centsaminute. No effort is underway to determine the
cost benefits of converting to atoll free type system. The
supervisor for thecall center operation said the single
largest complaint they receive on a consistent and
continuing basisistherequest for atoll free number.
The general public simply does not under stand why
they haveto pay for the call to spend money with the
agency.
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Solutions

A 6 There are apparent discrepancies in the amount of Re-examine
convenience fees charged to do business with the agency. ~ convenience fee
The Project Team recommends the fee structure be re- structure

examined to determine that costs and public perception of
value received for the goods and services provided isin
line with expectations. Following is a summary of
differences noted:

» Telephone calls for park reservations: No extra $3
charge for credit card, cash or checks.

> Internet reservation requests for parks. $3
convenience fee applies. Only credit cards are
accepted as payment. The entire $3 feeis passed
on to ReserveAmerica.

» Telephone calls for hunting and fishing licenses:
$5 convenience fee is applied to all requests.
Payment may be made by credit card, cash, or
check. The $5 feeisretained by TPWD.

» Internet request for hunting and fishing licenses:
Thisfeature is under development and is not
presently available. When implemented in the next
few months, TPWD will add a $5 convenience fee
to al sales.

» Toll free 800 number calls: Not accepted for park
reservations. All other business with the agency
may be transacted by calling one of the published
800 numbers. A caller for park reservations over
the 800 number istold to call back on the regular
number and pay the resulting toll charges.

A 7 TheProject Team recommends that the policy of not Implement toll-free
accepting toll free calls for park reservations be re- number for parks
examined. It has become commonplace for the spending ~ reservations
public to expect to be able to do business through atoll
free number. If the current fee structure is inadequate to
cover the added costs of the 800 number use, and then
TPWD should consider implementing the $3 convenience
fee charge for telephone reservations much like the
requirement currently in place for Internet reservations.
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A 8 TheProject Team met with TPWD Regional Directorsto  Increase refund
discuss common concerns for the agency. One of the cap at state parks
customer service issues that reportedly comes up often is
the refund policy at state parks. Frequently, there arise
situations where inclement weather or other reasons result
inarequest for refund of park fees previously paid. The
current agency policy, which has been in effect for some
years, limits refundsto $36. Any amount above that
amount must be submitted through the payment processin
order for a state warrant to be issued to the person
requesting arefund. Many times this means an unhappy
customer for TPWD. If the amount was paid by check, it
Is entirely reasonable to hold arefund to be sure the check
clears the bank before the refund. Credit card payments
are handled as a credit refund through that system. Other
payments may have been made months in advance and
thenif it israining (or there are other problems, etc.) and
the person cannot use the campsite, they just do not
understand waiting weeks for a refund.

The Project Team recommends the refund policy be re-
examined and a new amount established for an immediate
refund. Refunds under this new limit can be made from
the Petty Cash bank account maintained at each park. If
the cash balance in these petty cash accounts is inadequate,
then TPWD should request higher balances in order to
handle the normal flow of business. Reimbursementsto
the petty cash account are processed through the State
Comptroller’ s Office as anormal payment voucher and re-
deposited to the petty cash account.
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TPWD Should
Promote the
Economic
Multiplier Effect
that Park Visitors
and Wildlife
Viewers Bring to
the Texas
Economy

Economic Impact Multiplier

Two areas within TPWD stand out as areas of unique
opportunity for the agency to focus its energy and
attention as it relates to legidlative and public outreach.
The Parks Division and the Wildlife Division are the
divisions charged with control and accessto the 1.3
million acres of public lands owned and managed by the
department. While there is an intense desire from agency
managers to expand the ability and opportunity for the
general public to visit parks and to view wildlifein
wildlife areas, these areas are viewed by some as not
paying their own way. The relatively small amount of
General Revenue Funding provided to TPWD is primarily
spent on these functional areas because collected receipts
do not cover costs of operation. Thus the agency has a
classic case that any increase in the number of visitorsto
state parks and/or wildlife areas will actually cause them
to spend more money than they take in which would
further hurt an already tight budget. With thisin mind, it
IS not surprising that promoting more visitors to state parks
is aless than enthusiastic effort on the agency’ s behalf.

It appears that TPWD has not focused much effort on the
bigger picture of tourism industry and the economic
multiplier effect that comes from increased traffic in state
parks and/or wildlife areas. Our interviews with the Parks
Division Director and the Wildlife Division Director,
revealed only passing awareness of the functions of the
Texas Department of Economic Development and the
Texas Department of Transportation (TxDOT) as related
to tourism. There does not seem to be any overall focus
on developing an interagency business plan to concentrate
the efforts of the multiple state agencies where the
functions and resources reside to promote the State of
Texas as a tourism destination—either for out-of-state
folks or for Texas residents.

For example, the Wildlife Division has access to data
developed over the past 15 years by the US Fish and
Wildlife Service on the economic impact in Texas for
“wildlifewatching”. The latest datareadily availableis
for 1996 and an estimated $1.4 billion in direct
expenditures was estimated from more than 3.8 million
participants. Average expenditures per participant were
estimated at $304. A much larger economic impact could
be calculated based on the multiplier effect of thislevel of
spending as it relates to the entire economy.
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Similar logic to the wildlife-watching example could be
applied to the state parks visitors. If the agency were to
develop data on the overall economic impact of new and
additional visitors to state parks, it is entirely possible that
the conventional view that adding visitors may not “cost”.
Increasing the numbers of such visitors would likely
trandate into very positive economic impact for the state.
Intuitively, it makes sense that you have to look beyond
the amount of park entrance fees or camping fees that a
family spendsto determine impact. Each visitor will also
buy gasoline, meals, hotel lodging, supplies and so forth—
all of which impact the economy through collections of
other taxes and fees and the trickle down effect such
spending imparts. TPWD could use this kind of datato
support future budget requests to the Legislature. With
accurate data, then TPWD programs may be viewed as
economic revenue generators in the overall scheme of
revenue and expenditures for the Texas economy. The
Legidlative leadership could use this information when
considering the budget request and the result very easily
could be for increased funding for the agency.

Solution

A 9 TPWD should challenge the proposed expanded budget Use economic
section to work cooperatively with the State Comptroller’s m%tr'rﬂléfiron in

Office, the Texas Department of Economic Development,  pydget request to

TxDOT and other agencies to develop economic data. The Legislature

economic multiplier effect and the effect on the Texas

economy from visitors to state parks, wildlife areas and

other facilities such as the World Birding Center should be

thoroughly explored. With accurate datain hand, the

agency should explain the true economic impact that the

operations of Texas Parks and Wildlife have on the Texas

economy. If the facts bear out the case, then it should be

easier for TPWD to provide a more effective and more

compelling budget request for the next legidative session.

Successfully marketing Texas vacation destinations for

Texas residents instead of out-of-state trips would keep

more Texas dollars at home. Better maintained facilities

and a more effective marketing effort should be a boon to

the Texas economy.
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Background

Reconciliation
Issue Resolved

Problem With
Construction In
Progress
Allocation
Backlog

State Property Accounting

When TPWD reported the value of its property and assets
to the Comptroller’ s Office for inclusion in the annual
financial report, a value was given for assets and property
that was $50 million higher than the value shown for the
assets on the State Property Accounting (SPA) system.
When Comptroller employees requested TPWD reconcile
the numbers, TPWD staffs were unable to reconcile the
amounts in sufficient time for the correct number to be
used for the 2001 Comprehensive Annual Financial
Report (CAFR). They agreed to have the Comptroller use
the lesser figure. Over the next few weeks, staff was able
to verify the SPA balances, but it was too late for the
correct number to be used in the CAFR. Dennis O’ Neal,
Internal Auditor, stated that he does not believe the agency
has reconciled the property in the SPA system against
actual property for more than 4 years.

The Project Team worked with the Supervisor and the
Property Accounting staff to determine both the extent of
the problem as well as proposed solutions to reconciling
differences between the SPA records and the TPWD
records. Several new types of reports were requested from
the Comptroller’s Office and within two weeks, the issue
was resolved.

However, in the process of working on the SPA balances,
it was discovered that the agency has been carrying an
estimated $19 million of balancesin a*“ construction in
progress’ category. “Construction in progress,” or CIP, is
a category that is used to account for new assets, mainly
new buildings or building repairs or modifications, until
the assets can be assigned to a specific property or asset
class. Once the project is complete, it isthen coded to a
more specific category in SPA.

Of the $19 million, $12 million of the CIP isfrom fiscal
year 1997. In order to clear the backlog, agency staff will
have to physicaly visit the field sites to identify the new
construction and repairs and determine how they should be
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properly assigned in SPA. Another $7 million is till in
CIP from fiscal years 1998 through 2001. However, the
agency has enough information that site visits will not be
necessary to properly allocate the $7 million.

Solutions

A 10 The Project Team recommends that TPWD set up a Create routine
routine process of random field verification to make sure eéfi?iisastig:]fs'eld
that assets actually arein place asreported in SPA. This
does not require 100% coverage of al locations.

A 11 TPWD must complete, in atimely manner, theinventory =~ Complete facility
currently under way by the Infrastructure Division to :n}/enttorytby
prevent future backlogs of items|eft in CIP. nirastructure

A 12 Thebacklog in CIP needsto be cleared by the end of this ~ Clear backlog by
fiscal year, August 2002. August 2002.
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Background

Revenues

Chapter V

Financial Management Issues

Reconciliation

The State Auditor’s October 2001 report on Revenue
Management at the Parks and Wildlife Department
included a significant finding that the agency had not
reconciled revenue in USAS and its internal accounting
system since 1998. The Project Team has performed
extensive follow-up on the revenue reconciliation status
and full coverage can be found in the State Auditor
Chapter of thisreport. However, in addition to revenues,
there are other significant issues related to reconciliation
and account balances that must be dealt with within
TPWD. This section of the report provides some insight
to those other reconciliation type issues.

It isimportant to note that the SAO did not conclude that,
nor isthe Project Team aware of, any actual “missing
revenues.” The differences described below are the result
of the TPWD internal accounting system, referred to as
“IFS’, having different recorded values than the
Comptroller's USAS system. The USAS system isthe
official accounting system of record for the actual money
depositsin the State Treasury and the issuance of the state
warrants in payment of the vendors and employees who
provide goods and servicesto the state. Therefore
amountsin USAS are the accounting records to which
TPWD and all other agencies must reconcile.

The SAO noted differences of $23.4 million between
USAS and IFS between 1998 and August 31, 2001. When
the Project Team began work in January 2002, the
department had completed entries resolving about $23
million of the variances. Work isin progress on areported
remaining net difference of $380,722.40. USAS
transactions are higher than the amounts posted to IFS.
Additional detail also can be found in the SAO chapter of
this report.

In early February 2002, the Project Team convened a
meeting of TPWD staff involved in the reconciliation
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Expenditures

process. It was determined that the process of data
comparison that had been underway since October 2001
involving computer comparison on a detailed line and data
element comparison level were not going to work. A new
process was agreed upon and implemented within a week
following the meeting. This new procedure of data
comparison, and the reconciliation procedure agreed upon,
involved a much greater examination of the data involved
in the IFS side of the transactions. Asaresult, the
reported net difference in revenue transactions in the
TPWD response to the SAO audit in October 2001 does
not reflect the amount of unreconciled differences that
have now been identified. Asof March 15, 2002, there
were an identified 1,173 lines of revenue transactions
where differences were noted. The updated values
include the entire period of time between 1998 and the
present. Thisexpanded period of time also includes
fiscal year 2002 transactionsthat were not part of the
SAO report. The net difference covering transactions
through February 2002 shows $3,639,564 more revenue
recorded to USAS than isreflected in the IFS system.

Effective as of March 18, 2002, TPWD hired four
temporary employeesto assist in the reconciliation
process. Each of these employees has prior experiencein
working with the USAS system and internal agency
accounting systems. Thelir first priority isto complete the
reconciliation process on revenue differences. Other
TPWD staff are also working on expenditure differences
asisdescribed in the following section.

The Project Team found that similar to the revenue
situation described above, differences between USAS and
IFS also existed for expenditure transactions. A computer
listing of these transactions as of March 15, 2002,
indicates that $5,488,0390f net transactions has been
posted to the IFS system in excess of expendituresin
USAS between 1998 and February 2002. While the “net”
out of balance difference does not reveal alarge number,
this actually represents over 5,000 lines of code that need
to be investigated to determine appropriate accounting
entries. In comparison, the revenue transactions
referenced above involve only about 1,200 lines of code.

Beginning in late October 2001 TPWD employed 3
temporary accounting employees to develop computer data
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Advance Travel
Fund

Petty Cash
Balance report

to assist with the reconciliation. However, as of the first
week in February 2002, no actual accounting entries had
been made. After an intense meeting between agency staff
and the Project Team, new plans and new reconciliation
techniques were agreed upon. Within one week of the
meeting on February 6", actual accounting entries to
resolve differences between USAS and IFS were
beginning to flow. Work is continuing on expenditure
reconciliations using the same techniques and some of the
same staff as the revenue transactions.

The department has an advance travel fund of $75,000,
which is held in a bank account to allow employeesto
receive travel money in advance of their trip in certain
situations. TPWD staffs were in the process of
investigating outstanding amounts from this fund, which
had been advanced to employees, but not repaid over a
period of years. The Project Team received a copy of
internal working papers from the Internal Affairs Section
detailing findings on the fund. A shortage of $12,228 in
outstanding reimbursements to the fund exists as of early
February 2002. This amount represents travel advances to
employees dating back as far as 1992. It is quite evident
that insufficient attention has been given to the
management and reconciliation of this account over an
extended period of time. We commend Bob Cook, the
Executive Director, for actions taken to clean up this
problem.

In addition to the advance travel fund described above, the
agency also has numerous petty cash accountsin locations
across the state. Thetotal of these accounts is $279,000.
Responsibility for maintaining and reconciling the

bal ances in these accounts rests within the Accounts
Payable section in the Finance Division. We commend
TPWD for actions taken over the past year to identify and
resolve problems with these accounts. Asaresult of the
account review, many of the petty cash accounts were
closed out, others were reimbursed for outstanding items
and ageneral clean up had commenced. At the timethe
Project Team investigated the issue, there were very few
remaining problems.
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180 Commercial
Bank Accounts
Used by TPWD

Reconciliation

Bank Accounts and Reconciliation

TPWD uses commercial bank accounts for depositing
revenues collected in their various locations throughout
the state. Most of these accounts are under the control of
the Comptroller’s Treasury Operations. The total number
of accountsisabout 180. Each park, wildlife management
area, each law enforcement office, etc., that collect
revenue has a separate account for each of the types of
revenues collected. The breakdown includes 109 accounts
for State Parks, 32 for boat revenues, 36 for license
revenues, and an additional account for magazine sales. In
addition, there are two accounts that are under the control
of TPWD for Indian Lodge and aWildlife Account
operated from the headquarters office.

With the exception of the two accounts that are controlled
by TPWD, each of these accountsis for deposit of revenue
only. The department receives weekly reports from each
location where the account deposits are made of the type
of revenue collected. Using that information, TPWD
notifies Treasury Operations of the amount, revenue
objects and fund numbers for deposit and the funds are
swept from the accounts by Treasury staff.

Whilethereisareal need for the agency to be able to
deposit revenuesto afacility near the location where the
collection is made, the entire process needs review and
changes. Following are some observations of problems
and opportunities for change:

The process of reconciling bank accountsis a necessary
practice to verify that all deposits were credited, amounts
swept were correct, charges are verified and recorded, etc.
There are anumber of staff involved in reconciliation of
the bank statements each month. Copies of the actual
bank statements are forwarded to TPWD by Treasury
Operations. It isestimated that 6 to 8 staff persons,
equivalent to 4.22 FTE’ swork on the process--either full
or part time. It was observed that there is no standard
procedure to follow in verification of the bank statements
among sections. For example, the boat revenue accounts
are not reconciled “against” any set of documents. The
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amounts on the bank statement are separately entered into
an Excel program and questioned where a charge or
deposit looks out of place.

Parks accounts are reconciled against the weekly report of
collections from each location. Staff enter the datainto
Quicken programs and also use some Excel programsin
their verification process. The Law Enforcement and
License accounts are somewhat similar to the Parks

accounts.
Magazine There is a notable exception to this reconciliation process
Account for the TPW Magazine Account. Thisaccount is handled

by the Communications Division, located in the Fountain
Park Plaza Building on S. IH 35, and by a staff personin
the headquarters building. Revenues collected for
magazine sales through a contract with Communications
Data Services, Inc. (CDS) are deposited to the bank
account daily. CDS receives the magazine subscription
revenues for processing in Harlan, lowa. Their staff
processes the revenues at that location, makes the deposit
into the Treasury account with Bank of America, and
sends afax of the deposit amounts to the TPWD Cashiers
office which is then used to notify Treasury of the amount
to sweep from the account. This account is not reconciled
by TPWD staff in either the Revenue Branch or the
Communications Division. Thereis no verification
process in place to check that the amounts collected and
reported as deposited by the contractor are actually
deposited into the account and that all amounts withdrawn
from the account by Treasury are accurately posted.
Treasury staff performs a monthly process to account for
all items posted to the account, but that is not a
comprehensive reconciliation process.

The Project Team asked the staff in each area where they
send the results of the reconciliation. They were also
asked if they were verifying the amounts of revenue and
bank charges against the IFS system. They said they do
not have any interaction with the IFS system and thereis
no onereceiving a “report” of the reconciliation other
than notification to Treasury that the processis completed.
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Solutions

FM 1 The entire reconciliation process needs a thorough top-to- :\Ie?/eigvsho()]‘rgrl:fci]rhe
bottom examination.

process
The process needs a standard procedure to assure
consistency among all bank accounts. Staff assigned to
reconciliation in some cases must switch back and forth to
the reconciliation task between other more routine
assignments. Asaresult, reconciliation becomes alower
priority and is not performed as timely as it should be.
FM 2 There should be only one section responsible for bank Only one section
account reconciliation. That way, staff would become ZESSL‘?}SO bank

highly skilled and specialized in performing the function.
All bank accounts should be reconciled in this single area,
including boats, parks, wildlife, law enforcement,
magazines and others.

reconciliation

A standard reconciliation procedure must include
verification of the transactions on the bank statement
against actual deposit information, amounts swept from
the account by Treasury operations, verification of bank
charges, returned items, etc. The procedure should include
a step to assure that revenues entered into | FS match the
transactions through the bank account. The weekly
summary reports from remote offices reflecting deposit
amounts as well as other associated data must be a routine
part of the bank account reconciliation procedure.

FM 3 A magazine account reconciliation process should be Create magazine
created and the function performed by the reconciliation =~ account
team in the Revenue Branch area of the Finance Section. :)ergzgg'sl'at'on
Internal Audit should periodically validate the number of
subscriptions against actual collections and perform other
random audit procedures to verify amounts deposited.
Thiswill add alevel of control, oversight, and consistency
that are anecessary part of financial and accounting
controls.
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FM 4 A standard report of the results of bank reconciliation Develop
needs to be developed. The Treasury needsto be notified ~ Standardized bank
when the process is complete as well as situations where :2Sg?t°'l'a"°n
adjustments are needed or where there are questions on
certain activity. Having only one section involved would
limit the number of contacts by TPWD staff and result in
more timely and consistent help from the Treasury staff.
TPWD management currently has no efficient means to
gauge the status of bank account reconciliation.

FM 5 Bank account reconciliation should be coordinated through ~Coordinate bank
electronic means. Negotiations should occur between reconciliation
TPWD staff, Treasury staff and the various banks for electronically
electronic bank statements to be available. The process
currently requires that staff manually enter all of the data
from each bank statement into an Excel or Quicken
program before the actual “reconciliation” process can
begin. Thereisno electronic report or data received from
each remote location on deposits and revenues. In
addition, because there is no standard software or process
involved, thereis no ability to “roll-up” the datainto
useful information for the agency or for further integration
into the IFS system.

FM 6 TPWD should develop standard software that can beused  Develop software
in each remote location that collects revenues. The for remote
collecting offices should enter data as appropriate that locations
identifies each collection amount, revenue type, and other
associated data. On aweekly basis, this data should be
transmitted to the Austin headquarters office where it can
be used in the reconciliation process on the bank accounts.

It would also serve as the base information to identify the
revenue objects, funds, and amounts for the sweep
notification to Treasury Operations. While some locations
may not have ready access to computers or communication
techniques for this to work, most locations could
implement this process. Uniform revenue reporting using
electronic data would ssimplify and streamline the revenue
reports received in the Revenue Branch. Savings would
result from reduced staff time requirements and the
reduction in errors that may be present as a result of the
current process of creating a separate Excel or Quicken
program for these weekly revenue reports.
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Bank Charges

FM 7

Thereis acharge by many of the banks for these revenue
concentration accounts. At least one large bank
corporation appears to have afee structure that vastly
exceeds the charges for other similar size accounts. For
example, the December summary report of bank charges
for 109 Park accounts reveals atotal cost of $2,212 for the
month. However, thislarge bank in question charged
$1,519 of that total for 18 of these accounts, for an average
of $84 per account. The average for the other 25 accounts
that had charges was only $27.72 per account. Another 66
accounts did not have service charges.

In another account involving this same bank corporation, a
single account had a service charge of $194.57 for January
2002. A review of the activity shows 5 separate deposits
totaling $116, and 5 separate sweeps of revenue from the
account of $146. The high charge for servicesresulted in
a negative balance in the account. After the service charge
posted to the account, the bank also began charging an
additional fee of $20 for each day the account balance
stays negative.

Agency staff are aware that many of the bank charges
seem exorbitant but because the accounts are owned by
Treasury Operations they are not authorized to call the
banks and request detail reports of the services performed.
While the bank statement uses the term “client analysis’,
they report that they do not routinely see such an analysis
from the bank. In order to obtain the analysis, TPWD
personnel must make a special request to Treasury
personnel to ask that a copy of the analysis be provided on
acase-by-case basis. Although Treasury staff use the
account analysis, they report there is no extra charge by
the bank for this service.

Solution

The agency and Treasury Operations should examinethe ~ Examine need for
need for bank accounts in certain locations where activity F;;';taeclf)%;?it;n'g
isminimal and charges are high. If there are no aternative '
banksin the area, it may be advisable for TPWD to request

awaiver of the three-day deposit rule in situations where it

IS costing money to maintain the bank account versus

mailing receipts to Austin. Some remote TPWD locations

are many miles from the nearest bank and have low dollar
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value of receipts most days when viewed on ayear round
basis. It would make better business sense and be more
convenient and economical for agency staff at these
locations to routinely mail revenuesto Austin.

FM 8 TPWD and Treasury should aggressively investigate bank  Look for banks
charges and find alternative banks with lower chargesin ~ With lower fees
areas with choice of more than one bank. The need for
and availability of “client analysis’ reports from the banks
should be examined and eliminated where there is no
value added or where the cost for such service is not offset
by savingsin staff time at TPWD or Treasury. Since all
Treasury owned bank accounts are for the sole purpose of
the deposit of revenue and then are “ swept” by Treasury
on aroutine basis, thereislittle variety of activity on each
account. Since all such accounts are owned by Treasury
Operations, and since they are also responsible for the
entire banking operation for the State of Texas, they
should be able to secure the most cost effective means for
the deposit of state funds.

Austin Revenues received at TPWD headquartersin Austin

Headquarters through sales at the counter and through the mail are being
Use of Bank for deposited into 6 or 7 bank accounts. An additional Austin
Deposits location, the McKinney Falls State Park, uses still another

bank account. Curiously, while some revenue received at
headquarters is sent to the banks for deposit and eventual
sweep by Treasury Operations, other revenues are being
deposited directly to the Treasury. It isboth costly and
time consuming for the agency to continue to use the bank
accounts instead of depositing funds directly to the
Treasury.

Use of the bank accounts incurs bank charges as outlined
above, aswell as the staff time required to notify Treasury
of the amount to sweep from each account and then to
finally perform the reconciliation process after month end.
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Magazine
Subscription
Sales and
Deposits

FM 9

Solution

TPWD should immediately cease to use the Treasury-
owned bank accounts at the Headquarters location.
Immediate savings will result from making a direct deposit
to Treasury with the accompanying entry into IFS.
Elimination of the “sweep” notification and the need to
reconcile the bank accounts will result in reduced staff
resource needs as well as avoidance of the bank charges
for these accounts. Additionally, there should be few if
any situations where the IFS system is out of balance with
the Comptroller’s USAS system, further reducing staff
time involved in reconciling the internal processesto IFS
and USAS.

Magazine subscriptions are handled through the contract
with Communications Data Services, Inc. and mailed to a
separate address, P.O. Box 17668, Austin, Texas. Asa
normal routine, the mailroom staff pick up the mail for
magazines from this location and then box it up for
shipping, via UPS next day air, to CDSin Harlan, lowa.
CDS then deposits the revenues into a Texas State
Treasury owned local bank account, and processes the
subscription information. Copies of the deposit dlips are
faxed to TPWD cashier on adaily basisin order for
Treasury Operations to be notified of the amount to sweep
from the account. However, there are two additional ways
magazine revenues are received:

If subscription revenues are received in the mailroom
through the regular mail process, TPWD routinely puts the
remittance back in the envelope and forward these
revenues to lowa along with the special magazine P.O.

box magazine mail.

If magazine revenues are received by the Communications
Division staff at the Fountain Park Plaza Building, they are
delivered to the Cashier’ s Office and deposited into the
Treasury along with other receipts. The subscription
related information is then forwarded to the contractor in
lowafor further processing.
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FM 10

Fund Equity
Problems with
Bank Charges at
Treasury
Operations

Solution

The process of opening mail, determining it is magazine ~ Deposit some
revenues and then putting it back in the envelope for e At
shipping to lowais inconsistent with the handling and instead of mailing
control processes on all other money items and should it to lowa

cease immediately. It isrecommended that when routine

mail (i.e. non special Post Office magazine box) has

magazine revenue, the Cashier should deposit the money

directly to the Treasury and that only the subscription

information should be forwarded to CDSin lowa, along

with information that indicates it has been paid.

During the process of tracking the flow of revenues from
the point of collection through the bank, naotification of the
deposit to headquarters and the eventual sweep of the
money from the account, a problem was noticed in the
handling of bank charges.

Banks routinely deduct charges from the Treasury
Operations owned bank accounts. TPWD staff verify the
bank charges along with other reconciliation activities and
notify Treasury staff that these amounts need to be
restored to the account in order to post 100% of the
revenues to the appropriate fund at TPWD. Treasury
routinely restores the bank charge amount back to the bank
account and the entry shows up on the bank statement as a
“Treasury credit” item. When asked exactly where the
money came from to restore the money to each of the bank
accounts, Treasury staff said they deducted it from the
interest earnings for the fund 900 suspense account. Since
the interest earnings on the suspense account is credited to
General Revenue, this means that TPWD funds 9 and 64
are not paying their fair share of the cost of operations.
Treasury staff were unable to explain why the charges
were not being allocated to the TPWD funds. They did
state that other funds, such as the Highway Fund 6 and
other funds that retain their own depository interest, were
being charged for bank costs. Therefore, the TPWD
routine creates an unusual situation where GR is being
incorrectly charged for the bank charges.
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Solutions

FM 11 TPWD and Treasury Operations should work
cooperatively to determine the appropriate allocation of
bank charges to each of their funds—primarily funds 9 and
64. The routine posting of chargesto General Revenue
instead of funds 9 and 64 should cease as both an
inappropriate use of GR as well as afund equity problem
for the state.

FM 12 Asnoted in number above, TPWD should aggressively
work toward more efficient use of bank accounts. The
expansive use of separate accounts for each type of
revenue such as parks, boats and Law Enforcement at each
geographic area should be carefully examined. TPWD
should work toward having only one account in each city.
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Texas Monthly Contract

Hunting and fishing is big businessin Texas. Each year
TPWD sells more than 2.6 million hunting and fishing
licenses bringing in more than $65 million. Thisisthe
single largest revenue source among the agency’s
numerous funding sources and represents almost 51% of
the total revenue stream to Fund 9, the Game Fish and
Water Safety Fund Account. Almost every person
purchasing alicense, whether from aretail sports store or
through a personal visit or phone call direct to TPWD,
receives a publication known as the Outdoor Annual,
which contains the hunting and fishing regulations for the
State of Texas.

The Outdoor Annual isa colorful publication, containing
numerous advertisements and well-written fishing and
hunting articles. It isan essentia part of the hunting and
fishing scene in Texas and has become a standard
expectation for every license purchaser as the reference
guide to the laws and regulations throughout the state.

Few people realize this brochure is not published by Texas
Parks and Wildlife agency.

On October 19, 1995, TPWD signed a contract with Texas
Monthly, Inc. giving the company exclusive rights to use
Texas Parks and Wildlife Department’ s name to publish
the Outdoor Annual. Terms of the contract provided for a
cash payment by Texas Monthly, Inc. to TPWD of
$100,000 plus a continuing annual distribution fee of
$49,000 along with an annual royalty fee based on 1% of
net profits. These royalty payments have never exceeded
$2,000 per year. Inreturn for the right to publish the
Outdoor Annual, Texas Monthly, Inc. is allowed to sell
advertising in the publication. Texas Monthly, Inc. also
receives free space in Texas Parks and Wildlife magazine,
which is currently being used for 12 pages of ads for
Dodge Trucks. Currently, premier advertising pagesin the
Texas Parks and Wildlife magazine could sell for a
substantial amount of money.*

! The TPWD advertising rate card in effect for 2002 can be found in Appendix D at the end of this report.
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Due to sensitive current negotiations between TPWD and
Texas Monthly, Inc., it isinappropriate for the Project
Team to discuss the advantages or disadvantages of the
contract between these two entities.

Sufficeit to say, thisisamajor contract, and we advise
TPWD to consult with and use the Attorney General’s
Office in dealing with this matter, which involves
substantial tax dollars.
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Background

Revenue Deposit
Errors

Allocation of Credit Card Revenue from TPWD
Offices

State park offices handle different types of sales. In
addition to park entrance fees, facility fees and activity
fees, some also have park stores or other types of
concessions, and they sell hunting and fishing licenses.
Revenue from all the sales except hunting and fishing
licenses must be deposited into Fund 64. However,
revenue from hunting and fishing licenses belong in Fund
9. A single customer could place several different items,
such as park registration, a map or book, and afishing
license, on asingle credit card transaction.

In reviewing the various revenue processes at TPWD, the
Project Team discovered a problem with the alocation of
credit card sales revenue from state parks. The Parks
Revenue Reporting area at the agency receives sales
information from State Parks and uses the data to advise
the Comptroller’s Treasury Operations of the amountsto
withdraw from the bank account for each park. The
revenue code for all types of sales, except credit cards,
comes through the process in enough detail to be properly
credited to the correct fund and Comptroller object.
However, on credit cards, the entire revenue was being
placed in Fund 64 as parks revenue. Some of this revenue
should have been deposited to Fund 9.

The agency does not have another step in the process to
correct this problem. This has been a problem since
September 2000. According to the CFO, WorldCom (the
point-of-sale vendor for hunting and fishing licenses since
December 2001) has corrected part of the problem.

Since WorldCom is not receiving credit card revenue from
state parks (credit card revenues go directly to the
Treasury), it will send accounts receivable invoices by
park, object code and fund code to the Internal Financial
System. This raises the question of why TPWD
reconciliation processes for total revenues versus the
WorldCom portion did not flag the problem earlier. By
invoicing the parks accounts for license fee revenue, how
was the credit card revenue missed as a revenue source for
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Fund 64 Owes
Money to Fund 9

Fund 9? Without the credit card revenue, the systems
should have been out of balance.

The agency isworking with WorldCom and
PricewaterhouseCoopers to create a reconciliation process
for the point-of-sale system; however, the process does not
yet exist.

The Project Team developed a rough methodol ogy for
estimating the extent of the problem. According to that
methodology, as much as $300,000 in hunting and fishing
licenses may have been purchased at state parks with
credit cards between September 2000 and December 2001.
Thisis money that is owed to Fund 9 but had been
deposited to Fund 64. TPWD staffs are refining the
methodology so that they can calculate a more exact
figure. As of the writing of thisreport, TPWD staff
estimates placed the actual number at $256,754.

Correcting the problem for all future sales deposits
requires recoding IFS so that the interface with WorldCom
and USAS contains the correct information. Originaly, it
was thought that this process would take only aweek or
two. However, upon further investigation, it turns out that
USAS has aways used the merchant ID number to
allocate revenue into different accounts. In the case of
state parks, which function as merchants, the allocation
has been incorrect since September 2000 when the bank
account operations were taken over by Treasury
operations.

The agency isworking on the following steps to correct
the problem:

1. Understand the process for entering the
transactions correctly. It requiresalot of work to
split transactions for license revenue and parks
revenue.

2. Change the way staff enter park receipts revenueto
IFS. Useinvoices prepared by experienced staff.
Shift from the cashiers entering the information
from the park receipts, to an accounts receivable
module. The AR system requires that staff prepare
invoices of money due to the agency from license
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sales at parks. No license sales would be entered
from Park information. All license sadles are
interfaced from WorldCom to I FS.

It is estimated that changing the process will take two
months. Correcting the backlog of misallocated credit
card revenue should be completed by the end of April

2002.
Solution
FM 13 TPWD must move forward as quickly as possible to Recdo.m]i“e C“f.dit
reconcile information between WorldCom, IFS, and ggw (';;r? rmation
USAS. WorldCom, IFS,
and USAS

FM 14 The Project Team recommends that, once areliable figure  Transfer funds
is calculated and agreed upon, funds be transferred from ~ from Fund 64 to
Fund 64 to Fund 9 to correct for the underpayment of Eﬁggrg ;?Inig:]rfm
Fund 9 from park credit card sales. TPWD may examine
the allocation of other funding sources to mitigate this
reduction to Fund 64.
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TPWD is Very
Decentralized

Chapter VI

Organizational Issues

Decentralized Organization

A striking characteristic of TPWD is the separateness of
each division. Each division director has hisor her charge
of responsibilities. There seemsto belittle effort at
coordinating with other divisions. Various reasons for this
have been given, but the one constant seemsto be the
funding and budget structure. For example Wildlife
Division may have a dump truck that is used only a small
percentage of the time. Parks Division may have a dump
truck in the same areathat is also used on a part time basis.
Because wildlife funds are not to be used for parks and
parks funds not used for wildlife, there is anegative
incentive to use only one dump truck. The department
should be managed as one agency, not ten agencies
(divisions).

Another example observed by the Project Team is that
although approximately 75% of the agency staff are
located in remote offices throughout the state, thereislittle
effort to co-locate staff in the same office complex. In
many cities, there are at least three separate office
locations, each with staff from asingle division. For
example, in some coastal areas, there are boats operated by
the Law Enforcement Division, the Coastal Fisheries
Division, and the Resource Protection Division. Each of
these divisions has separate facilities to house their boats
and separate office space for the staff assigned for each
area. Some of this could be easily solved with smple
budget and time reporting techniques, which may aready
be available in the agency. The problem isthereis
absolutely no incentive to save money or resources at the
division levelsfor such shared activities. To implement
such plans, the agency would have to accept a more global
view across divisional lines and focus on overall activities
rather than just at adivision level. Again, the department
should be managed as one agency, not several.
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Solution

ORG 1 TheProject Team recommends TPWD management focus
attention on the capabilities of their internal accounting
system in order to better spread costs among activities that
cross over more than one division or purpose. With such
cost allocation mechanicsin place, then it should be
commonplace for the agency to begin thinking along the
lines of co-location of staff, equipment, and generally
operating as one single agency in its many locations across
the state. The results will be one of increased efficiency
and less duplication of equipment and personnel and the
more efficient use of taxpayer dollars.
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Proposed Organizational Changes

Background Texas Parks and Wildlife Department is alarge and
extremely complex state agency. The agency hasan
authorized staffing level for the 2002-03 biennium of
3,035 full time positions and a biennial appropriation level
of $473.8 million. Responsibilities of the agency include
operations and management of more than 120 state parks,
50 wildlife management areas, eight fish hatcheries, and
the associated law enforcement responsibilities for
enforcement of the state hunting and fishing laws, as well
as law enforcement duties within each state park. Asa
result of managing such alarge and diverse assortment of
people, facilities and land, there is a constantly evolving
construction and maintenance program involving state
appropriations, bond funds and private sector contributions
and federal funds. Other activitiesinclude public
education and outreach activities in resource management,
wildlife, and other natural resource program areas and
miscellaneous functions.

With such a diverse organization, management is more
than a casual job for the Parks and Wildlife
Commissioners, the Executive Director and the other
executive staff of the department. Asillustrated on the
attached organization chart, the current organization
structure for TPWD includes 10 operating divisions. Prior
to the appointment of Bob Cook as Executive Director in
February 2002 by the Commission, there was a Chief
Operating Officer position, reporting to the Executive
Director, which included operational control of four
divisions. Another five divisions report directly to the
Executive Director, and still another division reportsto the
Chief of Staff who in turn reports to the Executive
Director. In practical terms, the current organization
structure results in the Executive Director being directly
responsible for the day-to-day oversight of each of the 10
operating divisions.

The Project Team has examined the organization structure
of TPWD, aswell asthe many other responsibilities that
the chief executive officer must handle on adaily basis.
Responsibilities such as meeting with constituent groups,
legidlative leadership, the Texas Parks and Wildlife
Foundation, and the Parks and Wildlife Commissioners,
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Proposed
Organizational
Changes

General Counsel

must by their very nature, occupy a significant portion of
the chief executive officer’ s available time. We
recommend that significant changes in the organizational
structure are needed in order to better focus management
attention on the day-to-day activities of running the
business operations and functional activities of the
department.

There are anumber of recommended changes outlined on
the attached proposed organization chart. Most significant
are three areas; the creation of a General Counsel who
would be responsible for the legal division and agency
legal staff; the creation of anew Deputy Director for
Administration; and the creation of a new Deputy Director
for Programs. The Project Team believes these changes
will result in a more effective organization and more
efficient and effective use of appropriations and resources
under the control of TPWD. Following is adescription of
the changes:

The role of the General Counsel in a state agency isto take
overall consideration of the agency’ s needs with regards to
legal positions and policies. The General Counsel reports
directly to the Executive Director, is accountable for the
quality and content of agency legal products and
understands the unique programs and issues associated
with the agency in which the General Counsel serves. An
agency Executive Director needs a General Counsel who
can provide advice on the wide range of legal issues that
affect the decisions that the Executive Director must make.
Infact, it isunusual for an agency the size of TPWD not to
have a General Counsel.

Therisk of maintaining a decentralized legal function
within the agency is the issuance of contradictory opinions
and inconsistent contract clauses. Decentralization also
makes it nearly impossible to weigh any legal product
against the agency’ s interests, as opposed to adivision's
particular interests.

By consolidating legal staff within the General Counsel’s
office, TPWD can achieve an economy of scale and an
important degree of independence for the legal staff. For
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Deputy Director
for
Administration

example, if an agency lawyer reportsto adivision director
instead of the General Counsel, then the lawyer facesa
dilemmaif hisor her professional opinionisin conflict
with the division director’s opinion. Thisisnot very
different from the way an internal auditor functions within
an agency but retains a degree of professional
Independence.

By combining legal staff into asingle division, the General
Counsel can better allocate resources to agency priorities,
with staffs sharing the load on larger projects as needed.

When agency legal staffs are consolidated under the
General Counsdl, they can still be assigned to work
primarily with specific divisons. The General Counsel
should structure the performance evaluations to include a
“customer satisfaction” component that requires input
from the relevant division directors. This allows staffs to
provide specialized expertise while retaining their
professional independence.

In addition to the legal staff, the General Counsel should
also have responsibilities for the land acquisition,
easements, mineral activities, and other department-wide
real estate activitiesof TPWD. This section isknown as
Land Conservation and approximately seven staff are
currently involved in these functions. There is one person
whose mgjor daily responsibilities include maintaining
contact with persons who may be interested in either
selling or donating property to TPWD, or who the
department would be interested in acquiring real property
from at afuturetime. These activities need the constant
attention of staff attorneys and the function will operate
more efficiently under the control of the General Counsel
for the agency.

The newly created position of Deputy Director for
Administration will report directly to the Executive
Director. Divisions under this areainclude the Human
Resources Division, Communications Division,
Information Resources, Chief Financial Officer, and the
Infrastructure Division. Each of these divisionsis
responsible for activities that support all other areas of
TPWD. Other significant notes include:
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Deputy Director
for Programs

» The Communications Director would also report

directly to the Executive Director on press related
matters, such as law enforcement activities of the
department, which involve press release or news
reporter contact. Normal day-to-day activities
include preparation and dissemination of
conservation and other agency information to the
public through a variety of external medial outlets
aswell asthrough TPWD functions. All of these
responsibilities would be reported through the
Deputy Director for Administration.

The Chief Financial Officer would be responsible
for the Finance Section, and for an expanded
Budget Section. Also, aFederal Funds
Coordinator position should be created to
concentrate expertise on federal grant writing and
the management of federal funds for the entire
department. Both of these expanded areas are
described in more detail in the Budget Issues
Section of this report.

I nformation Resources should be a separate
operating division and report directly to the Deputy
Director for Administration instead of to the Chief
Financial Officer asisthe casein the current
organization.

The Infrastructure Division would be the largest
division under the Deputy Director for
Administration. Because this division has such
broad responsibilities and serves all other divisions
of the agency, the Project Team believes that the
close association with the budget and financial
expertise of the agency will serve the interests of
the agency well. The large and complex projects
managed by the Infrastructure Division require
much concentration on budget issues, financing
mechanisms, and even on fund raising activities
with support groups.

The Deputy Director for Programs position would have
responsibilities for the six divisions of the agency, which
actually carry out the primary conservation, hunting and
fishing, and resource protection missions of TPWD.
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Deputy to
Executive
Director

Internal Audit

Conclusion

These divisions include the Wildlife Division, the Law
Enforcement Division, Inland Fisheries, Coastal Fisheries,
Resource Protection, and the Parks Division. Currently,
the Director for Inland Fisheries and Director for Coastal
Fisheries report through a Senior Director of Aquatic
Resources. Thereisno good apparent reason why these
two directors should be reporting through an additional
layer of management. Our recommendation is to have all
three Directors report directly to the Deputy Director for
Programs. This newly titled position would not create an
additional position at TPWD, but essentially reflects a new
title and responsibilities for the current Chief Operating
Officer position.

The Deputy to Executive Director position would report
directly to the Executive Director. Responsibilities would
include the Internal Affairs Unit, and Intergovernmental
Affairs. The Deputy to Executive Director isalso
primarily responsible for the Commissioners meeting
agenda, and other materials and items for the
Commissioners, as well as special assignments from either
the Executive Director or Commission Chair or
Commissioners. Coordination duties include working
with the Texas Parks and Wildlife Foundation, other
support groups, and with staff assigned to provide
information directly to the Legidature.

The Internal Auditor should report directly to the Texas
Parks and Wildlife Commission in accordance with the
Internal Audit Act. Regular updates and information
coordination with the Executive Director and other agency
executives should be expected, however none of these
activities should interfere with the direct relationship
between the Internal Auditor and the Commission.

Adoption of the recommended organizational changes will
bring TPWD more in line with traditional state agency and
most business organizations. Reducing the day-to-day
pressures on the Executive Director will allow the Deputy
Director’ s to devote their time to organizing and managing
the administrative and program areas of the agency most
effectively. The strength in the organization will pay
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benefits by devoting attention to the areas which have
been most neglected over the recent years. This has
resulted in critical reports from the State Auditor and
Sunset Commission, and most notably alack of
confidence in budget information prepared by TPWD
when presented to legidative staff and members.
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ORG 2

ORG 3

ORG 4

Other Considerations

In discussions with the new Executive Director, Bob
Cook, he expressed a desire to make some very significant
changesin the agency. The Project Team believes these
are very worthwhile and deserve serious consideration by
the Commission.

The Executive Director will propose moving several
employees out of Austin locations back to the field. His
goal isto move 20% to 25% of the FTEsin Austin out to
thefield. There are about 700 in Austin at present. He
(and the Legidlature) has long felt that too much money
was spent on TPWD at Headquarters and other Austin
locations, while those resources could be better used in the
field.

It isthe desire of the Executive Director to make some
changesin the relationship of TPWD and the Foundation
to better serve the long-term goals of the agency. The
Executive Director believes that too many items are being
paid out of the Foundation for the benefit of executives of
TPWD, like dinners, flowers, contributions, or other
charges, etc. TPWD doesn’t really have the authority to
control the TPW Foundation, so a change in the policy or
relationship will have to come from actions of the
Executive Director.

The Executive Director will propose increasing the
number of Game Wardensin the field to about 525 to 530
from the 485 wardens currently in the field. He plansto
ask the Legidature for General Revenue to help pay for
some of these additional wardens. Game Wardens are
paid out of Fund 9. Since Game Wardens are law
enforcement officers, they often get involved in crime
solving and arrest activities in the community that are not
connected to game and fish activity. Federal government
has said that TPWD may be violating the law because the
state is using hunting and fishing license money to enforce
non-hunting and fishing laws. Obtaining some money

from General Revenue would offset this potential violation

of federal law. TPWD’slaw Enforcement Game Wardens
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have not previously benefited from confiscated funds and
equipment from drug arrests and seizures like other law
enforcement entities. Asthisreport isbeing finalized, the
Executive Director and the Director of the Law
Enforcement Division are taking actionsto allow TPWD
and the Game Wardens to benefit from this resource.

ORG 5 Internal Affairs spends too much time on personnel issues  Shift the focus of
that are not fraud related. The Executive Director will Internal Affairs
expect such personnel management issues to be handled
by the appropriate division supervisors and by the Human
Resources Division. Too many cases currently go to
Internal Affairs. Managers of departments or afacility
need to work closely with Human Resources or General
Counsel on questions regarding termination or discipline
of employees. It isanticipated that some Internal Affairs
staff could be transferred to field or to Internal Audit.
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Background

Monthly Meetings
with LBB

Communications with the Leqislature

In January 2002, at the beginning of the TPWD review,
the Project Team met with staff members of the
Legidative Budget Board, Speaker’ s office, Lt.
Governor’s office, Governor’s office, House Committee
on Appropriations, and Senate Finance to discuss the
staffs’ concerns about TPWD. The Team quickly came to
realize that TPWD had a credibility problem with the
Legidature. The source of the problem was TPWD’s
inconsistent budget numbers provided to the Legislature
from one meeting to the next. In addition, TPWD had
consistently underestimated their revenue over several
biennia. After seeing the pattern repeated over several
sessions, the Legidlature finaly stopped granting credence
to TPWD’ s concerns about revenue shortfalls. When the
Project Team met with legidative staffs in January 2002, it
was the first time that anyone representing TPWD had
personally visited with them since September 2001,
despite the fact that the agency was preparing to take
action to increase a number of different fees that would
affect legislator’ s constituents.

It was clear that the agency needed to improve its
communications with the Legislature, especially with
regards to budget and revenue issues.

On February 28, 2002, the LBB began a series of monthly
meetings with TPWD finance and budget staff to review
specific concerns the LBB has about TPWD’ s operating
budget. The monthly meetings will continue with the goal
of having the LBB and TPWD in agreement on every
aspect of TPWD'’ s budget presentation. The goal isto
prevent the LBB from having to say they do not
understand or do not agree with any of the figures
presented by the agency.
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Solution

ORG 6 The February 28 meeting intensified concernsamong the ~ Use LBB’s
Project Team members regarding the agency’ s ability to re))r(sls ;'s ?Otro
communicate their budget effectively withthe LBB. The  pcoming
Project Team discussed with the LBB their concerns about  sessions
the agency’ s budget presentation materials and asked the
LBB if they would be able to provide additional assistance
to the agency if TPWD requested it. On March 5, 2002,
per the Project Team'’ s suggestion to the Executive
Director, TPWD invited staff members of the Legislative
Budget Board to meet with the appropriate budget and
finance staffs of TPWD. A meeting was scheduled for the
following day. The purpose of the March 6 meeting was
for the LBB to provide professional assistanceto TPWD
on how to properly prepare a budget presentation for the
LBB and the Legislature.

John Keel, director of the LBB, made John O’ Brien,
Marva Scallion, and Zelma Smith available to the agency
to discuss how TPWD can do a better job of presenting
their budget to the Legislature. Thethree LBB staff, along
with Bob Cook, Suzy Whittenton, Harold Stone, Rebecca
White, Julie Hordley, Scott Boruff, and the Project Team
met for two hours at TPWD Headquarters to discuss ways
to strengthen the agency’ s budget presentation.

John O’ Brien opened the meeting by explaining that
communications isthe crux of it al, especially in assuring
members of the Legislature asto where the agency’s
budget stands. Zelma Smith began the discussion by
pointing out some issues that could have been handled
differently last session. The discussion proceeded to cover
specific areas for the next biennium that the agency needs
to start preparing this month. The emphasis of the meeting
was the importance of the agency tying back its numbers
to the General Appropriations Act.

The LBB will continue meeting monthly with
TPWD staffs on specific portions of the budget. The LBB
has proposed the following topics for the meetings:

» Capital projects proposed and deferred

> Restrictionsin current fund balances
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>

Evaluation of outreach programs required by S.B.
305 (Sunset bill)

Update on bond projects, including revenue bonds
and the remainder of the Connally bonds.

Various General Appropriations Act riders related
to Game Wardens,

Forfeitures and other law enforcement-rel ated
revenue collections

Local park grants funding
Point of Sale license system
Park and Wildlife Foundation
Facility Management System

Unexpended Balances from prior sessions

LBB staff will continue to work with TPWD to help them
tie all budget statements and exhibits and schedul es back
to the General Appropriations Act.
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Mission Statement

No Reference to TPWD’smissionis:

Hunting or

Fishing in To manage and conserve the natural and cultural
Mission resources of Texas for the use and enjoyment of
Statement present and future generations.

The agency philosophy statement goes as follows:

We seek to balance outdoor recreation with

conservation as we achieve greater self-sufficiency.

On one hand, we must manage and protect our
natural and cultural resources. At the sametime,
we must generate increased revenue by adding
value through more and better public services. We
affirmthat a culturally diverse well-trained staff
will best achieve this balance. And we must never
forget, not in the haste of business, nor in the pride
of science, that the outdoors should above all be a
source of joy! Providing outdoor experiences,
whereby young minds form values, will be our
greatest contribution to the future.

TPWD isfunded by avariety of revenue sources,
including hunting and fishing licenses. In fact, 27 percent
of total funding for the agency is from hunting and fishing
license revenue. Despite thisfact, neither the agency’s
mission statement nor its statement of philosophy contains
the words “hunting” or “fishing.”

Solution

ORG 7 Itissuggested that arevised mission statement be adopted
by the Commissioners to reflect the agency’ s dedication to
protecting and improving hunting and fishing
opportunitiesin the state.
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Background

Purchasing
Manual

Access to updated
purchasing policies

Concerns Of Regional Staff

Regional staff — the staff working in the field across the
state — are keenly concerned about administrative tasks
that divert time from their main mission. Internally
conducted surveys of field staffs over the last severa years
indicate that 28% to 33% of their time is spent on
administrative tasks. Increasingly, it is becoming more
difficult for field staff to maintain the appropriate balance
between their primary mission and their administrative
workload. Theincreasein staff time spent on
administrative tasks is due in part to staff shortages, but it
Is also due to ongoing decentralization of agency
operations. Greater responsibility has been moved out of
the Austin headquarters and into the field; however, the
movement of responsibility was not accompanied with a
movement of administrative support staff to the field.

The following are specific problems as related by regional
staff and some potential solutions discussed during the
course of the Project Team’s meeting with regional staff.

Purchasing policies change, as do inter pretations of
purchasing policy. Notifications of these changes do not
make it to the field quickly enough. Thisleadsto
purchasing mistakes by field staffs. It isinefficient to call
Headquarters because the staff person who can answer the
immediate purchasing question is not always available
when field staff needs them.

Regional staffs recommend that the agency keep
purchasing simple enough so that staff can comply. They
believe that, too often, the agency adopts new rules
because it is assumed that staffs are trying to defraud the
agency, rather than assuming staffs are trying to do the
right thing.
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ORG 8

Procurement
Cards

Procurement cards
critical to field staff

Multiple cards

Cannot use
unincorporated
vendors

Solution

The Project Team recommends that TPWD make the Post purchasing
purchasing manual available on-line. The agency should manual on-line
post questions and their answers in chronological order on

the TPWD intranet so that staff can readily access

information on changes in policy and know at what point

the change occurred. Staff could use a simple query tool

to search the manual or questions and answers posted by

purchasing staff. This practice has already been adopted

by the Human Resources division for the personnel

manual. In fact, Human Resources color codes by date the

posting of changes or questions and division responses.

Even though many field staff do not have Internet access,
the regional staff would be able to get the information to
them more quickly if it was available on-line, because the
regional and district offices all have Internet access.

The SAO issued areport in February 2002 regarding the
lack of controls with regardsto TPWD’ s use of credit
cards. However, according to regiona staff persons, the
credit card isacritical tool for staffsin thefield. Under
the previous system of Purchase Orders (PO’ s), some
vendors would not accept a P.O. because of the delay in
receiving payment from the state. Instead, a credit card
can be presented for the purchase and payment is
immediate. Thefield staffs don’t have to wait for P.O.
approval to get their job done.

Staffs use multiple credit cards as an easy way to maintain
expenditure records for various grant projects or programs
funded from different dedicated amounts. Without the
multiple cards, staff would have to take more timeto
process the credit card statements. However, the State
Auditor raised concerns about the large number of credit
cardsin use by TPWD staffs.

Credit card purchases for services cannot be made at non-
incorporated vendors. Thisis because TPWD must filea
1099 form with the IRS for business transactions that
exceed a certain amount ($600) in any one year with a
single unincorporated vendor. To assure the accuracy of
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the 1099 forms, TPWD would haveto require a
tremendous amount of bookkeeping from staff.

At thelocal level, often thereis avery limited choice of
vendors to service the needs of field staff. Repair services
to cars and trucks seem to be the primary concern due to
most of TPWD staff being located in remote areas. If field
staff cannot use alocal vendor because that vendor is not
incorporated, then the staff must travel to another town. In
some cases, this requires an overnight stay due to the
distances. Soinstead of using alocal merchant, additional
time and travel expense must be spent using an
incorporated merchant.

Inhibits relationship
with local vendors

In smaller communities, local business owners will ask
why field staffs don’t patronize their businesses. Thisin
turn makes it more difficult for field staff to recruit
volunteer support locally.

Solution

ORG 9 The Chief Financial Officer’s staffs are working on a Adl‘?p_t reasonable
reasonable set of policies regarding credit cardsthat also ~ P°"'“'®®
meet the concerns of the SAO.

ORG 10 TPWD should code the procurement card statement items ~ Use coding to
in IFS to the various revenue sources. Thiswould reduce ~ reduce number of
the number of credit cardsin thefield, per the SAO’s cards
recommendation.

ORG 11 TPWD hasreviewed the problem regarding non- Prohibit use of
incorporated vendors. A payment to a non-incorporated unincorporated
vendor of more than $600 per year for services must be service vendors
reported on a 1099 form. Sincethereis no reliable way to
track, statewide, whether a credit card purchase was for a
service or for merchandise, the Project Team recommends
that the agency should use the P.O. (purchase order)
system for services purchased from non-incorporated
vendors. Field staff should receive refresher training in
how to use the P.O. system.
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State Purchasing All TPWD purchases over $2,000 require three bids, at

Catalog

State catalog is

inaccurate

least two of which must be made from vendors listed in
the CMBL (Certified Master Bidder’s List)—the state’s
list of approved vendors. Each vendor in the catalog fills
out an application that allows his or her businessto be
listed. The application requires the vendor to list, by code,
what goods and services they sell. However, the catalog
also allows the vendor to check off the “all” box without
specifying any greater detail. Thisresultsin the vendor
being listed as a source for every type of service, supplies,
and equipment category in the catalog. Field staffs that
need to purchase items spend a great deal of time
searching the catalog for the vendorsin their area selling
the products they need. In some cases, this can take hours
and multiple calls to vendors because so many of the
vendors have simply checked off the “all” box but offer
only avery limited number of itemsfor sale.

The Building and Procurement Commission is responsible
for administering the CMBL. However, according to
TPWD regional staffsthat have tried to address this issue,
they no longer remove vendors names from product
categories even if the vendor is not remotely involved in
that particular line of business. Instead, the Building and
Procurement Commission provides vendors with personal
identification numbers that the vendor can use to modify
their on-linelisting. In order to see any improvement in
the accuracy of the catalog, TPWD would have to ask each
vendor they encounter who is not listed correctly to please
change their category codes. Thisis not an appropriate
use of TPWD staff time.

Solution

ORG 12 The obvious solution would be for the Building and

Procurement Commission to remove the “all” box from
the CMBL application, thus forcing better coding of
vendor’ s services and merchandise offerings. TPWD
could make this request, but it isnot TPWD’s
responsibility to fix the CMBL.

CHAPTER VI:

ORGANIZATIONAL ISSUES

Building &
Procurement
Commission must
correct the
problem

154



Coordination at
the Local Level

Loss of Resale
Value

Other Discussion ltems

The Project Team makes no recommendations regarding
the following issues. However, they are observations
brought to the Team’ s attention by the Regional
Directors and deserve further discussion by the agency.

Regional and district field staffs help each other out and
communicate fairly regularly. Because operations are
decentralized, field staffs have the ability to coordinate
among themselves to devel op solutions that are
appropriate for their circumstances. Thereislimited
sharing of tasks and staff time; however, due to the unique
responsibilities of each of the divisions and the shortage of
staff, sharing staff is very limited.

Recently TPWD changed its vehicle policy. In the past,
law enforcement staff would sell their used vehicles, and
then use the sales proceeds to purchase new vehicles.
However, due to funding shortages in Fund 64 (parks), law
enforcement gives their used vehicles to the Parks
Division. This has alowed the Parks Division to have at
least one functioning vehicle in each park. However, it
has also reduced the funds available to law enforcement
for vehicle purchases.

Along the same lines, in the past, local offices could sell
their vehicleslocally. Thisalowed them to recoup a
higher resale price in most cases than they do now.
Regulations now require that all used vehicles must go
through a centralized state surplus property auction. The
prices paid for TPWD’ s used vehicles are usually lower
because they are competing with al the other vehicles sent
through Austin for resale.

CHAPTER VI: ORGANIZATIONAL ISSUES

155



Law Enforcement
Prefers to
Answer Directly
to the Executive
Director

Aging
Infrastructure

Grants and FTE
Caps

Law Enforcement is very concerned that with any new
proposed reorganization, they will lose their ability to
report directly to the Executive Director. They deal with
situations that require an immediate decision from the
agency head. Delays can prove dangerous or create
months of additional work. They also deal with situations
that carry therisk of liability for the agency; therefore the
Executive Director must make the final decision on what
course of action should be taken.

Regional staff raised the issue of aging infrastructure.
Proposition 8 bond monies will provide some relief, but
thereis still not areliable source of ongoing funding to
properly manage the problem.

Thelist of which projectsfinaly receive funding is
developed first at the local level. Theregional director
reviewsit. Then, al nineregions bring their lists together
to discuss and negotiate each of their needs. A final
statewide list is then submitted to the agency, where
funding for maintenance, repairs and construction is
divided among the priority projects. Some projects have
been on the list for ten years.

For day-to-day maintenance, the $3 million provided by
the Legidature is critical; however these projects have an
$8,000-per-project limit. The Wildlife Division explained
that the $3 million does not address their project needs
because some are at the $50,000 to $2 million level. They
aretoo large for the $3 million fund, but too small to make
the list of projects to be funded from bond proceeds.
Proposition 8 funding will address the backlog of TPWD
projects. However, field staffs are concerned about future
repair and maintenance needs.

Because grant-funded staffs fall under the FTE cap, there
isalarge disincentive for the divisions to apply for outside
grants. If the division succeeds in getting the grant, they
cannot always hire the additional people to fulfill the grant
requirements. This same problem applies to the cap on
travel expenditures.

Coastal Fisheries pointed out that the agency could do a
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better job in going after * soft” money—qgrant funds with
some general spending authority—Dby coordinating and
integrating efforts agency wide. Thiswould allow for
greater sharing of expertise on how to find the funds as
well as greater opportunities for fund sharing.

The Project Team addresses thisissue in the section of the
report on organizational issues.
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Appendix A:

Prior Audit Issues Status Update

An Audit Report on Management Controls at TPWD,
State Auditor’s Office, November 1995

Note: Chartsin Appendix A were prepared by Dennis O’ Neal, Internal Auditor.

Recommendation Status Comments

Address the large backlog of repairs Implemented | The department has used additional

and capital improvements funding to address the backlog.

Develop a comprehensive marketing Partially There is no department-wide plan. The

plan Implemented | department has developed a plan for
state parks, the super combo license
and big -time Texas hunts.

Complete efforts to improve the Implemented | The department has implemented an

licensing system automated licensing system.

Develop a system to gather complete Implemented | A study was donein 1999 to

cost effectiveness information for the determine the cost effectiveness of the

Texas Conservation Passport Texas Conservation Passport.

Ensure timely modernization of Partially The department has moved most of its

information systems Implemented | systems to more modern platforms.
However, the boats and fines and
arrests programs are still maintained
on old systems.

Obtain amore efficient financial Partially A new system was obtained but

system Implemented | several interfaces have not been
developed.

Compl ete devel opment of executive Not

information system Implemented

Compl ete development of a Implemented | The magazine, license, and park

comprehensive customer information reservation databases are used for

system customer information.
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Evaluate costs of using different

Partially

The department is continuing to take

hardware and software for common Implemented | stepsto standardize its hardware and

applications software. Standardization is much

better than it was in 1995.

Improve controls to ensure accurate Not The recent SAO audit of performance

reporting of performance measures Implemented | measures showed that several
measures could not be adequately
verified.

Complete devel opment of executive Partially Executive management has developed

management performance measures Implemented | some measures to gauge division
performance.

Review executive management Implemented | The positions of Chief Operating

structure Officer and Chief of Staff were added
to help with executive management
duties.

Improve processes for determining Implemented | A survey was developed to measure

satisfaction of state park visitors customer satisfaction.

Ensure performance evaluations are Implemented | Human Resources annually reviews

completed annually the status of performance evaluations.

Increase management and computer Partially e Management Training

training Implemented (implemented) — The department

has devel oped management
training for each level of
management.

» Computer Training (partially
implemented) — There has been
improvements but SAO found in
their recent audit that additional
IFStraining is needed.

Ensure training is adequately controlled | Implemented | The department has devel oped
procedures to ensuretraining is
efficient and effective.

Develop comprehensive disaster Implemented | Disaster recovery plans have been

recovery plans for server-based systems

developed for server-based systems.
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Strengthen access controls

Implemented

Procedures have been developed to
properly terminate an employee’s
access to automated systems when
they leave the department.

Ensure major financial systems are
periodically audited

Partialy
Implemented

Internal audit has audited some
systems but audits need to be done
more frequently. We have also
received audits of major systems by
outside auditors, such as SAO and the
Comptroller.

Strengthen publication policies and
procedures

Partialy
Implemented

Thereisan informal policy that
publications go through a central
review process, however it is not
required and the policy is not written.
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Il. An Audit Report on the Texas Parks and Wildlife Department’s
Management of the State Park System

State Auditor’s Office, September 1998

inefficiency in central office
processes

Recommendation Status Comments

Use atotal cost framework to Partially Difficulties have been encountered in capturing

analyze the park system’s Implemented | indirect costs (esp. capital and personnel services) in

financial condition IFS for individual parks. The Parks Division
continues to work on a system to capture costs.
Financial statements for parks are analyzed annually.

Consider all costs when Partially Financial statements for individual parks are

calculating individual park Implemented | reviewed annually and on an ad hoc basis. See also

profitability above comments.

Review current inventory of Implemented | The division has completed the process for

parks for alignment with determining transfers of parksto local political

mission subdivisions. However, there are not always
subdivisions willing to take the parks. The analysis
asto the alignment of individual parks with TPW’s
mission is ongoing.

Make preventative maintenance | Partially The infrastructure division is currently loading

and equipment replacement Implemented | facility datainto the Property Management

budget priorities Information System (PMI1S) and taking facility
inventories at al sites. The target date for completion
is Spring 2002. A complete equipment inventory will
take 6 — 12 months to compl ete.

Develop and use service level Partially The division has no formalized process devel oped to

data in the budget process Implemented | analyze service level data, but review of service level
information occurs during each budget cycle.

Clarify Parks Division'sgoas | Implemented | Goals were developed and the division was
reorganized, which included specific staffing charts
and job descriptions that clarified division goals.

Eliminate duplication and Implemented | The division transferred positions from headquarters

to thefield.
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Provide operational policiesto
guide regional and park
decision-making

Implemented

The division has developed policy and procedure
manuals that include a revenue manual, a concession
manual, a park manual, and an updated division
manual.

Define system ownership to Not Ownership for the R3 (reservation, revenue, and

ensure optimum devel opment Implemented | reporting) system has still not been clearly defined.

and use of automated systems System administration duties for the system are still
handled by the Parks Division, rather than the
information resources branch.

Clearly define user Partially The State Park’ s Reservation, Revenue and Reporting

requirements of revenue Implemented | system (R3) and TPW’ s Integrated Financial System

reporting data (IFS) are still not completely interfaced. The budget
function of R3isinterfaced with IFS.

Develop reliable visitation data | Partially The division has examined their current visitation

Implemented | measures and will revise (lower) the car multiplier

factor to reflect a more accurate number. The
division continues to examine alternative and more
accurate measures for visitation data within the
revenue function of the R3 system.

Analyze the impact of fee Implemented | The division developed a process that includes an

changes annual checklist and justification for fee changes. An
analytical review of these changes involves studying
park trends, use patterns, revenue and production.
Management then makes recommendations to the
Director based on these conclusions.

Analyze alternative bond issues | Partially The department has worked with the TPFA to ensure

and staff workloads Implemented | bond issues are scheduled to allow for the best
interest rates.
The Project Management Information System (PMIS)
is operational but the project administration
component is still not completed.

Formalize project management | Implemented | PMIS s operational and interfaced with IFS.

processes and define

information needed to monitor

projects

Complete development of Implemented | Policies and procedures are addressed in PMIS,

infrastructure contracting
policies and procedures

which is operational and interfaced with IFS.
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Compl ete implementation of Partially Infrastructure is currently awaiting completion of

the new facility management Implemented | facility and equipment inventories of al sites.

system to better plan and

prioritize maintenance and

repairs

Improve controls over projects | Implemented | PMIS ensures all project team members understand

managed by other divisions thelir rolesin the execution of the capital program.
Guidelines were devel oped for the other divisions
and the guidelines are an integral part of the PMIS.

Incorporate grant applications | Implemented | The grants contain provisions that the application and

in project contracts (local park all associated materials are to become part of the

grants) executed agreement.

Review budgets against Implemented | The PMIS database has been developed. Cost

historical costs (local park overruns are brought to the manager’ s attention. A

grants) complete record of budget overruns and changesin
scope are kept in the project file.

Enhance Monitoring of grant Implemented | Reminder notices are sent for delinquent status

recipient’s compliance with reports. Reimbursements are withheld from sponsors

contract requirements (local that are over 90 days delinquent. Standardized forms

park grants) document progress inspections and deficiencies are
monitored. Audit checklists note deficiencies and no
reimbursements are made when requirements are not
met.

Provide definitions for TRPA Implemented | Scoring criterion isin effect with grant applications

grant selection criteria (local
park grants)

submitted for July 31, 1999. Checklists monitor
aspects of the grant process to ensure documentation.
Four members of a project review committee

calcul ate score sheets independently, and scores are
compared for accuracy.
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List of Vehicles Assigned to Austin Headquarters

Appendix C

Explanation of Attached List of Vehicle

Assignments

The attached list of vehicles assigned to Austin
Headquarters was generated from TPWD’s IFS. Robert
Womack, who generated the list, provided the following
clarifications:

Assets are either active or retired (deleted in SPA
terms). Active vehicles have three life stages: 1) new
vehicles that have not been assigned for use yet; 2)
actively used vehicles, and 3) vehicles that have been
turned in as surplus.

New vehicles are assigned to the Fleet Manager.
These vehicles are normally replacements for existing
vehicles. When avehicleisturned into surplus, the
Fleet Manager transfers the new vehicle another
employee as the custodian of the vehicle.

Surplus vehicles are assigned to the surplus custodian.

When TPWD counts the number of vehicles for fleet
size, the agency only counts actively used vehicles.
"Actively used" includes those vehicles that are
inoperable have not been moved for an extended
period of time. These vehicles are not "new" and they
haven't been turned in to "surplus’, so they are
"active". TPWD has mileage information to determine
if vehicles are actually being driven; however, even if
they are not being driven, they are counted.

Next, determining what is at Austin Headquarters
versus the rest of the state is only as good as the data.
The agency hasto determine which vehicles are
assigned to Austin Headquarters via the use of
organization codes (org units). TPWD flagsthe org
units as either Austin HQ or the Field. Austin HQ
includes Fountain Park Plaza and the Game Warden
Academy.
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» Thereisalocation indicator in the Fixed Asset data
that carries the org unit that owns the asset. The
agency has programs that are run periodically to
identify possible errors.

» Evenif thelocation info is accurate, there could be
other problems. A large number of vehicles are
assigned to Force Account and Construction
Management. Force Account crews are located in
different places across the state, but they are not in
Austin and most of their vehicles are not in Austin.
The org unit has to be somewhere, and since the crews
are so mobile, the org unit for the vehiclesis Austin
Headquarters.

» Some of the Law Enforcement vehicles are not in
Austin. Either the peoplereally aren't here or the
vehicles are assigned to someone who is here but the
vehiclesreally aren't here. It isrelated to the nature of
undercover work conducted by Law Enforcement.
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Division Employee Vehicle Description

Aircraft - Chief Pilot (N44956 - 1984 LOPEZ, OSCARR Automobile 1996 CHEVROLET

Partenavia P68C) CAPRICE 4 DOOR

Aquatic Education CAMPBELL, STEPHEN LEROY Automobile 1992 FORD CROWN
VICTORIA

Aquatic Education CAMPBELL, STEPHEN LEROY Truck 1/2T P/U-4WD 1996 DODGE EXT CAB

Aquatic Education HERRON, NANCY SMITH Station Wagon 1990 CHEVROLET
CELEBRITY

Aquatic Education HERRON, NANCY SMITH Sport Utility Vehicle4WD 1992 CHEVROLET
BLAZER

Aquatic Education LENA, CHRISJ Sport Utility Vehicle4WD 1992 CHEVROLET
BLAZER

Boater Education DYESS, JACK G Truck /2T P/U-4WD 1995 CHEVROLET
EXT CAB

Boater Education STEFFEN, WARREN PHILLIP  Sport Utility Vehicle4WD 1992 CHEVROLET
BLAZER

Coastal Fisheries- Austin RAY, MICHAEL S Station Wagon 1993 FORD TAURUS

Coastal Fisheries- Austin RAY, MICHAEL S Sport Utility Vehicle-2WD 1998 FORD
EXPEDITION

Coastal Studies KUHN, NATHAN L Sport Utility Vehicle4WD 1998 CHEVROLET S
10 BLAZER

Coastal Studies KUHN, NATHAN L Truck /2T P/U-4WD 1996 DODGE EXT CAB

Coastal Studies NELSON, JANET MARIE Sport Utility Vehicle2WD 88 CHEV SUBURBAN

Coastal Studies NELSON, JANET MARIE Sport Utility Vehicle2WD 1996 CHEVROLET
SUBURBAN

Community Services POLLARD, KENNETH Vans 1994 DODGE 15
PASSENGER
MAXIVAN

Community Services POLLARD, KENNETH Truck-1/2T P/U-2WD 89 CHEV

Community Services POLLARD, KENNETH Truck 3/4T P/U-4WD 1990 GMC SIERRA

Conservation FRANCELL, JEFFREY ISAAC  Automobile 1997 CHEVROLET
LUMINA

Conservation LESLIE, KAREN A Sport Utility Vehicle-2WD 1995 JEEP CHEROKEE

Construction Management Branch AHRNS, LOUISR Truck-Flatbed 1990 FORD F358

Office

Construction Management Branch AHRNS, LOUISR Truck /2T P/U-4WD 1996 DODGE D150

Office EXT CAB

Construction Management Branch CLAYTON, MICKEY L Truck-Dump 1990 GMC

Office

Construction Management Branch CLAYTON, MICKEY L Truck-1/2T P/U-2WD 88 CHEV

Office

Construction Management Branch CLAYTON, MICKEY L Truck-1/2T P/U-2WD 1992 GMC

Office

Construction Management Branch CLAYTON, MICKEY L Truck 3/4T PIU-2WD 88 DODGE

Office

Construction Management Branch HUDSON, DON C Truck-1/2T P/U-2WD 1997 DODGE RAM

Office EXT CAB

Construction Management Branch LENOCH, MARK A Truck 3/4T P/IU-2WD 1998 GMC EXT CAB

Office 3/4 TON DIESEL

Construction Management Branch MCMURRAY, BRIAN Truck-1/2T P/IU-2WD 1996 DODGE D150

Office THOMAS EXT CAB

Construction Management Branch ROBINSON, KENNETH DALE  Truck-1/2T P/U-2WD 1998 FORD F150 1/2

Office TON MANUAL
TRANMISSION

Construction Management Branch SMITH, SCOTT H Automabile 1999 CHEVROLET

Office MALIBU
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Division Employee Vehicle Description

Construction Management Branch SMITH, SCOTT H Automobile 1994 PONTIAC

Office GRAND PRIX

Construction Management Branch SMITH, SCOTT H Station Wagon 89 CHEV 4DR #555

Office

Construction Management Branch SMITH, SCOTT H Station Wagon 1996 FORD TAURUS

Office

Construction Management Branch SMITH, SCOTT H Jeep 1999 JEEP CHEROKEE

Office

Construction Management Branch SMITH, SCOTT H Sport Utility Vehicle2WD 1994 JEEP CHEROKEE

Office XJTL74

Construction Management Branch SMITH, SCOTTH Sport Utility Vehiclee4WD 1993 CHEVROLET

Office BLAZER

Construction Management Branch SMITH, SCOTTH Sport Utility Vehiclee4WD 1993 CHEVROLET

Office BLAZER S10

Construction Management Branch SMITH, SCOTT H Truck-1/2T PIU-2WD 1995 GMC EXT CAB

Office

Construction Management Branch SMITH, SCOTTH Truck-1/2T P/U-2WD 1995 CHEVROLET

Office

Construction Management Branch SMITH, SCOTTH Truck /2T P/IU-4WD 1994 CHEVROLET

Office EXT CAB

Construction Management Branch SMITH, SCOTT H Truck 3/4T P/IU-2WD 1994 FORD EXT CAB

Office LONG BED

Construction Management Branch SYKORA, DAVID F Automobile 1992 FORD CROWN

Office VICTORIA

Creative Services Director HARDEMAN, CEDRICD Truck 3/4T PIU-2WD 89 CHEV

Design Branch Office AUSTIN, JOSEPH R Truck-1/2T P/U-2WD 2001 DODGE 1500 EXT
CAB /2 TON

Design Branch Office BROWN, BILLY W Truck-1/2T P/U-2WD 1998 DODGE 1/2 TON

Design Branch Office CASEY, LARRY WADE Truck-1/2T P/U-2WD 1998 DODGE 1/2 TON

Design Branch Office DELLENEY, THOMAS DAN Truck-1/2T P/U-2WD 1994 FORD EXT CAB
SHORT BED

Design Branch Office DELLENEY, THOMASDAN Truck-1/2T P/U-2WD 1998 DODGE 1500 1/2
TON PICKUP

Design Branch Office ESCOBEDO, RALPH T Sport Utility Vehicle-4WD 93 GMC SUBURBAN

Design Branch Office HOLDARII, JAMES L Truck /2T P/U-4WD 1993 CHEVROLET
EXT CAB

Design Branch Office KUHLMANN, HARRY E Truck /2T P/U-4WD 1998 GMC EXT CAB
1/2 TON 4X4

Design Branch Office LACY,JOHN M Sport Utility Vehicle-4dWD 93 GMC SUBURBAN

Design Branch Office OLIVER, BILLY J Truck-1/2T P/U-2WD 1998 DODGE 1500 1/2
TON PICKUP

Design Branch Office SWEIVEN, DAVID C Truck-1/2T PIU-2WD 1995 GMC EXT CAB

Design Branch Office WARRICK, JOHN S Truck /2T P/U-4WD 1996 DODGE EXT CAB

Design Branch Office WESSON, DOYLE WRIGHT Truck-1/2T PIU-2WD 1997 DODGE RAM
EXT CAB

Director of Information Resources ARCHER, DAVID G Sport Utility Vehicle4WD 1992 CHEVROLET
BLAZER

Director of Natural Resources RISKIND, DAVID H Sport Utility Vehicle2WD 1993 GMC JMMY

Director of Natural Resources RISKIND, DAVID H Truck-1/2T P/U-2WD 1996 DODGE 1500 EXT
CAB

Director of Natural Resources RISKIND, DAVID H Truck 2T P/U-4WD 1994 CHEVROLET
EXT CAB

Director of Natural Resources SPARKS, JEFFREY C Truck /2T P/U-4WD 1995 CHEVROLET
EXT CAB

Director of Natural Resources SPARKS, JEFFREY C Truck /2T P/U-4WD 1994 GMC SIERRA

Director of Natural Resources

SPARKS, JEFFREY C

Truck 1T P/U-4WD
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Division Employee Vehicle Description

Director of Resource Conservation SPAIN, ROBERT W Sport Utility Vehicle2WD 1996 JEEP CHEROKEE

Education — Administration HALL, STEPHEN GERARD Truck ¥5T P/IU-4WD 1994 CHEVROLET
EXT CAB

Education Outreach CALLAHAN, ASHLEY LYNN  Truck ¥%T P/IU-4WD 1996 DODGE EXT CAB

Education Outreach CLONINGER, KARL WARREN Small Bus 1989 FORD (USED)

Education Outreach CLONINGER, KARL WARREN Sport Utility Vehicle-4dWD 84 JEEP 4X4

Education Outreach CLONINGER, KARL WARREN Truck T P/U-4WD 1993 CHEVROLET
EXT CAB

Education Outreach CLONINGER, KARL WARREN Truck YT P/U-4WD 1995 CHEVROLET
EXT CAB

Education Outreach CLONINGER, KARL WARREN Truck ¥2T P/U-4WD 1995 CHEVROLET
EXT CAB

Education Outreach CLONINGER, KARL WARREN Truck ¥2T P/U-4WD 1995 CHEVROLET
EXT CAB

Education Outreach CLONINGER, KARL WARREN Truck ¥2T P/U-4WD 1994 CHEVROLET
EXT CAB

Education Outreach CLONINGER, KARL WARREN Truck T P/U-4WD 1995 CHEVROLET
EXT CAB

Education Outreach CLONINGER, KARL WARREN Truck 1T P/U-2WD 89 GMC DULLY

Education Outreach CLONINGER, KARL WARREN Truck 1T P/U-4WD 1994 FORD F350
CREW CAB

Education Outreach JONES, JOHNNY L Truck ¥5T P/IU-4WD 1996 DODGE EXT CAB

Education Outreach LINDHOLM, SIRI DIANE Truck ¥5T P/IU-4WD 1995 CHEVROLET
EXT CAB

Education Outreach MURPHY, ROBERT W Automobile 1996 CHEVROLET
CAPRICE 4 DOOR

Education Outreach PITTMAN, MARIA ALICIA Sport Utility Vehicle-4WD 1992 CHEVROLET
BLAZER

Executive Director COOK, ROBERT L Sport Utility Vehicle2WD 2002 CHEVROLET
TAHOE 4 DOOR

Executive Director’ s Staff MCCARTY, CECIL E Automobile 1996 CHEVROLET
CAPRICE 4 DOOR

Executive Director’ s Staff WILLIFORD, JOHN G Automobile 1996 CHEVROLET
CAPRICE 4 DOOR

Force Account Administration—Paid BELL, DAVID R Truck 34T PIU-2WD 2001 DODGE 2500 EXT

from Capital Budget CAB % TON

Force Account Administration—Paid BELL, DAVID R Truck-1/2T P/U-2WD 88 CHEV

from Capital Budget

Force Account Administration—Paid BELL, DAVID R Truck-1/2T P/U-2WD 1997 DODGE RAM

from Capital Budget EXT CAB

Force Account Administration—Paid BELL, DAVID R Truck 4T PIU-2WD 1996 DODGE EXT CAB

from Capital Budget

Force Account Administration—Paid CLAYTON, MICKEY L Truck 34T P/U-2WD 2001 DODGE 2500 EXT

from Capital Budget CAB % TON

Force Account Administration—Paid CLAYTON, MICKEY L Truck-1/2T PIU-2WD 1993 GMC SIERRA

from Capital Budget

Force Account Administration—Paid CLAYTON, MICKEY L Truck-1/2T P/U-2WD 1997 DODGE RAM

from Capital Budget EXT CAB

Force Account Administration—Paid CLAYTON, MICKEY L Truck 34T P/U-2WD 1998 GMC EXT CAB %4

from Capital Budget TON DIESEL

Force Account Administration—Paid HILL JR, MARVIN L Truck-1/2T P/IU-2WD 1998 DODGE 2 TON

from Capital Budget

Force Account Administration—Paid LENOCH, MARK A Truck 34T PIU-2WD 2001 DODGE 2500 EXT

from Capital Budget CAB % TON
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Division Employee Vehicle Description

Force Account Administration—Paid LENOCH, MARK A Truck-1/2T P/IU-2WD 1998 GMC EXT CAB %2

from Capital Budget TON

Force Account Administration—Paid MASHBURN, CHARLESLEE  Truck-1/2T P/U-2WD 1997 DODGE RAM

from Capital Budget EXT CAB

Force Account Administration—Paid MASHBURN, CHARLESLEE  Truck 2T P/U-4WD 1994 CHEVROLET

from Capital Budget EXT CAB

Force Account Administration—Paid MASHBURN, CHARLESLEE  Truck 4T P/U-2WD 1995 GMC

from Capital Budget

Force Account Administration—Paid MOON, CHARLES RAY Truck-1/2T PIU-2WD 1998 DODGE ¥2 TON

from Capital Budget

Force Account Administration —Paid MOON, CHARLES RAY Truck-1/2T P/U-2WD 2001 DODGE RAM

from Capital Budget 1500 EXT CAB 2 TON

Force Account Administration —Paid  RIVERA, PAUL RODRIGUEZ  Truck-1/2T P/U-2WD 1998 GMC EXT CAB Y2

from Capital Budget TON

Force Account Administration—Paid RIVERA, PAUL RODRIGUEZ  Truck 34T P/U-2WD 1990 CHEVROLET

from Capital Budget EXT CAB

Force Account Administration—Paid RUBIO, JESUS P Truck-Flatbed 1990 GMC 6000

from Capital Budget W/PLATFORM DUMP
BODY

Force Account Administration — Paid

from Capital Budget

Force Account Administration — Paid

from Capital Budget

Force Account Administration — Paid

from Capital Budget

Force Account Administration — Paid

from Capital Budget
GISLab

GISLab
GISLab
Grants-in-Aid
Grants-in-Aid

Grants-in-Aid
Grants-in-Aid

Headquarters Maintenance
Headquarters Maintenance
Headquarters Maintenance
Headquarters Maintenance
Headquarters Maintenance
Headquarters Maintenance
Headquarters Maintenance
Headquarters Maintenance
Headquarters Maintenance

Hunt and WMA Administration

RUBIO, JESUS P

RUBIO, JESUS P

RUBIO, JESUS P

SNOW, TOMMY D
LUDEKE, AARON K
SCOFIELD, CRAIGM
SCOFIELD, CRAIGM
DILL, ELLEN ELAINE
GOLDBLOOM, ANDREW

HOGSETT, TIM C
RIQUELME, RAMON A

DEICHMANN, CHRISTOPHER

C

DEICHMANN, CHRISTOPHER

C
EREKSON, CRAIG ALLAN

EREKSON, CRAIG ALLAN
GANTT, MICHAEL E
KING, LEOM

MASUR, MICHAEL WES

VAUGHAN, PELLAM FRANK

WILLIAMS, SELTON P

GISSELL, DENNISR

Truck-1/2T PIU-2WD
Truck-1/2T P/U-2WD
Truck 3T PIU-2WD
Truck-1/2T PIU-2WD
Sport Utility Vehicle-4WD
Vans

Truck-1/2T PIU-2WD
Sport Utility Vehicle-2WD
Truck-Other

Station Wagon
Automobile

Truck ¥2T P/U-4WD
Truck ¥4T PIU-2WD
Automobile
Truck 2T P/IU-4WD
Truck ¥2T P/U-4WD
Truck ¥%2T P/U-4WD
Automobile
Automobile
Truck ¥2T P/IU-4WD

Truck-1/2T P/U-2WD
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1992 GMC SIERRA

1998 GMC SIERRA
EXT CAB %2 TON

1998 GMC EXT CAB %
TON DIESEL

2001 DODGE EXT CAB
% TON

1992 CHEVROLET
BLAZER

1995 GMC RALLY
1999 DODGE %2 TON
1996 JEEP CHEROKEE
2001 FORD F450
DUMPBODY

1997 FORD TAURUS
1994 PONTIAC GRAN
PRIX

1996 DODGE EXT CAB

1994 GMC SIERRA

1997 CHEVROLET
LUMINA

1998 GMC EXT CAB %2
TON 4X4

1995 CHEVROLET
EXT CAB

1994 CHEVROLET
EXT CAB

1996 FORD CROWN
VICTORIA

1992 CHEVROLET
LUMINA

1995 CHEVROLET
EXT CAB

1999 DODGE EXT CAB
% TON



Division Employee Vehicle Description

Hunter Education CAUGHRON, JMMIE LEE Truck-1/2T P/U-2WD 1997 DODGE RAM
EXT CAB

Hunter Education ERWIN, D TERRY Sport Utility Vehicle4WD 1992 CHEVROLET
BLAZER

Hunter Education IRVIN, LUTHER KENT Truck-1/2T P/U-2WD 1996 DODGE EXT CAB

Hunter Education RAO, HEIDI LYN Sport Utility Vehicle-4WD 1992 CHEVROLET
BLAZER

Information Resources Customer BRANHAM, SHERRY L Vans 1996 FORD

Service AEROSTAR 7
PASSENGER

Information Resources Customer BRANHAM, SHERRY L Sport Utility Vehicle4WD 93 CHEV SUBURBAN

Service

Information Resources Operations SCHWARZLOSE, RODNEY E  Sport Utility Vehicle-dWD 93 GMC SUBURBAN

Information Resources Operations SCHWARZLOSE, RODNEY E  Truck-1/2T P/U-2WD 89 CHEV

Infrastructure Administration BORUFF, MICHAEL SCOTT Automobile 1997 CHEVROLET
LUMINA

Inland Fisheries - Austin DUROCHER, PHILIPP Automobile 1991 CHEVROLET
CAPRICE

Inland Fisheries - Austin DUROCHER, PHILIPP Sport Utility Vehicle2WD 1999 CHEVROLET
SUBURBAN

Inland Fisheries - Austin PROVINE, WILLIAM C Vans 1998 CHEVROLET
VENTURE VAN

Inland Fisheries - Austin PROVINE, WILLIAM C Sport Utility Vehicle2WD 1990 DODGE
RAMCHARGER

Inland Fisheries - Austin WARREN, HARRY J Vans 1999 CHEVROLET
ASTRO VAN

Inland Kills and Spills Program - RALPH, JOHN JACKSON Vans 1996 FORD

Austin AEROSTAR MINIVAN

Inspectors - Paid from Capital Budget GASTON JR, WALTERW Truck-1/2T P/U-2WD 1997 DODGE RAM
EXT CAB

Inspectors - Paid from Capital Budget ORTIZ, REYNALDO Automobile 1991 CHEVROLET
CAPRICE

Inspectors - Paid from Capital Budget WESSON, ANTHONY LEO Truck-1/2T P/U-2WD 2001 DODGE 1500 EXT
CAB /2 TON

Internal Affairs HUNTER, FORREST CRAIG Sport Utility Vehiclee4WD 1999 DODGE
DURANGO

Interpretation and Exhibits AVANT, JOANNE Station Wagon 1991 PONTIAC 6000

Interpretation and Exhibits CANO, PETE Z Sport Utility Vehicle2WD 1993 JEEP CHEROKEE
660B

Interpretation and Exhibits CANO, PETEZ Sport Utility Vehiclee4WD 1992 CHEVROLET
BLAZER

Interpretation and Exhibits HUTCHESON, BARRY W Sport Utility Vehiclee4WD 1992 CHEVROLET
BLAZER

Interpretation and Exhibits REINHARDT, WALTER J Truck-Van Type 1992 GMC EXTENDED
CARGO

Interpretation and Exhibits REINHARDT, WALTER J Sport Utility Vehicle4WD 1992 CHEVROLET
BLAZER

Interpretation and Exhibits REINHARDT, WALTER J Truck 1T P/U-2WD 1999 CHEVROLET
CREW CAB 1 TON

Law Enforcement - Director's Office KENNEDY, BOYD Truck-1/2T P/U-2WD 1997 DODGE RAM
EXT CAB

Law Enforcement - Director's Office = KOCIAN JR, EDWIN A Automobile 1997 CHEVROLET
LUMINA

Law Enforcement - Director's Office = ROBERTSON, JAMESE Truck /2T P/U-4WD 1999 DODGE EXT CAB
1/2 TON 4X4
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Division Employee Vehicle Description

Law Enforcement - Director's Office STINEBAUGH, JAMES Sport Utility Vehicle-2WD 2002 CHEVROLET
MELTON TAHOE 4 DOOR

Law Enforcement - Director's Office  STINEBAUGH, JAMES Truck-1/2T P/U-2WD 1997 DODGE RAM
MELTON EXT CAB

Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff

Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff

Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff
Law Enforcement Division
Administrative Staff

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

Law Enforcement Field Operations -

Austin

CAMPOS, ALFONSO
CONNALLY, JAMESL

JOHNSTON, DENNIS
WAYNNE

KING I, JACK M
MCCARTY, CECIL E
ODOM, RANDALL K

SINCLAIR, L DAVID

TURNER I, LAWSON DOC
TURNER I, LAWSON DOC
TURNER I1l, LAWSON DOC
TURNER I1l, LAWSON DOC
YOUNG, LARRY E

YOUNG, LARRY E

BISHOP, STACY L

BOSTICK, JOE L

BROCK, LARRY T
CARTER, JESSE N
DAVIS, KEVIN R

DAVIS, KEVINR

GIBSON, ROBERT S
GIBSON, ROBERT S
HAMMITT, WYNNE D
JONES, GRAHAME L

LAUGHLIN, FORREST A

Truck-1/2T P/U-2WD
Truck-1/2T P/U-2WD

Truck-1/2T PIU-2WD

Automobile
Automobile
Truck-1/2T P/U-2WD

Truck-1/2T P/U-2WD

Automobile
Truck-1/2T P/U-2WD
Truck-1/2T P/U-2WD
Truck 3/4T P/U-2WD
Automobile

Truck-1/2T PIU-2WD

Automobile

Truck /2T P/U-4WD

Truck 3/4T PIU-4WD
Truck /2T P/U-4WD
Truck-1/2T PIU-2WD

Truck 1/2T P/U-4WD

Sport Utility Vehicle-2WD
Truck-1/2T P/U-2WD
Truck-Van Type

Truck 3/4T PIU-2WD

Truck-1/2T PIU-2WD
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1998 GMC SIERRA
EXT CAB 1/2TON
1997 DODGE RAM
EXT CAB

2001 DODGE RAM
1500 EXT CAB 1/2
TON

1997 CHEVROLET
LUMINA

1996 CHEVROLET
CAPRICE 4 DOOR
1997 DODGE RAM
EXT CAB

2001 DODGE RAM
1500 EXT CAB 1/2
TON

1997 CHEVROLET
LUMINA

1992 DODGE D-150
EXT CAB

1999 DODGE 1/2 TON

1999 CHEVROLET 3/4
TON EXT CAB

1997 CHEVROLET
LUMINA

2001 DODGE RAM
1500 EXT CAB 1/2
TON

1996 CHEVROLET
CAPRICE 4 DOOR
2002 CHEVROLET
SILVERADO EXT CAB
1/2TON 4X4

1996 DODGE EXT CAB

1999 DODGE EXT CAB
1/2 TON 4X4

1998 GMC SIERRA
EXT CAB 1/2TON
2002 CHEVROLET
SILVERADO EXT CAB
1/2 TON 4X4

1998 CHEVROLET
SUBURBAN

1998 GMC SIERRA
EXT CAB 1/2TON
1996 DODGE RAM

1997 CHEVROLET 3/4
TON EXT CAB

2002 FORD F150 EXT
CAB /2 TON



Division Employee Vehicle Description

Law Enforcement Field Operations-  LAWRENCE, ROY F Truck-1/2T P/U-2WD 1999 DODGE EXT CAB

Austin 1/2 TON

Law Enforcement Field Operations-  SEEWALD JR, EMIL E Truck 3/4T P/IU-4WD 1996 DODGE EXT CAB

Austin

Law Enforcement Field Operations-  SIMMONS, CARY MARK Sport Utility Vehicle-4WD 1992 CHEVROLET

Austin BLAZER

Law Enforcement Field Operations- ~ SIMMONS, CARY MARK Truck-1/2T P/U-2WD 1994 CHEVROLET

Austin EXT CAB

Law Enforcement Field Operations- ~ SMITH, A BRADLEY Truck 3/4T P/U-4WD 2000 FORD EXT CAB

Austin 3/4 TON 4X4

Law Enforcement Field Operations- TAMEZ, MARVIN LEE Truck 1/2T P/U-4WD 2002 CHEVROLET

Austin SILVERADO EXT CAB
1/2 TON 4X4

Law Enforcement Field Operations-  VILLARREAL, BEVERLY A Automobile 1997 CHEVROLET

Austin LUMINA

Law Enforcement Field Operations -

Austin
Law Enforcement Training

Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training
Law Enforcement Training

Law Enforcement Training
Law Enforcement Training

Law Enforcement Training
Law Enforcement Training

Law Enforcement Training

VINCENT, MILTON C
BROCKS, CINDA A
CHALMERS, RODNEY N
CHALMERS, RODNEY N
DUGAN, GARY WAYNE
DUGAN, GARY WAYNE
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B
GOODRICH, ROBERT B

GOODRICH, ROBERT B
GOODRICH, ROBERT B

GOODRICH, ROBERT B
HOBBY, WILLIAM R

KRUEGER, SCOTT W

Truck 3/4T P/U-4WD

Truck-1/2T P/U-2WD

Truck-1/2T P/U-2WD

Truck /2T P/U-4WD

Truck-1/2T P/U-2WD

Truck-1/2T P/U-2WD

Truck-1/2T P/U-2WD

Truck /2T P/U-4WD

Truck /2T P/U-4WD

Truck /2T P/U-4WD

Truck /2T P/U-4WD

Truck 1/2T P/U-4WD

Truck /2T P/U-4WD

Truck /2T P/U-4WD

Truck /2T P/U-4WD

Truck /2T P/U-4WD

Truck 1/2T PIU-4WD
Truck 1/2T P/U-4WD

Truck 1/2T P/U-4WD
Automobile

Truck-1/2T P/U-2WD
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2002 FORD EXT CAB
3/4 TON DIESEL 4X4
1997 DODGE RAM
EXT CAB

1997 DODGE RAM
EXT CAB

1993 CHEVROLET
EXT CAB

1997 DODGE RAM
EXT CAB

2001 DODGE RAM
EXT CAB 1/2TON
1997 DODGE RAM
EXT CAB

1998 GMC EXT CAB
1/2TON 4X4

1998 GMC EXT CAB
1/2TON 4X4

1999 DODGE EXT CAB
1/2 TON 4X4

1998 GMC EXT CAB
1/2 TON 4X4

1997 DODGE RAM
EXT CAB

1998 GMC EXT CAB
1/2 TON 4X4

1999 DODGE EXT CAB
1/2TON 4X4

1998 GMC EXT CAB
1/2 TON 4X4

1999 DODGE EXT CAB
1/2 TON 4X4

1996 DODGE EXT CAB
1998 GMC EXT CAB
1/2 TON 4X4

1996 DODGE EXT CAB
1996 CHEVROLET
CAPRICE 4 DOOR
1998 GMC SIERRA
EXT CAB /2 TON



Division Employee Vehicle Description

Law Enforcement Training SPROUSE, BILLY RAY Truck-1/2T P/U-2WD 1997 DODGE RAM
EXT CAB

Law Enforcement Training SPROUSE, BILLY RAY Truck-1/2T P/U-2WD 1997 DODGE RAM
EXT CAB

Law Enforcement Training WELLS, ROYCEW Automobile 1998 CHEVROLET
LUMINA SEDAN

Mail Services POKORNY, DAVID W Truck-Van Type 1999 GMC CARGO 1
TON

Mail Services POKORNY, DAVID W Truck-Flatbed 1990 FORD F-350
W/STAKE BODY

Mail Services POKORNY, DAVID W Automobile 1996 CHEVROLET
CAPRICE 4 DOOR

Mail Services POKORNY, DAVID W Truck-1/2T P/U-2WD 1996 DODGE D150

Marketing Director SALAZAR, JOSEPH GERARD  Sport Utility Vehicle2WD 1996 CHEVROLET
SUBURBAN 4 DOOR

Media Productions Director BIERMANN, BRUCE R Automobile 1991 CHEVROLET
CAPRICE

Media Productions Director ROBERTS, RICHARD B Sport Utility Vehicle2WD 1998 CHEVROLET
SUBURBAN LONE
STARII

Media Productions Director ROBERTS, RICHARD B Truck-1/2T P/U-2WD 1998 GMC %2 TON
PICKUP

Media Productions Director ROBERTS, RICHARD B Truck ¥2T P/U-4WD 1993 CHEVROLET
EXT CAB

Migratory Administration BEVILL, W VERNON Automobile 1997 CHEVROLET
LUMINA

Migratory Administration BEVILL, W VERNON Truck-1/2T P/U-2WD 1994 GMC SIERRA

Migratory Administration BURK, JOHN D Truck-1/2T P/U-2WD 2001 DODGE RAM
1500 %2 TON

Migratory Administration FRISBIE, MICHAEL C Truck-1/2T P/U-2WD 2001 DODGE RAM
1500 %2 TON

Migratory Administration LYON, CARRIE L Vans 1993 FORD
AEROSTAR MINI-
VAN

Migratory Administration PILCIK, TODD A Truck-1/2T P/U-2WD 1997 FORD F150

Migratory Administration ROBERSON, JAY A Station Wagon 1998 FORD TAURUS
STATION WAGON

Migratory Administration WAGGERMAN, GARY L Truck-1/2T P/U-2WD 1997 DODGE RAM
EXT CAB

Migratory Administration WAGGERMAN, GARY L Truck-1/2T PIU-2WD 1990 CHEVROLET

News and Information Director HARVEY, TOM B Sport Utility Vehicle2WD 1998 JEEP CHEROKEE

News and Information Director LIGHTFOOT, STEVED Truck ¥2T P/U-4WD 1994 CHEVROLET
EXT CAB

Nongame Fish and Wildlife POOLE, JACKIE M Sport Utility Vehicle4WD 2002 CHEVROLET
BLAZER 4 DOOR 4X4

Nongame Fish and Wildlife PRICE, ANDREW H Truck ¥2T P/U-4WD 1997 CHEVROLET S
10 EXT CAB

Nongame Fish and Wildlife ROBERTSON, PAUL B Sport Utility Vehicle2WD 2002 CHEVROLET
BLAZER 4 DOOR

Nongame Fish and Wildlife ROWELL, GARETH A Sport Utility Vehiclee4WD 1998 JEEP CHEROKEE

Nongame Fish and Wildlife SINGHURST, JASON R Truck-1/2T PIU-2WD 1997 FORD F150

Outreach and Promotion HAGGERTY, MICHELLEM Sport Utility Vehicle2WD 1996 JEEP CHEROKEE

Outreach and Promotion LINAM, LEE ANN Sport Utility Vehicle2WD 1996 JEEP CHEROKEE

Outreach and Promotion LINDSAY, MADGE M Automobile 1998 CHEVROLET
LUMINA SEDAN

Outreach and Promotion MORTON, PATRICIA A Automobile 1999 FORD TAURUS

Outreach and Promation MORTON, PATRICIA A Sport Utility Vehicle-4WD 1996 JEEP CHEROKEE
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Division Employee Vehicle Description

Outreach and Promotion MORTON, PATRICIA A Sport Utility Vehicle-4dWD 2002 CHEVROLET
BLAZER 4 DOOR 4X4

Park Budget Management FOWLER, WILLIAM L Station Wagon 1996 FORD TAURUS

Park Law Enforcement WATSON, KENNETH G Truck-1/2T P/U-2WD 2000 CHEVROLET
EXT CAB /2 TON

Parks Division Services FOWLER, WILLIAM L Sport Utility Vehicle2WD 1993 CHEVROLET
BLAZER S10

Parks Division Services FOWLER, WILLIAM L Sport Utility Vehicle-2WD 1993 CHEVROLET
BLAZER S10

Parks Division Services FOWLER, WILLIAM L Truck-1/2T P/U-2WD 1993 GMC SIERRA
CLUB COUPE

Parks Division Services FOWLER, WILLIAM L Truck-1/2T P/U-2WD 1993 GMC SIERRA
CLUB COUPE

Private Lands Administration BERGER, MICHAEL EDWARD Sport Utility Vehicle4WD 1999 CHEVROLET
SUBURBAN 1/2 TON
4X4

Private Lands Administration BOYDSTON, KATHY K Sport Utility Vehicle2WD 1994 CHEVROLET S10
BLAZER

Private Lands Administration BOYDSTON, KATHY K Truck-1/2T P/U-2WD 2001 DODGE RAM
1500 1/2 TON

Private Lands Administration BOYDSTON, KATHY K Truck-1/2T P/U-2WD 2001 DODGE RAM
1500 1/2 TON

Private Lands Administration KOWALESKI, CHARLEST Truck-1/2T P/U-2WD 1998 GMC EXT CAB U/
2TON

Resource Protection - Director's Office MCKINNEY, LARRY D Sport Utility Vehicle2WD 1996 CHEVROLET
SUBURBAN

Retail Sales PALMER, FRED A Truck /2T P/U-4WD 1993 CHEVROLET
EXT CAB

Shooting Ranges OLIVER, WILLIAM H Truck /2T P/U-4WD 1994 CHEVROLET
EXT CAB

Shooting Ranges
State Parks - Director's Office
State Parks Professional Support

Supply Service Center

Upland Wildlife Ecology
Administration

Upland Wildlife Ecology
Administration

Upland Wildlife Ecology
Administration

Upland Wildlife Ecology
Administration

Video News

Water Quality Team

Water Quality Team
Water Quality Team

Water Quality Team

WALLACE, JOER

DABNEY, WALTERD

DOLMAN 111, WILSON E

MCRAE, DUNCAN A

COOKE, JERRY L

COOKE, JERRY L

HUMPHREYS, IRA DOUGLAS

PEREZ, ROBERT M

LOKE, KAREN YVONNE
CONTRERAS, CYNTHIA H

MULLINS, MELISSA LYNN
RADLOFF, PATRICIA L

WHISENANT, ADAM S

Truck 3/4T PIU-2WD
Sport Utility Vehicle-2WD
Automobile

Truck 1/2T P/U-4WD

Vans

Truck-1/2T P/U-2WD
Truck-1/2T P/U-2WD
Truck-1/2T PIU-2WD

Truck-1/2T P/U-2WD
Truck 1/2T P/U-4WD

Truck /2T P/U-4WD
Station Wagon

Truck-1/2T P/U-2WD
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1999 FORD EXT CAB
3/4 TON DIESEL
2000 FORD
EXPEDITION

1999 FORD CROWN
VICTORIA

ADS SHOP TRUCK -
1995 CHEVROLET
EXT CAB

FORD AERO VAN

1998 DODGE 1/2 TON

1993 CHEVROLET
861B

2001 DODGE 1500
RAM /2 TON
1995 GMC

1995 CHEVROLET
EXT CAB

2001 DODGE /2 TON
4X4

1992 CHEVROLET
CAVALIER

1992 GMC SIERRA



Division Employee Vehicle Description

Water Resources Team LOEFFLER, CINDY L Sport Utility Vehicle-2WD 1996 JEEP CHEROKEE
Wetlands Conservation Team HEGER, THOMAS G Vans 1995 GMC SAFARI
Wildlife Habitat Assessment FIELDS, JACQUELINE RENEE Sport Utility Vehicle2WD 2000 JEEP

Wildlife Research and Management BERGER, MICHAEL EDWARD Sport Utility Vehicle-2WD 1997 JEEP CHEROKEE
Administration

Wildlife Research and Management BERGER, MICHAEL EDWARD Sport Utility Vehicle-2WD 1999 CHEVROLET
Administration SUBURBAN

Wildlife Research and Management GRAHAM, GARY L Sport Utility Vehicle2WD 1999 CHEVROLET
Administration SUBURBAN

Y outh Hunting

WARDEN, JERRY BOB Truck-1/2T P/U-2WD
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1994 FORD F150 EXT
CAB



The OUTDOOR MAGAZINE or TEXAS
e

GENERAL ADVERTISING RATES
Rate Card #6

Rates are effective through August 31, 2002.

Black & White 1x 3x 6x 12x
Full pg. $6164 5570 5240 4935
2/3 pg. 5082 4578 4326 4069
1/2 pg. 4011 3607 3413 3208
1/3 pg. 2774 2500 2359 2219
Two-Color 1x 3x 6x 12x
Full pg. $7397 6657 6284 5917
2/3 pg. 6101 5492 5187 4883
1/2 pg. 4809 4326 4090 3848
1/3 pg. 3334 2998 2830 2615
Four-Color 1x 3x 6x 12x
Full pg. $8610 7770 7334 6899
2/3 pg. 7119 6405 6048 5691
1/2 pg. 5612 5051 4767 4489
1/3 pg. 4027 3623 3428 3224
Covers (Four-Color): 1x 3x 6x 12x
Cover 2 $9923 8930 8437 7943
Cover 3 9487 8539 8069 7597

Bleed: no charge * Premium: 15% for guaranteed special position * Higher
frequency discounts available upon request * Covers are non-cancelable *
Preprinted inserts: Rates available upon request

Mechanical Requirements:

% Three columns, each 21/4 inches wide; two columns are 4 5/8 inches wide.
Depth is 9 1/4 inches.

% Trim Size: 8 1/8 inches by 10 7/8 inches.

% Bleed Size: 8 1/4 inches by 11 1/8 inches.

% Submission of digital formatted copy is preferred.



% All two- and three-color ads must be submitted with proofs, in digital format or
as negatives.

% Four-color ads must be submitted in digital format or as negative separations
(right reading, emulsion side down, 150-line screen minimum) with Chromalin or
Matchprint proof.

% Fifth color available as process-matched to Pantone Matching System®.

% Black & White halftones, 150-line screen minimum.
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Interviewees

Alwin, Larry
Ancira, Jesse
Angelo, Ernest, Jr.
Archer, David
Avila, John
Bankhead, Renita
Barraza, Tino Jr.
Bell, Randy
Beuvill, Vernon
Boatright, Clovis
Boruff, Scott
Branham, Jacky
Brunson, Blaine
Bryant, Stacy
Burgdorf, Jayna
Caro, Jack

Clark, Anne
Cook, Bob

Cook, Ron
Cuellar, Christina
Dabney, Walt
Dan, Mark
Daugherty, Delton
Delarosa, Dan
Dickinson, Jim
Dille, Brenda
Dominguez, Annette
Doran, Judy
Doyle, Mike
Durocher, Phil
Ebert, Susan
Edge, Darrell
Eklund, Carol
Elledge, Janice
Emerson, Paul
Engeling, Todd
Fitzsimons, Joseph
Godfrey, Mark
Gonzalez, Luis
Graham, Gary
Gregg, Barbara
Grieve, Kathie
Guthrie, Melissa
Hamilton, Billy
Harm, Suzanne
Harris, Rhonda
Hawkins, Paula

Appendix E

Interviews

Agency

State Auditor's Office
Comptroller's Office

Parks and Wildlife Commissioner

Parks and Wildlife Department

Parks and Wildlife Commissioner

Parks and Wildlife Department
Comptroller's Office

Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Senate Finance Committee
Comptroller's Office

Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Comptroller's Office

Parks and Wildlife Department
Parks and Wildlife Department
Comptroller's Office

Parks and Wildlife Department
Parks and Wildlife Department
Senate Finance Committee
Parks and Wildlife Department

Parks and Wildlife Commissioner

Comptroller's Office

House Appropriations Committee

Parks and Wildlife Department
Parks and Wildlife Department
Comptroller's Office

Lt. Governor's Office
Comptroller's Office

Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
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Hight, James
Horsley, Julie
Idsall, Katherine
Ikard, Kathie
Ivie, Julie
Johnston, Dennis
Kang, Winfred
Katyal, Vivek
Keel, John

Kim, Eleanor
Kleinsasser, Roy
Laney, Pete
Lauder, Bob
LeBas, James
Lemon, Leslie
Lewis, Terri

License Deputy Advisory Committee

Ludeke, Kim
Maddox, Bob
McCarty, Gene
Mclintyre-Speed, Glenna
McKinney, Larry
McRae, Jerry
McRay, Alan
Miller, Barry
Miller, Judy
Molis, Joseph
Montgomery, Phil
Moore, Martha
Morrissey, Mike
Moss, Bob
O'Brien, John
O'Neal, Dennis
Osborn, Hal
Palmer, Corky
Parker, Bob
Parks, Joey
Pettus, Sue
Phillips, Karen
Phoenix, Billy
Pokorny, David
Powell, Richard
Ramos, Donato
Reese, Roseanne
Regan, Mike
Reissig, Mike
Richlen, Craig
Roberts, Wayne
Rogers, Bill
Romo, Yolanda
Saldana, Lydia
Scalion, Marva
Schiffgens, Cindy
Schulle, Tammy
Shipton, Patti
Smelker, Tom

Comptroller's Office
Parks and Wildlife Department

Parks and Wildlife Commissioner

KPMG Consulting

State Auditor's Office

Parks and Wildlife Department
Comptroller's Office

State Auditor's Office
Legislative Budget Board
Comptroller's Office

Parks and Wildlife Department
Speaker's office

MGT of America

Comptroller's office

Speaker's office

Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Speaker's office

Comptroller's office

Parks and Wildlife Department

Parks and Wildlife Commissioner

Parks and Wildlife Department
Governor's office

Parks and Wildlife Department
Legislative Budget Board
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
MCI WorldCom

Parks and Wildlife Department
Parks and Wildlife Department
Insurance Department
Governor's office

Parks and Wildlife Department
Parks and Wildlife Department

Parks and Wildlife Commissioner

Insurance Department
Comptroller's office
Comptroller's office

Parks and Wildlife Department
Governor's office

KPMG Consulting

Parks and Wildlife Department
Parks and Wildlife Department
Legislative Budget Board
Parks and Wildlife Department
Parks and Wildlife Department
Governor's office
Comptroller's office
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Smith, Zelma
Speed, Carl
Steinbaugh, Jim
Stiles, Frances
Stone, Harold
Sutton, Cody
Sykora, David
Talbot, David
Thomas, Diane
Vito, Frank
Watson, Mark E.
Wedel, Stan
Welch, Ken
Welch, Roy
White, Rebecca
Whittenton, Suzy
Wolf, Bridget
Wommack, Robert
Wyatt, Brenda
Zinnecker, Anita

Legislative Budget Board

Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
House Appropriations Committee
Parks and Wildlife Department
Attorney General's Office
Comptroller's office

State Auditor's Office

Parks and Wildlife Commissioner
Insurance Department
Comptroller's office

Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Parks and Wildlife Department
Legislative Budget Board
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