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Planning Phase 

1. Planning Memo: The Lead Auditor must complete the first sections of the Pre-fieldwork Review Program prior to drafting the Planning Memo. The Asst. Director reviews and approves the memo. The Lead Auditor, Asst. Director and Director meet to discuss and approve the final plan, which addresses the audit’s:

a. significance based on risk assessment or special assignment (who authorized)

b. objectives, (why we are auditing)

c. scope (what we are auditing), 

d. program (how we will audit)

e. assignments (who is performing the steps)

f. deadlines (when)

The Director must approve the Memo before anyone makes initial contact with the client.
2. Assign Staff – The Director and Asst. Director discuss and approve staff assignments. The Asst. Director opens a Post Audit Evaluation Form for each auditor assigned to the review and updates it for significant events occurring during the audit. The Asst. Director opens an Audit Control Log for the review and adds the review to his Weekly Status Report form.

3. Initial Client Contact – After the Director approves the Planning Memo, either he or the Asst. Director will call to schedule an entrance conference with the client (Appointed /Elected official or Department Manager). The Director or Asst. Director should discuss the scope and timing of the audit. If the official or manager raises concerns regarding the start date or the scope, the Director should try to resolve them over the phone. The Director should discuss with the County Auditor any issues that cannot be resolved.

4. Complete the Pre-fieldwork Review:  The Lead Auditor must use the Pre-fieldwork Review Program as a guide to ensure the audit team is prepared for the entrance conference and for fieldwork. The purpose is to make the audit more efficient, thus saving the client’s time and preventing unnecessary aggravation. The Lead Auditor must prepare the Requested Items List and the Audit Program prior to the entrance conference. The other items must be completed prior to fieldwork. The checklist must address:

a. Preparation of Requested Items List,
b. Audit Schedule and deadlines,

c. Audit Programs,

d. Use of Internal Control Questionnaires,
e. Review of permanent files, Current Events and Newspaper Folders, and Auditor’s Report & Correspondence Binders, and

f. Scheduling of interviews with key employees and other persons.

5. Pre-fieldwork Meeting - The Lead Auditor should present the Internal Control Questionnaires, Prior Audit Program and Requested Items List to the Asst. Director prior to the entrance conference. The Director must approve the requested items list. Once approved, the Lead Auditor may deliver the Requested Items List to the client at the entrance conference.

6. Entrance Conference: The purpose of the entrance conference is to: 

a. introduce the client to the audit team, 

b. give the client an overview of the audit process, 

c. confirm the scope and objectives of the audit, 

d. describe the type of report issued and its distribution,

e. confirm the estimated timeframe for fieldwork and issuance of the report, 

f. obtain the names of key personnel:

i. confirm their availability for interviews and

ii. schedule interviews if possible.

g. verify data obtained during pre-fieldwork preparation,

h. confirm the office hours,

i. deliver the Requested Items List
j. request a workspace and access to building(s) and parking if needed and

k. document these expectations in writing. 

Attendees at the entrance conference should include the Director, Audit Asst. Director, Lead Auditor and, if practical, other auditors assigned to the engagement. Explain to the client that we will discuss audit findings and recommendations during the exit conference. The Lead Auditor should deliver the Requested Items List to the client at this meeting or deliver to another person as directed by the officeholder. Go over this list and answer any questions the client may have. Explain that the Director will document the scope, timing and other agreed upon issues in an engagement letter.

7. Engagement Letter – The Director should use the Engagement Letter to document the items agreed upon at the entrance conference including the scope and timeline for the audit. It should be signed by the Director and delivered or mailed to the client. Copies of the letter should be included in the workpapers. If an audit will exceed the time discussed, the Director should send the client another letter stating the new timeline and explaining the reasons for its extension. 

8. Prepare or Update the Audit Program(s) – After the Entrance Conference, the Director should edit and approve the Audit Program. The Lead Auditor should complete the remainder of the Pre-fieldwork Review Program and update the permanent file using the Permanent File Index.
Fieldwork Phase

9. Start Fieldwork – Upon arrival at the client’s office inform the officeholder or designated representative of your arrival. If not covered during the entrance conference:

a. Conduct an initial interview, 

b. Confirm that the organization chart is still accurate, 

c. Confirm appointment times with key employees, or 
d. Request a tour of the office to become familiar with the office and to meet key employees. 
10. Conduct an Internal Control Review (ICR)- Use the Internal Control – General Review Program. The following three steps Interview, Document and Analyze are addressed in this program. This process stops short of testing controls. Tests are included in the various audit programs for each area such as revenue, payroll, etc. This is meant to provide an initial evaluation based on interviews and documents and to identify issues early on for inclusion in the Tollgate Form below.

11. Conduct Interviews – A well-documented interview will provide valuable information and insight. It will help make the auditor more efficient and may even point to areas of concern not previously identified. The auditor must first interview the officeholder or designated representative and then key employees concerning their operations. Many times the auditor should confirm the information by interviewing line employees or others who have business with that office. The auditor should administer Internal Control Questionnaires as needed and request client-prepared documents that will help to document and explain processes.

12. Document Interviews- After the initial interviews, the auditor should:

a. compile all notes into a narrative using the approved Interview Document format, 

b. prepare a simple flowchart of current operations (if not already provided), and

c. ask key employees to confirm the accuracy of each.

13. Evaluate Controls - Analyze narratives, flowcharts and client-prepared documents looking for internal control deficiencies such as:

a. incompatible duties assigned to the same employee,

b. lack of managerial oversight (including audits),

c. employees with responsibilities and duties for which they are not qualified, and

d. lack of written procedures, an unclear chain of command or an inadequate assignment of responsibility.
The Lead Auditor should prepare a preliminary list of issues identified up to this point. Include issues expected to be found as a result of test work on a Tollgate Form. Make recommendations to adjust audit programs as needed. The Asst. Director should review the recommendations prepared by the Lead Auditor.

14. Tollgate Meeting – the Director, Asst. Director and Lead Auditor should meet to discuss potential issues documented on the Tollgate Form. At the end of this meeting, the Lead Auditor should know which issues to pursue, which to drop and how to modify the audit program. The Lead Auditor should add approved issues to the Findings and Recommendations Report.

15. Testwork  - Auditors should begin their testwork based upon the revised audit program.

a. Define the population

b. Pull samples (statistical or judgmental)

c. Examine documents, 

d. Record results,

e. Evaluate results (statistical results can be quantified and justified),

f. Determine whether further testing is necessary, and

g. Draw conclusions.

16. Complete Workpapers – In accordance with Workpaper Standards and Current Workpaper Index. Use the Index Block and Format in the Workpaper – Sample. 
17. Workpaper Review and Clearance – If a staff auditor is assigned to an audit with a Lead Auditor, the Lead Auditor should review the workpapers and clear all audit comments before presenting them to the Asst. Director. The Lead Auditor should submit workpapers to the Asst. Director for review as each section of the audit program is completed. 

18. Findings and Recommendations Report (F&Rs) – The Lead Auditor should update the Findings and Recommendations Report as audit findings are noted. If additional issues arise after the Tollgate Meeting, the Lead Auditor should add them to the report and immediately inform the Asst. Director and the Director.

The Lead Auditor should format each issue in the same manner as the published report: 

a. Standard – This may begin with a short background to give the reader a framework for understanding the issue. The standard may be a state or federal law, county policy or generally accepted financial control.

b. Exception to the Standard or Finding – This may be described as the finding or deviation from the standard. 

c. Recommendation(s) – The Lead Auditor should recommend a course of remediation. The recommendation must be addressed to the person having responsibility for the change. It should be reasonable, specific and preferably a best practice recognized by other professionals. The Director may want the Lead Auditor to discuss the recommendation with the client to determine its reasonableness and effectiveness.

The Lead Auditor should reference each statement to the applicable workpaper.

The Asst. Director should review the document. If the finding is deemed reportable, edit the wording so it can be used in the report with minor modifications. 

Report Phase
19. Draft Audit Report - The Lead Auditor should:

a. Draft the report from the approved Findings and Recommendations Report.   

b. Refer to the Inventory of Standard Report Language to see if there is standard approved language for your issues. Copy and modify as needed. This will eliminate many hours of writing and editing.

c. Comply with Report Standards and Style Guide (i.e. format, grammar, cites, etc.)

d. If a statement of fact or assertion is not already referenced to the workpapers in the F&R report then add one here.

e. Present the draft to the Asst. Director for review. If the draft does not reasonably comply with the above requirements, the Asst. Director must return it to the Lead Auditor for correction. In this case, for time accountability, it will be as if the Lead Auditor has not yet submitted a draft.

20. Review Draft Report – Asst. Director
a. After acceptance and review, the Asst. Director will return the draft to the Lead Auditor with questions or comments. The Asst. Director may choose to use a hard-copy or electronic copy for edits. These should be retained until the report is published.

b. After the Lead Auditor clears all the Asst. Director’s review comments, the Asst. Director will submit it to the Director for review and recommendation. If it does not comply with report standards, the Director will return to the Asst. Director.

21. Review Draft Report – Director
a. The Director will review the draft and interview the Lead Auditor and Asst. Director as needed to resolve all questions.

b. After the Lead Auditor and Asst. Director clear all comments, the Director will deliver the draft to the County Auditor for final review.

22. Review Draft Report – County Auditor
a. The Director will clear all comments by the County Auditor.

23. Exit Conference – The Director should schedule an exit conference with the client after the County Auditor has approved the audit report. 

a. The Lead Auditor should prepare an Exit Conference Document for distribution at the conference. This document is a “cut version” of the report consisting of summarized findings and recommendations only and referencing facts, findings and assertions to appropriate workpapers. The Lead Auditor must submit this to the Director for approval and make copies for the meeting.

b. The Lead Auditor should bring the referenced workpapers to the conference to help answer questions raised by the client.

c. Give the Exit Conference Document to the presiding officer and discuss each point. Offer the opportunity to respond in writing to each point prior to report publication. Assure the officer that the Auditor will correct misstatements or inaccuracies but reserves the right to publish his opinions on contested issues. Give the officer a due date for receipt of a written response; otherwise, the Auditor will publish the draft report as is.

24. Client’s Responses – The Client should send its written responses to the Director. The Director should:

a. Clarify responses.

b. Verify any new information.

c. Correct the report as needed.

d. Confer with County Auditor.

e. Make agreed upon report changes.

f. Resubmit to County Auditor for approval.
Publication Phase

25. Printing – The Director will print the final copy for the Auditor’s signature. The Asst. Director will supervise the copying and binding of the final, signed copy. Print as many copies as required on the Distribution List

26. Distribution - The Director confers with the County Auditor to create a Report Distribution List. The List normally includes:

a. The addressee of the report

b. All listed on the cc list, including:

i. Administrative District Judge(s)
1. The Honorable Laura Parker, Judge 386th District Court

2. The Honorable David A. Berchelmann, Jr., Judge 37th Civil District Court

3. The Honorable Juanita Vasquez-Gardner, Judge 399th Criminal District Court
ii. County Judge

iii. County Commissioners

iv. District Attorney

v. Executive Director of Planning and Resource Management  

c. County Auditor’s Staff

i. County Auditor

ii. Director of Internal Audit

iii. Director of Accounting
iv. Director of Special Projects
v. Asst. Director of Internal Audit
d. File copies 
i. Master Copy (unbound) with original signature for future printing

ii. Five bound copies for later distribution

iii. One unbound copy should be included in the FY binder of Audit Reports & Correspondence.

e. Deliver reports in person and obtain a signed Report Delivery Receipt.
27. Final Audit Report – The Lead Auditor should include a copy of the final audit report in the workpapers and cross-reference each statement of fact, assertion, dollar amount and findings to the applicable workpaper.  

The Director will remove all hidden data and save a copy of the final report in the directory G:\Audit Dept\Audit Reports. The Director will add the report data to the list of published reports Report Inventory.
28. Physical Files – The Asst. Director should check to make sure the Lead Auditor has:

a. Inserted the Final, referenced copy of the audit report in the workpapers,

b. Filed the final published copy in the Bexar County Auditor’s Report and Correspondence binders,

a. Updated the Audit Program for the next audit,

b. Refiled the Permanent Files (including the updated program) and

c. Updated the file cabinet logs.
29. Electronic Files – The Asst. Director should send to the Director all electronic copies of approved audit programs and workpapers for the audit just completed. The Director will file these along with the final, approved report in a read-only folder on the G drive. The Director will remove all metadata (comments, revisions, routing notes, etc.) from the final copies. 
a. These electronic files must be considered the official versions of reports, programs and workpapers for the audit. 

b. If the Asst. Director considers it necessary to scan additional workpapers, they also should be added to the folder.

c. When printing additional report copies, use these files.

d. When preparing for the next audit, use this audit program as the beginning point.
Post Audit Phase
30. Post Audit Evaluation – The Asst. Director should complete the Post Audit Evaluation Form for the Lead Auditor each Staff Auditor assigned to the audit just completed. The Asst. Director should solicit input from the Lead Auditor for the Staff Auditors assigned. The Asst. Director should give each auditor a copy of his/her evaluation form and discuss it with them. The Asst. Director should file the forms and give a copy to the Director for review. These interim evaluations will be invaluable in correcting poor auditing and encouraging good practices while the issues are still fresh. The documents will be the basis for the auditors’ next annual employee evaluation.

31. Risk Assessment - The Audit Asst. Director should complete a new risk assessment within two weeks of the final report and include it in the file to assist in developing next fiscal year’s risk-based audit plan.  The Director should review and approve the risk assessment. 
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