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INTRODUCTION: 
 

On June 8, 2022, the Office of the City Auditor initiated an Audit of the City of Syracuse Department 

of Finance Procurement policies, procedures, and internal controls (see Appendix A). The 

memorandum sent on June 8, 2022, formally announced a Performance Audit into the City of 

Syracuse Procurement policies per the Syracuse City Charter Chapter 5, Section 5-501 #4. The time 

frame used for this performance audit is January 2018 through June 2022. 

 

The management of the City of Syracuse, New York, is responsible for the City’s financial affairs 

and for safeguarding its resources. This responsibility includes establishing and maintaining an 

internal control structure to provide reasonable, but not absolute, assurance that resources are 

safeguarded against loss from unauthorized use or disposition; that transactions are executed in 

accordance with management’s authorization and are properly recorded; that appropriate financial 

records are prepared; that applicable laws, rules and regulations are observed; and that appropriate 

corrective action is taken in response to audit findings. 

 

This report is intended solely for the information of the Mayor, Common Council and involved 

departments of the City of Syracuse, New York, yet it is understood to be a matter of public record 

and its distribution is not limited. Further information regarding this audit is available in the Office of 

the City Auditor upon request. The Office of the City Auditor would like to thank the personnel who 

assisted and cooperated with us during the audit. 

 

BACKGROUND INFORMATION: 
 

Prior to July 1, 2015, the City of Syracuse used a software program called ACS, it was the accounting 

program the City used for accounting financials. The accounting software program was well over 25 

years old, and the City recognized that potentially, this system would no longer be upgraded and 

ultimately the City would need to pursue other financial accounting options. 

When purchasing goods or services for any department, prior to July 2015, the initial steps were 

followed: 

 

1. A staff member filled out a “Requisition Request” that had the name, address, amount to be 

used for the item(s) being purchased, contract number, ordinance number associated with the 

purchase, account number being charged, and if and annual purchase order, the total amount 

to be used throughout the year. 

 

2. These forms would be delivered to the Fiscal Officer of that department, who would then 

review the forms and attach additional paperwork for accuracy if necessary. 

 

3. The Fiscal Officer would then enter this information into the ACS system for the Purchase 

Department to create a Purchase Order or an Annual Purchase Order. 
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4. Invoices would be sent to the Departments for payment. The Department would stamp the 

invoice “date received” and attach the invoices to the Purchase Order or Annual Purchase 

Order with the amount to be paid. 

 

5. The Department then sent the paperwork to the Bureau of Accounts to be paid. 
 

The City of Syracuse researched different software programs to replace the ACS system and 

ultimately, the City of Syracuse, in July 2015, purchased and implemented the PeopleSoft Financial 

and Accounting Systems software. 
 

 

The City of Syracuse Administration, along with the County of Onondaga Administration reviewed 

the option of having the two municipalities join forces in the PeopleSoft Agreement that the County 

of Onondaga held. The Syracuse City School District had been using PeopleSoft software for a few 

years prior to that. It was thought that if the City partnered with the County for the licensing fees, 

that this would be less expensive than purchasing a software package independently. 

 

In 2014, the City of Syracuse hired Ciber, Inc. to implement each step involved in the purchasing 

process using PeopleSoft software, making sure it was fully functional by July 1, 2015. 

 

Ciber, Inc. sent representatives to each department within the City to retrieve information from staff 

members on the purchasing process. City staff explained the process of the ACS system utilized by 

staff and Ciber, Inc. explained what the new process would be via utilization of the PeopleSoft 

Accounting and Financial Systems. 

 

Several meetings were held in with each City Department in order to familiarize staff with the new 

system procedures. Each person in attendance had an opportunity to be in front of a computer 

installed with the PeopleSoft program. At those meetings, the Ciber, Inc. instructor would walk you 

step by step though the purchasing process using the new software program. 

 

Three years later, in September 2018, the current Administration launched a financial operations pilot 

program which became known as the “Tiger Team” (see Appendix C). The purpose of the pilot 

program was to ostensibly centralize all financial operations throughout City government in order to 

improve inefficiencies, inconsistencies, and internal controls in the financial operations by reviewing 

the process of entering requisitions, purchase orders, annual purchase orders, and vouchers to create a 

new procurement manual for all City staff to follow. 

 

Subsequently, a revised Procurement Manual (see Appendix D) was established in August 2019 by 

the Tiger Team. This procurement manual was necessary as it outlined the new procurement and 

payment policies and procedures related to PeopleSoft. 

NOTE: In 2011, the City of Syracuse and the County of Onondaga entered into an Intermunicipal 

Agreement (see Appendix B) to authorize the County of Onondaga to provide various purchasing 

services for the City. This merger provided the City of Syracuse enhanced buying power as well as a 

larger vendor list to utilize. 
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With the advent of PeopleSoft, the approval process for purchasing goods or services was the 

responsibility of the Fiscal Officer of the Department to make sure there were sufficient funds to 

cover the payments. 

 

Once the Fiscal Officer entered the information regarding the requisition request for a Purchase Order 

or an Annual Purchase Order, the process starts: 

 

• A HelpDesk ticket is created and entered into PeopleSoft, then workflow approval begins: 

 

• Approval 1 – Financial Operations Department 

 

• Approval 2 – The Commissioner, Deputy Commissioner, Director, or Assistant Director 

 

• Approval 3 – Budget Department Analyst 

 

• Approval 4 – County of Onondaga 

 

After all approvals, a Purchase Order is created, assigned a number, and dispatched. 

 

If a Voucher has been entered by a Department, the following steps and approvals are made: 

 

• Step 1 – The Department receives the invoice for the goods or services. 

 

• Step 2 – The Department signs the invoice and fills out a Non-PO Voucher or Voucher 

request. 

 

• Step 3 – The requester fills out a HelpDesk ticket and attaches all paperwork: invoice, packing 

slip, ordinance, and/or contract. 

 

• Step 4 – The Voucherer will provide the department with a Voucher number 

 

• Approval 1 – Financial Operations Department 

 

• Approval 2 – The Commissioner, Deputy Commissioner, Director, or Assistant Director (if 

Non-PO Voucher) 

 

• Approval 3 – Budget Department Analyst (if Non-PO Voucher) 

 

• Approval 4 – Bureau of Accounts 

 

Included in each step of the approvals, the assigned person approving has the obligation to check all 

information. Verifying a contract or an ordinance is attached, the budget account has sufficient 

funds, the address and payee matches the invoice, the amounts are correct and aligned with the 

contract pricing. 



Procurement Performance Audit – Internal Controls, Policies, and Procedures 

7 

 

 

 

If any of these items are not correct, the approver denies the transaction and a notice is sent to the 

person who originally initiated the process and must correct any error. The approval process begins 

again. 

 

There are two to four people (more if a project account) looking at each transaction and could deny a 

transaction at any time.  However, if the approver happens to see an error, it can be denied by the 

next approver, if everyone in the procedural process is following the policy rules. 

 

The older version of the Procurement Manual explains the purchasing process for the City of 

Syracuse in purchasing goods or services. Under NO circumstances, is anyone allowed to purchase 

anything over $1,500 without an ordinance, City or County contract, or quotes. In special emergency 

situations, example being a sewer break or catastrophe, you can ask for Mayoral approval to purchase 

this good or service and circumvent the procurement process. If an ordinance, contract, or quotes are 

not attached to the requisition or voucher, it will be denied. 

 
 

PURPOSE: 
 

The purpose of this performance audit is to evaluate the current financial practices and determine if 

these policies, procedures, and internal controls are being followed consistently throughout the City 

Departments. 

 

SCOPE: 
 

The Audit is performance in nature and was conducted to provide an independent assessment of 

Internal Controls, Policies and Procedures for the following: 

 

• The availability, utilization and adequacy of the current City of Syracuse operating 

Procurement Manual created in 2019 (see Appendix D) 

 

• Administrative operations and the processes relating to internal procurement policies, 

procedures, guidelines and the laws and regulations of the City of Syracuse which are subject 

to County purchasing law (see Appendix E) 

 

• Invoices, contracts, ordinances, and approval processes for purchases and payments of City of 

Syracuse goods and services 
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METHODOLOGY: 
 

To complete this Audit, the Office of the City Auditor corresponded with several individuals from 

various City of Syracuse Departments, to get a comprehensive understanding of the City’s current 

Procurement and Purchasing Internal Controls, Policies, and Procedures. 

 

A questionnaire (see Appendix F) was sent to the Finance Department to get an understanding of the 

procedures relating to this audit. The Finance Department identified employees in all departments 

involved in the process of the setup, tracking and payment of all purchase orders and vouchers. 

Subsequently, all employees identified in this process were sent questionnaires (see Appendix G) in 

order to establish how the procurement and payment process currently functions, and to establish 

whether the current practices in place have the proper system of Internal Controls. The responses to 

these questionnaires demonstrated that there is a lack of oversight, consistency and internal controls 

associated with this process. 
 

Findings & Recommendations: 
 

Finding #1: The City currently has a Procurement Manual that was created in 2019 (See 

Appendix D). This manual is NOT accessible to all employees involved in the procurement and 

payment process. The questionnaire’s revealed that approximately 60% of employees who returned 

the questionnaire had NOT received and/or did NOT have access to the procurement manual. 

 

Recommendation #1-- The Office of the City Auditor recommends that all employees involved in 

the procurement and payment process be given a copy of the current “Procurement Manual” (See 

Appendix B). This manual should be accessible to all employees involved to ensure efficiency and 

consistency that is essential to maintain the proper level of internal controls in this process. 

 

Additionally training opportunities need to be offered to all employees so that they have a full 

understanding of the policies and procedures outlined in this manual. The Finance Department 

questionnaire (See Appendix E; #2) states that departments can “request” the manual from the 

Finance Department. It is the opinion of The Office of the City Auditor that the manual be provided 

to all employees regardless of whether it has been requested, and that the proper training also be 

provided. Without the implementation of the above recommendations the City of Syracuse continues 

to have some weak internal controls relating to the procurement, purchasing and payment process. 
 

Auditor’s Note: 

 

The Finance Department questionnaire also states that due to a “glitch” the procurement manual is 

NOT available on the City’s SharePoint website an informative site that provides employees with 

access to important documents and relevant materials. Contrary to the Finance Department 

responding that the manual is NOT available on SharePoint due to this “glitch.” Additionally, The 

Office of the City Auditor discovered that since the implementation of the revised Procurement 

Manual in 2019, several types of other relevant departments’ documents City-wide have been added 

to the SharePoint system. Thus, three years (3) have passed and yet still NO manual on SharePoint? 
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Administration Response #1--The Purchase team (Budget Director/Purchase Director) will publish 

an updated “Procurement Manual” on our website during Q1 of each year.  

 

Finding #2: Employees involved in the procurement and payment process have NOT received 

adequate training. The informational questionnaire sent to all involved in this process revealed that 

most employees have had limited or NO training. Even employees who have had training in the 

past are open to and welcome additional training. 

 

Recommendation #2—The Office of the City Auditor recommends that training is made available to 

all employees involved in any aspect of the procurement and payment process.  While the 

Department of Finance questionnaire states that training is available at any time (See Appendix E, 

#3); the departmental questionnaires revealed that approximately 70% of employees involved in the 

procurement and purchasing process in City departments have received very limited or NO training 

(See Appendix F, #3); while approximately 80% of these employees would like and welcome 

additional training (See Appendix F, #5). 

 

The Office of the City Auditor believes that training should be REQUIRED for all new 

employees and current employees new to the procurement and payment process. It is also the 

opinion of the Office of the City Auditor that training should be offered on a regular basis for 

employees who may have new questions and/or concerns. 

 
Administration Response #2-- The Purchase team (Budget Director/Purchase Director) will make a 

list of all relevant titles and employee names by department (informed by Peoplesoft rights) and 

deliver electronic and physical copies of the updated “Procurement Manual” in Q1 of each year.   

 

 

Finding #3: Employees City-wide need additional training with the PeopleSoft accounting and 

financial system. The informational questionnaires sent to all involved in the procurement process 

revealed that some employees have received limited or NO training on how to use PeopleSoft to 

obtain useful and often necessary financial information necessary to perform the procurement and 

payment processes in an efficient and effective way. 

 

Recommendation #3— The Office of the City Auditor recommends that PeopleSoft training be 

made available on a regular basis to all employees involved in the setup, submittal, tracking and 

payment of all purchase orders and vouchers. 

 

The departmental questionnaires revealed that approximately 90% of employees involved in the 

procurement and payment process would like additional PeopleSoft training (See Appendix F, #11). 

 

It is the opinion of the Office of the City Auditor that since PeopleSoft is the City’s main accounting 

software, the lack of proficiency and knowledge of employees to use this system contributes to 

inaccuracies and inefficiencies, and a lack of internal controls relating to this process. 
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Administration Response #3-- All employees listed on the list from item 2 will have mandatory 

training twice a year organized jointly by the Purchase and FinOps teams. Once in Q1 and once in 

Q3. These will be two hour trainings that will cover the Procurement Manual and Peoplesoft. The idea 

is to get the group together twice a year to share updates/insights. There will be a training refresher 

piece to the meeting.  But most importantly it will get everyone together to make sure all are on the 

same page.  

 

Finding #4: The PeopleSoft CONTRACT module is NOT currently being used to its full 

capability. All contracts are NOT currently being entered into PeopleSoft. Instead, contracts are 

often tracked on a Contract/ Agreement Payment Record Form, which is an Excel document (see 

Appendix G). Using this Excel document to track Contracts opens the possibility of errors and/or 

fraud. The formulas in this Excel form can be erased or changed either with or without the 

knowledge of the user. 

 

Recommendation #4— The Office of the City Auditor recommends that ALL contracts be entered 

and tracked in the PeopleSoft CONTRACT module, and that all employees involved in the 

purchasing process have access to and receive training in this area. Using the PeopleSoft system 

instead of an Excel spreadsheet will strengthen internal controls and reduce errors. 

 

The City of Syracuse has had access to the CONTRACT module since the PeopleSoft 

implementation in July 2015. This module tracks contract amounts and expiration dates. 

Notifications can be set up to inform the user that the contract is close to its maximum allowable 

amount and/or expiration date. It is the opinion of the Office of the City Auditor that this important 

feature be used to its full capability. 

 
Administration Response #4-- The Purchase Team will enter all contracts for FY21, FY22 and FY23 

to date during Q1 of 2023. All contracts will be uploaded as contracts are processed moving forward. 

 

 

Finding #5: The “naming standards” outlined in the Procurement Manual are not being used 

consistently (See Appendix D, page 52). Using naming standards is important because it is a 

safeguard to ensure that duplicate payments are not made. The PeopleSoft financial system gives a 

notification when an invoice with the same dollar amount and invoice number is entered. 

 

These invoice naming standards are not being used consistently which may result in a supplier being 

paid twice for the same invoice. We pulled data for a specific supplier to test if the ‘naming 

standards” are being followed (see Appendix J). There was NO consistency in the invoice naming 

for this supplier. Not following these standards shows a lack of internal controls and takes away the 

safeguards that PeopleSoft has in place to prevent duplicate payment of invoices. 
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Recommendation #5 The Office of the City Auditor recommends that the naming standards found 

in the Procurement Manual be followed to ensure that duplicate payments are not made (See 

Appendix D, page 52). Answers to the departmental questionnaires revealed that approximately 

70% of employees involved in the payment process are unaware of the “naming standards” for 

invoices (See Appendix J, #12). 

 

While these naming standards do not apply to all departments; the lack of knowledge speaks to the 

fact that employees do NOT have the Procurement Manual and/or have NOT been trained properly. 

The “naming standards” example (See Appendix J) illustrates a lack of internal controls as these 

invoices have gone through ALL approvals without being denied despite having the incorrect invoice 

number. 
 

Administration Response #5-- The Finance Department will review the naming standards and ensure 

all individuals involved in procurement are familiar with them and follow them consistently. 

 
 

Finding #6: There appears to be some lack of internal controls and accountability since the City 

of Syracuse moved to a City-wide centralization of financial management and resources. As a result 

of this centralization, fiscal staff positions were eliminated from department budgets and moved to 

the Finance Department. 

 

The Office of the City Auditor subsequently discovered, through answers to departmental 

questionnaires (see Appendix G), that some departments affected by the centralization, may not have 

been provided the adequate support staff necessary to complete the purchasing and payment process. 

As a result, these departments staff have had to take on fiscal work duties that should not be their 

responsibility. 
 

Recommendation #6—The Office of the City Auditor recommends that the Finance Department 

reassess its overall centralization process and reconsider providing adequate fiscal staff to specific 

Departments as support staff. This person should be responsible for Budget, Purchasing, Payment 

and any other financial duties associated with the Department that is assigned to them. The 

centralization of Financial Operations City-wide should not burden employees who have NO 

accounting or finance background to have to perform work duties that are not their responsibility. 
 

Administration Response #6--   The centralization of finance was planned to improve fiscal 

direction, oversight, and compliance.  The Finance and Budget Departments will review the current 

organizational chart of centralized finance to ensure all finance functions are adequately staffed by 

qualified individuals.  We will also review the reporting process for budget and finance tasks with the 

operating departments. 
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APPENDIXES 
 

APPENDIX A - Memorandum from City Auditor Nader Maroun to the Mayor; Chief 

Administrative Officer, Frank Caliva; and Director of Management & Budget, Tim Rudd 
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APPENDIX D—Current Procurement Manual 
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