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[bookmark: _Toc380842327]Executive Summary
Milwaukee County, Wisconsin (the County) engaged NIGP Consulting to conduct a review of the County’s policies and procedures to include:
· Review of procurement related statutes and Milwaukee County’s General Ordinance (MCGO) Chapters that govern procurement or impact the procurement process:
· MCGO32 Purchasing Division; 
· MCGO42 Disadvantaged Business Enterprise and Airport Concession Disadvantaged Business Enterprise Participation in County Contracting; 
· MCGO43 Bidders Qualification Statement on Public Works Contracts; 
· MCGO44 Public Works Contracts; 
· MCGO46 Department of Human Services;
· MCGO56.30 Professional Services; and
· MCGO110, Municipal Administration and Election by Chapter 295, Laws of 1975, Pursuant to Section 68.16 Wisconsin Statutes).

· State of Wisconsin regulations that impact the County’s procurement process.

· Regulatory constraints that may impede procurement efficiency.

· Other policies and procedures manuals related to purchasing practices ,such as P-card programs and vendor guides.

· Comparison of policies and procedures to the American Bar Association Model Procurement Code for State and Local Governments 2000 (ABA Code), appropriate State requirements and two (2) comparable entities to be determined by the Consultant and the County.

· Specific recommendations for each section of the County’s existing policies and procedures documents.

· Submittal of a draft report for the County’s review.

· Delivery of a final report within one (1) week of receiving the County’s feedback on the draft report.

The Consultant based the review on the concept that solid policies and procedures form the backbone of a strong and successful procurement function.  Currently, the County does not have a manual that contains policies and procedures governing the procurement process; rather it utilizes the Milwaukee General County Ordinance Chapters and a series of administrative procedures.  While policies and procedures are sporadically contained in documents, the procurement function’s critical steps are not always clearly delineated.  This can cause confusion in understanding the role of procurement in the County, particularly as to who should have responsibility and what steps are integral to the process.  The possibility for confusion among clients creates the opportunity to circumvent regulations and may even set the stage for fraud and abuse. 

This is particularly important in today’s governments to protect the organization.  Clear policies and procedures, where all participants understand procurement’s and the users’ roles and responsibilities in the process are critical to ensure an ethical and transparent government.  The County’s Ordinances are the policies that are approved by the governing body. These policies should be separate from the procedures that are developed and implemented to carry out the policies.  Both policies and procedures should be set forth in a manual or two separate manuals, if the County prefers.  Another “best of breed” trend today is to also have a separate a procedure manual for users and a manual for suppliers and contractors for “How to Conduct Business with the County.”

NIGP observations and findings include:
1. Several of the MCGO chapters are in need of revisions, specifically MCGO32, MCGO44, MCGO56.30 and MCGO110.

2. Administrative procedures are outdated and require revisions.  These include all documents that were reviewed, as follows:
1. Requisitioning Process revised 5/8/2002;
2. Administrative Procedure Manual for Procurement, Purchase Order, Requisition, Section 1.02-1, originally issued 11/1/1967, revised 8/22/2002;
3. Administrative Procedure Manual for Professional Service Contracts, Section 1.13-2, originally issued 5/7/1984, revised 2/1/2007; and
4. Administrative Procedure Manual Report of Departmental Purchases, Section 1.14.3, originally issued 5/14/1984, revised 3/31/1989.

3. MCGO44 contradicts MCGO43 for the dollar threshold that requires competitive sealed bids.  MCGO43 follows Wisconsin statute 59.52 where bids are required for contracts where the cost is $25,000.00.  MCGO44 specifies competitive sealed bids for $20,000.00.

4. There are dual protest and appeal processes. There should be a single process for protests and appeals that originates with the Purchasing Director instead of various committees. Having more than one initial point of decision making provides an opportunity for confusion and different outcomes that may not follow public procurement standards and best practices. This process is clearly a responsibility that falls under the authority of the procurement function as set forth by the ABA Code. Assignment of this responsibility to procurement is also a safeguard to ensure objectivity in outcomes.

5. Both policies and procedures are contained in the chapters and administrative manuals. When policies and procedures are combined in the same documents, there is a greater tendency for misunderstanding, creating the chance for users to make mistakes and circumvent rules.  Separating the two provides clarity, and establishes the appropriate hierarchy of the policies to the procedures.

6. There are areas in the procurement process that are not addressed.  These areas include specifications, purpose, goals and objectives, organization and responsibility, contract administration, debarment of vendors, and client department information and responsibilities. These are specifically identified as procurement authority and responsibilities in the ABA Code. The Code is a best practice for governmental procurement and a professional standard. Additionally, these areas should be addressed to achieve greater understanding, fairness, and transparency of the public procurement processes of the County.

7. Delegation of authority to the procurement director is weak and fragmented. The procurement director’s procurement authority is delegated in several sections of Chapter 32. Delegation of procurement authority should be delegated one time to the procurement director to handle all the tasks associated with procurement.  The way the delegation is currently stipulated and repeated gives the impression that the director does not have authority for all areas of procurement; rather, the director’s authority is empowered on a piecemeal basis.  A designated section in the ABA Code delegates authority and responsibility to the chief procurement officer one time and covers all responsibilities associated with procurement.

8. The Purchasing Standardization Committee has more authority than the procurement director for standards.  The Committee can revise standards established by the director.  

9. Dollar thresholds for purchases below those that require a formal process are inconsistent for commodities, equipment and non-professional services; public works contracts and professional services, creating a possibility for confusion and an opportunity for circumventing the process.

10. The primary regulatory constraint that is impeding efficiency in procurement is the protest and appeals process. Suppliers and contractors have the capability to delay bid and proposal awards through protest and appeal actions.  This would require change by the Board of Supervisors.  

NIGP Consulting recommends:

1. Strengthen the procurement function and the role of the procurement director.  Once authority has been delegated to procurement by the director of administrative services, the roles and responsibilities of the division and its director should be clearly communicated. Functions and tasks in the process should fall explicitly under the procurement director’s authority and responsibility. This follows the ABA Code.

2. Combine all MCGO ordinances/chapters that govern procurement into a policy manual. While there may be other policies the County wants to add, these have been approved by the governing authority and are the basis for procurement in the County.

3. Clearly distinguish between policies and procedures.  It does not matter whether the two are combined in one manual, as long as they are distinct. Policies are governing principles or plans that establish the general parameters for the County to follow in carrying out its responsibilities.  Procedures are the detailed series of related activities that must be completed, and the order in which they must be done, to accomplish the policies.[footnoteRef:1]   [1: National Institute of Governmental Purchasing, Inc. NIGP Public Procurement Dictionary of Terms.  Revised 2007, pages 85 and 88.] 


4. Publish the new policies and procedures manual on the County website.  This will allow access to all participants in the procurement process and strengthen the role and understanding of the procurement division for client departments, suppliers and contractors.

5. Revise and standardize dollar thresholds for purchases where cost is less than those that require a formal process. Informal bidding and small purchase amounts range from $2,000 to $5,000 to $10,000. Although the authority for procurement is split for procurement of commodities and non-professional services, public works and professional services, consistent thresholds would reduce confusion.

6. Revise the dollar threshold for the formal process from $50,000 to $100,000.  This is in line with counties the size of Milwaukee and Wisconsin Act 14.  A public works contract is an exception as long as Wisconsin statute specifies $25,000.

7. Develop a separate manual for client departments and a “How to Conduct Business with Milwaukee County” manual for vendors.  Conduct regularly scheduled training classes for both groups.

8. Use the same definitions in chapters for procurement, public works and professional services.

9. Implement one protest and appeal process that begins with the procurement division director that does not allow for an avenue to delay bid awards for critical purchases and projects.

10. Consider conducting a review of the procurement function to determine if greater efficiencies can be realized and if maximum value is being realized with the current organizational arrangement.

11. Conduct regularly scheduled audits for all categories (commodities, equipment and non-professional services; public works and professional services) of procurements, preferably annually but at least every three years.
Conclusion
The trend in today’s governments has greater delegation of authority to its client departments.  To have a strong and effective procurement function, responsibility should be delegated to a chief procurement officer who oversees the process and creates procedures based on policies.  With clearly understood regulations, the government maximizes value and ensures fairness and transparency.

Having multiple departments manage the different types of procurements – commodities, equipment and nonprofessional services, public works and professional services has the capability to cause confusion among clients.  In the worst case scenario, departments may seek avenues to circumvent procurement practices and the County’s rules.  This may not be discovered until there are significant problems, such as waste, unethical actions or even criminal activity. 

Policies and procedures are only as effective as the willingness of the participants to follow them. Still, solid policies and procedures are the core of a strong procurement operation.  Once clear policies are in place communication is key to ensure all participants understand their role and  management can implement measures to ensure they are followed. Regulations should be clear and strongly written so that there are no gray areas that allow circumvention of the process.

The primary focus of this report is the recommended revisions of existing ordinances, chapters and administrative manuals; creation of manuals for policies and procedures; strengthening the role of the procurement director and improving the protest and appeal process.  

The County already has several best practices in place.  Additional best practices that the County may want to consider are discussed throughout the report, contained in the recommendations and summarized on pages 47-48.
The findings and recommendations in this report provide an opportunity to move the County procurement function to a higher level in its policies and procedures that will result in greater effectiveness for the procurement division and greater efficiency for the County.  The recommendations are based upon best practices in public sector procurement and the profession. Recommendations also follow the American Bar Association 2000 Model Procurement Code for State and Local Governments.  The manuals of Fairfax County, Virginia and Waukesha County, Wisconsin were compared to Milwaukee County and best practices contained in the manuals are included in the recommendations.
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Scope and Methodology
Milwaukee County, Wisconsin (the County) engaged NIGP Consulting (NIGP) to conduct a review of the County’s policies and procedures to include:
· Review of procurement related statutes that govern procurement: 
· Milwaukee County General Ordinance (MCGO) chapters that govern procurement or impact the procurement process: 
· (MCGO32 Procurement Division; 
· MCGO42 Disadvantaged Business Enterprise and Airport Concession Disadvantaged Business Enterprise Participation in County Contracting; 
· MCGO43 Bidders Qualification Statement on Public Works Contracts; 
· MCGO44 Public Works Contracts; 
· MCGO46 Department of Human Services;
· MCGO56 Professional Services; and
·  MCGO110, Municipal Administration and Election by Chapter 295, Laws of 1975, Pursuant to Section 68.16 Wisconsin Statutes).

· State of Wisconsin regulations that impact the County’s procurement process.
· Wisconsin statutes 59.52 and 66.0901. Chapters 43 and 44 follow these statutes for public works contracts. 
· Statute 46.23 that governs Human Services.  
· Statute 66.0131, Local Government Procurement.
· Act 14,Chapter 16, 59.52(31)  Public Contracts, Populous Counties

· Regulatory constraints that may impede procurement efficiency.

· Other policies and procedures manuals related to purchasing practices and procedures, such as P-card programs and vendor guides.

· Compare policies and procedures to the American Bar Association Model Procurement Code for State and Local Governments 2000 (ABA Code), appropriate State requirements and two (2) comparable entities to be determined by the Consultant and the County.  The County selected Waukesha County, Wisconsin and Fairfax County, Virginia as comparative entities.

· Provide specific recommendations for each section of the County’s existing policies and procedures documents.

· Submit a draft report for the County’s review.

· Deliver a final report within one (1) week of receiving the County’s feedback on the draft report.

In addition to the MCGO, State of Wisconsin regulations, the ABA Code and purchasing chapters and manuals of Fairfax County, Virginia and Waukesha County, Wisconsin, the following documents were reviewed:
· A-6 Procurement Memo, a diagram of the procurement process for items less than $2,000; services or supplies greater than $2,000, services or supplies greater than $2,000 that result in a PA where no purchase order exists;
· A6.313 Requisitioning Process, revised 5/8/2002;
· A6.315 Purchasing Authority “How to Buy Stuff”;
· Administrative Procedural Manual for Procurement, Purchase Order Requisitioning, Section 1.02-1, original issued 11/1/1967, revised 8/22/2002;
· Administrative Procedural Manual, Procurement Professional Service Contracts, Section 1.13-2, original issued 5/7/1984, revised 2/1/2007; 
· Administrative Manual Report of Department Purchases, Section 1.14-3, original issue 5/14/1984, revised 3-31-1989; and
· An Audit of the Milwaukee County Procurement Division May 2008.

Neither a vendor guide nor procedures for the P-card process were part of the review.

Ms. Connie Hinson, CPPO was assigned to this review.  Her biographical sketch is included in Appendix D.

To augment the review of documents, telephone conferences were held with Mr. Patrick Lee and Ms. Stephanie Gulizia of the procurement division. Discussions were held with Mr. Jerome Heer, Director of the County’s Audit Department, Mr. Mark Grady, Deputy, Office of Corporation Counsel and Greg High, Director of Architectural, Engineering and Environmental Services.  Ms. Hinson thanks all who provided information for this review and appreciates their insight and invaluable assistance.

As requested by Mr. Lee in the Scope of Work, findings, observations and recommendations will be addressed for the governing documents.  Specific sections in the documents will be addressed as needed.  Best practices have been identified per his request.

This report addresses MCGO chapters, administrative procedures and internal documents provided to the Consultant by the County, State of Wisconsin regulatory statutes that impact local government procurement, the ABA Code and best practices and a discussion of procurement policies and procedures of Fairfax County, Virginia and Waukesha County, Wisconsin. The report contains a discussion of each document with recommendations, as well as a recommendation for policies and procedures. A discussion on authority and responsibilities of the procurement director is also included.  There is an analysis of the protest and appeal process and, while a review of these processes was not part of the original scope, the Consultant feels it is critical to address this area to prevent unnecessary delay in award and project start-up.

The observations, findings and recommendations based upon review of documents, telephone discussions, comparisons with Waukesha County, Wisconsin and Fairfax, Virginia procurement functions and the ABA Code provide an analysis that will assist the County in its efforts to move toward best practices in policies and procedures and greater effectiveness in its procurement function. 
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Policies and procedures provide the backbone for a sound procurement function.  Procurement authority and responsibility for local entities are established by ordinance or regulations that form the basis for policies.  Policies at a minimum should clearly establish procurement’s role,   position, and responsibilities in the organization; the reporting structure; dollar limits, or thresholds that are required for formal bids and informal purchases; disposal of property, public advertising requirements; open records, legal and contractual remedies, specifications, ethics and the methods of procurement. Other areas may be included as well, depending upon the requirements and needs of the organization Policies are promulgated by the policy makers of organizations. The procedures then follow and are delineated to implement and execute the policies; they are the tasks that make the policies successful.

A procurement policy establishes and delegates authority and responsibility for the organization’s acquisitions. Simply stated, the policy is the basis for procedures (developed by Procurement) that tell participants in the process, including procurement staff, management, elected officials, client departments and suppliers and contractors what they can and cannot do. Simply stated, policy is what should be done and procedures states how it should be done. For example, policy states procurement has responsibility and authority to purchase for the County. Procedures should state how a requisition should be submitted and what information should be included; how competitive sealed bids and proposals are publicly advertised, received and opened, evaluated and awarded and how informal purchases are determined and procured.  Procedures for suppliers may be pamphlets of “How to do Business with the County” and should include submission of bids, becoming an eligible bidder and protesting an award.  The procurement division should develop, define and have internal procedures detailing the processes.[footnoteRef:2] [2:  Hinson, Connie, Purchasing for Local Governments.  Level I, Local Government Financial Management Program, Carl Vinson Institute of Government, University of Georgia, 1995, page 8.] 


The County is utilizing several documents as the basis for procurement.  The MCGO documents – Chapter 32, Purchasing Division; Chapter 42, Disadvantaged Business Enterprise and Airport Concession Disadvantaged Business Enterprise Participation in County Contracting; Chapter 43, Bidders Qualification Statement on Public Works Contracts; Chapter 44, Public Works Contracts; Chapter 56.30,   Professional Services; and Chapter 110, Municipal Administration and Election by Chapter 295, Laws of 1975, Pursuant to Section 68.16 Wisconsin Statutes) are chapters created and approved by the Board of Supervisors.  Chapter 46, Department of Human Services was included as a chapter to review but the contract process is completely outside of the realm of the procurement division.

Some of these chapters have undergone legislative actions several times since their creation.  For example, MCGO42, Disadvantaged Business, has had 27 amendments, revisions, renumbering, and deletions since its creation in 1992.  MCGO43, Bidders Qualification Statement on Public Works Contracts has had 12 changes since it was originally published in 1981. MCGO44, Public Works Contracts has undergone 30 modifications since its creation in 1981. MCGO 46, Department of Human Services has had 38 revisions since its creation in 1951 with the majority of the changes due to renumbering. CGO110, Municipal Administrative Procedure has undergone 6 modifications since its creation in 1997.

While it is not efficient to rewrite governing documents in entirety whenever changes need to be made, there is always a possibility that over time, the documents become piecemeal due to the addition and revisions of state or federal requirements, problems being resolved or a need being met. It is always a good idea to periodically assess governing documents after they have been in effect for some time and rewrite them if communications are not clear, material is redundant or repeats sections of other chapters, or if policies are misunderstood or do not adequately address what the entity actually needs or is doing.  Professionally, the procurement role in the organization has transitioned over the years from a clerical function to a management and strategic function and governing documents need to be revised to reflect this transition and the new responsibilities.  

The Purchasing Standardization Committee has more authority than the procurement director regarding standards. The procurement director establishes standards, yet the committee can revise the standards. In a worst case scenario, the committee could implement standards that hinder competition.
The County protest and appeals process is governed by two Milwaukee County General Ordinance Chapters: MCGO32 governs procurement and MCGO110 governs public works and professional services.  Public works contracts and professional services are specifically excluded from the procurement division’s responsibility and authority. The two protest and appeal processes should be under one for consistency.  A discussion of each process is contained in the sections for MCGO32 and MCGO110. 
Review of procurement processes is outside of the scope of work for this engagement. However it is apparent that the way the protests and appeals process is set up, there is a potential for abuse.  Suppliers or contractors have the capability to file frivolous actions that can delay projects until the action is resolved.  When this happens, it hurts the County and its citizens.

There is no avenue for the County to suspend or disbar a vendor or contractor, nor is there a written policy to document vendor and contractor performance.  This is critical to a strong procurement operation and provides protection for the County.  

The different dollar thresholds for the types of procurements could cause confusion among clients.  For example, MCGO43, Bidders Qualification Statement for Public Works Contracts cites that the County follows Wisconsin statute 59.52 for public works contracts.  The formal bid threshold is $25,000.  MCGO44, Public Works Contracts cites the bid threshold as $20,000.  A discussion with Gary High, Director of the Architectural, Engineering and Environmental Services Division revealed this could be an oversight in updating changes.  

Even when responsibility for specialized acquisitions falls outside of procurement responsibility, i.e. public works and professional services, the dollar thresholds should generally be the same for informal and formal purchases.  Since the County follows state statute for public works acquisition, the $25,000 formal threshold cannot be changed.  Informal purchase thresholds can be changed so there is uniformity for all three and requirements for formal purchases can be the same for procurement of commodities, equipment, non-professional services and professional services.

The following tables show the current dollar thresholds for procurement of commodities, equipment and non-professional services; professional services and public works.

	Procurement – commodities and non-professional services

	Informal purchases

	   Discretionary – client department <$2,000

	   Discretionary – procurement <$10,000

	   Open market – procurement $10,000<$25,000
        3 quotations

	   Informal bids – procurement $25,000<$50,000
        Sealed bids from all known vendors and     
        suppliers

	Formal purchases

	   Board approval required $50,000

	     Competitive sealed bids/proposals 



	Public Works

	Informal purchases

	Discretionary - <$5,000

	Informal bids - $5,000<$25,000
   Minimum of three informal bids

	Formal purchases

	Board approval required $25,000
   Competitive sealed bids/proposals


	






	Professional Services

	Informal purchases

	Discretionary <$2,000

	Informal/discretionary >$2,000<$50,000
   RFP process not required (non-capital)

	Formal purchases – capital

	Board approval $25,000
  RFP process required

	Formal purchases non-capital

	Board approval $100,000
  $50,000-$100,000 RFP process required with 
   minimum of 3 proposals unless determined to not 
   be cost effective
  RFP process required $100,000






















NOTE – ACT 14 a new change in State Statute only requires contracts over $100,000 to go for Board approval.

If the County chooses to rewrite and revise its chapters, it may wish to consider increasing the limits for small purchases, competitive sealed bids and sealed proposals and acquisitions that require Board approval.  A comparison of entities was done for St. Louis County in 2012 and is included as Appendix C.  

Some governments are including an innovative method in their policy language that automatically increases the threshold for competitive sealed bids and competitive sealed proposals. This method permits a legitimate and efficient way to conduct business without having to seek Board approval whenever an increase in threshold is appropriate. An example of such language is:

“Every five years the Purchasing Director will calculate the cumulative inflation factor for the previous five years and add that figure, rounded to the nearest thousandth, to the threshold at which sealed bids are required.”[footnoteRef:3]   [3:  National Institute of Governmental Purchasing, Inc.Terry McKee, CPPO, CPPB, C.P.M., CPCP, Senior Consultant.  Review of Purchasing Policies, Methodologies, Enabling Legislation, Statutes, Codes and Ethics Ordinances.  2012, page 15.] 


The chapters MCGO44, Public Works Contracts and MCGO56 Professional Services should be included in the new policy document, even though responsibility and authority is outside of the procurement division.  Both are acquisitions and should follow the same process for competitive sealed bids, competitive sealed proposals, small purchases, emergency and sole source as outlined in MCGO32.  

Having one procurement policy document will provide greater clarity and understanding of the procurement process.  Once the policy is written and adopted, the County should develop separate procedures based on the policies. The Division of Architectural, Engineering and Environmental Services that has responsibility for public work acquisitions and client departments that have responsibility for professional services should work together with the procurement director to develop a procedural manual for the processes that are standardized as much as possible.

Should the County decide to rewrite their chapters, NIGP recommends the following or similar topics. The articles and sections can be tailored to the County’s specific needs The ABA Code and Fairfax County, Virginia Resolution and Procedures were used as guides.  Fairfax County, Virginia has both a resolution that addresses policies and a separate procedures manual.  Milwaukee County may be interested in utilizing its format and titles.  



Article I.  Purpose, Goals and Objectives

The trend today is to have procurement’s goals and objectives on their websites, separate from the goals and objectives of the entity.  These goals and objectives should mirror and complement those goals and objectives of the entity.  If procurement reports to a department, such as finance or administrative services, the procurement goals should mirror and complement the department’s goals as well.  Many websites also include values. The purpose of this is to let the public and customers know that procurement takes its role in the organization seriously and its function is to provide value to the entity.

The procurement division’s website contains the following that states the purpose of the division.

“The Procurement Division is empowered by Chapter 32 of the Milwaukee County Ordinances to purchase or contract for supplies, materials, equipment and contractual services needed by County departments, agencies and institutions.  This authority does not include public works programs, repairs or alterations to buildings, structures, or 	leases of County-owned real estate and appurtenances which are administered by the Department of Public Works.

The Procurement Department is also authorized to develop standards, prepare specifications, sign and issue contracts and purchase orders, process Requests for Proposals, and assist the Department of Public Works in the sale of surplus or obsolete supplies, materials or equipment.  Additionally, the Procurement Division provides DBE an opportunity to participate in Milwaukee County’s procurement process pursuant to 	ordinances and annual goals established by the Milwaukee County Board of Supervisors.
	
The Procurement Division, within the scope of Chapter 32, shall obtain goods and services for our customers which enhance the quality of life in Milwaukee County and fully utilize all business segments.

Article I should contain the goals and objectives of the division, as well as its purpose.  These should follow and complement the goals and objectives of the Department of Administrative Services and the County.

Article II.  Organization and Delegation of Authority 
The Department of Administrative Services delegates authority and responsibility for purchasing to its procurement division. A clear delegation of authority and responsibilities strengthens the function and prevents misunderstanding about its role in the organization.

The article should include:
· Definitions
· Creation of  a procurement division and delegation of authority to the director
· Responsibilities of procurement
· Exemptions 
· Delegation of authority to client departments
	


Article III.	Requisition and Source Selection
The article should contain the following:
· Definitions
· Requisition, availability of funds and encumbrance
· Dollar thresholds for acquisitions
· Methods of source selection
· Competitive sealed bid
· Competitive negotiations/competitive sealed proposal
· Small purchase
· Emergency purchase
· Sole source purchase	
· Cooperative and inter-governmental arrangements

The competitive sealed bid and competitive sealed proposal processes should contain subsections for conditions of use and steps in the processes, including vendor selection, advertising requirements, pre-bid and pre-proposal conferences, receipt and opening of bids and proposals, cancellation and rejection of solicitations and award. The proposal process should discuss the use of evaluation committees and criteria. For emergency and sole source purchases, conditions for use and approval requirements should be outlined. 

Article IV.	Public Works Contracts
Although public works is handled separately from the procurement division, the chapter should be included here as a policy because it is part of the procurement process.  Much of the solicitation process for competitive sealed bids and competitive sealed proposals is the same as acquiring commodities and non-professional services, including receipt and opening of solicitations and pre-bid conferences.  Differences should be noted.

Article V.	Professional Services
Ordinance 56.30 should be included in the manual as policy for professional services acquisitions.  The process for solicitation of competitive sealed proposals is the same as that for procurement of non-professional services.  Differences in the process should be noted.

Article VI.	Specifications and Standards
Neither Chapter 32 nor 44 contain information on specifications; i.e. who has responsibility; use of restrictive specifications; brand names, etc.  This article should include:
· Definitions
· Responsibility for specifications
· Types of specifications
· Standards
· Purchasing Standardization Committee

Specifications are critical for a successful acquisition.  They identify need and if they are well written, encourage competition and assure quality.  Each participant in the procurement process has a responsibility for developing specifications that will produce value to the County.  

Article VII.       Contract Formation and Types of Contracts
Responsibility for contracts is not specifically addressed in any of the chapters.  This article should contain: 
· Contract types and use
· Retention of procurement records
· Anti-competitive practices
· Administration of contracts
· Vendor and contractor performance
	
Article VIII.	Legal and Contractual Remedies
Chapter 32 does not contain a method to suspend or debar suppliers or contractors for poor performance. Additionally, it does not prescribe the require documentation for identification of poor performance.  These are important areas of procurement.

This article should include:
· Definitions
· Protest:  the right to protest, authority to resolve protests
· Appeal:  the right to appeal, authority and resolution
· Suspension and Debarment
· Breach of Contract

Article IX.	Disposal of Surplus Property
The procurement director has responsibility for storage of surplus and disposal of property through public auction.  This article should also include other methods of disposal that may be more cost effective and take less administrative time than a public auction.  These include:
· Definitions
· Public auction
· Reverse auction
· Sealed bids
· Spot bids

Article X.	Assistance to Small, Disadvantaged Business Enterprise and Airport Concession Disadvantaged Business Enterprise
 This article should address procurement’s role in the DBE program and reference Chapter 42 as the governing policy.  Definitions and sections of Chapter 42 that apply to procurement should be included.

Article XI.	Ethics 
The County’s Ethics Ordinance may be used or one specifically for procurement may be developed.  Many of NIGP’s members utilize the NIGP Code of Ethics.  

[bookmark: _Toc380842332]Chapter 32, Department of Administration, Subchapter II, Procurement Division
The following observations and recommendations are made for Chapter 32.

There are more sections and discussions for negotiation and request for proposals than there are for the competitive sealed bid. Both are methods of source selection but the competitive sealed bid is the preferred method of procurement in the public sector. The ability to negotiate and utilize an alternate method to competitive sealed bidding was added to the ABA Model Procurement Code in 2000.  It is designed to be used when competitive sealed bidding is not practical or advantageous and award is based on criteria other than price.

The competitive sealed bid and competitive negotiations, small purchase, emergency purchase and sole source are recognized best practice procurements. To obtain greater clarity and understanding, the different procurement methods should be a section titled “Methods of Source Selection” and relevant areas should be combined into this section.

Several of the ordinance sections contain procedures that should be deleted and included in a separate procedures manual.

A section should contain “Exceptions” to the responsibilities and authority of the procurement division.  This section would reference chapters that are outside of the realm of authority for the division.

The following addresses individual sections of Chapter 32 with observations and recommendations.

Section 32.20:  Words and phrases defined.
Definitions should be expanded to include the following, as used throughout the document.  Definitions are found in the NIGP Public Procurement Dictionary of Terms, which is utilized as “The Comprehensive Reference for Public Purchasing Terms and Concepts.”  The County many want to use other definitions; however, they should be procurement directed and consistent.

Delegation of authority:  “The conferring of authority by someone who has it, to another person, in order to accomplish a task.”  In Chapter 32, delegation of authority is from the director of administrative services to the procurement director.  The procurement director may delegate responsibilities to procurement staff or client departments when it is in the best interest of the County.

Cooperative procurement:  1) The action taken when two or more entities combine their requirements to obtain advantage of volume purchases, including administrative savings and other benefits.  2)  A variety of arrangements whereby two or more public procurement units purchase from the same supplier or multiple suppliers using a single IFB or RFP.  3)  Cooperative procurement efforts may result in contracts that other entities may “piggyback”.

Section 32.21:  General administration
The department of administrative services has responsibility and authority for the procurement function within County and has delegated the function to its procurement division. If the procurement division is to successfully perform the procurement function, the authority and responsibility should in turn be delegated to the procurement director to include the responsibilities listed in Section 32.22. This delegation should apply to all sections of County chapters that deal with procurement except those that are specifically noted as “Exceptions”.

Section 32.22:  Department of administrative services
Once authority and responsibility for procurement have been delegated by the director of administrative services, all references to procurement should be under the purview of the director of procurement.  

Responsibilities in public sector procurement include maximizing competition to obtain the greatest value for the entity, enforcing transparency and openness to safeguard the integrity of the procurement process and ensuring fair and equitable treatment of suppliers and contractors.  These should be added to the responsibilities listed in this section.

A responsibility should be added to the procurement director’s responsibilities to ensure compliance with Milwaukee County General Ordinance Chapters and Procurement Policies and Procedures by reviewing and monitoring procurements conducted by any designee, department, official or employee of Milwaukee County.[footnoteRef:4] [4:   Op. cit. American Bar Association, page 15.] 


Section 32.23:  Purchasing standardization committee
In Section 32.22, 1 (e) department of administrative services, the procurement director “develops and recommends standards for purchasing standardization committee approval and enforces the use of standards and specifications established under the provisions of this chapter.”  In Section 32.23, the committee “adopts, revises and promulgates written standards which satisfy the requirements of the county.”  

One open question is whether the role of the committee includes revising what the purchasing director develops.  If one of the responsibilities of the procurement director is to maximize competition and value for the County, there could be a conflict with the committee if there is a preference for a particular brand by client departments that serve on the committee. To ensure maximum competition, the director and committee should jointly revise standards.

32.25 Purchasing and contracting procedure
The statement “Purchases of supplies, materials, equipment and contractual services shall be based on competitive bids” conflicts with the actual process.  Not all purchases are based on competitive bids; discretionary purchases less than $10,000 or less are made at the discretion of the buyer without competition Section (2).  Client departments have delegated authority up to $2,000 that does not require competitive bids.

(7-a-2 and 7-a-5)  Delete “or his or her designee”.  Based on delegation of authority in Section 32.20, the procurement director has the authority to delegate as needed.

Add exception “Purchases of supplies, equipment or services based upon cooperative arrangements with other governmental units”.

(7d) Change purchasing administrator to procurement director.

(9c) It is unclear which administrator is being referenced.  If it is the purchasing administrator, change to procurement director.

Delete “procedure” from the title.  Chapters should be policies.  Procedures should be contained in a separate procedures manual.

Section 32.26:  Protest and appeal procedure
Delete “or his or her designee” as approval is contained in Section 32.20.

Combine this section with the section “Legal and Contractual Remedies” that includes a sub-section on “Protest and Appeal.”

(2b)  Certified mail, return receipt requested is an expensive and cumbersome method.  The County may want to consider eliminating this method of notifying bidders when award is to be made to other than the lowest responsive and responsible bidder.  Instead, information could be included in solicitation documents that bid results will be posted online, on the E-Notify system.  A “Notice of Intent to Award” could be included in the on-line information.  For bids where bidders are not responsible or responsive, there is no need to notify.  

It should be a rarity that an award is made to other than a responsible and responsive bidder, as they have met the requirements of a bid or request for proposal.

Delete “procedure” from the title of the section.  The chapters are policies.
The Purchasing Standardization Committee has been established with administrative powers to handle protests and appeals.  The committee is comprised of four County departments and three citizens appointed by the County Executive. Vendors can file appeals to this body for decisions made by the procurement director on their protests. 
Chapter 32, 32.26 Protest and Appeal procedures provides the following time frame to file a protest and appeal:

	3 days for a vendor to file a protest;
	5 days for the procurement director to make a decision;
	3 days for the vendor to file an appeal to the purchasing standardization committee.

There is no specified time frame once the appeal is filed.  The chairman notifies the committee of a time and place to meet.  Realistically, this could take several days.  Already the award process has been delayed two weeks and scheduling participants for a meeting could take even longer.

The Committee hears appeals on the purchasing director’s award decisions and can reverse such decisions. Because the procurement director has no avenue to move forward with awards if a protest or an appeal is filed; projects, equipment and services have the potential to be delayed for an indefinite period of time. Protests and appeals are the right of every supplier or contractor who feels aggrieved but when the County is not able to move forward with awards until a protest or appeal is resolved, the resulting delay has the capability to impede the County’s ability to be effective and definitely hinders its efficiency.  

It is apparent that the way the protests and appeals process is set up in the County, there is a potential for abuse.  Suppliers or contractors have the capability to file frivolous actions that can delay projects until the action is resolved.  When this happens, it hurts the County and its citizens.

A best procurement practice is where appeals can be made yet critical awards are not delayed.  The ABA Code recommends the Chief Procurement Officer should have the authority to settle, prior to the commencement of an action in court a protest dispute.  If the protest is not resolved by mutual agreement, the Chief Procurement Officer shall promptly issue a decision in writing that states the reasons for the action taken and informs the protestant of the right to judicial or administrative review.  The type of judicial or administrative review would be in accordance with the entity’s stated ordinance/policy.[footnoteRef:5] [5:  American Bar Association, The 2000 Model Procurement Code for State and Local Governments. Article 9, Legal and Contractual Remedies pages 65-69.] 


The ABA Code also provides for an optional “Procurement Appeals Board” of individuals with procurement expertise, to hear appeals of those who do not believe the decision of the Chief Procurement Officer is fair, or has caused them damage.  This must be done within a specified time frame.  The Board looks at the action as to whether the solicitation award was made in accordance with the statutes, regulations and the terms and conditions of the solicitation.  

The ABA Code suggests that no award should take place until the protest is resolved.  However the Chief Procurement Officer can confer with the affected agency and make a decision to move forward with the award if the project, service or commodity is critical to the entity.  In this case, award is made, the project moves forward and the supplier or contractor still has the right to legal action in a court of law.  

Waukesha County, Wisconsin was contacted regarding its protest process.  The County has vested appeal decision solely in the hands of the Purchasing/Risk Manager.  Fairfax County, Virginia has also vested protest decision solely in the hands of the Purchasing Agent with the next step for the aggrieved supplier or contractor to institute legal action in a Virginia court.

Fairfax County’s policy for protests, contained in the Fairfax County Purchasing Resolution, 2013, Bidder Contractor Remedies, Section 4, Protest of Award or Decision to Award states that “An award need not be delayed for the period allowed a bidder or offeror to protest, but in the event of a timely protest, no further action to award the contract will be taken unless there is a written determination that proceeding without delay is necessary to protect the public interest or unless the bid or offer would expire.” This follows the ABA Code recommendations.

Gwinnett County, Georgia also has chosen not to have a body to hear appeals.  When a protest is filed, the decision of the purchasing director is final. Award is made and if aggrieved suppliers or contractors feel they have been treated unfairly, they can file suit.  The judicial body that hears the case is the Superior Court of the County and the suit is dealt with immediately.  The review is based upon whether the purchasing director’s actions correctly followed the County’s purchasing procedures.

In a discussion with Van Stephens, Gwinnett County’s Interim County Attorney, he said the process works very well.  The protest and appeals procedure was implemented in the 1990’s and to date, the County has only had two incidences where the decision of the purchasing director was challenged in court.  Awards were made, the contractors challenged and the judge heard the case quickly.  The challenge was based on whether the purchasing director followed the County’s procedures for evaluation and award, which is the basis for all challenges.  The judge’s decision ruled in favor of the County.  The County did not lose time on critical projects because there was no opportunity to delay based on a protest or appeal.

The process in place for the three counties – Waukesha, Fairfax and Gwinnett – prevents frivolous protests and appeals and does not delay important projects from moving forward.  

Section 32.27:  Delegation of authority
Since authority has already been delegated to the procurement director, add “to client departments” to the title of this section.  

Delete “his or her designee.”

(4) The procurement director has been delegated authority and responsibility for the procurement function.  Included in this responsibility is the design and use of forms for all types of purchases and solicitations.  Departments should not be designing procurement forms as this invites confusion.  Forms for the different types of procurements should be centralized and authorized solely by the procurement director.

Section 32.28:  Emergency purchases
The procurement director has been delegated authority for procurement and emergency purchases are a recognized method of procurement.  Instead of notification to the department of administrative services, the notification could be made to the procurement division. The procurement director could issue a monthly report to the director of administrative services.

This section should be combined with the proposed section on “Source Selection Methods” in the recommended article Requisition and Source Selection.

Section 32.285:  Procurement of items of apparel
This section mirrors specifications and requirements that would be contained in a competitive procurement for apparel.  It also contains procedures. Unless there is a definitive reason to include this in the chapter, delete this section.  If the rational is to address the topic in other commodity areas, then replace this section with the general prohibitions. Or, if there is a broader reason that applies, include it as a policy without the procedures.

Section 32.31:  Cooperative purchases
Delete “his or her designee”.
Combine with the proposed section on “Source Selection Methods” in recommended article Requisition and Source Selection.

Section 32.36:  Negotiations and competitive proposals
Delete this section and combine with the proposed section on “Source Selection Methods” in recommended article Requisition and Source Selection.

Section 32.37:  General
Competitive negotiation is an alternative to competitive sealed bids and is part of the competitive sealed proposal process.  The conditions listed in this section are requirements for use in an RFP.

Combine with the proposed section on “Source Selection Methods” in the recommended article Requisition and Source Selection. This should be part of the competitive negotiations method of source selection. 

Section 32.38:  Converting from sealed bidding to negotiation procedures
Move to the section on “Source Selection Methods” in the recommended article Requisition and Source Selection under the competitive negotiations method of source selection.  

Add that the negotiation will occur with the responsible and responsive offeror who submitted the lowest price.

Section 32.39:  Solicitation and receipt of proposals
This section through section 32.49 contains more information on competitive sealed proposals (request for proposals, RFP’s) than the competitive sealed bidding process.  The competitive sealed bid is the preferred method of procurement in the public sector.  The proposal process mirrors the competitive sealed bid process with the following exceptions:
· Award is not based on solely on price.
· Proposal contents are not public information when received and opened.
· Performance specifications are generally used.
· Evaluation is based upon scoring.
· Negotiations generally are part of the process.

Competitive sealed proposals should be treated as one of the methods for procurement.  Move this to “Source Selection Methods” in the recommended article Requisition and Source Selection under the competitive negotiations method of source selection.

Section 32.40:  General
Delete “or his or her designee”.

Delete (5-a-h). These are procedures that should be included in a separate procedures manual and not with policies contained in the chapter.

Change purchasing administrator to procurement director.

(6)  This has already been addressed under Delegation of Authority.

Section 32.41: Solicitation mailing list and advertising
This is part of the source selection process and should be moved to “Source Selection Methods” in the recommended article Requisition and Source Selection under competitive negotiations.  

Section 32.42: Evaluation factors
This is part of the source selection process and should be moved to “Source Selection Methods” in the recommended article Requisition and Source Selection under competitive negotiations.  

Delete “his or her designee.”

Section 32.43:  Right to award without negotiations
This is part of the source selection process and should be moved to “Source Selection Methods” in the recommended article Requisition and Source Selection under competitive negotiations.  

Delete “his or her designee.”

Section 32.44:  Pre-proposal conferences
Delete “his or her designee.”

This section should be moved to the recommended “Source Selection Methods”, article Requisition and Source Selection.  

(2a-c) and (3a-b) are procedures and should be moved to a separate procedures manual.  Suggested wording for the Chapter is:

	(2) The procurement director shall decide if a pre-proposal conference is required 	       and make the necessary arrangements.  It is understood that the director may 	       delegate this task to a designee.

	(3) The procurement director shall conduct the pre-proposal conference, furnish all 	       prospective offerors identical information concerning the proposed acquisition, 
	make a complete record of the conference, and promptly furnish a copy of that 	record to all prospective offerors.

Section 32.45:  Receipt of proposals
Move this section to “Source Selection Methods” in the recommended article Requisition and Source Selection.

Sections 32.46-32.49
Delete “or his or her designee.”  

Move this section to “Source Selection Methods” in the recommended article Requisition and Source Selection.

Section 32.47: Disclosure and use of information before award
The County is to be commended for the strength of the wording in this section.  The proposal process differs from the bid process from receipt, or opening to award.  A comparison chart shows the differences in the two processes.

	Action
	Competitive sealed bids
	Competitive sealed proposals

	Receipt and
opening
	Information publicly read – bidder
price, delivery
	Names of offerors may or may not 
be publicly read

	Evaluation
	Lowest price from responsive
and responsible bidder
	Criteria contained in the proposal is
the basis for award

	Disclosure
	Documents are open
	Documents are closed until award



While there may be slight variations among governments, the actions noted above are standard in public sector procurement.

The County has chosen not to disclose the names of offerors until the award process is complete.  The award process is complete only after the Board has given its final approval. This includes not only the public, but anyone outside of the procurement division within the government.  This ensures the integrity of the process without internal or external pressures. 

Section 32.50:  Protests to Awards
This should be included in the recommended article Legal and Contractual Remedies.  The protest and appeal process should be revised so that it is universal for professional services, public work and procurements.  Provisions for debarment and suspension for vendors and contractors who perform poorly should also be included.

Delete “or his or her designee.”

Section 32.51: Appeals to purchasing standardization committee
Move this to a section “Purchasing Standardization Committee.  Revise the role of the committee.

Delete “or his or her designee.”


Section 32.52: Unsuccessful Offer Debriefing
[bookmark: _Toc380842333]The County is to be commended for including this section as a policy in the Ordinance.  A debrief is very important to suppliers and contractors so they can understand the reasons they did not receive an award.  It is a best practice that provides greater knowledge of public sector processes and requirements to participants.

Recommendations for Chapter 32:

1. Rewrite Chapter 32 based on the suggested policy with appropriate articles.  Combine current sections as noted.

2. Delete “and his or her designee” as delegation has been assigned by the Department of Administrative Services in section 32.21.

3. Strengthen the role of procurement and the procurement director by adding responsibilities, including control of all procurement forms.

4. Create separate policies and procedures or differentiate between the two if one document  is created that contains both the policies/ordinances and procedures.

5. Provide more detail for the competitive sealed bid method of procurement.  Once the preferred method is addressed, other methods of procurement can be discussed.

6. Eliminate the use of certified mail, return receipt requested for notification of intent to award to other than low bidder.  The majority of businesses have fax machines.  The e-notify or some other link on the website can be used for notification. 

7. Revise the role of the Purchasing Standardization Committee.

8. Revise the process for protests and appeals to increase the efficiency for bid, proposal and small purchase awards. This includes delegating greater authority and responsibility to the procurement director for initial review and decision-making for all protests (including public works and professional service contracts). If the County feels it is in its best interest to have an optional committee to hear and decide appeals, include language where critical projects are not delayed.  Or, the County may elect for the courts to decide in lieu of a committee.

The ABA Code, Fairfax County, VA and Waukesha County, WI are models to consider.

[bookmark: _Toc380842334]Chapter 42 Disadvantaged Business Enterprise and Airport Concession Disadvantaged Business Enterprise Participation in County Contracts

This chapter is very thorough and complies with federal requirements for disadvantaged business enterprise participation.  

The procurement division and departments are all involved in meeting goals. The chapter’s requirements set the stage for all parties to work together to accomplish the established goals.

The Community Business Development Partners Office has an informative website and follows best practices to reach DBE and ACDBE suppliers and contractors.  The newsletter, the Expo, “Contracting with Milwaukee, First Steps”, the DBE Goals Report and Compliance Services are all excellent.

Both Fairfax County and Waukesha County have responsibility for DBE programs separate from procurement.  Procurement is heavily involved in encouraging DBE participation in Fairfax County.  Information is contained on the website and workshops are held to assist potential vendors and contractors to understand the purchasing process.

The ABA Code places responsibility for disadvantaged business programs under the purview of the Chief Procurement Officer.  However, it is not necessarily a best practice for the procurement function to have responsibility for the disadvantaged and small business programs. Many entities have very effective separate offices and procurement and client departments work well with them.

NIGP was asked whether the DBE requirement for participation in public works contracts contradicts the definition of public works as defined in Wisconsin Statute 66.0901(1)(M)(b) Method of Bidding which reads:
	Except when necessary to secure federal aid, whenever a political subdivision lets a 	public contract by bidding, the political subdivision shall comply with all of the following: 
66.0901(1m)(a)1. 1. The bidding shall be on the basis of sealed competitive bids. 
66.0901(1m)(a)2. 2. The contract shall be awarded to the lowest responsible bidder. 
66.0901(1m)(b) (b) Except when necessary to secure federal aid, a political subdivision may not use a 	bidding method that gives preference based on the geographic location of the bidder or 	that uses criteria other than the lowest responsible bidder in awarding a contract. 
The Board of Supervisors has established a DBE program and can determine how the goals of the program are to be met. However, State law is very specific how public works contracts are to be procured and limits the acquisition method to competitive bidding, where award is to the lowest responsible bidder.  

Awarding to other than the low responsible bidder to achieve DBE goals could be challenged by a bidder as conflicting with State law. The Counsel may want to research this further to see if there have been legal challenges and decisions.

Recommendation for Chapter 42
 Counsel should research DBE and public works contract awards for assurance the County is in compliance with State law.  If conflict is found, the County should revise its ordinance to comply with the State law for public works contracts.

NIGP commends the County for a very thorough DBE document and program.

[bookmark: _Toc380842335]

Chapter 43 Bidders Qualification Statement on Public Works Contracts
Chapter 43 addresses qualification of bidders for public works contracts based on Wisconsin statute 59.52.  

The County has a best practice in place for public works contracts.  Requiring a qualification statement determines eligibility of bidders in advance so that responsibility does not have to be determined after a bid has been received and opened. This best practice eliminates reference checking and reduces evaluation time for award.

Section 43.02 states that contractor qualification statements turned in to the Clerk of Court prior to receipt of bids.  While this practice is unusual, as most entities have statements turned in to the procurement office, if the process works for the County then it shouldn’t be changed.  The one caution is that architectural/engineering and environmental service should have sufficient time to evaluate and approve the contractors’ qualifications.

To ensure consistency with the format of other MCGO chapters, the County should add definitions.  The following definitions are found in the NIGP Public Procurement Dictionary of Terms.  The County may prefer to utilize definitions in other chapters or those found in the ABA Code.

Contractor:  Any individual or business having a contract with a governmental body to furnish goods, services, or construction for an agreed upon price.

Responsible bidder:  A contractor, business entity or individual who is fully capable to meet all of the requirements of the solicitation and subsequent contract.  Must possess the full capability, including financial and technical, to perform as contractually required.  Must be able to fully document the ability to provide good faith performance.

Responsive bidder:  A contractor, business entity or individual who has submitted a bid or request for proposal that fully conforms in all material aspects to the IFB/RFP and all of its requirements, including all form and substance.

[bookmark: _Toc380842336]Recommendation for Chapter 43:
	Add definitions so that this chapter will be consistent in form to others governing 	procurement.

[bookmark: _Toc380842337]Chapter 44 Public Works Contracts
The chapter does not contain definitions.  These should be added for consistency with other chapters in the ordinance.
If the director of administrative services has delegated responsibilities in this chapter to the procurement director or the director of architectural, engineering and environmental services the delegation should be included.  

44.01  Public Bid Required, Exceptions
It should be noted that for public works contracts, the County follows Wisconsin statutes 59.52 and 66.091. 
The dollar threshold for public bid is $20,000.  Chapter 43 states the bid requirement is $25,000.  NIGP has been told that the $25,000 threshold is correct.
44.03  Solicitation of Bids
The trend today is to move away from advertising in a newspaper, primarily as a cost savings. Instead, governments are utilizing their websites as their primary advertising mechanism.  Unless state statute requires advertising in legal notices of a newspaper of general circulation, the County should move toward web notification.  
44.06  Bid Opening
Generally, bids should be opened by the procurement division.  For solicitations that the division has responsibility, bids and proposals are received by the County Clerk then transferred to the division.  As noted in the discussion of Chapter 32, while receipt of bids and proposals by someone other than procurement is not the norm in the public sector profession, if this has been successful for the County and there have been no problems, there is no reason to change.

Opening bids and proposals is another matter. This step in the bid and proposal process is a recognized procurement responsibility and task. The ABA Code clearly assigns this responsibility to procurement.  A separation of these duties has the possibility to produce a disjointed process.  

44.08  Bid Rejection and Forfeiture and 44.10 Appeal
Recommendation for revision to the protest and appeal process is contained elsewhere in this report. If the County elects to revise the process as proposed, the section should be referenced in this chapter.

44.14  Award of Public Works Contracts
(1) Amount for competitive sealed bids should be changed to $25,000.  
(4) “Contracts greater than $20,000 shall be awarded to the lowest responsive and responsible bidder after solicitation of bids.”  This should be changed to $25,000 and greater to include the dollar threshold and provide consistency with other dollar thresholds.
[bookmark: _Toc380842338]Recommendations for Chapter 44:
1. The competitive sealed bid process for advertising, selection of contractors, receipt and opening of bids should be the same for procurement and public works.  Article IV Public Works Contracts in the recommended policy manual should reference the process, then describe the additional or different requirements for public works acquisitions. 
 
2. Amend the chapter to specify the change in the dollar threshold, from $20,000 to $25,000.  

3. Revise dollar thresholds for small and discretional purchases to match those of the procurement division.

4. Replace public notice advertising in a newspaper with on-line notification of bids.

5. Place responsibility for opening bids in the procurement division, rather than the County Clerk’s office.  The steps in the bid process are universal and accepted practices in public sector procurement.  The ABA Code recommends the Chief Procurement Officer have responsibility for these duties.

6. Add definitions for consistency with other chapters.

7. If the procurement director is the person delegated by the director of administrative services to share in the responsibilities for public works contracts with the director of architectural, engineering and environmental services, include the delegation.

[bookmark: _Toc380842339]Chapter 46 Department of Human Services
According to its web page, “the Department of Health and Human Services provides a wide range of life-sustaining and life-saving services to children and adults through age 60.  Programs focus on providing services for delinquent children, developmentally disabled persons, physically disabled persons, mentally ill persons and the homeless.  Many of the services provided are mandated by state statute and/or provided through a state/county contract.”  The department is comprised of four divisions:  Behavioral Health, including EMS; Disability Services; Delinquency and Court Services and Housing.  
In addition, the department has a Management Services Division that has responsibility for budgeting, accounting, contracting, human resources and other business and operational support functions.

Wisconsin Statute 46.23 gives authority to the County Boards of supervisors to establish by resolution a county department of human services on a single-county or multicounty basis to provide services.  The county department of human services consists of the county human services board, the county human services director and necessary personnel. The county board of supervisors in a county with a single-county department of human services may transfer the powers and duties to the department.  The county board of supervisors in a county with a single-county department of human services and the county boards of supervisors in counties with a multicounty department of human services may transfer the powers and duties of the following to the county department of human services.

This provides the basis for the Department of Health and Human Services to have responsibility for procurement, in addition to other administrative activities.

It appears from Chapter 46 and the website description that the department’s procurements are obtained from state or county contracts.  Although there is no reference, these contracts, depending upon the dollar threshold are very likely being procured by competitive methods.  If this is the case, then the department is “piggy backing” off of contracts that have been bid by the County or the State of Wisconsin. These cooperative arrangements are a legitimate method for procurement that generally results in cost savings for participants.

46.09 Purchase of care and services by the County
This section provides approval oversight for purchase of human services from non-governmental vendors by the Board of Supervisors.  Contracts are submitted to the appropriate county board or committee for review and recommendation prior to approval by the County Board. This stipulation ensures checks and balances for contracts that may not be based upon a cooperative arrangement.

Health and Human Services is designated outside of County procurement, having been established by Statute and the Board of Supervisors.  

NIGP has no recommendation regarding policy for this chapter.

[bookmark: _Toc380842340]Chapter 56.30 Professional Services

56.30  Professional Services
Chapter 56.30 addresses professional services.  These are distinguished from nonprofessional services that fall under the responsibility of the procurement division.  

Subsection 4(A) specifies $20,000 for capital projects requirement for proposal solicitation.  The dollar threshold has been revised to $25,000 per Wisconsin statute 59.52.
Subsection 5(a) requires that a request for proposal be used where the cost is $50,000 with a minimum of three proposal solicitations.  Subsection 5(a-1) states that “for a contract with an estimated value between $50,000 and $100,000 the request for proposal procedure need not be used if it is determined by an administrator to be cost effective to the county not to seek proposals.”  

This is a wide variance where competition is not required. It is understandable that the proposal process can sometimes be a cumbersome one; however, it is important to obtain maximum competition, whether it is price or other measures of value.  The proposal process was created as an alternative to competitive sealed bidding when there is a need to base an award on criteria other than price.  The County’s policy should require adequate competition to ensure maximum value to the entity. Only in circumstances where there is a threat to the health, welfare or safety of employees or citizens should this requirement be waived and then the acquisition becomes an emergency procurement. 

Having professional services fall outside of the procurement division could cause confusion, particularly when non-professional services are the responsibility of procurement.  The ABA Code, Waukesha County, Wisconsin and Fairfax County, Virginia have assigned professional services as a procurement responsibility.  Since this cannot be determine by a review of policies and procedures, the County may want an outside consultant to conduct a review of procurement processes to determine if this arrangement provides the greatest value and efficiency.

Subsection 7(a) are procedures and should be removed from the policy and included in the Administrative Procedures Manual.

[bookmark: _Toc380842341]Recommendations for Chapter 56.30:

1. Revise dollar threshold from $20,000 to $25,000 for public works professional services per Wisconsin statute 59.52.

2. Delete subsection 5(1-1) and require request for proposals where cost is $100,000.  Exceptions to this should either be emergency or sole source.

3. Remove procedures from 7(a) and include them in a separate administrative procedures manual.
[bookmark: _Toc380842342]Chapter 110 Municipal Administrative Procedure and Election Not To Be Governed by Chapter 295, Laws of 1975, Pursuant to Section 68.16, Wisconsin Statutes
Chapter 110 addresses appeals that are not subject to Chapter 32.  This includes Professional Services (MCGO56) and Public Works Contracts (MCGO44).  Both are exempt from Chapter 32, Procurement.
The following discussion includes observations regarding the protest and appeal process. 
Section 110.02 Definition and reviewable/ non-reviewable determinations
This section specifies the reviewable and non-reviewable determinations for adverse actions taken by a county authority that includes boards, agencies, officers, employees or agents.  Aggrieved contractors are utilizing (b-1) as the basis for filing a protest – “the grant or denial in whole or in part after application of a contract……”  Section (c-1) specifically excludes procurement, under chapter 32 from utilizing this ordinance.
Because client departments are authorized to conduct procurements for professional services, this category of contracting is outside the purview of the procurement division. The aggrieved offeror submits a protest to the department – i.e. authority – that managed the solicitation and award. The request for a review must contain the reason(s) for reversing the award. This request must be submitted within five days.  The reviewing authority has ten days to respond regarding the decision and this time may be extended.  The aggrieved offeror then has an additional five days to submit an appeal to the appropriate standing committee. The committee has ten days to conduct a hearing.  After the hearing, which is similar to a judicial or administrative hearing where witnesses may appear and evidence is submitted, the standing committee has twenty days to notify of the decision.  It is NIGP’s understanding that there are eight separate boards that hear appeals.
Similar to the process in Chapter 32, an award has now been delayed, only the delay is even greater – at a minimum thirty days and very likely longer.  If a project includes a specialized service or equipment that may have a long lead time for delivery, then a critical project is delayed, affecting the efficiency of the County and the welfare of its citizens.
[bookmark: _Toc380842343]Recommendations for Chapter 110:

1. The protest and appeals process should be universal and apply to all acquisitions.  This includes procurement (Chapter 32), Public Works (Chapter 44), and Professional Services (Chapter 56). 
 
	Those who are responsible for public works and professional service acquisitions should follow the same policies and procedures as those for the procurement director and the Procurement Standardization Committee or a similar fashion within a consolidated ordinance.  Since public works (architectural, engineering and environmental services) and procurement report to the director of administrative services, the transition to procurement division responsibility should not be difficult..

2. The procurement division logically should be the first step in the protest process.

	 For public works contracts and professional services awards, this provides objectivity.  	The director evaluates the solicitation and award process and issues a decision.  If the 	offeror still feels the treatment is unfair and the proper process is not followed, then 	an appeal can be made to the Procurement Standardization Committee or a similar 	methodology.

3. Revise the process as discussed in Chapter 32 for the protest to initially be reviewed by the procurement director, with appeal to a committee as stated in the ABA Code. The process should contain an avenue to proceed with an award while the protest moves forward.
	This will eliminate the opportunity for delay in start-up if a project is critical. Should the 	County elect to abolish an appeals committee, the aggrieved party files directly with 	an administrative court.  This reduces the opportunity for frivolous actions. 
[bookmark: _Toc380842344]If the County decides to revise its protest and appeal process, the deciding factors should be the length of time the process takes now and eliminating the ability to file frivolous actions that can delay awards. As long as suppliers and contractors have an avenue for grievances, the County is ensuring fair and equitable treatment.







Administrative Manuals
[bookmark: _Toc380842345]General Assessment and Observations
The NIGP Dictionary of Terms defines procedures as:

	“The detailed series of related activities that must be completed, and the order in which  	they must be done, to accomplish a given task.”[footnoteRef:6] [6:  NIGP Dictionary of Terms, op. cit. page 88.] 


NIGP findings and observations include:

1. The procedures reviewed in Administrative Manuals 1.02, 1.13 and 1.14 are detailed and clearly communicate the steps to follow in the areas they cover.  The forms and screen shots that are included are helpful.  They do not; however, address all of the tasks that should be included and the steps to follow for procurement policies.  

2. The primary focus in 1.02 is the requisition process for the Advantage Financial System and it should have a dedicated manual without general procurement procedures.  

3. Other procedures focus on how client departments should complete various reports. These instructions are very clear and easy to understand.

4. The purpose of procedures for the County should be to delineate the tasks to enforce policies. Administrative Manual 1.13 Professional Services is the closest to accomplishing this, as it includes procedures for MCGO42 and MCGO 56.30.

5. The manuals were written in early years and require revisions for dollar thresholds.  Public work capital projects require competitive sealed bids and Board approval at $20,000 when the threshold has been raised to $25,000.  The requirement for competitive sealed proposals for professional services when the threshold reaches $100,000 is not adequately addressed.

6. Procedures are not fully developed.  Administrative procedures should delineate step by step tasks in the procurement process that are stated in the policies.

7. There is no description of the procurement process that corresponds with Chapter 32 except what to do when using the Advantage Financial System.  

The current administrative procedures are detailed but do not address all areas of procurement.  At the very least, these should be updated to reflect the MCGO chapters.

Should the County decide to revise the policies with categories as recommended for Chapter 32, procedures should be written for each of the policies.  For example, source selection methods should detail the steps for the five procurement methods.  This should be a “how to” for procurement division, architectural, engineering and environmental division and client departments to follow for acquisitions of commodities, equipment and non-professional services; public works and professional services.  

[bookmark: _Toc380842346]Recommendations for Administrative Manuals:

1. Develop a procedures manual that is founded on the County’s procurement policies as enumerated in the Milwaukee County Governing Ordinance Chapters.  Procedures should accomplish adopted policies.

2. Include in the procedures manual a detailed diagram that flow charts steps in the procurement process.  

3. Revise dollar thresholds to reflect the County’s current practice and requirements.

4. Develop a separate procedures manual for the Advantage Financial System.

5. Create a client department manual that explains the steps in the procurement process and the role and responsibilities of clients.

6. Create a “How to Do Business” with Milwaukee County for suppliers and contractors.

[bookmark: _Toc380842347]Procedure, Administrative Manual 1.02 Procurement, Purchase Order Requisition (RX)
Parts of the administrative manual were written in 1967, 1974 and 1977 and revised in 2002.  It provides procedures for the following:
· Requisition process for the Advantage Financial System (1.02);
· Authorized requisition signature record (1.03);
· Purchase procedures (1.04);
· Price agreement procedures (1.05);
· Partial receipts for materials and services (1.06);
· Stores requisition (1.07);
· Stores requisition batch header (1.08);
· Quality assurance inspection and testing (1.10);
· Decentralized purchase order (PD) (1.11); and
· Vendor and requisition inquiry.
Sections 1.02,1.05,1.11 and 1.12 are procedures for the Advantage Financial System.  The remaining sections are primarily procedures for the client departments.  
Purchase Procedures 1.04-3 Departmental Purchase Order
The dollar threshold for departmental spending is $1,000.  According to Chapter 32, the discretionary threshold for departments is $2,000.
Recommendations for Administrative Procedure Manual 1.02, Procurement Purchase Procedures:
1. Develop separate manuals for using the Advantage Financial System for clients and procurement staff.

2. Develop procedures for the policies recommended in Chapter 32 that deal specifically with the procurement process.

3. Expand the sections that deal with procurement procedures for departments to include the methods of procurement:  competitive sealed bids, negotiations, small purchase (discretionary and open market quotations), emergency and sole source.

4. Revise dollar threshold for departmental discretionary purchases to $2,000.

The manual is very clear and detailed and is an excellent “how to”.  The inclusion of forms and illustrations enhance the instructions.

Procedure, Administrative Manual 1.13 Procurement, Professional Services
This administrative manual is thorough and details the procedures for the procurement of professional services based on the policies contained in MCGO42 and MCGO56.30.  It was issued in 1984 and revised in 2007. It does not contain the revised public work dollar threshold of $25,000.  It includes some procedures for inputting requisitions into the Advantage Financial System.  The following addresses the sections that require revision.

5A  Procurement of Services, Professional Service Definition Requirement
This section states that “any remaining services, which remain undefined, should be forwarded to the Purchasing Standardization Committee for a formal ruling.  See County Ordinance 32.23.”

Chapter 32.23 does not list this as one of the responsibilities of the Purchasing Standardization Committee. The Corporation Counsel or the procurement director has the knowledge to determine if a procurement should be treated as a professional service.

5D(1)  Request for Proposal (RFP), Requirements for Use 

A)  Contract Values up to $19,999
This does not follow the policy in MCGO56.30.  Professional service acquisitions up to this amount do not address the use of a discretionary RFP. The dollar threshold in Chapter 56.30 is >$2,000 < $50,000 for a discretionary procurement.  

B)  Contract Values of $20,000 to $99,999
This section does not differentiate between a capital and non-capital professional service.  If this refers to a capital professional service, then the threshold should be changed to $25,000 to conform to Wisconsin statute and MCGO43.

If this is a non-capital professional service, it does not conform to Chapter 56.30, which says that an RFP is required for procurements of $50,000 unless the administrator deems it is not cost effective.  

5D(3) Solicitation of Proposals
Advertising in a public newspaper serving the Milwaukee area is an expensive method that entities are replacing with notification on website.  The discussion in Chapter 32 applies here also.  Unless Wisconsin statute requires advertising in legal notices of a newspaper of general circulation, the County can utilize a less expensive method.



5D(4)  Proposal Evaluation and Vendor Notification Procedures
To ensure objectivity in the proposal evaluation process, a representative from the procurement division should be included on the committee.  The evaluations should be fully documented with scores.  

5E  Documentation of the Selection Process
Whether proposals are scored independently or as a group is not addressed.  It is an accepted procurement practice to score proposals individually, then bring the scores to the group for a cumulative scoring.

6  County Board Approval

6C Professional Services – Capital Projects Managed By the Department of Transportation and Public Works and Charged to the Capital Project Funds (1200-1899)
6C1)  Contract values to $19,999 should be changed to $24,999 to conform with Wisconsin statute revision and MCGO Chapter 43.

6C2)  Contract values $20,000 and greater should be changed to $25,000 to conform with Wisconsin statute revision and MCGO Chapter 43.

6C3)	Extensions and amendment thresholds should be changed to $25,000.

6D    Professional Services – Operations
Contracts where the value is $100,000 are not addressed.  County Board approval is required.

7  Professional Services Contracts
7B Contracts of $2,000 or less
“CBPD” needs to be defined as Community Business Development Partners.

7D1) Contracts over $49,999 must contain the contract language on Non-discrimination, Equal Opportunity and Affirmative Action programs in accordance with MCGO56.17.

The exceptions in 56.17 to contracts containing the language on Non-discrimination, Equal Opportunity and Affirmative Action programs are:
· departmental purchase orders;
· emergency purchases;
· sole source purchases;
· purchases from foreign countries;
· purchases from governmental agencies; and
· purchases from petty cash (limit of $50,000)
There is no mention of contracts under $49,999 being an exception to this requirement.  

Checklist for Professional Service Contracts:  Capital Improvements Project Section
For Professional Service Contracts Related to Capital Improvements Projects
The $20,000 should be changed to $25,000 to comply with Wisconsin statute and MCGO43.

Checklist for Professional Service Contracts:  Professional Service Contracts for General Operations
The $100,000 dollar threshold is not addressed.
Recommendations for Administrative Procedure Manual 1.13 Procurement Professional Services:

1. Rewrite procedures to match the recommendations for policies, including the same headings and sections recommended for Chapter 32.

2. Revise dollar thresholds for capital project requirements to match Wisconsin statute 59.52 as referenced in MCGO43.

3. Delete 5A referral for professional service definition to the Purchasing Standardization Committee.  This is not one of the responsibilities of the committee as stated in Chapter 32.23.

4. Replace advertising in a newspaper of general circulation in Milwaukee with internet and web notification.

5. Clarify with Corporation Counsel whether contracts greater than $2,000 and less than $49,999 should contain language on Non-discrimination, Equal Opportunity and Affirmative Action as specified in MCGO56.17.

The County is to be commended for detailed procedures.  The Appendices are beneficial and provide excellent communication and instructions. The Checklist is particularly helpful.

[bookmark: _Toc380842348]Procedure, Administrative Manual 1.14-3 
This Administrative Manual addresses procedures for Report of Departmental Purchases (1.14). Request for Non-essential Purchase (1.15), Request for Exemption from Corrective Action Plan (1.20) and Request for Exemption from Corrective Action Plan – Position Actions (1.21)
 
1.14 Report of Departmental Purchases
The purpose of this report is to provide a method for accounting Minority Business Enterprise (MBE) and Women-owned Business Enterprise (WBE) participation in Departmental Purchase Orders and Professional Services, in accordance with Milwaukee County Board Resolution (File No.82-807).  Reporting instructions and form were originated in 1984 and revised in 1989.

References in MCGO42 and MCGO56.30 refer to Disadvantaged Business Enterprise (DBE) instead of Minority Business Enterprise (MBE).  It appears departments are tracking Women Owned Business Enterprise (WBE) even though they are listed as a DBE in MCGO56.30.

1.15 Request for Non-essential Purchase 
This was issued in 1995 and revised in 1996 for a freeze on expenditures.  NIGP has been advised it is no longer used.  It should be deleted and the administrative manual revised.

1.20 Request for Exemption from Corrective Action Plan
[bookmark: _Toc380842349]This was issued in 2008 and revised in 2010 as a control of budgeted spend.  NIGP has been advised it is no longer used.  It should be deleted and the administrative manual revised.

Miscellaneous Administrative
[bookmark: _Toc380574038][bookmark: _Toc380664331][bookmark: _Toc380842350]Documents

[bookmark: _Toc380842351]General Assessment and Observations
While these documents require revisions, they are excellent and well written documents.  They can easily be revised to correspond to the recommended policy changes.

The 2008 Audit Report is a stand-alone analysis of the procurement division.  

[bookmark: _Toc380842352]NIGP recommends:
1. Incorporate all documents into separate procedure manuals for procurement division staff and client departments.

2. Add public works and professional services to the revised manual to follow the recommended policy manual.

3. Replace references to purchasing administrator and assistant purchasing administrator to current titles.

4. Re-title A6 Procurement Memo and A6.3.13 Requisition Process and include both in the procedures manual with A6.A Milwaukee County Procurement Division Thresholds.

5. Implement the recommendations of the 2008 Audit Report to include best practices for policies and procedures and revision of current regulations.

6. Audit all categories of procurements on a scheduled basis.

[bookmark: _Toc380842353]A6 Procurement Memo
This is an excellent diagram for purchases less than $2,000, the client department dollar threshold, and over $2,000 when the request is forwarded to the  procurement division.  The diagram is not titled but it appears to be working instructions for departments.  It is dated 2012 but has the notation there are no changes in 2013.

This type of diagram should be included in procedures.  If the County decides to create a separate procedure manual for client departments, then this illustration helps to better understand the process.  

Use of the purchasing card for departments is not addressed.  It should be added as a method of procurement that has been delegated to departments. 

It would be helpful to illustrate dollar thresholds that are discretionary, require informal written bids and dictate the use of the formal process – competitive sealed bids or competitive sealed proposals. Document A.6.313 is relevant and could be used for departments as well as the procurement division. 

This type of diagram should be included in the procedures for professional services and public work procurements.  The procurement division has an illustration in A6.313.

[bookmark: _Toc380842354]A6.A  Milwaukee County Procurement Division Purchasing Thresholds
This is an excellent diagram that illustrates the dollar thresholds that require the different methods of procurement.  It should be included in a procedures manual, along with public works and professional services dollar threshold requirements.

The document is current, noting no changes as of January 2013.

[bookmark: _Toc380842355]A6.3.13  Requisition Process
The procedures are based on the policies contained in MCGO32.  They have a revision date of 2002 with a “no changes” in January 2013.  

These are very detailed and easy to follow procedures.  They correspond and represent the relevant sections in Chapter 32 but do require revisions in some of the sections.  The citations to the specific sections in 32 are denoted which makes it easy to cross reference. 

Because they address the procurement process and not just the requisition process, the title should be changed to “Procedures for Chapter 32 Policy.”

The following addresses the particular sections:

Chapter 1, 1.3 Buyer Function, 1.31 General Awards 
1.31-a Editing and Awarding from Requisitions, (4)
This section states that “no requisition is to be returned to the department without the approval of the purchasing coordinator.”  The fact that it is part of the procedures is commendable.  If there is anything that upsets a requestor, it is having a requisition returned for a reason that could have been resolved with a phone call.  

1.32-b Bid Processing for Blanket Contracts (4)
References to Assistant Purchasing Administrator and Purchasing Administrator should be changed to the current titles.

Chapter 2  Exceptions to Competitive Bidding and Awarding
Reference to the Purchasing Administrator should be changed to current title.

Section 2.4  Discretionary Purchases
Dollar threshold should be revised from $5,000 to $10,000.

Section 2.6 Public Works Project Special Provision
Reference to Purchasing Administrator should be changed to current title.

Chapter 4 Protest and Appeal Procedure
References to Purchasing Administrator should be changed to current title.  

Should the County elect to revise its protest and appeal process, the procedure should reflect the new policy.

Chapter 8 Negotiations and Competitive Proposals
References to Purchasing Administrator should be changed to current title.

Section 8.12 Evaluation Committee
As noted in the discussion in Chapter 32, a representative from the procurement division, preferably the buyer who managed the proposal solicitation should sit on the evaluation committee.  This ensures objectivity in the evaluation process.  It also helps buyers better understand the services required and the departments’ needs.

RFP Evaluation Rules
This clearly defines responsibilities for members of the evaluation committee.  The procurement division director may want to submit this to the NIGP library to share with his peers, as not all entities have a document like this.

8.15 Protest to Award
From the correction made where certified mail/return receipt has been marked through and replaced by fax machine transmission, it appears the County is no longer utilizing the mailing.  If this is correct, Chapter 32 should be revised to reflect the current practice.

Should the County decide to revise its protest and appeal procedure, the procedures should be revised also to reflect the change.

Attachments A, B, C, D and E
The Contract Negotiation Request Form (attachment A), the Scoring Method (attachment B) the Evaluation Categories (attachment C), General Instructions for the Evaluation of the RFP (attachment D) and Evaluation Form (attachment E) are useful documents that provide information to evaluators to assist in scoring.  So many times client department participants who are part of the evaluation committee for the first time do not know what they need to do.  Scoring as objectively as possible in a subjective process can be difficult. These are very good samples.

A6.3.15 Purchasing Authority
This Power Point “How to Buy Stuff” is a training tool that requires revision (reference to purchasing administrator).  It is a thorough overview of the process that includes forms.  The creation date was 2001.
[bookmark: _Toc380842356]
An Audit of the Milwaukee County Procurement Division 2008
The findings included in the 2008 audit of the procurement division include the following findings that are included in the scope of work for this engagement:
· “significant deficiencies in Procurement’s written policies and procedures”
·  “a lack of strict observance of procedures” 
· “written policies and procedures have not been updated since 2002, even though significant procedural changes have occurred.”
A best practice in the procurement profession is to have an audit of the function once each year.  This annual practice ensures compliance with procedures and verifies whether or not recommendations from the previous audit have been implemented.  If they have not, auditors are able to identify obstacles that prevented implementation. 
One of the primary goals for procurement should be transparency.  In addition to being a best practice, transparency prevents abuse and fraud.  Having an objective party conduct an analysis ensures that the function is above reproach and that all participants in the process are following policies, procedures and regulations.  
Recommendation #8 of the report states that the County should “initiate a review of Best Practices in government procurement policies and procedures and incorporate such in a complete revision of Milwaukee County Procurement Policies and Procedures.”   A summary of best practices for procurement policies and procedures is included in this report.
[bookmark: _Toc380842357]Recommendations for 2008 Audit:
1. Schedule an audit for commodities and non-professional services (the procurement division), public works (department of transportation and architectural, engineering and environment services division) and professional services acquisitions (client departments).

2. Conduct annual audits.  If Internal Audit staff does not have sufficient staff for annual audits of the categories of procurements, stagger over a three year period.

3. Revise, strengthen and standardize policies and procedures.

4. Incorporate the best practices contained in this report into policies and procedures.
	(

[bookmark: _Toc380842360]











Wisconsin Statutes

As part of the Scope of Work, NIGP reviewed State of Wisconsin legislation that impacts Milwaukee County’s procurement.  
[bookmark: _Toc380842361]Article 14, Public Contracts for Populous Counties over 750,000
Created 16.59.52 
Created in 2013, the Article states:

(b) 1. Any contract with a value of at least $100,000, but not more than $300,000, to which 	a county is a party and which satisfies any other statutory requirements, may take effect 	only if the board's finance committee does not vote to approve or reject the contract 	within 14 days after the contract is signed or countersigned by the county executive, or 	as described in subd. 2. 

2. If a board's finance committee votes to approve a contract described under subd. 1, the 	contract may take effect. If a board's finance committee votes to reject a contract 	described under subd. 1., the contract may take effect only if the contract is approved 	by a vote of the board within 30 days after the board's finance committee votes to reject 	the contract. 

(c) Any single contract, or group of contracts between the same parties which generally 	relate to the same transaction, with a value or aggregate value of more than $300,000, 	to which a county is a party and which satisfies any other statutory requirements, may 	take effect only if it is approved by a vote of the board. 

	d) With regard to any contract to which a county is a party and which is subject to 	review by the board or by a committee of the board under this subsection, the board's 	finance committee is the only committee which has jurisdiction over the contract.

If the County considers raising the dollar threshold that requires Board approval, Act 14 provides the basis for such action. The threshold for formal bids and proposals could transition as well.
[bookmark: _Toc380842358]59.52(29) Public Works
This statute section sets the formal bid requirement at $25,000 that was previously $20,000.  It specifies the award shall be to the lowest responsible bidder.  The section reads as follows:
	Public Work, how done, public emergencies (a)all public work including any contract for 	the construction, repair, remodeling or improvement of any public work, building or 	furnishing of supplies or materials of any kind where the estimated cost of such work 	shall exceed $25,000 shall be let by contract to the lowest responsible bidder.  Any 	public work, the estimated cost of which does not exceed $25,000 shall be let as the 	Board may direct.

	This subsection does not apply to highway contracts which the highway committee or 	the county highway commissioner is authorized by law to let or make.
[bookmark: _Toc380842359]66.0901 Public Works, Contracts Bids
This statute specifies that public works contracts be acquired by competitive sealed bids with award to the lowest responsible bidder.  It establishes pre-qualifications of bidders and addresses rejection of bids and corrections of errors in bids. Other areas contained in the statute are classification of contracts and provides the ability to divide work and bid and award on that basis.

The statute requires a sworn certificate from the bidder that all documents have been examined prior to submission to the County and requires that a list of subcontractors who will perform any part of the work be provided.

MCGO43 and MCGO44 follow these chapters for public work acquisitions.

The Wisconsin statutes that govern County public works projects are consistent with those of other counties.  Most entities follow their state statutes for public works contracts.
[bookmark: _Toc380842362]46.23  County Department of Human Services
Wisconsin Statute 46.23 establishes departments of human services for counties through the Board of Supervisors. The county board of supervisors in a county with a single-county department of human services may transfer the powers and duties to the department.  This appears to be the basis for the Department of Human Services to have responsibility for procurement to carry out responsibilities for human services.
[bookmark: _Toc380842363]
66.0131  Local Government Purchasing
The following subchapters impact the County’s procurement:
· Intergovernmental Purchases without Bids (66.0131.2)
	Notwithstanding any statute requiring bids for public purchases, any local governmental 	unit may make purchases from another unit of government, including the state or 	federal government, without bids. (Note: Applies only to procurements under $100,000 	threshold.)

	MCGO32.31 provides for cooperative or intergovernmental purchasing.  The section 	does not reflect the limit of less than $100,000.  If the County is following the statute, it 	should be noted.

· Recycling (66.0131(3)(a)1
	A local governmental unit to the extent practicable, must make purchasing selections 	using specifications developed by state agencies under § 16.72(2)(e) to maximize the 	purchase of products utilizing recycled or recovered materials. 
· Recycling (66.0131(3)(a)2
Local governments must purchase at least a minimum amount of paper made from recycled or recovered content. Local governments must ensure the average recycled or recovered content of all paper purchased, measured as a proportion, by weight, of the fiber content of all paper products purchased in a year, is not less than 40% of all purchased paper. 

	There is no discussion of purchase of recycled materials or reference to the Wisconsin 	statute in Chapter 32.  Purchasing “green” is a recognized best practice and should be 	included in policies and procedures.

· Life Cycle Cost Estimate (66.0131(5) 
A local governmental unit shall award each order or contract for materials, supplies or equipment on the basis of life cycle cost estimates whenever that action is appropriate. The terms, conditions and evaluation criteria to be applied shall be incorporated into the solicitation of bids or proposals. The life cycle cost formula may include, but is not limited to, the applicable costs of energy efficiency, acquisition and conversion, money, transportation, warehousing and distribution, training, operation and maintenance, and disposition or resale. 
	Life cycle costing/total cost bidding is a preferred method for procurement of equipment.  	It is applicable for both competitive sealed bids and proposals.  The total cost of 	ownership applies to public work and non-public work capital assets.  

The County should be utilizing these best practices and include it in its policies and procedures.
[bookmark: _Toc380842364]Recommendations for Wisconsin Statutes:

1. Note the less than $100,000 limit for cooperative/intergovernmental purchases if the County is following this statute.

2. Include a section on purchasing recycle materials in policies and procedures.

3. Include a section on life cycle costing in public works and procurement policies and procedures.

4. Consider raising the dollar threshold for formal bids and proposals and Board approval to $100,000, based upon Article 14. 
[bookmark: _Toc380842365]



















[bookmark: _Toc380574053]The 2000 Model Procurement Code 
[bookmark: _Toc380664347][bookmark: _Toc380842366]for State and Local Governments

The ABA represents the standard for procurement in the public sector.  The Code provides:
1. The statutory principles and policy guidance for managing and controlling the procurement of supplies, services, and construction for public purposes;

2. Administrative and judicial remedies for the resolution of controversies relating to public contracts; and 

3. A set of ethical standards governing public and private participants in the procurement process.[footnoteRef:7] [7:  Op.cit., ABA Code, page xi.] 


There are not many local governments that have an independent procurement function that reports directly to the chief executive officer. Most report to the chief financial officer or the director of the department of administration based upon the government’s organizational
structure and its particular needs – i.e. what works best for efficiency and effectiveness. Still, the Code is very relevant and serves as a model for local government procurement.

The ABA Code is a best practice and modeling the procurement function, with necessary adaptations to meet the government’s needs ensures transparency and ethical buying.  While not all governments can afford to have a chief procurement officer, sufficient authority can be vested with the person in charge to assure a strong procurement operation.

Adopting the model of the Code increases communication and understanding.  If there is one document that contains all policies, then ability to circumvent the process is reduced.  The result is less confusion, reduced duplication, elimination of waste and protection against abuse by participants in the process – both procurement personnel and client departments.

The Code is referenced for relevant sections throughout the report.  While localities may not need an exact duplication of the Code, they do need policies that promote open competition, transparency and equitable treatment of suppliers and contractors.








[bookmark: _Toc380842367]Policies and Procedures
[bookmark: _Toc380574055][bookmark: _Toc380664349][bookmark: _Toc380842368]Fairfax County, Virginia
[bookmark: _Toc380574056][bookmark: _Toc380664350][bookmark: _Toc380842369]Waukesha County, Wisconsin

The County selected two counties to compare policies and procedures.  Fairfax County, Virginia has a population of 1,081,726 and Waukesha County has a population of 389,891[footnoteRef:8]  There are ten members elected to the Board of Supervisors for Fairfax County and twenty-five for Waukesha County. [8:  National Association of Counties, 2010 Population, Website http://www.naco.org/counties/pages/findacounty.aspx] 


Fairfax County is often used as a benchmark for entity comparisons.  The Purchasing and Supply Department is the primary agency for the procurement of goods and services for the Fairfax County Government and Fairfax County Public Schools.[footnoteRef:9]  The department provides the county government with overall material management which includes purchasing, non-capital construction, warehousing, inventory management, and fixed asset accountability. Support is also provided for purchasing, and fixed asset accountability for the Fairfax County Public Schools.[footnoteRef:10] [9:  Fairfax County, Virginia Website http://www.fairfaxcounty.gov/dpsm/]  [10:  Ibid.] 


The Fairfax County Purchasing Resolution prescribes the basic policies for the conduct of all purchasing in the County. It was revised in July 2013. Purchasing is regulated by the Code of Virginia, Virginia Public Procurement Act which governs the purchase of supplies, materials, equipment and contractual services from nongovernmental sources and specifies the method of procurement.

Articles in the Resolution include:

I. General Provisions
II. Purchasing Policies
III. Construction Contracting
IV. Bidder/Contract Remedies
V. Ethics in County Contracting
VI. Supply Management

While the Articles are different from those in the ABA Code, the outline is basically the same.

Similar to Milwaukee County, construction and public works contracts are vested outside of the authority of Purchasing and Supply.  Professional services are the responsibility of the Purchasing and Supply Department.

The policies are included in the Resolution and delineated in the procedures.  The Resolution is available on the County’s website and serves as a mechanism to enhance the government’s transparency.

Fairfax County’s resolution is an excellent document and should Milwaukee decide to rewrite their policies, a valuable resource and guide.

Similar to Milwaukee County, Waukesha County is governed by ordinances that are the basis for its policies. The purchasing manager is responsible for procurement for all county departments. 

Chapter 8, Section 2.492(a) provides the ability to adjust the dollar threshold (currently at $25,000) on an annual basis by the purchasing manager based on inflation factors.  The manager also has the ability to negotiate an adjustment of a bid price with the lowest responsive and responsible bidder, including changes in the bid requirements to bring the bid price to available funds.  The lowest responsive and responsible bidder cannot exceed available funds by more than 5%.

This allows greater flexibility for the County to conduct business than Chapter 32.38 which requires contacting all responsive and responsible bidders to give them an opportunity to negotiate.  Realistically, this has the opportunity to cause more problems than a statement in the bid terms and conditions that the County has the right to negotiate with the lowest responsive and responsible bidder if the bid price exceeds available funding. The County needs to explicitly state the conditions that allow negotiation.

The ability to negotiate an adjustment to a bid price that exceeds available funding eliminates having to rebid, saving time for the entity and the offeror.  Negotiating with the lowest responsive and responsible bidder provides a safeguard and maintains fairness. 

These two provisions result in efficiency and value to the entity.  Being able to adjust the formal dollar threshold to inflation eliminates the governing body from having to change legislation and policy.  Typically when an entity wants to raise the formal competitive requirement, either legal or procurement researches “what other entities are doing”.  While this benchmarking is a good practice to perform periodically, it is time consuming.  

Waukesha has a set of guidelines for all of its procurement activities.  These are detailed and easy to understand.  The instructions for both purchasing and the client departments are explicit.  One section includes a “Will Do” and a “Will Not Do” section.  The “Will Do” list includes the County’s Chart of Accounts (object codes) for commodities and services that the purchasing division adds value by handling.  The “Will Not Do” list shows the object codes that client departments handling provides the greater value, as long as they follow procedures.  

Similar to Milwaukee, Waukesha has forms and a check list for RFP’s that are excellent.

Waukesha County transitioned to Oracle two years ago and has delayed updating its procurement procedures for the new system.  The procedures currently being used are very specific. They combine relevant general procurement procedures as they relate to the process for the financial/procurement system. They include all areas of procurement so that a new employee would have no trouble understanding how to do a task.  

There is an excellent section on setting up Bid and RFP files and a very good check list for RFP’s. 

The County selected two entities for comparison that have excellent policies and procedures in place. Should the County elect to revise its documents based on the recommendations contained in this report, both counties’ policies and procedures provide solid examples.
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NIGP was asked by Patrick Lee, Procurement Division Director to identify best practices in the public procurement profession that relate to policies and procedures.  The 2008 Audit Report also recommends that best practices be incorporated in Chapter 32, the procurement division’s policies.

The NIGP Dictionary of Terms defines best practice as:

	A business process, activity or operation that is considered outstanding, innovative or 	exceptionally creative by a recognized peer group.  It may be considered as a leading 	edge activity that has been successfully adopted or implemented and has brought 	efficiency and effectiveness to an organization.  It may result in approved productivity, 	quality, reduced costs and increased customer service.

Identifying and incorporating best practices allows an entity to recognize problem areas and focus on improvement based on approaches that have already been successfully used.

Best practices are normally included in a process review as part of recommendations to improve the procurement function.  While some of the best practices listed in this section typically apply to a review, they should be documented in policies and procedures, particularly if they are being utilized.

1. Life cycle costing
This is addressed in Wisconsin Statute 66.0131(5) but is not included in Chapters 32 or 44.  

2. Transparency
Transparency in government is accomplished by clearly expressed, readily available regulations, policies and procedures.  Technology is one way to promote transparency. Utilizing the web site to post policies, bid and proposal terms and conditions results in a clearer understanding of how the County operates and provides easy access for participants in the process.  

3. Standard documents
The ABA Code is a model for local governments.  Standard documents – such as one document that includes all policies minimize confusion and strengthen the process.  

4. Clear instructions for evaluating proposals
The County already has these for procurement of professional and non-professional services.  The samples and instructions are excellent documents and only need to be included in a procedural manual.

5. Conduct briefings for non-successful bidders and proposers.
This practice helps suppliers and contractors understand why they were not successful in bid or proposal award.  It is also an important step that fosters good relationships in that it increases communication, knowledge of the procurement process and most important, transparency.  The County is following this best practice.
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General Recommendations
1. Strengthen the procurement function and the role of the procurement director.  Once authority has been delegated by the director of administrative services, the roles and responsibilities of the procurement division and its director should be clearly communicated.

2. Develop a policy manual that combines all MCGO chapters that govern procurement. The manual should contain the ordinances, as these are the County’s policies. The County may want to add other policies as well.

3.  Clearly distinguish between policies and procedures.. The two can be combined into the same document as long as a clear distinction is made between the two. The simplest action for the County would be to have two separate documents.  

4. Publish the new policies and procedures manual on the County website.  This will allow access to all participants in the procurement process and strengthen the role and understanding of the procurement division for both clients and vendors.

5. Revise dollar thresholds for purchases where cost is less than those that require a formal process. Informal bidding and small purchase amounts range from $2,000 to $5,000 to $10,000. Although the authority for procurement is split for procurement of commodities and non-professional services, public works and professional services, consistent thresholds would reduce confusion.
 
6. Consider raising the threshold for competitive sealed bids and proposals and Board approval to $100,000, to reflect Act 14. This is in line with several counties the size of Milwaukee.  A public works contract is an exception as long as Wisconsin statute specifies $25,000. 

7. Develop a separate manual for client departments and a “How to Conduct Business with Milwaukee County” manual for suppliers and contractors.  Conduct regularly scheduled training classes for both groups.

8. Use the same definitions in all chapters for procurement, public works and professional services.

9. Implement one protest and appeal process that begins with the procurement division director that does not allow for an avenue to delay bid awards for critical purchases and projects.

10. Consider conducting a review of the procurement function to determine if greater efficiencies can be realized and if maximum value is being realized with the current arrangement.

11. Conduct regularly scheduled audits for all categories of procurements, preferably annually but at least every three years.

Recommendations for Chapter 32
1. Rewrite Chapter 32 based on the suggested policy with appropriate articles.  Combine current sections as noted.

2. Delete “and his or her designee” as delegation has been assigned by the department of administrative services in section 32.21.

3. Strengthen the role of procurement and the procurement director by adding responsibilities, including control of all procurement forms.

4. Create separate manuals for policies and procedures, as noted and recommended throughout this report.

5. Provide more detail for the competitive sealed bid method of procurement.  Once the preferred method is addressed, other methods of procurement can be discussed.

6. Eliminate the use of certified mail, return receipt requested for notification of intent to award to other than low bidder.  

7. Revise the role of the Purchasing Standardization Committee.

Recommendation for Chapter 42
	Counsel should research DBE and public work awards to other than low responsible bidder to see if any legal actions or decisions have been made.  This will assure the County is in compliance with DBE and public works contracts acquisitions. If there is a conflict, the County should revise its ordinance and DBE program to conform with State law.

Recommendation for Chapter 43
	Add definitions so that this chapter will be consistent in form to others governing 	procurement.

Recommendations for Chapter 44
1. The competitive sealed bid process for public advertising, selection of contractors, receipt and opening of bids are generally the same for procurement and public works.  Article IV Public Works Contracts in the recommended policy manual should reference the process, then describe the additional or different requirements for public works acquisitions. 
 
2. Amend the chapter to specify the change in the dollar threshold, from $20,000 to $25,000.  

3. Revise dollar thresholds for small and discretional purchases to match those of the procurement division.

4. Replace public notice advertising in a newspaper with on-line notification of future bids (unless Wisconsin statute requires advertising in legal notices).

5. Place responsibility for opening bids in the procurement division, rather than the County Clerk’s office.  The steps in the bid process are universal and accepted practices in public sector procurement.  The ABA Code recommends the Chief Procurement Officer have responsibility for these duties.

6. Add definitions for consistency with other chapters.

7. If the procurement director is the person delegated by the director of administrative services to share in the responsibilities for public works contracts with the director of architectural, engineering and environmental services, include this delegation.

Recommendations for Chapter 46
      There are no recommendations for Chapter 46.

Recommendations for Chapter 56.30
1. Revise dollar threshold from $20,000 to $25,000 per Wisconsin statute 59.52.

2. Delete subsection 5(1-1) and require request for proposals where cost is $50,000.

3. Remove procedures from 7(a) and include them in a separate administrative procedures manual.

Recommendations for Chapter 110
1. The protest and appeals process should be universal and apply to all acquisitions.  This includes procurement (Chapter 32), Public Works (Chapter 44), and Professional Services (Chapter 56). 

2. Revise the process as discussed in Chapter 32 for the protest to initially be reviewed by the procurement director, with appeal to a committee as stated in the ABA Code. The procurement division logically should be the first step in the protest process.
Recommendations for Administrative Procedures
1. Incorporate all documents into separate procedure manuals for procurement division staff and client departments.

2. Include an organizational chart of the procurement 	division, contact information and a list that shows assignment of commodities and nonprofessional services. 

3. The separate procedures manual should include the detailed steps in each process and a flow chart that diagrams the procurement cycle. 

4. Add public works and professional services to the revised manual to follow the policy manual.

5. Replace references to purchasing administrator and assistant purchasing administrator to current titles.

6. Re-title A6 Procurement Memo and A6.3.13 Requisition Process with Procurement Process and include both in the procedures manual with A6.A Milwaukee County Procurement Division Thresholds.

7. Implement the recommendations of the 2008 Audit Report to include best practices for policies and procedures and revision of current regulations.

8. Audit all categories of procurements on a scheduled basis.

9. Include procedures for debriefings of suppliers and contractors.
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Entity

	Population 
2010)
National Assoc. of Counties
	Annual Budget – General Fund (Operating)
2012
	

Formal Bid Threshold

	Milwaukee County, WI
	        947,735
	$1.22 billion
	      $   50,000

	Allegheny County, PA
	     1,223,348
	$730.5 million
	      $   30,000

	Mecklenburg County NC*
	        919,628
	$1.38 billion
	$  100,000

	City Portland, OR
	        593,820
	$186 million
	$  150,000

	City of St. Petersburg, FL
	        244,997
	$461.9 million
	       $   50,000

	City of Tucson, AZ
	        858,464
	$426 million
	       $   50,000

	Du Page County, IL
	        916,924
	$598.08 million
	       $   25,000

	Fairfax County, VA
	     1,081,726
	$3.38 billion
	       $   50,000

	Fulton County, GA
	        920,581
	$520.4 million
	       $   50,000

	Harris County, TX
	     4,092,459
	$1.562 billion
	       $   50,000

	Hennepin County, MN
	     1,152,425
	$1.649 billion
	       $   10,000

	Hillsborough County, FL
	     1,229,226
	$2.95 billion
	    $ 100,000

	Dade County, FL*
	     2,496,435
	$1.167 billion
	$ 100,000

	Davidson County, TN*
	        626,281
	$1.58 billion
	        $  10,000

	Oakland County, MI
	     1,202,362
	$412 million
	        $  20,000

	Pima County, AZ
	        980,263
	$1.04 billion
	        $  50,000

	Pinellas County, FL
	        916,542
	$1.63 billion
	 $ 100,000

	Salt Lake County, UT
	     1,092,655
	$1.04 billion
	 $ 100,000

	Shelby County, TN
	       927,644
	$359 million
	        $  15,000

	St. Louis County, MO
	       998,954
	$546 million
	        $  25,000

	Travis County, TX
	     1,024.266
	$757 million
	        $  50,000




St. Louis, MO Benchmark Report, Comparison of Dollar Thresholds 2012, Adapted with population added.

Budgets include the following:
          Mecklenburg County – City of Charlotte
          Dade County – City of Miami
          Davidson County – City of Nashville







[bookmark: _Toc380842377]Appendix D

[bookmark: _Toc380574066][bookmark: _Toc380664359][bookmark: _Toc380842378]Bio of NIGP Consultant
[bookmark: _Toc380574067][bookmark: _Toc380664360][bookmark: _Toc380842379]Connie Hinson, CPPO

Ms. Hinson has over 30 years of accomplishments and experience in local government that includes leadership roles in management and at the executive level of government.  Her experience spans from Purchasing Division Director to Support Services Department Director, overseeing information technology, communications, public information and web development, construction management, facilities, fleet, elections and board of registration.  She has extensive knowledge of the political process and organizational structure, behavior and dynamics.  

She served on the NIGP Board of Directors, was an NIGP Master Instructor, authored Welcome to Public Procurement and co-authored Planning and Scheduling Analysis.  

Ms. Hinson has performed procurement reviews for cities and counties in Kansas City, Missouri; the District of Columbia, Baltimore, Maryland; Minneapolis, Minnesota; DeKalb County, Georgia and Houston Community College in Houston, Texas.  She has been a member of the consulting program since its inception in 1995 and served as the Consulting Program Manager for NIGP from 2008-2013.

EDUCATION
Master of Public Administration		University of South Carolina										Columbia, South Carolina
	
Bachelor of Arts, Political Science                 University of South Carolina
							Columbia, South Carolina

PROFESSIONAL CERTIFICATION
Certified Public Purchasing Officer, Universal Public Purchasing Certification Council
ADVANCED QUALIFICATIONS                                                           
Previous Master Instructor, National Institute of Governmental Purchasing, Inc.                                                                          Senior Consultant, National Institute of Governmental Purchasing, Inc.
AREAS OF EXPERTISE	
	General Areas				            Procurement & Materials Management                                                                                                                 	Organizational Dynamics & Relationships		Procurement Process Planning,       	Development and Improvement                             Strategic Planning Improvement		Capital Projects Management			Specification Development			Performance Measurements 			Bid and Proposal Processes                                                                                                   	Goals Determination and Scorecard		Course Development                                                                                                   	Team Building and Motivation			Surplus Property Disposal                                                                                                     	Fleet Management                                                  P-Card Program and Implementation                                                                                               	Elections and Board of Registration 		Construction Service Delivery                                                                                            	Change Management				Policy and Procedures Manuals                                                                            	Capital and Operating Budget Management	Contract Management and Administration                                                      	Human Resource Management
	Information Technology                                                                                                                                                                   	Enterprise Resource Planning Systems                                                                                                                                                                     	Procurement E-Commerce
WORK EXPERIENCE
2008 – 2013				Consultant Program Manager                                                                                                            						National Institute of Governmental Purchasing, Inc.
2001-2007				Director of Support Services                                                                                                                       						Gwinnett County, GA                                                                                                     
1985-2001				Director of Purchasing                                                                                                                                      						Gwinnett County, GA                                                                                                                                  
1983-1985				Government Services Specialist                                                                             						University of South Carolina 	                                                                                                       
1974-1983				Director of Purchasing                                                                                                    						Richland County, SC
PUBLICATIONS
Purchasing in Local Government, Local Government Financial Program, Carl Vinson Institute of Government, University of Georgia, 1998.     
 Welcome to Public Procurement, National Institute of Governmental Purchasing, 1999. 
 Planning, Scheduling and Requirements Analysis, co-authored, National Institute of Governmental Purchasing, Inc. copyright 2004.
ACHIEVEMENTS
NIGP Board of Directors, 2000-2001
Leadership Gwinnett
Atlanta Regional Leadership 
CONSULTING EXPERIENCE 
Houston Community College, Procurement Review Conducted a review of the procurement process, analyzed organization and staffing and determined if recommendations from a previous report have been implemented.
DeKalb County, GA, Management Review (Consultant, Nashill, Inc.).  Conducted a management review of the organizations purchasing practices, policies, procedures and workflow.
DeKalb County, GA, Procedures Manual (Consultant, Nashill, Inc.).  Produced a procedures manual that incorporated the Oracle process into the manual.
City of Baltimore, MD, Bureau of Purchasing, Procurement Management Review (Lead Consultant).  Conducted a review of the purchasing process and workflow, administrative support for purchasing and the purchasing/accounts payable functions.  Identified best practices.
City of Kansas City, MO, Comprehensive Business Review (Senior Consultant).  Conducted a review that assessed the procurement organization, methods of procurement, use of technology, customer satisfaction, supplier relations, benchmarks and best practices.
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