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Orange County Comptroller’s Office 

Mission 

The mission of the Orange County Comptroller’s Office is to serve 
the citizens of Orange County and our customers by providing 
responsive, ethical, effective, and efficient protection and 
management of public funds, assets, and documents, as specified 
in the Florida Constitution and Florida Statutes. 
 

Vision 
The vision of the Orange County Comptroller’s Office is to be 
recognized as a highly competent, cohesive team leading the 
quest for continuing excellence in the effective safeguarding and 
ethical management of public funds, assets, and documents. 
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Audit of Citizens’ Commission for Children 
Contract Monitoring EXECUTIVE SUMMARY 

The Citizens' Commission for Children (CCC)’s purpose is to improve the quality 
of life for children and families in Orange County through collaborative initiatives 
with local agencies and community groups. The CCC solicits proposals from 
nonprofits for services and is in charge of monitoring compliance for approved 
contracts. This audit focused on 46 contracts with non-profits that were executed 
in 2021. The value of these contracts totaled $39 million. 

Thirty-eight of the CCC contracts required CCC monitoring. Monitoring was only 
timely completed for two contracts. Additionally, three CCC contracts required 
close-out monitoring. Close-out monitoring was not performed for any of the three 
expired contracts. Timely monitoring is essential to ensure contract compliance 
and maintain accountability. CCC should develop a risk assessment and 
monitoring schedule that prioritizes high-risk contracts. 

Contract language should be clarified to improve compliance and reduce potential 
misunderstandings. To reduce confusion and improve compliance, CCC should 
clarify ambiguous language in the standard contract regarding billing for indirect 
services and invoices. 

Monitoring procedures should be improved to enhance accuracy and efficiency. 
This includes verifying that monitoring reports include documented deficiencies 
and corrective actions. In addition, CCC should develop formal data entry 
procedures, encourage nonprofits to submit accessible invoices and update the 
contract compliance checklist to include eligibility requirements.  

Based on the results of our testing, the CCC had adequate monitoring procedures 
in place to ensure that nonprofits receiving funds complied with applicable contract 
terms. We have identified areas for improvement, which are noted in the report. 

Why This  Audi t  is  Important

What  We Found

Overa l l  Eva luat ionOvera l l  Eva luat ion 
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Background 

 
The Citizens' Commission for Children (CCC) is a division within the Community 
and Family Services Department. CCC is dedicated to improving the well-being of 
children and families in the community. It works to support and enhance the health, 
safety, and development of children through various initiatives and programs. CCC 
focuses on addressing the needs of children and families by providing funding, 
resources, and services. The division collaborates with local agencies, 
organizations, and the community to ensure that children have access to essential 
services, including education, healthcare, and mental health support. Its goal is to 
advocate for and implement effective strategies that improve the quality of life for 
children in Orange County, helping to create stronger families and a better future 
for the next generation. 
 
Citizens’ Review Panel 
 
CCC solicits proposals from local nonprofits in 
Orange County. The funding for those services is 
allocated through the Citizens’ Review Panel for 
Human Services Advisory Board (CRP). The CRP is 
composed of residents, community leaders, and 
stakeholders who volunteer their time to assess 
various CCC-funded programs and initiatives. 
 
CRP’s primary objective is to ensure that resources 
allocated to children and families are utilized 
effectively and in alignment with community needs. 
The panel reviews proposals, provides 
recommendations, and ensures that contracted 
services will deliver positive outcomes for children 
and families. By engaging with the community and 
gathering diverse perspectives, the panel helps 
ensure transparency, accountability, and continuous 
improvement in the delivery of services that support 
the health, safety, and well-being of children and 
families in Orange County. 
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Contract Monitoring 
 
CCC is responsible for overseeing and managing the CRP process. After the 
Board of County Commissioners approves the CRP’s recommendations, CCC 
develops contracts with each of the approved non-profits and subsequently, 
monitors and evaluates each contract for compliance with its terms. 
 
Each contract specifies start and end dates, payment terms, scope of services, 
funding limits, and various reporting requirements. Forty-six CRP contracts were 
executed in 2021. The total amount awarded through these contracts for the three-
year funding period ending December 2024 was approximately $39 million. 
 
 

Overall Evaluation 
 
Based on the results of our testing, the CCC had adequate monitoring procedures 
in place to ensure that nonprofits receiving funds through the CRP complied with 
their contract terms. We have identified areas for improvement, which are noted in 
the following section. 
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RECOMMENDATIONS 
FOR IMPROVEMENT 

 
1. CCC Should Ensure that Monitoring is Timely Performed 
 
According to the CRP Monitoring and Evaluation internal operating procedures, 
programmatic monitoring should occur after the first year of funding, with close-out 
monitoring conducted at the contract term’s end. Programmatic monitoring 
ensures that services align with contract terms and reported data. It includes 
reviews of personnel, client records, program activities, and service delivery. 
 
We reviewed the 38 contracts that required monitoring and found that only two 
received timely monitoring. The remaining 36 contracts were monitored 7 to 14 
months late. Additionally, no close-out monitoring was performed for three expired 
contracts. One of these three had not been monitored at all in almost two years. 
 
Management indicated that delays in monitoring fiscal year 2021 contracts were 
due to the lingering effects of COVID-19, staffing shortages, and competing 
priorities. However, timely monitoring is essential, as evidenced by the issues 
identified during the monitoring process. 
 
We examined the final CCC reports for 15 of the 36 late-monitored contracts. CCC 
reported deficiencies for 10 of the 15 contracts. Examples of these deficiencies 
include: 
 

• One review was prompted seven months after the nonprofit reported that 
all annual funds had been exhausted, with six months remaining in the year. 
The monitoring revealed discrepancies related to the number of program 
participants and the number of units of service reported for both years.  

• Services billed were outside the contracted scope, including indirect service 
hours. 

• Inadequate support to validate the services provided. 
• Incorrect reporting of service units (e.g., billing per service instead of per 

person as specified in the contract). 
• Insufficient evidence to confirm that clients met performance measures or 

were approved for services as required. 
• Clients served did not meet eligibility requirements. 
• Fees collected were not reported as required. 
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RECOMMENDATIONS 
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Monitoring is essential to ensuring that services meet quality standards, deliver 
intended outcomes, and use resources efficiently as outlined in the service 
contracts. It helps identify problems early and allows for corrective actions. In short, 
timely monitoring is critical to maintaining accountability and transparency. 
Given the importance of monitoring, CCC should implement a risk-based model to 
prioritize reviews of the highest-risk contracts. This model should focus on new 
nonprofits and those with significant deficiencies in prior reviews to ensure timely 
and effective monitoring. 
 

To improve the timeliness and effectiveness of programmatic 
monitoring, CCC should implement a risk-based approach to 
prioritize contract reviews. This approach should focus on high-risk 
contracts, such as those with new nonprofits or those with significant 
deficiencies identified in previous reviews. Additionally, CCC should 
develop and enforce a schedule to ensure all contracts are monitored 
on time, including both programmatic and close-out monitoring. This 
will help ensure compliance with contract terms, improve service 
quality, and enhance accountability in the use of resources. 

 
Management’s Response: 
Concur. See Management's Response 

 
 
2. CCC Should Clarify Contract Language 
 
CCC prepares contracts with approved nonprofits that 
outline the scope of services, funding limits, and 
reporting requirements. However, we identified 
multiple instances where contract terms should be 
clarified or revised to improve compliance and reduce 
potential misunderstandings. 
 
Indirect Services 
 
Several contracts included programs with indirect service hours billed (e.g., case 
note entry, administrative tasks). However, the standard contract did not specify 
whether indirect service hours could be billed, nor did it provide clear terms for 

Recommendation No. 1 
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RECOMMENDATIONS 
FOR IMPROVEMENT 

billing these hours. This ambiguity is particularly significant for programs billed by 
the hour. 
 
In one case, a CCC programmatic monitoring revealed that a nonprofit billed a 
fixed number of hours, regardless of whether clients received the services. 
Additionally, the nonprofit was automatically billing for indirect service hours (i.e. 
overhead) whenever it provided direct service hours. For every hour of service, the 
nonprofit billed an extra .33 hours to account for the overhead. Therefore, it 
charged 1.33 hours for every hour of service provided. 
 
While the standard contract for fiscal year 2024 was updated to clarify which 
activities should not be included in direct service hours, it still lacks specific 
guidance or limits on billing indirect services. Unclear contract language on indirect 
services can lead to confusion and disputes about billing practices. 
 
Invoice Method 
 
For one contract, CCC allowed a nonprofit to bill for its services inconsistently with 
its contract terms. Specifically, the contract:  
 

• Capped administrative and direct support fees at 14% of the total contract 
amount, with the administrative portion limited to 5%. However, the invoices 
only included a single line item labeled "Admin," making it impossible for 
CCC to verify if fees were billed correctly. 

• Provided a rate schedule detailing acceptable charges for services. 
However, the rates invoiced by the nonprofit were not consistent with the 
agreed-upon schedule. 

 
When contract terms are not followed, formal amendments should be executed. 
This ensures that both parties clearly understand and agree to the revised terms, 
preventing future disputes. 
 
By addressing each of these issues, CCC can improve the clarity of its contracts, 
enhance compliance, and reduce the risk of billing errors and disputes. 
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To improve compliance and reduce misinterpretation of contract 
terms, CCC should: 

A) Revise the standard contract to explicitly define whether 
indirect service hours can be billed, and if so, establish 
clear guidelines and limits on how they should be billed;  

B) Ensure that all invoices conform to the terms specified in 
the contract; and, 

C) When contract terms need to be adjusted, ensure written 
amendments are executed and clearly documented. 

 
Management’s Response: 
Concur. See Management's Response 
 
 

3. CCC Should Enhance Review Procedures and Related Tools 
 
CCC has established processes for programmatic 
monitoring and desk reviews of invoices and program 
reports. However, several areas could be improved to 
enhance accuracy and efficiency.  
 
Monitoring Reports 
 
We identified discrepancies between the issues reported in the supporting 
documentation and those presented in the CCC report provided to the nonprofit. 
In one case, the CCC report did not include all deficiencies or corrective actions, 
despite these being communicated separately via email. For proper follow-up, 
these items should have been included in the CCC report. Similar inconsistencies 
were noted in other instances where the supporting documentation did not align 
with the CCC report. 
 
Accurate and comprehensive monitoring reports are critical for assessing program 
effectiveness and ensuring that corrective actions are implemented. 
 
 
 

Recommendation No. 2 
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Compliance Checklist 
 
The compliance checklist used during monitoring does not currently include a 
question to verify whether clients meet all program eligibility requirements. While 
the checklist asks if clients reside in the targeted geographical area, it does not 
assess other critical eligibility criteria such as residency, gender, age, or income 
level. Although some contract managers are considering eligibility during their 
assessments, including it directly on the checklist would ensure that it is 
consistently evaluated for all programs. 
 
Ensuring that eligibility requirements are met is crucial for directing resources to 
those who truly need them and for preventing fraud and abuse. 
 
Desk Reviews 
 
We identified instances where invoice discrepancies went undetected during 
CCC’s desk reviews: 
 

• One invoice showed excessive daily hours billed for some clients 
(exceeding 8 hours), which was not flagged during the desk review. After 
the nonprofit exceeded the contracted units and requested additional 
funding, programmatic monitoring was conducted, revealing discrepancies 
related to the number of program participants and units of service reported 
in both years of the contract. 

• In another case, the number of units invoiced did not align with the 
supporting documentation, resulting in the nonprofit being underpaid. 

 
Many nonprofits submit invoices in PDF format, which requires CCC staff to 
manually recalculate totals. To improve accuracy and efficiency, nonprofits should 
submit invoices in a more accessible format, such as Excel, which would make it 
easier for CCC to detect irregularities. 
 
Detecting errors early is essential to prevent fund mismanagement, reduce 
administrative burdens, and avoid service delivery disruptions. 
 
Data Entry 
 
Although CCC has implemented new software to track contract execution and 
monitoring, there are no formal procedures for data entry. Our review found that 
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FOR IMPROVEMENT 

data related to program outcomes and the number of units provided were 
sometimes inaccurate or inconsistently reported. 
 
Accurate data entry is critical for evaluating program effectiveness and making 
informed funding decisions. 
 
By implementing these recommendations, CCC will improve the reliability of its 
monitoring processes, enhance compliance, and support more effective 
management of resources and services. 
 

To improve accuracy, compliance, and efficiency in monitoring and 
review processes, CCC should: 

A) Ensure that all issues identified during monitoring are fully 
documented in the final report, including any deficiencies 
and corrective actions; 

B) Update the contract compliance checklist to include 
questions that specifically verify whether clients meet all 
eligibility requirements (e.g., residency, gender, age, 
income level); 

C) Implement more effective procedures for desk reviews to 
detect discrepancies, such as excessive hours billed or 
discrepancies in the invoiced units; 

D) Encourage nonprofits to submit invoices in more user-
friendly formats (e.g., Excel) to facilitate more efficient and 
accurate reviews; and, 

E) Develop and implement formal procedures for consistent 
and accurate data entry in the newly implemented 
software.  

 
Management’s Response: 
Concur. See Management's Response. 

Recommendation No. 3 
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Audit Scope 

 
The audit was limited to CCC’s monitoring of contracts executed during fiscal year 
2021 through the CRP. The period audited included the entire term of these 
contracts from July 2021 through September 2024.  
 
 

Audit Objective 
 

The audit objective was to determine whether the CCC had adequate monitoring 
procedures in place to ensure that nonprofits receiving funds through the CRP 
complied with contract terms. 
 
 

Audit Methodology 
 
To achieve the audit objective, we conducted the following procedures1: 

• Met with CCC personnel to understand the review and monitoring 
processes for CRP contracts. 

• Observed on-site programmatic monitoring for two contracted 
nonprofits. 

• Verified whether programmatic monitoring was completed within the 
required timeframe for all contracts. 

• For a judgmental sample of eight contracts, we compared final 
monitoring reports to supporting documentation. 

• For a judgmental sample of three out of nine expired contracts, we 
verified whether close-out monitoring was performed. 

• Selected invoices from seven of 19 active, monthly reimbursed 
contracts and tested for: 

o Support and accuracy of invoiced units 
o Agreement with contract terms for services, unit measures, and 

rates 
o Mathematical accuracy and data entry 

• Selected a sample of 10 of 38 active contracts, with a focus on 
quarterly paid contracts, and tested program unit reports for: 

 
1 As the samples used were judgmental, results were not extrapolated to the entire population. 
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o Timeliness, accuracy, and completeness of submitted reports 
o Support for the reported units and compliance with contract 

terms 
o Accuracy of data input 

• Selected one bi-annual performance measure report from each of the 
10 active contracts and tested for: 

o Timeliness, accuracy, and completeness of reports 
o Relevance of performance measures to contracted services 
o Whether year-end performance measures were met or 

appropriately explained 
o Accuracy of data input 
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ACTION PLAN 

NO. RECOMMENDATIONS 

MANAGEMENT’S RESPONSE 

CONCUR 
PARTIALLY 

CONCUR 
DO NOT 
CONCUR 

1. To improve the timeliness and effectiveness of 
programmatic monitoring, CCC should implement a risk-
based approach to prioritize contract reviews. This 
approach should focus on high-risk contracts, such as 
those with new nonprofits or those with significant 
deficiencies identified in previous reviews. Additionally, 
CCC should develop and enforce a schedule to ensure 
all contracts are monitored on time, including both 
programmatic and close-out monitoring. This will help 
ensure compliance with contract terms, improve service 
quality, and enhance accountability in the use of 
resources. 

   

2.  To improve compliance and reduce misinterpretation of 
contract terms, CCC should:  

A) Revise the standard contract to explicitly define whether 
indirect service hours can be billed, and if so, establish 
clear guidelines and limits on how they should be billed; 

   

B) Ensure that all invoices conform to the terms specified in 
the contract; and,    

 C) When contract terms need to be adjusted, ensure written 
amendments are executed and clearly documented.    

3.  To improve accuracy, compliance, and efficiency in 
monitoring and review processes, CCC should:  

A) Ensure that all issues identified during monitoring are fully 
documented in the final report, including any deficiencies 
and corrective actions; 

   

B) Update the contract compliance checklist to include 
questions that specifically verify whether clients meet all 
eligibility requirements (e.g., residency, gender, age, 
income level); 

   

C) Implement more effective procedures for desk reviews to 
detect discrepancies, such as excessive hours billed or 
discrepancies in the invoiced units; 

   

D) Encourage nonprofits to submit invoices in more user-
friendly formats (e.g., Excel) to facilitate more efficient 
and accurate reviews; and, 

   

E) Develop and implement formal procedures for consistent 
and accurate data entry in the newly implemented 
software. 
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MANAGEMENT’S  
RESPONSE 
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