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Audit of Pinellas County Cleanup Contract GC897
Division of Waste Management

Report: A-1617DEP-030

The Office of Inspector General (OIG) conducted an audit of Contract GC897 (Contract)
between the Florida Department of Health, Pinellas County (County) and the Florida Department
of Environmental Protection (Department) Division of Waste Management (Division) Petroleum
Restoration Program (PRP). This audit was initiated as a result of the Fiscal Year (FY) 2016-
2017 Annual Audit Plan.
Scope and Objectives

The scope of this audit included a review of activities performed under Contract GC897
Task Assignment 1 during FY 2016-2017, as well as development of Task Assignment 2. The
objectives were to:

e determine whether Task Assignment amounts and approved invoice payments were based
on an accurate calculation of costs as specified in Task Assignment 1
e evaluate management oversight of the County’s performance of cleanup site activities

Methodology

This audit was conducted in conformance with the International Standards for the
Professional Practice of Internal Auditing, published by the Institute of Internal Auditors, and
under the authority of Section 20.055, Florida Statutes (F.S.). Our procedures included review of
the Contract, Task Assignment 1, and Sections 376.3071 and 376.3073, F.S. We reviewed
support documentation for Task Assignment 1 invoices. We also interviewed PRP and County
management and reviewed documentation related to Contract activities.
Background

According to Section 376.3073(1), F.S., the Department shall, to the greatest extent

possible and cost-effective, contract with local governments to provide for the administration of
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departmental responsibilities through locally administered Programs. Section 376.3073(3), F.S.
states, upon approval of its application, an eligible local government shall be entitled, through
written contract with the Department, to receive sufficient funds to administer the local program.
Contracts for local program clean-up services have been established with 13 counties. PRP’s
prior local program contracts provided compensation for the counties’ cost of administration,
investigation, rehabilitation, and other related activities, which were paid from the Inland
Protection Trust Fund (IPTF). These contracts expired June 20, 2016.

PRP entered into new local program contracts on July 1, 2016, for a 5-year period. To
promote performance and efficient site management, PRP structured the new contracts to
provide compensation for each Task Assignment on the basis of both fixed price and
performance incentives. According to the Task Assignment, fixed costs include all expenses
associated with vehicle operation and maintenance, lease, or rental (including vehicle
maintenance cost for field visits and operation and maintenance Operations & Maintenance
(O&M) inspections; all travel costs associated with Department training and/or meetings with
Department representative(s) within Florida) all costs for staffing, including salaries, fringe
benefits, rent, utilities, any overhead and indirect expenses; general administrative expenses and
all other costs related to the performance of the work specified in the Attachment A of the
Contract. For Task Assignment development, PRP obtains the counties’ cost analysis and listing
of sites managed. The PRP uses the cost analysis as the initial basis for the task budget.
Adjustments are made for an estimated level of effort according to the listed site categories and

clean-up phases. A portion of the task amount is allocated for performance incentives.
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County sites are categorized as either non-Low Score Assessment (LSA) source
properties or LSA source properties. Non-LSA source properties are further categorized
according to the phase of clean-up, including site assessment, active cleanup, and monitoring.
Level of effort adjustments are further made between program and non-program sites?.

In Task Assignment 1, a base level of effort amount of $2,925 per non-LSA site was
established for the County. This amount was allocated for all sites listed in site assessment
phases. Sites listed in active cleanup phases were allocated two times the base amount and sites
listed in monitoring phases were allocated 60% of the base amount. For all non-program sites,
the same level of effort factors was applied with a 25% reduction.

For LSA sites, an estimate of sites was made for the number of new LSA purchase orders
expected in the task year. Sites under LSA were to receive a one-time payment of $2,925 once
the first LSA purchase order was issued. For the first year of the new Contract, LSA sites
continuing from the prior year were awarded a one-time payment of $1,462.50 (50% of the base
amount) per site. Compensation for continuing LSA sites was limited to Task Assignment 1
only. All subsequent Task Assignments were to be compensated only when the first LSA
purchase order is issued.

Final funding calculation for Task Assignment 1 consisted of two fixed amounts and two
performance estimate amounts. The first fixed amount was the calculated level of effort of all
non-LSA program and non-program sites. The second fixed amount was the calculated level of

effort of all continuing LSA sites from the prior year. For the fixed amount, the County was

! Remediation activities for program sites are funded through PRP. Remediation activities for non-program sites are
not funded through PRP and therefore require less level of effort.

December 6, 2017 Page 3 of 21



Report: A-1617DEP-030

Audit of Pinellas County Cleanup Contract GC897
Division of Waste Management

compensated monthly for 1/12™ of the total, less retainage?. The two performance amounts were

for the estimated number of new LSA site purchase orders and estimated performance activity

incentives. Performance incentive activities included Site Rehabilitation Completion Orders

(SRCO), Low Score Site Initiative No Further Action (NFA) Approval Orders issued, site

transition from an active clean up to a monitoring phase, completion of a Remediation Action

Plan (RAP), and completion of site assessment.

Task Assignment 1 funding for the period July 1, 2016, through June 30, 2017, was

$812,545.00. A change order was issued February 28, 2017, to increase the level of effort

funding by $9,632.00 due to an initial underestimation. As of July 11, 2017, payments to the

County for Task Assignment 1 totaled $814,903.30.

Level of Effort Change
Task Assignment 1 | Level of Effort Fixed Cost Variable Costs Order 1 Total
LSA LSA Performance
Category Non-LSA (Continuing) (Estimated) Incentives
Number of Sites 241 68 35 344
Budgeted Amounts $573,446 $99,450 $102,375 $37,275 $9,632 $822,1783

Development for FY 2017-2018 Task Assignment 2 included the following costs.

Task Assignment 2 | Level of Effort Fixed Cost | Level of Effort Variable Costs Total
LSA Performance
Category Non-LSA (Estimated) Incentives
Number of Sites 276 35 311
Budgeted Amounts $740,955.70 $104,930 $48,162.12 $894,047.82

2Retainage consisting of 5% of the non-LSA site compensation fixed amount was withheld monthly. Of this amount,
80% was released the following month if the County met the requirements of four performance measures relating to
document turnaround times and data entry.
% Final Task Assignment Change Order reflected the total amount of $822,177.00, which reflected a $1.00

difference.

December 6, 2017
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Results

Task Assignment and Invoiced Costs

We reviewed processes and documents used to develop Task Assignment 1, as well as
support for invoiced costs. This included the County’s cost estimate and site listing submitted to
PRP in March 2016, as well as support documents included with the monthly invoice.

County Cost Estimate

For Task Assignment 1, the County’s estimate of cost included annual salaries for 12.05*
Full Time Equivalent (FTE) employees, estimates for travel and vehicles, and an applied

standard multiplier as follows.

Fiscal Year 2016-2017 County Estimated Cost
Annual Salaries (12.05 FTE) $532,711.25
Travel $2,800
Vehicle $10,800
Total $546,311.25
Standard Multiplier 1.5417
Total Cost Estimate $842,248.05

We compared the salary cost submitted to Department of Management Services (DMS)
salary information. The submitted costs were consistent with DMS records with a variance of
less than 1%. Travel and vehicle estimated costs were estimated using multipliers based on the
number of site managers. A standard multiplier of 1.5417 was carried over from the cost
estimates used in the prior contract. According to the final invoice for the prior contract
submitted July 1, 2016, the County listed 12 employees associated with the program. The

County cost estimate provided for Task Assignment 1 listed 13 employees associated with the

4 From a listing of 13 County staff, three were not designated full time to the program. The number of FTE was
calculated from a cumulative total of all staff of time estimated for work in the program.
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program. This was generally consistent with the number of employees listed in the monthly
invoice documents. The cost analysis submitted in March 2017 for FY 2017-2018 Task
Assignment 2 also listed 13 program staff. However, the estimate of the Program
Administrator’s time for Task Assignment 2 was estimated at 75%, but Task Assignment 1
invoices documented the Program Administrator’s time as 50%.
Site Listing

To determine the level of effort funding adjustments for the Task Assignment, the County
submitted a listing of all sites, categorized by program category and either current or projected
phase for the task year. According to the final invoice for the prior contract submitted July 1,
2016, the County reported a total of 336 sites managed through June 30, 2016. Task Assignment
1 included 344 sites for FY 2016-2017, including 241 non-LSA and 103 LSA sites. For FY
2016-2017, the County submitted a listing of 309 sites including 241 non-LSA and 68 continuing
LSA sites®. PRP added an estimated projection of 35 new LSA sites for Task Assignment 1 per

the following table.

Change
Task Assignment 1 | Level of Effort Fixed Cost | Level of Effort Variable Costs | Order 1 Total
LSA LSA Performance
Category Non-LSA (Continuing) (Estimated) Incentives
Number of Tasked
Sites 241 68 35 344
Budgeted Amounts $573,446 $99,450 $102,375 $37,275 $9,632 | $822,178

These amounts were developed beginning with a base cost per site of $2,925, and

applying a multiplier to the number of sites categorized as non-LSA or LSA, program or non-

> For the first year of the Contract, PRP allowed all continuing LSA sites from the prior year to be compensated in
Task Assignment 1 at a rate equivalent to half the one-time amount ($1,462.50) for all newly issued LSA purchase
orders ($2,925.00).
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program, and remediation phase. Using the PRP task development methodology, sites included

in funding calculation for Task Assignment 1 was compared with the submitted site list. The

number of sites designated in several categories and phases differed from the County’s submitted

site listing.
Task
1 Non-L SA Sites LSA Sites
Non-Program Sites
(Funded at 75% of Program
Program Sites Site Rate)
Sites in Sites in
Sites | Active Sites | Active Estimate for
Base |in SA |Cleanup |Sites in in SA | Cleanup | Sites in Projected Performance
Cost |Phases |Phases | Monitoring | Phases | Phases | Monitoring [ Total | New Continuing Non-LSA LSA Incentives Total
Per [1X 2X Phases 1X 2X Phases Non- [LSA LSA Total | Annual | Annual |6.5% of Non- Task
Site |Base |[Base 60% Base |Base |Base 60% Base |LSA |1X Base |50% Base | Sites Cost Cost LSA Cost Amount
$2,925| 79 13 97 21 3 28 241 35 68 344 | $573,446 | $201,825 $37,274 $812,545
Sites Categorized per the County Site Listing for FY 2016-2017
$2,925| 66 | 26 | 97 18 6 28 | 241 | 35 ‘ 68 | 344 | $618,053 |$201,825| $40,173 $860,051

Under the current Contract task structure, the designation of site categories and phases

substantially impacts the task amount. From discussions with Contract management, the cause

of differences between task calculation and site list was unclear.

Invoiced Site Activity

According to the June 2017 final invoice, the County reported cumulative activity for 357

sites during FY 2016-2017. Activity for 358 sites was supported by either the monthly invoice

detail or by detail in OCULUS®. According to Task Assignment 1, the County was to receive a

one-time payment of $2,925 per site once the first LSA purchase order was issued. Between July

and December 2016, the County invoiced for the total amount funded for the 35 estimated LSA

site purchase orders, which was $102,375. However, monthly invoice detail during FY 2016-

& OCULUS is the Department’s web-based document management system.
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2017 only specifically identified LSA purchase orders issued for 15 sites. In total, the County
was compensated a one-time amount for the total of 103 LSA sites as funded under the Task
Assignment.

Task Assignment 1 specified that a performance incentive of $750 would be paid for

completion of the following activities.

e SRCO or NFA Approval Order issued.

e Purchase order issued moving one or more sites at a source property out of O&M and
into a monitoring phase.

e RAP completed and approved.

e Non-LSA site completes site assessment and a site assessment approval letter issued.
Based on our review, the amounts invoiced monthly for performance incentives

activities were not consistently supported by the invoice detailed reports per the following table.

Performance Incentive SRCO/ O&M RAP Completed Site | Total Performance
Activity NFA Completedto | Completed Assessment Activities at
Monitoring (for non-LSA) $750 each
Reported Per Invoice 25 4 9 2 $30,000
Supported Per Invoice Detail 35 3 7 2 $35,250
or OCULUS Documents

Task Assignment 2 Development

During the review period, PRP developed Task Assignment 2 based on the cost estimate
and site listing provided by the County for FY 2017-2018. Funding for Task Assignment 2 is

$894,047.82 for 311 sites, including 276 non-LSA sites and 35 LSA sites per the following table.
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Task Assignment 2 Level of Effort Fixed Cost Level of Effort Variable Costs Total
Category Non-LSA LSA (Estimated) | Performance Incentives
Number of Tasked Sites 276 35 311
Budgeted Amounts $740,955.70 $104,930 $48,162.12 $894,047.82

The site list submitted in March 2017 for development of Task Assignment 2 included

307 sites, with 232 non-LSA sites and 75 LSA sites. The 75 LSA sites included on this listing,

were included in the prior year listing from which, a one-time compensation amount was paid

during FY 2016-2017. Using the PRP task development methodology, sites included in funding

calculation for Task Assignment 2 were compared with the submitted site list.

Task LSA
2 Non-L SA Sites Sites
Non-Program Sites
(Funded at 75% of Program
Program Sites Site Rate)
Sites in Sites in
Sites | Active Sites in | Active Estimate for
Base |in SA |Cleanup |Sites in SA Cleanup | Sites in Projected Performance
Cost [Phases | Phases | Monitoring | Phases |Phases | Monitoring [ Total | New LSA Incentives
Per [1X 2X Phases 1X 2X Phases Non- [LSA Total| Non-LSA Annual 6.5% of Non- | Total Task
Site |Base |Base 60% Base |Base Base 60% Base | LSA |1X Base | Sites | Annual Cost Cost LSA Cost Amount
$2,998| 114 26 94 16 1 25 276 35 311 | $740,955.70 | $104,930 $48,162.12 |$894,047.82
Sites Categorized per the County Site Listing for FY 2017-2018
$2,998 | 51 42 96 12 ‘ 6 25 | 232 | 35 | 267 | $665,106.30 | $104,930 $43,231.91 |$813,268.21

For Task Assignment 2, the County is to only receive a one-time funding amount for new

LSA sites once the purchase order is issued. Unlike Task Assignment 1, there is no

compensation specified for continuing LSA sites, as the provision was allowed only during the

first year of the Contract. Based on the submitted site list, calculation for Task Assignment 2

funding contained category discrepancies including a substantial overstatement of non-LSA sites

tasked. Since the County will no longer receive a one-time compensation for the 75 continuing

December 6, 2017
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LSA sites listed, the overstatement of non-LSA sites effectively provides more funding for less
sites in Task Assignment 2 than in Task Assignment 1. According to PRP management, the
additional sites included in the estimate was due to the anticipation of a lowered score from 30 to
27 for funding. However, the majority of LSA sites scores were less than 20.

In addition, from the site list submitted for FY 2017-2018, we noted four sites that were
documented as closed during the prior year, and two sites’ included under non-LSA categories
that were below funding levels and listed as LSA sites during the prior year.

Management Oversight of County Performance

With each invoice, Contract management uses a Monthly Invoice Review Package
Review Checklist for verification of the monthly level of effort and retainage calculation and
verification of reported site activity to attached site detail reports. Based on our review of
monthly invoice summaries submitted by the County, the documented number of sites worked on
during the month was generally supported by the attached site detail report. However, reported
activities associated with additional payment, such as LSA purchase orders or performance
activities were not consistently specified in the attached site detail report for verification.

Under the new Contract, 5% of the monthly amount for non-LSA compensation is
withheld as retainage. Of this amount, 80% is released the following month if performance
measures are met. These include turnaround times for deliverable reviews, change orders, and
data entry. These are self-reported by the County, but PRP Contract management reviews 25%
with each monthly invoice. The results of the PRP performance review determine how much of

the past month’s retainage is awarded to the County in the subsequent invoice. We reviewed the

" Facility 278508866 (site score 11) and Facility 518520036 (site score 12)
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County’s invoice for the month of September 2016 to verify performance measure results per the

table below.
PRP OoIG
Performance Measure Review | Review
Deliverable Review Turnaround Time 94% 90%
Change Order Turnaround Time 93% 97%
STCM Entry 94% 100%
OCULUS Entry 88% 86%
Average Monthly Performance Rating 92% 93%

The average performance rating obtained by PRP differed from our review by 1%. The
differences in scores were due to different sample data. The performance measure requirements
were met each month during FY 2016-2017 and retainage was released.

According to Task Assignment 1, the remaining 20% of retainage withheld was to be
released at the end of the Task Assignment if 98% of all assigned source properties were visited
or inspected. This was to be self-reported by the County and verified by Contract management.
The County reported site visits on 344 sites in quarterly reports during the Task Assignment.
From the original list of 309 sites assigned to the County, 17 sites were not included in the site
visit quarterly reports. Monthly invoices submitted during the Task Assignment reflected
multiple changes to the original site list, with many sites added and some deleted. For the 17
sites from the original site list not included in the quarterly reports, we verified site visit related
documents in OCULUS for 10. Of the remaining seven, two were closed® during FY 2016-2017,

three had been closed® in prior years, and two had no site visit activity in OCULUS during FY

8 Facility 98736224 — SRCO issued November 2016. Facility 528624643 — NFA issued September 2016
® Facility 609201997 — SRCO issued August 2015. Facility 528630856 — SRCO issued June 2014.
Facility 528515243- SRCO issued June 2015.
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2016-2017. We also noted at least four sites that had no activity in OCULUS, with the exception
of an uploaded site form that contained minimal site information. As of the June 2017 invoice,
all withheld retainage was released; however, PRP Contract performance documentation in
OCULUS did not indicate the process by which the number of site visits were verified for release
of the remaining retainage.

Conclusions

Overall, task funding calculations and invoiced amounts were not supported consistently
with the site list and invoice documents for Task Assignment 1. This included discrepancies in
the number of sites under program categories and phases used to develop the Task Assignment,
and inconsistent support of billed activities. The number of performance activities and LSA
purchase orders invoiced was not consistently specified in attached detail reports.

Based on interviews and review of Contract documents, the Contract manager
demonstrated active involvement in overseeing County activities and performance measure
requirements for the monthly release of retainage. The results of monthly performance reviews
were addressed with the County and documented in the invoice review records. However, the
new Contract includes a complex compensation structure. To ensure Task Assignment
compensation requirements are met, additional process controls and verification processes are

needed for effective oversight.
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Finding and Recommendation

Finding: Task Compensation and Management Oversight
In order to encourage more efficient site cleanup, PRP restructured the local program
contracts and task assignments to provide compensation through a combination fixed price
and performance based fee structure. During our review, we noted areas of control weakness
that diminishes the purpose and effective management of the Contract. These areas influence
Task Assignment funding and include the following.
e County costs submitted for Task Assignment development were not verified. For Task
Assignment 2, the percentage of time allocated for the Program Administrator differed
from monthly invoice reports during Task Assignment 1.
e The calculated funding for Task Assignments 1 and 2 were based on the number of
sites in categories that differed from the County’s site listings. Since Task Assignment
2 contains no provision for continuing LSA sites, the number of non-LSA sites was
significantly overstated. As a result, more funding was provided for management of
less sites in Task Assignment 2 than in Task Assignment 1.
e Initial site listings used to develop both Task Assignments 1 and 2 contained sites that
had been closed in prior years™®.
e During Task Assignment 1, County invoices containing amounts requested for LSA
purchase orders were not consistently supported by invoice detail reports specifying

the purchase orders issued. The total funding estimated for new LSA purchase orders

10 In Task Assignment 1, from the listing of 309 sites, three had been closed in prior years. In Task Assignment 2,
from the listing of 307 sites, two had been closed in the prior year.
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was expended in the first six months of the task period. Since the funding for LSA

sites is limited to a one-time payment when the purchase order is issued, PRP lacks

information necessary to determine which sites have received compensation going
forward. LSA sites that were listed as either continuing or were added during Task

Assignments 1 were included on the site list for Task Assignment 2.

e During Task Assignment 1, County invoices containing amounts requested for
performance incentive activities were not consistent with invoice detail reports.

e Retainage of 5% of the non-LSA compensation level of effort amount was withheld
each month. Performance measures were determined to be met each month, and 80%
of this amount was released the following month. The remaining 20% was to be
released at the end of the Task Year if 98% of the assigned sites were visited or
inspected. Per quarterly reports submitted by the County, 344 site visits were made
during FY 2016-2017. However, from the initial listing of 307 sites, we could not
verify site visits for seven. We noted four sites where there was no noted activity, with
the exception of a site visit report uploaded to OCULUS with minimal site
information.

While the new contracts were developed to incentivize performance, they include a
complex compensation structure based on site listings, categories, phases, and activities that are
difficult to track, time consuming to verify, and reliant in many areas on self-reporting. Funding
amounts for Task Assignments 1 and 2 were not consistent with site lists. Task funding can be
adjusted by altering site category and phase counts, thereby diminishing the accuracy of Task

Assignment funding structure. Contract management processes have not demonstrated tracking
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mechanisms necessary to ensure that Task Assignment funding is based on accurate report of
County costs and site activity lists. Paid invoices and released retainage also do not demonstrate
an accurate report of performance activities.
Recommendation

Given the complex Task Assignment compensation structure, we recommend the
Division consider whether a simplified compensation model could provide a more manageable
contract yet still encourage and incentivize efficient site cleanup. Such a compensation model
could incorporate added review and verification of costs, sites, and activities at the beginning and
end of the Task Assignment in order to promote uniform monthly invoice payment.

If the Division continues the current Contract and Task Assignment structure, we
recommend the following verification and tracking processes to ensure County compliance.

1. Review and verification of County cost and site listing categories and phases to ensure
Task Assignment funding is calculated on actual costs and an accurate site listing
information.

2. Verification of site detail for reported and invoiced performance activities prior to
payment.

3. Documented verification of required site visits or inspections from assigned sites prior to
approval of final retainage payment.

4. Establishment of a mechanism for tracking site cleanup progress and payment of
incentives by facility to avoid duplicate payments and improve the accuracy of site

listings.
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Management Comment

During the course of our review of site activity, we noted at least four sites that appeared
to have no documented activity in OCULUS during the Task Assignment period, with the
exception of an uploaded annual site visit document that contained little information on the site.
While we acknowledge that inactive sites should be addressed to document their current or
pending status, the Division and local programs would benefit from a reevaluation of

circumstances that necessitate required annual site visits.

To promote accountability, integrity, and efficiency in state government, the OIG completes audits and reviews of
agency programs, activities, and functions. Our audit was conducted under the authority of Section 20.055, F.S.,
and in conformance with the International Standards for the Professional Practice of Internal Auditing, published
by the Institute of Internal Auditors, and Principles and Standards for Offices of Inspector General, published by the
Association of Inspectors General. The audit was conducted by Patrick Tebo and Leanne Johnson and supervised by
Valerie J. Peacock.

Please address inquiries regarding this report to the OIG’s Audit Director by telephone at (850) 245-3151. Copies
of final reports may be viewed and downloaded via the internet at http://www.dep.state.fl.us/ig/reports.htm. Copies
may also be obtained by telephone (850) 245-3151, by fax (850)245-2994, in person or by mail at Department of
Environmental Protection, Office of Inspector General, 3900 Commonwealth Boulevard, Mail Station #41,
Tallahassee, FL 32399.

Valerie J. Peacock, Candie M. Fuller,
Director of Auditing Inspector General
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Memorandum

TO: Valerie J. Peacock, Director of Auditing
Office of Inspector General

FROM: F. Joseph Ullo, Jr., P.E., Director
Division of Waste Management

SUBJECT: Response to Audit Report A-1617DEP-030
Pinellas County Cleanup Contract GC897

DATE: December 4, 2017

The Division of Waste Management has reviewed the Audit of the Pinellas County
Cleanup Contract GC897, Report A-1617DEP-030. The Division concurs with the
Findings and Recommendations presented in the preliminary report regarding the site
cleanup program operated by Pinellas County.

Office of Inspector General Findings and Recommendations

Finding 1: Task Compensation and Management Oversight

In order to encourage more efficient site cleanup, PRP restructured the local program
contracts and task assignments to provide compensation through a combination fixed
price and performance based structure. During our review, we noted areas of weakness
that diminishes the purpose and effective management of the Contract. These areas
influence Task Assignment funding and include the following.

e Cost analysis used for Task Assignment development reflected salary amounts
and partially funding position allocations greater than those in cost estimates
submitted by the County.

e The calculated funding for Task Assignments 1 and 2 were based on the number
of sites in categories that differed from the County’s site listings. Since Task
Assignment 2 contains no provisions for continuing LSA sites, the number of non-
LSA sites was significantly overstated. As a result, more funding was provided
for management of less sites in Task Assignment 2 than in Task Assignment 1.

e During Task Assignment 1, County invoices containing amounts requested for
LSA Purchase Orders issued were not consistently supported by invoice detail
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specifying the purchase orders issued. Since the funding for LSA sites Is limited
to a one-time payment when the purchase order is issued, PRP lacks information
necessary to determine which sites have received compensation going forward.
LSA sites that were listed as either continuing or were added during Task
Assignment 1 were included on the list for Task Assignment 2.

e During Task Assignment 1, County invoices containing amounts requested for
performance incentives were not consistent with invoice detall reports.

e Retainage of 5% of the non-LSA compensation level of effort amount was
withheld each month. Performance measures were determined to be met each
month, and 80% of the amount was released the following month. The
remaining 20% was to be released at the end of the task year if 98% of the
assigned sites were visited or inspected. Per quarterly reports submitted by the
County, 268 site visits were made during FY 2016-2017. However, from the
initial listing of 276 sites, we could not verify site visits for nine. Of these, one
had a (SRCO) issued in the prior task year, and two had no site activity since
2015.

While the new contracts were developed to incentivize performance, they include a
complex compensation structure based on site listings, categories, phases, and
activities that are difficult to track, time consuming to verify, and reliant in many areas
on self-reporting. Funding amounts for Task Assignments 1 and 2 were not consistent
with site lists. Task funding can be adjusted by altering site categories and phase
counts, thereby diminishing the accuracy of Task Assignment funding structure.
Contract management processes have not demonstrated tracking mechanisms
necessary to ensure that Task Assignment funding is based on accurate report of
County costs and site activity lists. Paid invoices and released retainage also do not
demonstrate an accurate report of performance activities.

Recommendation:

Given the complex Task Assignment compensation structure, we recommend the
Division consider whether a simplified compensation model could provide a more
manageable contract yet still encourage and incentivize efficient site cleanup. Such a
compensation model could incorporate added review and verification costs, sites, and
activities at the beginning and end of the Task Assignment in order to promote uniform
monthly invoice payment.

If the Division continues the current Contract and Task assignment structure, we
recommend the following verification and tracking processes to ensure County
compliance.

1. Review and verification of County cost and site listing categories and phases to
ensure Task Assignment funding is calculated on actual costs and an accurate
site listing information.
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2. Verification of site detail for reported and invoiced performance activities prior to
payment.

3. Documented verification of required site visits or inspections from assigned sites
prior to approval of final retainage.

4. Establishment of a mechanism for tracking site cleanup progress and payment of
incentives by facility to avoid duplicate payments and improve the accuracy of
site listings.

Division Response:

1. Site listing categories for a Task Assignment start with the County providing a
site list showing categories and phases of sites, assigned to them, on March 1st
of the fiscal year prior to the Task Assignment. PRP reviews the list to determine
whether sites are properly categorized and works with the County to estimate
the number of low score assessment sites (LSAs) the county can manage and to
estimate new sites that may be assigned to the County due to a potential
funding score drop or obtaining site access agreements on sites that are in
funding range. Since there are several factors that go into the development of a
Task Assignment, PRP will prepare a task development summary document at
the time the Task Assignment is issued to detail how the Task Assignment was
developed. The summary document will be available in OCULUS.

Under the old grant agreements, local programs were required to provide year-
end financial statements (YEFs) which could then be reconciled. Based on the
YEFs, reimbursement was requested for any funds paid that exceeded the local
programs’ total expenses for the given fiscal year.

To promote program accuracy and efficiency, the payment structure of the
current contracts was designed to not only consider the number and type of sites
managed, but also to include financial consequences if certain performance
measures are not met, and performance incentives when certain milestone are
met.

For each task assignment under the new contracts, the local program is
contacted to determine how much funding they anticipate needing under that
task assignment. A cost analysis is prepared and then compared to the amount
the local program requested, the number of sites the local program currently
manages plus any anticipated new sites, and to historical local program funding
data. If the information aligns, a task assignment is prepared. Under the current
performance/incentive based arrangement, yearly reconciliation was not
anticipated, nor is it expected by the local programs.

The Division understands OIG’s concerns regarding task assignment funding.
With that, the Division will request local programs provide YEFs each fiscal year
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going forward and for fiscal year 2016/2017. The Division will consider including
the provision of the YEFs as part of the next task assignment as a non-
compensated deliverable. In addition to the information on the cost analysis and
comparison discussed above, YEFs will be considered when preparing future task
assignments. Analysis of the YEF in regard to task development will be included
in the task development summary document. The YEFs will be filed in OCULUS
and be available for public inspection as well.

2. PRP has developed a County invoice review procedures document (see
Attachment A) so that it is clear to staff what steps are required to review
monthly invoices.

3. PRP has developed guidance for County site visits (see Attachment B) which
details the minimum documentation that is acceptable. In addition, the annual
Task Assignment will include a list of facility identification numbers (FAC ID #s)
detailing which sites must be inspected to receive retainage.

Due to changes in personnel at fiscal year-end, staff reviewing site inspections
for Task 1 were not aware that 98% of the sites needed to be inspected in order
to release retainage for site inspections. Staff are now fully trained on this issue.

4. To ensure that incentive payments are tracked, PRP will require the Counties
provide on invoice Attachment L, the FAC ID and incentive type for any site
where the County is requesting an incentive payment. Starting with Task
Assignment 2, PRP will keep a spreadsheet showing FAC ID #, month incentive
was paid, type of incentive, and the discharge date tied to the incentive (see
Attachment C). This spreadsheet will be sorted by FAC ID # and checked before
any incentive is paid to avoid duplicate payments.
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Audit of Pinellas County Cleanup Contract GC897
Division of Waste Management
Report: A-1617DEP-030

OIG Comment Regarding Divison’s Response

The Division’s response included attachments in support of the indicated action taken.
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