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Overview 

This policy establishes Citywide requirements and guidance for departments in monitoring the 
performance of contracts with nonprofit service providers. This policy applies to all departments 
who enter into agreements (including both contracts and grants) with nonprofits to deliver 
services to the public.  

Background and Definitions 

In Fiscal Year 2022-2023 (FY22-23), nonprofit organizations delivered approximately $1.5 billion 
in services on behalf of the City and County of San Francisco (City). More than 700 nonprofits 
contract with numerous City departments to deliver an array of services, including, but not 
limited to, health services, early education services, family support services, and homelessness 
and housing services. City departments contracting with nonprofits are responsible for 
monitoring the delivery and quality of services under the terms of the contract. Moreover, City 
departments are stewards of public funds and have a responsibility to ensure nonprofits provide 
high-quality services to the public.  

The Controller’s Office has previously developed policy to standardize and coordinate fiscal and 
compliance monitoring practices across departments that contract with nonprofits to support 
the sustainability of providers and ensure sound financial management and appropriate use of 
public funds. The goal of this policy is to provide similar standardized requirements and 
guidance related to programmatic monitoring practices across departments, to strengthen the 
partnership between contractors and departments delivering services to the public, and to 
increase accountability between contractors and departments.  

The policy consists of both required and recommended components. Required components 
are expected to be carried out by all contracting departments across contract portfolios, with 
minor exceptions. Recommended components are best practices the Controller’s Office strongly 
encourages departments to implement, but they may not be appropriate or feasible in all cases. 
For more information about when recommended components may not be applicable, see the 
companion Implementation Guidelines in Appendix A.  

mailto:controller@sfgov.org
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Policy Components 

a. Performance Measures and Targets 

Performance measures are foundational when contracting with nonprofits to deliver services. 
They outline what the department aims to achieve through the contract and provide clear 
expectations for both the contractor and contracting department.  

 
 
Required Components 

• Departments must establish performance measures for each nonprofit contract. 
• Each contract must have a sufficient number of performance measures to adequately 

assess the breadth of services provided, while not placing an undue reporting burden on 
the contractor. 

o The appropriate number of performance measures will differ based on service 
area, program scope, contract size, funding sources, etc. For further support in 

Definitions  
 

Contractors: Throughout this document, the term contractors refer to any nonprofit that has 
a contract or grant agreement with the City to deliver services to the public. These may also 
be called community-based organizations (CBOs), nonprofits, or grantees. 

Agreements: The City uses several types of legal agreements with nonprofits, including 
professional services contracts and grant agreements. For simplicity, this policy uses the 
terms agreement and contract interchangeably to refer to both professional services 
contracts and grant agreements with nonprofits.   

Definitions  
 

Performance Measures: A way to demonstrate the results of funded activities. Includes both 
service objectives and outcome measures. Performance measures generally include targets for 
the specific level of services or outcomes contractors should meet during a contract term.  

Service Objectives: The amount of products or services that are provided under a contract. The 
data collected for services objectives broadly answers the question: "how much did the 
contractor do?” Departments may use different terms for service objectives, such as program 
activities, units of service, or outputs.   

Outcome Measures: The results, benefits, or effectiveness of an activity or program. Outcome 
measures assess what the program hopes to achieve. The data collected for outcome measures 
broadly answers the questions: "how well did the contractor perform?" or "what was the result of 
the contractor’s activities?"   

For examples of performance measures with targets, please see the Implementation Guidelines 
in Appendix A. 
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developing performance measures, please refer to the Implementation Guidelines 
in Appendix A.  

o As a general framework, each contract should include at least one service 
objective and at least one outcome measure.  
 There may be limited circumstances where outcome measures are not 

appropriate, such as with contracts that do not provide direct services. 
Please refer to the implementation guidelines for additional information 
for when exceptions may be appropriate.  

• Departments must establish performance measures that are reasonably within the 
contractor’s control to meet.  

o For example, if a program relies on departmental referrals, then a performance 
measure could be the percentage of referrals served timely rather than the 
number of clients served.  

• Departments must clearly and explicitly outline all performance measures they expect to 
hold contractors accountable to in delivering services under the contract. These may be 
documented within the contract itself or via other documentation provided to a 
contractor during the contracting process.  

• Performance measures must include targets.  
o Targets should be meaningful, achievable, and used to set expectations for what 

the department is paying to receive via the contract. 
o Departments should engage contractors to provide input regarding feasibility, 

program design and cost when developing targets.   
o Targets may be adjusted as needed, such as due to approved budget changes, 

contracting delays, or changing circumstances in program implementation. If 
contracting delays affect the duration of a program, targets should be updated 
accordingly.  

o Targets may not be appropriate in limited situations, such as when launching a 
pilot program where a department does not have enough information to 
determine what targets may be achievable and reasonable.  

Recommended Components 
• Performance measures should align with broader system priorities outlined in 

departmental strategic plans, annual plans and/or with departments’ annual 
performance measures. 

• When feasible, departments should create consistent performance measures across 
contracts within the same service area.  

o For example, if multiple contractors provide rapid rehousing services, the types of 
performance measures applied should be consistent across those contracts 
(though targets may differ based on funding levels, e.g.). 

• When feasible, departments should include anticipated performance measures and/or 
expectations about the type of data and reporting that may be required in solicitations 
to allow contractors to develop appropriate scope and budget proposals.  
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b. Reporting  

Reporting provides insight into a contractor’s performance during a contract period. The goal of 
reporting is to show progress toward meeting performance measures and other performance 
goals and to provide regular insight into program operations. Reporting may be required with 
invoicing, or at other intervals during the contract term. It may include structured templates for 
contractors to use to submit narrative and/or performance data at regular intervals. 

 
 
Required Components 

• Departments must require reports documenting contractor performance against the 
terms of the contract annually, at a minimum. If there is a clear rationale, departments 
may require more frequent reporting. 

o At a minimum, reports must include both performance measure data and a 
narrative component, though these components may be linked or separated by 
the department and may be required at different intervals.  

o In cases where contractors must submit real-time data about client services into a 
department’s data system in lieu of standalone reporting, departments must 
review such data to monitor a contractor’s performance against the terms of the 
contract annually at a minimum.  

• For departments that use information management systems for reporting, departments 
must provide timely access to appropriate contractor staff responsible for reporting and 
training in how to use those systems. If the department is unable to provide timely 
access to systems after the contract has been finalized or there are gaps in access during 
the contract term, departments must consider whether adjustments to performance 
measure targets may be needed (e.g., if data cannot be comprehensively tracked or 
managed without such access) and/or develop alternative reporting options in 
consultation with the contractor.     

• Departments must document expected reporting requirements during the contract 
development and negotiation stage, either by explicitly stating requirements in the 

Definitions  
 

Reporting: Departments may require monthly, quarterly, or annual reporting of their 
contractors related to monitoring a contractor’s performance and progress in meeting 
performance measures. Reporting may include submitting data on performance measures 
and/or a narrative report on the reporting period’s activities, successes, and/or challenges. 
The goal of regular reporting is to help department staff assess ongoing progress towards 
performance targets, highlight successes that support the department’s overall mission, 
understand broader program performance and operations, and identify potential problems 
before they become larger issues. Certain reporting may also be required with invoicing. 

In this policy, reporting does not refer to real-time or regular entry of client or service data 
into a department’s client management system (though such data about clients may inform 
subsequent performance measure reporting).  
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appendices of a contract or by discussing requirements during negotiations. This should 
include sufficient detail to allow the contractor to evaluate its capacity to meet the 
reporting requirements and ensure that the expectations are achievable. 

• Reporting should be a tool to assess ongoing performance, progress towards targets 
and operational considerations for the contracted services. Departments must develop 
internal protocols for review of reports, including timelines for staff review and 
guidelines for how staff should use the information to assess contractor performance 
and when and how staff should engage the contractor if a report shows the contractor is 
not meeting performance expectations.  

Recommended Components 
• Departments should acknowledge the receipt of reports which may include approval for 

the purposes of invoicing.  
• Where feasible based on funding source requirements and programmatic considerations, 

departments should calibrate the frequency and scale of reporting based on their 
expectation of staff capacity to review and respond to reports timely. For example, if the 
department requires monthly progress reports but does not review all submitted reports 
monthly due to staff capacity constraints, the department should consider reducing the 
frequency of reports to ensure the content can be appropriately assessed and addressed 
if there are issues reported.  

• Departments should consider ways to mitigate burden when instituting new or changed 
reporting requirements, including ensuring accessibility of systems, maintaining ease of 
access and use, minimizing any duplicative data entry requirements within a single 
department, if feasible, and other considerations. See the implementation guidelines in 
the Appendix for more challenges and options related to reporting. 

• When feasible, departments should include expectations about the type and scale of 
data and reporting that may be required within solicitations to allow contractors to 
develop appropriate scope and budget proposals. 

c. Program Monitoring Practices 

Program monitoring activities accomplish three primary goals: 

1. Validating the contractor’s performance data, such as by reviewing client records or 
satisfaction survey raw data. 

2. Evaluating the quality of programs and services, such as by observing program 
operations or assessing the program space.  

3. Ensuring compliance with program requirements, such as by ensuring that appropriate 
signage and policies are posted or evaluating if organizations are following requirements 
around client document retention and review. 

Monitoring these elements together allows a department to comprehensively assess the services 
being delivered. Monitoring is a point-in-time review during the contract term that creates a 
venue for partnership and dialogue between department staff and contractors. When there are 
issues, a real-time assessment can help initiate programmatic adjustments during the year that 
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ensure that the contractor meets the terms of its contract before the year ends and resulting in 
the delivery of high-quality services to the public.  

Department program monitoring activities may include site visits, desk reviews, self-
assessments, or other practices the department may develop to achieve this purpose.  

  

 

Required Components 
• Departments must develop standard checklists, templates, and/or protocols for monitors 

to use while conducting program monitoring activities to ensure consistency in 
monitoring approach and practices across staff. The specific standards and documents 
needed depend on each department’s programmatic and operational needs and 
practices. Checklists and protocols should consider required compliance elements as well 
as programmatic performance assessments. See the implementation guidelines for 
examples and options for program monitoring protocols.  

• Departments must review program monitoring requirements during the contract 
development and negotiation process, either by explicitly stating requirements in the 
appendices or by discussing requirements during negotiations. This must include 
sufficient detail to allow the contractor to evaluate the capacity for meeting those 
requirements and ensure that the expectations are achievable.  

• Departments must conduct at least one program monitoring activity each year of the 
contract term. At the discretion of the department and based on assessment of risk and 
operational need, annual program monitoring activities may include a site visit, desk 

Definitions 
 

Program Monitoring: The process of evaluating how well an organization is delivering the 
services outlined in a contract. This may include reviewing performance measure data and/or 
reviewing compliance with program and contract requirements. While ongoing oversight 
such as reporting and regular engagement and one-time monitoring activities such as site 
visits or desk reviews may all fall under the umbrella of program monitoring, this section and 
definition focus on point-in-time monitoring activities.   

Site Visit: When a department visits the program site(s) where the contracted services occur. 
The department performs activities to review programmatic compliance and performance 
such as a tour of the site for applicable requirements, review of administrative 
documentation, review of a sample of client files, review of documentation of deliverables 
and invoices, review of documentation of performance objectives and/or review of client 
satisfaction process and documentation.  

Desk Review: When a department performs activities remotely to review programmatic 
compliance and performance including but not limited review of administrative 
documentation, review of a sample of client files, review of documentation of deliverables 
and invoices, review of documentation of performance objectives and review client 
satisfaction process & documentation.  

 

 



7 |  Policy Establishing Nonprofit Contract Monitoring Standards and Guidelines, December 9, 2024 
 

review and/or some other monitoring activity as designed by the department to achieve 
this purpose.  

• Departments may establish monitoring protocols that apply different levels of 
monitoring and/or a variable set of standards based on good performance or 
operational timelines. For example, departments may establish a “core” set of standards 
applied to all contractors and an “expanded” set of standards applied based on a risk 
assessment framework or at intervals (e.g., every other year). If departments establish 
variable levels of monitoring or sets of standards, departments must establish internal 
policies that document the criteria used to apply these variations across the contract 
portfolio.    

• Departments may adopt a “good performance waiver” to allow for a waiver of an annual 
monitoring for contractors that demonstrate consistently strong performance against the 
terms of the contract. If departments establish a “good performance waiver” then 
departments must also establish internal policies that document the criteria to allow for 
such a waiver. Departments may not issue waivers for two consecutive years and must 
perform a monitoring activity in any year following the granting of a good performance 
waiver. See the implementation guidelines for examples and options for good 
performance waivers. 

• Departments must conduct a site visit at least once during the contract term.    
o This policy assumes that departments are developing multi-year contracts for 

services expected to extend beyond a single year and assumes a majority of 
contracts will have terms ranging from two to five years. 

o If departments extend the term of a contract or if a contract term is longer than 5 
years, departments must conduct a site visit at minimum every three years.  

o Departments may require more frequent site visits based on their assessment of 
the risk for a given contract or based on funding source requirements. For more 
examples on how a department may assess risk, see the implementation 
guidelines. 

o Departments should conduct site visits at program locations where contractors 
serve clients, and site visits at multiple locations may be necessary if a contract 
includes multiple service sites.  

• Departments must schedule monitoring activities in advance and provide the contractor 
with notice about the standards to be reviewed and a complete list of documentation to 
prepare for the visit. Departments must provide reasonable notice for such preparation, 
and no less than four weeks.  

o While an annual monitoring visit must be scheduled in advance, this policy does 
not limit a department’s authority to conduct drop-in visits to observe and 
inspect programming.  

o This policy does not limit a department’s ability to provide limited notice for 
specific documents that may be sampled during monitoring (e.g., client case files, 
staff personnel files, invoice documentation). In such cases, departments must 
inform the contractor as part of initial noticing about the types of files that will be 
sampled, and must provide the date when the department will send the specific 
list of sampled files for the contractor to prepare or make available.  
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• Departments must communicate any findings or recommendations with contractors in 
writing following any program monitoring activities and must include the timeframe for 
the contractor to address any findings, as well as actions that will be taken if the 
contractor does not address the findings. Departments must also communicate in writing 
to document if there were no findings.  

o Communication about monitoring results must occur within 60 days following 
the monitoring activity. Departments may establish internal protocols to 
communicate more timely. As a recommendation, departments should 
communicate monitoring results within 30 days.  

• Policy Exceptions: Departments may exclude deliverables-based contracts from the 
monitoring activities they perform per the requirements above. These include 
agreements for nonprofits to deliver special events (e.g., a cultural celebration), technical 
assistance services (e.g., coaching contracts billed hourly), and/or art installations or 
media production grants. For these types of deliverables-based contracts, departments 
must ensure contracts include sufficient planning milestones and must validate that 
deliverables and products meet contracted expectations prior to approving deliverables 
for invoicing. This review may include requesting detailed progress reports, reviewing 
event sign-in sheets, and evaluating the quality of products provided by the contractor. 

Recommended Components 
• If a department holds multiple contracts with the same contractor, the department 

should consider ways to coordinate program monitoring efforts, including streamlining 
requests for required documentation (e.g., program policies or grievance procedures), 
storing requested documents in a shared location for access across departmental 
programs, and/or coordinating site visits if feasible.  

• Departments should establish annual monitoring schedules that create consistent 
expectations across staff and contractors for the time of year when monitoring will 
initiate and conclude and the timeframes for noticing and response within the 
monitoring process. Department should not consistently plan for monitoring to occur at 
or near fiscal year-end (e.g., May – June) or as programs are launching (e.g., July – 
August), and as feasible, departments should work with contractors to schedule 
monitoring outside of periods of high workload and with enough time left during the 
year for the contractor to make adjustments to address issues or meet performance 
targets before year-end.  

• Departments should offer written guidelines, orientation sessions and/or trainings about 
their monitoring procedures and expectations, such as a group training for all 
contractors or new contractors, at the start of each year or the start of a grant cycle.  

d. Ongoing Engagement 

Building strong relationships between department staff and contractor staff supports the 
success of programs and bolsters the strength of the partnerships between the City and its 
nonprofit contractors. For that reason, regular and ongoing engagement outside of reporting 
and program monitoring requirements is a key component of contract management and 
oversight. 
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Required Components 
• Each department must establish protocols to ensure department staff engage with each 

contractor at least once per quarter on program operations or performance and distinct 
from any necessary communication regarding contract execution or invoicing.  

o Departments should prioritize in-person visits, phone calls, one-on-one virtual 
meetings and/or the provision of technical assistance as key methods for 
engagement. However, quarterly engagement may also include email exchanges, 
all-contractor informational meetings, and/or program monitoring activities.  

o Department staff must visit program locations where contractors serve clients at 
least once annually. If a program monitoring site visit will not occur in a given 
year, departments should ensure engagement activities include an informal or 
formal visit to the program location that year.  

Recommended Components 
• If a department holds multiple contracts with one contractor, the department should 

create internal operational procedures that streamline contractor engagement to ensure 
that appropriate communication occurs quarterly while mitigating effort. 

• Departments should conduct more frequent engagement with contractors new to 
contracting with the City, new to contracting with that department, delivering a new 
program or service, and/or those which have been determined to be higher risk based 
on a department’s risk assessment criteria or based on monitoring results.  

• Department staff who are new to the department, new to the contract oversight role or 
new to the contractor or service area should also conduct more frequent engagement.  

• Departments should consider what technical assistance may be needed to support 
contractors to be in compliance with program policies and/or achieve performance 
goals. If there are findings or recommendations issued following program monitoring 
activities, departments should refer contractors to the appropriate supports, either 
delivered directly by department program staff or via consultants or training providers.  

Definitions 
 

Department Engagement: Strategies departments use to help nonprofit contractors 
understand and meet expectations, including regular communication (such as email or phone 
check-ins), regular operational meetings, drop-in visits to program locations and/or technical 
assistance. 

Technical Assistance: Formal targeted support to address a need or problem designed to 
build the capacity of an organization. Technical assistance such as individualized coaching or 
group training may be delivered by consultants, though it may also be delivered by 
department staff, such as providing support to help nonprofit staff to understand and align 
to program requirements.  
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e. Departmental Policies and Procedures 

Program monitoring and oversight processes will necessarily differ between departments based 
on the services provided and the requirements of State, Federal, or other local funding sources. 
This policy is intended to provide a set of requirements and recommended practices that each 
department should use to develop or update each department’s own program monitoring 
policies and procedures. For further guidance and examples of manuals and policies, see 
Appendix A Implementation Guidelines. 

Required Components 
• Departments must maintain written program monitoring and oversight procedures 

aligned to this policy and to internal departmental operational needs and requirements 
in order to provide clear expectations for both contractors and the department staff in 
contract oversight roles.  

o Departments must make relevant policies and procedures available to existing 
contractors and during solicitations to support understanding of expectations 
and the department’s oversight practices.  

o As needed, departments may maintain separate, internal procedures designed 
specifically for staff in addition to policies shared to contractors.  

• While departmental procedures may vary to some degree across a department’s 
program portfolio, departments should prioritize consistency and develop a single 
protocol with documented adaptations or variations where necessary, such as to align to 
a specific funding source.  

o For example, a department should standardize its basic principles and timeframes 
for program monitoring, including developing a “baseline” checklist for program 
monitoring. When a program needs to include additional standards, it should 
adapt the baseline checklist to meet program needs, and the adapted checklists 
for each of the department’s programs should be included within the 
department’s written procedures.   

• Departments must establish consistent, clear, and achievable standards for monitoring, 
including objective guidelines for when a standard reviewed through monitoring has 
been achieved or when there is a finding or a recommendation. See the implementation 
guidelines for more information on establishing monitoring standards.  

• If a department adopts a policy allowing good performance waivers and/or an approach 
that applies a core or expanded set of monitoring standards, the department must 
include the criteria and processes for applying each approach within its policies and 
procedures.  

• Department procedures must outline reporting requirements, and if the department will 
require the contractor to use standardized reporting templates, the procedures must 
include or describe such templates.  

• Department procedures must outline how the department will approach corrective 
actions when the department identifies issues through monitoring or other oversight 
activities. Departments must establish a minimum standard of communication to 
determine contractor non-responsiveness related to corrective actions.  
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• Department corrective action policies and procedures must generally align with the 
Citywide Nonprofit Corrective Action Policy. Internal policies must include a process for 
identifying contractors that consistently do not meet performance expectations or 
demonstrate other serious or severe performance challenges, as well as a process to 
escalate such contractors to the Controller’s Office for Citywide review and coordination.  

 
Recommended Components 

• When a department has explicit expectations for required documentation contractors 
must maintain, departments should provide examples, templates or guidance documents 
to support contractor adherence to these requirements. For example, if the department 
(or a funding source) requires contractors to maintain a specific policy that must include 
certain elements (e.g., a grievance policy, program manual, etc.), departments should 
offer examples of required policies or required elements to all contractors receiving 
funding for that program.  

• As a best practice, department monitoring procedures may also include instructions for 
department staff regarding the department’s monitoring priorities and how to manage 
staff transitions so that monitoring practices remain consistent and knowledge is 
transferred to new staff.  

• Departments should consider what technical assistance and other support options may 
help contractors of varying sizes and capacities meet the requirements outlined in this 
policy and any department-specific policies, including whether to deliver such supports 
internally or via consultant resources, if feasible.  

Policy Applicability  

This policy applies to: 

• All departments that contract with nonprofits to deliver services to the public. 
• All nonprofit contracts for services to the public and for services intended to be 

delivered by a nonprofit valued at $200,000 per year or greater.  
• All agreement types including grant agreements per Chapter 21G of the Administrative 

Code and professional service agreements per Chapter 21 of the Administrative Code. 

Departments may develop risk assessment criteria to determine whether and when to apply this 
policy and monitoring standards to contracts of less than $200,000 annually. For example, a 
department may choose to apply the monitoring policy to a contractor with multiple small 
contracts with the department that total over $200,000 annually. Every department must clearly 
communicate contractual expectations with nonprofits during initial contract negotiations, 
including whether contract monitoring standards will apply. 

Implementation and Oversight 

This policy takes effect as of December 9, 2024 and establishes the following implementation 
requirements:  
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• Departments must establish or update internal protocols and policies where applicable 
by June 30, 2025.  

• Departments must incorporate any required elements into contracts executed or 
amended after June 30, 2025. 

o Departments do not need to update or amend existing contracts solely to include 
required elements of this policy.  

Beginning December 2024, the Controller’s Office will initiate program design for oversight of 
the policy. Per the authorizing legislation, the Controller’s Office must conduct an annual review 
of department compliance with this policy and submit a report each fiscal year summarizing the 
results of that review. The Controller’s Office will design an oversight process as of the launch of 
this policy. The review may be limited to specific departments, service areas or contracts as the 
Controller’s Office deems appropriate to achieve the goal of ensuring adequate Citywide 
programmatic and performance monitoring of nonprofits. The first review will occur in Fiscal 
Year 2025-2026.  
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QUESTIONS AND CURRENT GUIDANCE 

Policy Applicability 

1.  Does this policy apply to all professional services contracts, including those where 
the procurement process was not explicitly targeted toward nonprofits?  

Departments may use both grant agreements and professional services agreements to deliver 
community-based services, and this policy applies to all agreements for community-based 
services explicitly intended to be delivered by nonprofit organizations. However, this policy does 
not apply to contracts for professional services that are not intended to deliver services to the 
community and/or are not intended to be delivered by nonprofits. For example, if a department 
conducts a general solicitation for consulting or other professional services for the department 
and a nonprofit applies among other for-profit firms, these performance monitoring provisions 
are not applicable.   

2. Do the provisions of this policy apply to nonprofit subcontractors or fiscally 
sponsored programs?  

In general, departments have contract privity with the prime contractor, and via the contract, the 
prime contractor is accountable to the performance of any subcontractors. However, the 
Controller’s Office anticipates releasing policy regarding oversight practices in cases of fiscal 
sponsorship in the coming months and may update this policy with new guidelines related to 
subcontracting in the future.  

3. Will the Controller’s Office administer a grievance process related to City 
departments’ contract monitoring procedures and/or arbitrate disputes over 
contracting and oversight? 

The Controller’s Office has a role in broad oversight of contract monitoring through our 
legislatively required public reporting process; however, the Controller’s Office should not be 
regulating individual disputes as a matter of policy or standard practice. Grievances regarding 
contract terms or specific actions related to a department’s contract monitoring should follow 
the procedures established within a given contract.  

Policy Components 

4. Can a department monitor a nonprofit if a contract has not yet been signed or an 
amendment or budget modification is still being processed?  

The Controller’s Office strongly discourages departments and contractors from initiating services 
before a contract has been executed. However, if this does occur, departments should not 
conduct formal monitoring activities before contract execution. Once a contract has been 
signed, if a nonprofit is paid for the work they did prior to the contract being signed then any 
subsequent monitoring may account for all work performed (i.e., the department may look at 
client files from that period or ask for data about services delivered during the funded period. 
they are able to and should be monitored for that work.  
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Departments may amend or modify multi-year contracts during the contract term. To the extent 
that departments pause invoicing while an amendment or modification is in progress, 
departments should not conduct formal monitoring while invoicing is paused.    

5. Why are some elements of the policy recommended instead of required? Why 
doesn’t the policy standardize and consolidate all performance measures, 
monitoring and reporting requirements across departments?  

City departments design programs based on their mission, strategic goals and priorities. While 
one department may coordinate with another department on areas of programmatic overlap, 
each department necessarily develops its business decisions based its own unique mandate. 
These internal decisions may impact the types of performance measures the department uses to 
evaluate its services, the types of state and federal funding it may seek for those services, and 
the ways it must report on and monitor those services. Thus, in many cases, it is infeasible to 
fully standardize practices, standards or policies Citywide. Where possible, this policy does so, 
and as more departments establish and publish their own monitoring procedures, the 
Controller’s Office will perform reviews to determine whether and how to further standardize 
and streamline processes within and across departments.  

City departments may solicit for a variety of services aligned to program goals and priorities and 
may establish contracts with nonprofits to deliver components of programs or entire programs. 
Nonprofit organizations are key partners in service delivery. Nonprofits offer an array of services 
and programs, and they must choose which solicitations to submit proposals for, and when and 
how to expand existing services or build new lines of service. Nonprofits that wish to expand by 
seeking funding should do so with the understanding that departments may require tracking of 
services in systems designed by that department, that departments may set performance goals 
that do not directly align to how a nonprofit may track those goals for other funders, that 
departments may set compliance standards that differ from other funders' standards, etc.  

City departments are expected to follow these policies and fully inform nonprofit organizations 
of the performance monitoring and compliance elements associated with that department 
during negotiations and make program manuals with this content available publicly for bidders. 
Departments should make all efforts to minimize burden, and where possible, should work to 
streamline protocols and processes internally.  

6. How do the reporting and monitoring requirements in this policy account for client 
confidentiality and the sharing of sensitive client information? 

The City has clear policies around protecting confidential information, including PHI and PII, and 
departments that contract for client services generally establish business associate agreements 
(BAAs) or other contractual agreements with organizations that will be using and sharing 
protected information. Department staff that work with protected information are required to 
take regular trainings about how to work with and protect client information, including 
information shared or reviewed during monitoring and reporting activities. In general, 
departments should not require confidential data to be shared outside of protected systems. For 
example, in most cases where client-level data must be shared, departments require it to be 
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shared via direct entry into their own data systems. Nonprofits that maintain separate systems 
for tracking and managing client records should continue to ensure that any sharing of this data 
be protected and treated appropriately.  

7. Why is engagement included as a component of contract monitoring? Does this 
mean the purpose of engagement is evaluative, not supportive? 

Ongoing engagement between departments and nonprofit contractors is an essential tool in 
ensuring high-quality service delivery. Regular collaboration and engagement between 
department and nonprofit staff adds value by ensuring that all parties have an avenue to raise 
questions and concerns and hear feedback about program or department operations. Where 
needed, engagement can support a nonprofit to understand expectations and ensure services 
align in real-time. While the primary goal of engagement is not explicitly tied to monitoring, 
having regular engagement and touchpoints ensures that when course-correcting is needed or 
when there are performance concerns, there is a path to begin to address these issues outside 
of an annual monitoring visit, including ensuring contractors receive the support they need from 
departments to address those issues.  
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APPENDIX: IMPLEMENTATION GUIDELINES 

Guidance and Tools aligned to Policy Components 

This Controller’s Office developed this document as a companion to the Policy Establishing 
Nonprofit Contract Monitoring Standards and Guidelines (Policy). The Policy provides options 
and promising practices to guide departments in implementing the required and recommended 
elements of the Policy. This document helps departments assess if their current practices meet 
the Policy requirements and develop or revise practices and tools as needed to comply with the 
Policy. The Controller’s Office may expand this guidance as departments implement the Policy 
and as we identify areas for improvement.  

This guidance includes practical examples, tools, and resources to support departments to 
implement the required Policy components. It will also assist with documenting all elements into 
a comprehensive contract monitoring manual. There is no requirement to adopt the examples 
shared in this appendix. Additionally, because each department has its own approach to 
monitoring, contract monitoring manuals will likely differ. Each section of this document 
includes considerations for which practices should be included in the manual, as shown in a grey 
box at the end of each section.   

a. Developing Performance Measures 

Departments should use their mission statement, goals, and/or strategic plan to help in 
developing performance measures for contracted services. When developing or updating a 
strategic plan or action plan, include a comprehensive and balanced set of performance 
measures tied to the plan’s goals and objectives. These performance measures can then be 
included in Requests for Proposals and subsequently within agreements.  

Example: 

DCYF department staff members start their grantmaking cycle by collecting data and engaging 
with San Francisco’s communities directly to understand the status of the City’s children, youth 
and families and their needs. The data collected informs the department’s Service Allocation 
Plan (SAP) which identifies strategic funding priorities for the types of programs that can best 
address San Franciscans’ needs and disparities. For each funding priority DCYF has identified 
performance measures and documents these within the solicitation for related services. This 
allows potential contractors to understand what they will be held accountable to, and how it 
aligns to the department’s overall goals and objectives.   
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Service Objectives and Outcome Measures 

There are two types of performance measures referenced in the Policy: Service Objectives and 
Outcome Measures. It is likely that departments already have these types of measures in their 
contracts, but departments may use different names for them, such as goals, outputs, activities, 
etc. The Policy does not require renaming of any existing measures but does explicitly require 
that departments establish service objectives and outcome measures for each agreement.  

Before developing or updating measures, department staff should first review data currently 
being collected. The following questions can then help with determining next steps:  

• Is the information currently being collected useful?  
• Is the information available or able to be collected by the contractor?  

o If data is currently unavailable and a new data collection process is needed are 
additional resources provided to develop a new process? 

o If client data is required for the measure, how difficult will it be for providers to 
collect that data?  

• Is the measure simple enough to be understood?  
• Is the measure meaningful? Does it tell a story or explain an important element of the 

story?  
• Is it cost effective to collect and report the data needed to track the performance 

measure?  
• Can the data be compared over time? 

If the answer is no to any of the above, department staff may consider revising or developing 
alternative measures that better align to these principles.  

Departments should consider some or all of the following strategies to ensure clarity and 
consistency of performance measures:  
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• Develop and refer to a set of definitions for common phrases used in contracts (e.g., 
youth). 

• Develop a shared set of potential measures by service area. 
o  Measures should not be too granular in that they would only apply to a very 

small proportion of contracts. 
• Incorporate performance measures in Requests for Proposals. 
• Develop criteria for determining targets depending on funding.   
• Review contracts with similar services and develop criteria for when measures may differ 

across contracts. 

Service Objectives 

Performance measures categorized as “service objectives” measure a variable amount of service 
that a contractor is accountable to deliver.  

Some departments use the phrase “service objective” to describe the scope or type of services 
as well performance measures describing the amount of service. For example, a contract scope 
may require the provider to operate a 24-hour shelter with 50 total beds and specific amenities 
offered on-site. These are not performance measures; rather, they are numbers describing the 
contract scope.  

Instead, service objective performance measures should document the amount of service a 
contractor must provide, such as maintaining a nightly occupancy rate for the 50 beds or total 
clients served for the year. Service objectives must be reasonably within the contractor’s control 
to achieve. When developing service objectives, departments can consider the following 
options for their measure(s):  

• Labor, e.g.:  
o Number of volunteer hours staffing a community center  
o Number of hours per youth per program cycle 

• Materials or supplies, e.g.: 
o Number of meals provided  
o Number of naloxone (Narcan) doses distributed 

• Units produced, e.g.:  
o Number of works of art produced 

• Services provided, e.g.:  
o Number of interview prep sessions provided 
o Percent of projected participants who must receive a number of hours of 

counseling 
o Number of clients enrolled in an after school program 

• Demand for services, e.g.:  
o Maintain a specific minimum program occupancy rate  

A service objective can include a raw number or a percentage. The service objective below is an 
example of labor based on referrals, paired with additional contract scope descriptions 
describing expectations for the service.  
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Outcome Measures 

When developing outcome measures, it can be helpful to think about the intended results of 
the service objective(s). The measures should assess the quality, effectiveness or impact of the 
service objective(s). Current contracts likely have outcome measures, including under a different 
name such as goals, deliverables, etc. 

Examples: 

• % of youth that report they can solve personal problems 
• % of program participants that have successfully completed the training, or exited the 

program early due to employment, transferring to another training/internship program, 
or enrolled in education 

• % of families who receive case management services retain housing 9 months after 
housing placement 

• % of participants will remain stably housed 3 months after receiving assistance  
• % of households that obtained, preserved or increased benefits 
• % of clients referred to financial coaching program 
• % of households reporting satisfaction (“excellent” or “good”) with services   

When developing outcome measure(s) it can be helpful to think about the long-term impact of 
the services and the elements of that impact that can be measured in the short-term. Using the 
contract language below as an example, the desired results of this program or outcome 
measures are participants completing the program and securing living wage employment.  

 

As another example, a contract providing case management may have the desired long-term 
impact of improved quality of life but in the short-term, the program can measure clients that 
retained housing while receiving services or met certain milestones of stability while receiving 
services.  

In many cases, a contract may include multiple outcome measures to assess both the quality of 
the services and the impact or effectiveness of the services.   
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Setting Targets 

Without a target for the service objective or outcome measure, it is difficult for departments to 
objectively track progress and assess contractor performance. When developing targets, 
departments can ask the following questions:  

• What has past performance been?  
• What is expected in the future? 
• Are there system performance goals that can be referenced?  
• If this is a pilot program or a new service area, what are appropriate expectations? Can 

alternative markers of progress be used as the program starts?  
• Is there an established methodology by service area that helps with determining targets 

or target ranges? 

Targets should be ambitious but realistic. Targets should be evaluated with contract renewals to 
determine if adjustments are needed. If performance is far off from the targets it can indicate 
that targets are not ambitious enough, the needs of the population served have changed over 
time, the contractor’s capacity and resources vary from what was anticipated, or the contractor 
needs technical assistance to help achieve the targets. It is recommended that for each of the 
Department’s core service areas, staff develop a shared methodology determining targets based 
on these guiding principles. 

Examples of Targets in Service Objectives: 

• 500 volunteer hours staffing a community center 
• 5,000 of meals provided  
• 500 naloxone (Narcan) doses distributed 
• Two murals completed at the affordable housing site 
• 28 interview prep sessions provided  
• 80% of projected participants must receive 2 hours of counseling 
• Minimum of 45 clients must be enrolled in an after school program 
• Maintain a minimum 90% occupancy rate 

Examples of Targets in Outcome Measures:  

• 50% of youth that report they are able to solve personal problems 
• 80% of program participants that have successfully completed the training, or exited the 

program early due to employment, transferring to another training/internship program, 
or enrolled in education 

• 80% of families who receive case management services retain housing 9 months after 
housing placement 

• 30% of participants will remain stably housed 3 months after receiving assistance  
• 20% of households that obtained, preserved or increased benefits 
• 70% of clients referred to financial coaching program 
• 90% of households reporting satisfaction (“excellent” or “good”) with services   
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Depending on the outcome measure, some targets will require more time to fully understand. 
Therefore, departments should be clear on any expectations of timing to meet the target(s). For 
example: 50% of youth that report they are able to solve personal problems by end of a 12-
week program.  

A way to provide more flexibility around targets is to modify the language. For example: the 
contractor agrees to provide up to 100 units of service at a rate of $X per unit.  

If the department has a desire to serve more vulnerable populations that take more resources to 
serve, department staff can consider developing a tiered performance measure structure. For 
example, of the 50% of youth that report they are able to solve personal problems by end of a 
12-week program, 20% have a history of housing insecurity. Because this population might be 
more difficult to serve, the agreement could reflect lower targets for that specific target 
population.   

Putting It All Together 

Performance measures and targets will vary depending on funding sources, type of services, and 
department priorities. Below are some examples of performance measures and how they can 
work together in a department’s agreement with a provider.  

In the example below, the measures under “enrollments” are functioning as service objectives 
while the measures under “completion” are functioning as outcome measures. The last two 
columns provide the ability to track against annual targets.  

 

As noted above, contracts may include multiple performance measures. The example below 
shows how, in addition to completion, the department collects outcome measures within two 
additional categories: “placements” and “participants survey.” In this example, the “contract 
goal” column documents the target for clear tracking.  
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The next example shows a contractor providing multiple services (outreach and engagement, 
screening and assessment, wellness promotion, individual and group therapeutic sessions, and 
service linkage). The summary provides service objectives and outcome measures with targets 
for each integrated within the description.     
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Aligning Measures 

If possible, measures should be aligned within similar service areas. For example, all contracts for 
rapid rehousing services ideally include the same performance measure(s) to compare 
performance across contracts.  

Departments should establish a methodology for setting targets associated with each 
performance measure dependent on funding levels and use that methodology consistently 
across contracts for the same service area. For example, the department may create “rate per 
unit filled” for rapid rehousing programs that ties funding level (rate) to the expected service 
objectives (units filled).  

However, it may not always be feasible to use the same method for establishing targets, e.g., in 
cases where program design and funding differ significantly across contracts.  

As recommended, measures should also align with broader system priorities outlined in 
departmental strategic plan, annual plan and/or with departments’ annual performance 
measures. For example, a contract that has the performance measure of “500 naloxone (Narcan) 
doses distributed” aligns with the strategic priority of “Improve the health of people we serve.” 

For further information on developing performance measures, please see The Controller’s 
Office’s Guide to Good Measures. 

Narrative Summary of Performance 

Performance measures may not tell the full story of what is happening at the program level. 
Departments should provide space and opportunity for contractors to share explanatory 
information and commentary that adds meaning to the data. A narrative also provides the 
opportunity to identify challenges or concerns, including potential changes needed to improve 
how the data is collected or calculated for enhanced data quality. Departments may determine 
whether to offer a measure-specific narrative in their reporting templates, or simply provide 
space for overall commentary by providers on the measures during reporting.  

Exceptions  

The policy has both required components and recommended components. In some cases, the 
recommendations listed in the performance development section may not be relevant. For 
example, a pilot program may not have the historical data to set outcome measures with 
targets. Instead, department staff may consider beginning the contract with start-up deliverables 
that are specifically related to startup service objectives. 

https://sfcontroller.org/sites/default/files/FileCenter/Documents/6413-Guide%20to%20Good%20Measures%20Final_For%20Website.pdf
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b. Reporting  

This section provides guidance on determining reporting requirements, determining reporting 
cadence, and best practices to minimize administrative burden where possible.  

Determining Reporting Requirements 

Reporting requirements should be designed to help department staff assess ongoing progress 
towards performance targets, highlight successes that support the department’s overall mission, 
understand broader program performance and operations, and identify potential problems 
before they become larger issues. With these goals in mind, departments’ reporting 
requirements may include: 

• Performance Data: 
o Reports may require data on progress toward any performance measures that 

can be collected at the same cadence as reporting. This may include service 
objectives, such as the number of clients served in the fiscal year thus far, and/or 
outcome measures as applicable.  
 If reporting is required more frequently than once per year, it may not 

make sense to report on all performance measures in each required 
report. Examples of this include data collected once per year (such as one-
time survey results) or results intended to be measured at the close of a 
program term or fiscal year (such as retention rates or outcomes upon 
program completion).  

o Departments should use their discretion when determining which performance 
measures make sense to collect on the same cadence as required reporting. This 
is heavily dependent on service area and program type. 

• Narrative Responses: 
o Questions included in the narrative portion should be designed to give the 

contracting department more insight into program performance and operations 
and provide the contractor with an opportunity to add more qualitative detail or 
explanation to the performance data.  

o Examples of questions from department narrative report templates include: 
 Please list any highlights or bright spots from the reporting period.  

Contract Monitoring Manual Content: Performance Measures 

The departmental policies and procedures currently in place or implemented based on this 
Policy should be included in each department’s contract monitoring manual. For developing 
performance measures, this broadly includes: 

• Guidance for how to create targets for programs and align measures across similar 
programs 

• Trainings and/or resources available (can be external) for staff on developing 
performance measures and negotiating with contractors 
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 What challenges did the contractor faced within the reporting period? 
 Were there any changes made to key staff?  
 Describe your staff’s participation in technical assistance, capacity 

building, or professional development (trainings, conferences, coaching, 
etc.) efforts from this month. 

 Please provide specific and detailed information on the progress of the 
activities and outcomes funded through this specific grant. Be sure to 
include why you are ahead or behind in performance to date. If you are 
behind in meeting any activity or outcome goals, please address both the 
reasons why and your plans to address any obstacles to meet these goals. 

 Please provide us with examples of the impact and/or successes the 
funded project has had in the lives of your clients (including the impacts 
and results of collaborations with other agencies and groups). 

Departments currently use a variety of tools to collect required reports depending on internal 
systems, any of which can be effective for receiving reporting. Examples include but are not 
limited to: 

• Both narrative and data can be submitted via a department’s contract management 
system. 

• Data can be submitted via a contract management system while narrative information is 
submitted as a separate document.  

• Both narrative and data can be submitted as a document. 

Determining Required Reporting Cadence   

This policy requires contractors to submit reports annually, at a minimum. However, a 
department may require more frequent reporting based on programmatic, contract or staff 
capacity considerations. 

Programmatic Considerations 

When determining if specific program areas should require contractors to submit more frequent 
reports, departments should take the following factors into consideration: 

• Reporting requirements from local, State, or Federal funders. If the department needs 
more frequent reports from contractors in order to fulfill its own obligations to funders, 
then departments should require more frequent reporting.  

• Population served. If the program served vulnerable populations, does it make sense for 
the department to have closer oversight into program operations? 

• Strategic approach to program management. Does the department have the capacity to 
review data and reporting on a more frequent basis and can use the reports to work 
closely with the contract to make adjustments to service delivery or program strategies 
over the contract period? If so, then it could be appropriate to require more frequent 
reporting. 

Contract Considerations 
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Generally, departments should not determine reporting cadence on a contract level. However, in 
cases where the department assesses the contract to be higher risk or where past performance 
of the contractor indicates it is necessary, the department may require more frequent reporting 
for that specific contract, e.g., as part of a department’s corrective action plan for a specific 
contractor.  

Departments should use their own discretion to determine the level of risk and need for more 
frequent reporting, but considerations may include: 

• Contract value. Often, the larger the contract, the more potential risk to the City. 
• The contract is for a new program or a pilot program. More frequent reporting 

may be needed to assess how the new program is going and determine if 
programmatic adjustments need to be made. 

• Contractors who have no prior experience working with the department or the City. 
• Contractors who have a history of underperformance or a history of requiring 

departmental support to meet performance goals. In this situation, more frequent 
reporting should likely be a part of a department’s own corrective action efforts. 

Staff Capacity Considerations 

The purpose of reporting is to give the department insight into program operations so the 
department can monitor progress towards performance targets. As a result, it is important that 
department staff (typically program managers) engage with the reports they receive. 
Departments should provide clear guidance for how their staff should acknowledge receipt of 
reports and what actions they should take upon reviewing the information submitted. This could 
include following up to ask questions, schedule a meeting, offer technical assistance and/or 
develop an action plan if the report indicates the contractor will not meet performance targets 
or the contractor flags a challenge they are facing.   

Departments should consider their own staff capacity to review and use submitted reports and 
should not require more frequent reporting than they are able to review. Departments that 
require frequent reports that staff do not have capacity to review should assess whether the 
contract or programmatic considerations noted above require such reporting and, if not, 
consider minimizing reporting requirements to a level staff have capacity to manage.  

Other Data Submissions 

It is important to note that this guidance around reporting cadence refers to submitted reports 
that include both performance data and a narrative component. Departments may necessarily 
have different requirements around the frequency of data entry into systems. This is often the 
case with programs that have data entry requirements for client data, such as DPH tracking 
patient data, HSH collecting client data in the ONE System, or DCYF grantees entering their 
client data in CMS, among others. In many cases, there is a clear need for this data entry to be 
ongoing as clients are enrolled or served and this need should be treated separately from the 
other reporting requirements discussed in this section.  
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However, departments may want to consider whether and how performance measure reporting 
overlaps with real-time data entry, and identify ways to streamline reporting, e.g., if the 
department already has access to data within their own data systems that demonstrates 
progress toward contract performance measures.    

Best Practices to Minimize Burden  

Required reporting should be robust enough to give the department insight into ongoing 
operations and progress, but departments should also consider the burden both on nonprofits 
to produce reports and on the department staff reviewing those reports when determining 
frequency and size of reports required. There are two areas where departments should evaluate 
burden: systems and data entry and required reporting components. 

• Systems and Data Entry 
o Ensure that contractors have access to necessary systems prior to the first 

reporting submission deadline. 
o Provide training on how to use the systems. Training should be easily available 

and follow accessibility standards, such as providing subtitles on any videos, 
making sure text can be read via a screen reader, etc. For more information or 
support on accessibility, please see the “Web Content Accessibility Guidelines” or 
contact the Mayor’s Office on Disability. 

o Evaluate systems for accessibility (such as being able to be read by a screen 
reader) to ensure contractors are able to equitably use any systems required to 
be used through City contracts. 

o Avoid changing systems in the middle of a contract term without a clear and 
compelling reason (e.g. a new requirement from a State, Federal, or other local 
funding source).  
 If systems do have to be changed midway through the contract term, 

develop processes to minimize data entry into multiple systems during 
the transition (i.e., a clean cut-over).  

 Ideally, departments should find automated solutions to transfer data 
between old and new systems and not require contractors perform this 
task.   

o A department with multiple systems for data entry by contractors should assess 
whether these systems may be consolidated, and/or whether data can be shared 
between systems where relevant.  
 Departments should be cognizant of data entry requirements and avoid 

requiring duplicative data entry across multiple department systems, 
particularly for a single contract.  

• Reporting Requirements 
o Avoid changing reporting requirements in the middle of a contract term without 

a clear and compelling reason (e.g. if there is a new requirement from a State, 
Federal, or other local funding source).  
 If new reporting requires contractors to submit data and information not 

previously provided, departments should offer support and technical 

https://www.w3.org/TR/WCAG21/
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assistance in helping the contractor understand and meet this new 
requirement in advance of the first required report. 

o If reporting is required on multiple cadences (e.g. a contractor is required to 
submit both monthly and annual reports), departments should make efforts to 
consolidate reports due in the same period into a single expected submission 
(e.g., the annual report also serves as the final invoice report) and reduce 
requirements that the contractor submits duplicate information.  

Report Template Examples 

Report templates can take many different forms, depending on a department’s own practices 
and systems, and many formats can effectively meet this Policy’s reporting requirements. Below 
are a few examples, although these only represent a few options.  

DCYF Monthly Narratives in Contract Management System (CMS) 

The Department of Children, Youth and Their Families (DCYF) generates monthly reporting using 
its CMS. In this process, contractors both input data and answer a set of questions each month. 
Below is a redacted example of the narrative portion of the monthly reports, as pulled from 
CMS.  
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OEWD Monthly Reports 

Some contractors submit their reports to the Office of Economic and Workforce Development 
(OEWD) by completing a template in a document. Here is an excerpt of one template as an 
example of a format that can take. This example includes a table for contractors to complete 
with their performance measures and a few questions to answer. 
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Contract Monitoring Manual Content: Reporting 

The departmental policies and procedures currently in place or implemented based on 
this Policy should be included in each department’s contract monitoring manual. For 
reporting, this broadly includes: 

• Guidance on supporting contractor staff with reporting systems, including steps 
to take to ensure access, guidance for minimizing burden, and how to refer 
contractors for any training they need to use the required reporting systems. 

• Expectations for program staff on how to engage with contractors upon receipt 
of reports, including guidance on when to escalate evidence of 
underperformance to supervisors. 
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c. Program Monitoring Practices 

This section provides guidance on how to assess risk to determine the frequency and depth of 
program monitoring, how to determine what types of program monitoring activities to 
implement, considerations for multi-year contracts, and how to develop program monitoring 
tools with relevant examples. 

Guidance on Assessing Risk  

This policy requires departments to conduct a program monitoring activity once per year and a 
formal site visit once per contract term. Program monitoring activities may be a formal site visit, 
a desk audit (where the monitor reviews files and information remotely), or a self-assessment 
(where a contractor completes a set of questions about their performance against the terms of 
the contract).  

There are some situations where more frequent program monitoring may be appropriate. 
Departments should determine the level of risk in a contract and use that determination to 
inform how frequent and extensive monitoring practices should be for each contract. Contracts 
with more risk should have a higher level of oversight, which may include more frequent 
monitoring, more frequent site visits specifically or more robust levels of monitoring (e.g., 
reviewing more documents, assessing more components of the program). Departments should 
use their own discretion to determine risk, but considerations may include: 

• Contract value. For example, a contract of $1 million or more per year could be 
considered higher risk, though a contract of $250,000 per year paired with other risk 
factors could also be identified as higher risk.  

• If the contractor is providing a new program or a pilot program. Pilot programs are 
designed to test a concept, and more frequent program monitoring activities may be 
needed to get a better qualitative assessment of program successes and adjust program 
model as needed. 

• Contractor history with the City, including: 
o Contractors who have no prior experience working with the contracting 

department, or 
o Contractors who had significant findings on their last program monitoring activity 

• Current contractor performance. Monitors should review performance data 
throughout the current year (either through data systems or submitted reporting) and 
flag concerns about the contractor meeting their service objectives or outcome measure 
targets for the year.  

Other funding sources may require more frequent monitoring activities, and departments 
should follow those protocols where applicable.  

Guidance on Multi-Year Contracts 

Recent legislation requires departments to establish multi-year contracts where nonprofit 
services are expected to continue beyond a single year, codifying a practice that is common 
across many departments and service areas. As it relates to monitoring, there are some program 
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components that may only need to be reviewed once per contract term. Departments should 
consider establishing protocols that adjust the components reviewed in a given year of a multi-
year contract. For example: 

• If a department requires that the organization have a program manual, grievance policy, 
or other policies that do not change, the department should consider if it makes sense to 
require contractors to re-submit copies of those policies in the second or third year of 
monitoring for that contract.  

• If a contractor has a history of successful program delivery and has had no findings on 
the last site visit, a less intensive program monitoring practice such as a desk audit may 
be more appropriate in a subsequent year of the contract.  

Contractor Engagement and Communication 

Regular communication with contractors throughout the program monitoring process sets 
monitoring up for better success by clarifying expectations for the contractor. Strong 
communication and regular opportunities for engagement can also help reduce anxiety on the 
contractor’s side.  

• Departments should explicitly discuss program monitoring requirements during contract 
development, either by including program monitoring requirements in the contract 
terms or appendices or explicitly discussing monitoring requirements during contract 
negotiation.  

• Departments should provide sufficient notice to the contractor about when monitoring 
activities will occur, four weeks at a minimum. 

• Departments should provide opportunities for contractors to ask questions prior to the 
monitoring activity. 

• Departments should provide contractors with copies of monitoring tools and forms so 
that they know what they are being evaluated on prior to the monitoring activity 
occurring. 

• Departments should communicate clearly about when and how findings and results will 
be communicated, and define a follow-up timeline (e.g., sending results within 30 days of 
the monitoring). 

• Departments should explicitly outline what the contractor should do to address findings 
and recommendations, the timeline to do so, and potential consequences for not 
meeting that deadline. This may range from revisiting the recommendations in the next 
program monitoring cycle, to requesting that contractors follow-up within 30 days with 
proof they have redressed more serious findings. Findings may also lead to departmental 
corrective action or to escalation to the Controller’s Office. For further examples of post-
monitoring communication, please see the “Monitoring Determination and Monitoring 
Report” subsection below.  
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Developing Departmental Policies and Procedures 

A robust set of program monitoring tools helps to reduce the amount of variation and 
subjectivity in monitoring, supports staff to conduct effective monitoring that meets baseline 
requirements, and leads to clearer expectations for both the contractor and the department staff 
conducting monitoring. Which tools should be employed and what those tools should look like 
is dependent on each department’s existing practices and structure, other funding requirements, 
and services/programs funded.  

Point in time program monitoring activities have three primary goals: 

1. Validating the contractor’s performance data, such as by reviewing client records, sign-in 
sheets, or satisfaction survey raw data, 

2. Evaluating the quality of programs and services, such as by observing program 
operations or assessing the program space, and  

3. Ensuring compliance with program requirements, such as by ensuring that appropriate 
signage and policies are posted or evaluating if organizations are following requirements 
around client document retention and review. 

Departments should design policies, procedures, and tools to guide department contract 
monitors to meet these three goals during the contract term. These policies, procedures, and 
tools should be explicitly outlined in each department’s contract monitoring manual.  

By necessity, a department may evaluate a contractor’s performance in service delivery after the 
close of a year, but we do not recommend this approach as it limits the department’s ability to 
collaborate with the nonprofit contractor on adjustments or changes needed to ensure it is 
delivering high-quality services. Real-time monitoring is more effective at ensuring services meet 
the expectations of the department.  

Criteria for Types of Monitoring and Good Performance Waivers 

Departments may choose to establish variable types of monitoring (e.g., a “light-touch” 
monitoring vs. an expanded review of standards) based on risk factors or good performance. 
Departments may also choose to establish good performance waivers. In both cases, should 
departments choose to employ these approaches, they should establish clear policies and 
criteria for when and how these approaches may be used.  

For example, a department may establish good performance waiver criteria that includes the 
following factors:  

• The contractor did not have any findings in the prior two years of monitoring.  
• The contractor met all performance targets in the prior two years of a contract term.  
• The contractor had no significant risk factors, including no turnover in executive 

leadership in the prior year.  

Departments may also establish different levels of monitoring to account for either risk or good 
performance. For example, the Fiscal Monitoring Program has established a “core monitoring” 

https://www.sf.gov/sites/default/files/2024-10/FY24-25%20Core%20Standard%20Monitoring%20Form.docx
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template and an “expanded monitoring” template. The program has also established a risk 
assessment framework within the Fiscal Monitoring Guidelines that outline how frequently an 
organization can receive a core monitoring before requiring an expanded monitoring and what 
risk factors may lead to requiring an expanded monitoring before the timeline requires it.   

If creating variations in monitoring tools and templates, departments should closely consider 
what information must be reviewed each year to ensure good performance, and what 
information might only need to be reviewed once in a contract term. For example, in the first 
year of monitoring, staff may need to validate that the program has all required policies and 
procedures documents up to date, but once validated, these documents may not need to be 
reviewed in subsequent monitoring visits during the contract term. However, it may be required 
to validate that client files have been regularly maintained each year of the contract term, if that 
is an element of the monitoring. Departments should clearly document the standards that will 
be reviewed in each type of monitoring established and ensure nonprofit contractors know 
which monitoring will be conducted at least four weeks prior to the activity.  

Site Visit Tool/Checklist and Examples 

Site visit tools and checklists should ensure that monitors know what to evaluate during a site 
visit and how they should be evaluating it. It provides consistency and helps there be less 
subjectivity in assessing the programs. Tools may differ within a department based on program 
areas or services, or tools may be more general and applicable to all program areas.  

Checklists should include: 

• List of what documentation to review and what the documentation should include in 
order to meet departmental standards   

• Protocol for reviewing client files, including a checklist of what should be included in 
each file 

• Explanation of what site features or program activities should be observed 
• Rubric(s) to evaluate key components of the program, which may apply to: 

o Performance measures outlined in the contract, providing space to compare 
results to targets 

o Program quality, providing consistent standards that staff should use to evaluate 
all program components observed or assessed 

o Program compliance, providing consistent standards to evaluate if required 
documentation and policies are in place and include all required components 

• Additional items as needed, which may include: 
o Program staff interview questions, if interviews are a component of the site visit 
o Space to summarize overall observations 

These tools should also include clear guidance for department staff conducting the monitoring 
for how to assess if an issue should be considered a finding versus a recommendation and next 
steps to take once the monitoring activity is complete. 

Examples of site visit tools and checklists: 

https://www.sf.gov/sites/default/files/2024-10/FY24-25%20Expanded%20Standard%20Monitoring%20Form.docx
https://www.sf.gov/sites/default/files/2024-08/Fiscal%20Monitoring%20Program%20Policies%20and%20Guidelines%20AUG%202024.pdf
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DCYF Site Visit Tool 

This tool includes the specific components the monitor is expected to review and examples of 
what ratings mean for each component, plus space for department staff to note the evidence 
and reasoning for their rating. DCYF’s process to develop its site visit tool included collaboration 
with grantees and is grounded in research.  

 

MOHCD Program Monitoring Visit Tool 

Among other components, MOHCD’s tool includes a grid to track if components of client files 
are complete.  

 

 

These two examples represent only two components of many different successful approaches 
departments may take in creating a site visit monitoring tool.  

Desk Audit and Self-Assessment Tools and Checklists 

Departments may choose to conduct a desk audit or a self-assessment in place of or in addition 
to a site visit. Often, checklists for desk audits and self-assessments are subsets of the complete 
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site visit checklist. In its program manual and guidelines, departments should clarify which 
monitoring elements apply to each type of monitoring activity, as well as if there are any new 
elements or elements specific to desk audits or self-assessments.  

Monitoring Determination and Monitoring Reports 

Per the Policy, departments must aggregate information from the monitoring activity and 
provide results to the contractor within a reasonable timeframe, typically 30 days but no more 
than 60 days. Monitoring determination or reports should summarize the results of the program 
monitoring, clearly outline next steps, and be sent to the contractor in a timely manner. 
Summarized results should clearly distinguish between findings and recommendations and 
come with clear expectations about what next steps the contractor should take. Next steps may 
include a timeline for addressing findings or recommendations or may lead to department-
driven corrective action.  

Many departments use a Word document or paper form during the monitoring to track notes 
and findings and manually translate this information into a letter to the contractor. While this 
manual process meets the standard set forth in the Policy, ideally, departments should establish 
processes to document results from the monitoring in a structured format that can be tracked 
over time and reported on in aggregate.  

Structured tracking of results (e.g., number of findings, types of findings) allows the department 
to develop streamlined tools for tracking contractor performance over time, aggregate results 
for one contractor across multiple contracts held by the department for a more comprehensive 
view of the contractor’s performance, and monitor trends in all contractors’ performance over 
time to plan capacity building efforts or take more targeted approaches to support contractors 
where needed.   

Examples: 

DPH Program Monitoring Report 

DPH currently uses an Access database to record the results of program monitoring activities 
and to generate monitoring reports for contractors after staff complete the monitoring. This 
report summarizes the results of program monitoring and provides an example of how 
monitoring assesses compliance, data, and program operations together. It also provides an 
example of a process to evaluate results, using a point system.  

Below is an example of the subcategories that DPH reviews through program monitoring.   
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This is an example of using a point system to determine program monitoring results. The image 
below is a subset of the points system DPH used for its compliance components.  

 

HSA Monitoring Results Letter 

Human Services Agency (HSA) sends contractors a “Monitoring Results Letter” upon completion 
and review of program monitoring activities. This letter is a short (2-3 page maximum) summary 
of what the program monitor reviewed and any bright spots or deficiencies seen. It also includes 
a summary table of the performance measures and results for the fiscal year. Finally, it includes a 
short, bulleted list of any findings and recommendations and the next steps that HSA and the 
contractor should take as a result.  

Examples of next steps and follow-up include: 

• “We will revisit these recommendations during the next programmatic monitoring.” 
• “Until performance objectives have been brought up to acceptable levels, beginning 

[date] HSA is temporarily halting referrals to [program].  

These results letters are concise and allow the contractor to easily understand what is going well, 
what needs to be improved, and what the expected next steps are.  

Note: because the letters contain detailed information on specific contractors, we are unable to 
include a visual here. 

Templates and Examples of Mandated Documents 

Many departments require that contractors have written policies and procedures or other 
documentation, such as a posted grievance policy or a program manual. If a finding from the 
program monitoring activity requires contractors to create or revise any of these documents, 
where feasible, departments should provide a template or an example to guide the contractor in 
making corrections.  
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d. Ongoing Engagement 

Ongoing engagement provides the opportunity for departments and contractors to provide 
relevant information in real-time, support mutual learning, solicit feedback, and amend contract 
deliverables or targets (if necessary). As a result, departments and contractors strengthen their 
relationship through shared understanding, and can work together to shape effective solutions 
to challenges.  

Departments benefit from ongoing engagement because they have a better understanding of: 

• Contractor successes and challenges in real-time 
• Capacity building needs 
• Technical assistance needs 
• Environmental shifts (change in demand for services, staff turnover, increased need for a 

different type of service, changes in client population needs) 

Contractors benefit from ongoing engagement because they have a better understanding of: 

• Department priorities 
• Contract expectations  
• Technical assistance offerings when needed 

For example, a contractor may be showing they are significantly below the target of the contract 
as indicated by the first three months of data. The engagement is an opportunity to understand 
what might be impacting the data and if changes are needed to the contract or the contractor 
needs additional support. 

Nonprofit Support and Equity Considerations 

Not all contractors have the same background, experience and/or infrastructure. In particular, 
smaller nonprofits (i.e., those with annual budgets of less than $1 million) will not have the same 
level of capacity to respond to extensive reporting requirements, program monitoring activities, 
and compliance needs.  

Contract Monitoring Manual Content: Program Monitoring 

The departmental policies and procedures currently in place or implemented based on this 
Policy should be included in each department’s contract monitoring manual. For the program 
monitoring sections, this broadly includes: 

• Guidance on determining what program monitoring components should be completed 
each fiscal year. 

• Step by step instructions for completing program monitoring requirements, from initial 
outreach, preparing for the monitoring, how to conduct the monitoring, guidance for 
determining the monitoring results, and required follow-up to the monitoring. 

• Links to templates, tools, and checklists needed to complete the monitoring. 
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A smaller nonprofit may need additional resources in the form of technical assistance, capacity 
building or connections to other funding opportunities in order to meet the various 
expectations of programmatic oversight as outlined here.  

Departments should consider what types of support they can provide to contractors in order to 
make it more feasible for smaller nonprofits to successfully meet monitoring requirements when 
contracting with the City. This may range from department staff providing one-on-one support 
to help contractors complete reporting templates or departments providing ongoing support in 
using departmental systems to more intensive or formal technical assistance provided by 
outside contractors, if feasible within a department’s budget.  

For example, MOHCD released an RFP for capacity building resources for their grantees that 
included board development, leadership development and financial systems and management.  

Types of Engagement and Frequency 

Engagement can occur in several forms and range in formality and length. Some examples of 
engagement include: 

• Email exchanges to confirm receipt of monthly reporting data and ask follow-up 
questions 

• Drop in on the program to talk to staff and observe operations quarterly 
• One-on-one meetings with the program director   
• Department staff hold monthly provider group meetings to explain changes in program 

policy and engage providers in giving feedback 
• Follow up with technical assistance on how to modify client intake forms for best data 

collection 
• Conduct monitoring site visit to review compliance and performance   
• Hold one meeting per year between program staff and contractor staff to discuss 

programming outside of an annual monitoring  
• Monthly operational meetings to review data and discuss challenges 
• Hold midyear meeting to review results of the midyear progress report even if the 

program is on track to meet performance goals  
• Program staff and finance/contract staff meet with contractor to discuss budget 

adjustments and how it will impact programming   

The type and cadence of engagement may vary based on department and contractor needs and 
program design, though it is important for both parties to have clear, transparent, and shared 
expectations for the type and cadence of engagement.  

Some questions for departments to ask when deciding on the type and cadence of engagement 
include: 

• Is there already an existing forum for engagement? Is it the right level? Are the right 
individuals included? 
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• Is this a new contractor? Are they new to City funding? Would the contractor benefit 
from increased engagement while learning how to do business with the department or 
the City? 

• Is the department staff managing the contract new? Would the new staff benefit from 
increased engagement?  

• Have there been significant changes in reports or program data that could indicate the 
contractor is experiencing challenges? 

• What is the contract size? Is the contract value growing significantly from prior years?  
• Does the submitted performance measurement data make sense? Does the data raise 

questions that need to be resolved? 

Newer organizations or organizations that are new to City funding often benefit from increased 
levels of engagement. A contract’s size may also shape the type and level of engagement. If the 
contract is large (e.g., large compared to a department’s portfolio) or if the contract is growing 
significantly larger with more services added, more frequent engagement is recommended.  

If a department holds multiple contracts with one contractor, the department may create 
internal operational procedures that streamline expectations for contractor engagement to 
ensure that appropriate communication occurs quarterly while mitigating effort. 

Staff Training 

It is a best practice for departments to develop training manuals to guide staff newly assigned 
to contracts. Manuals help with reducing the variance in contract management because they 
provide a baseline level of expectations. Manuals should include actions to follow in the event of 
staff transitions. Ideally, the department facilitates a warm hand-off, providing contractors with 
updated contact information and introducing new department staff to the contractor. However, 
this might not always be possible as not all transitions are planned. Ideally, new department 
staffing taking over a contract should introduce themselves to the relevant contractor staff 
within three months of the handoff.  

Quarterly Meeting Framework Example 

Below is a general framework of what engagement in the form of a quarterly meeting could look 
like.   

After scheduling, and at least a week prior to the meeting, department staff should prepare and 
send an agenda including a primary goal for the meeting, specific questions related to recent 
program reports or relevant topics, and an opportunity for the contractor to provide their own 
agenda items.   

Department staff should prepare for the meeting by reviewing the contract and any current 
reporting and documenting questions to discuss with the contractor. Examples of questions 
program staff may ask could include: 

• Did anything unexpected happen since we last spoke? 
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• What has contributed to the high staff turnover mentioned in the recent reports? Which 
positions have been most impacted? 

• It looks like client satisfaction is down 10% from last year, what has contributed to the 
change? 

• Do you anticipate any challenges in meeting the target of 70% in the current contract? 
Currently you are at 60%.  

• Are there any successes you want to highlight?  

Department staff should provide these questions in advance to ensure that the contractor staff 
who can answer the questions are invited to the meeting.  

Follow-up on any identified next steps including any information to be shared or problems to 
investigate. 

 

 

 

 

 

Contract Monitoring Manual Content: Engagement 

The departmental policies and procedures in place or implemented based on this Policy 
should be included in each department’s contract monitoring manual. For contractor 
engagement, this broadly includes: 

• Guidance for quarterly engagement requirements and any additional 
engagement, including the type(s) of engagement, frequency and expectations 
of outcome(s). 
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