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ULSTER COUNTY 
OFFICE OF THE COMPTROLLER 

PO BOX 1800  
 KINGSTON, NEW YORK 12402 

Telephone (845) 331-8774 ● Fax (845) 340-3697 
 

                   

__________________________________________________________________________________________________________________ 
 

Dear County Officials: 
 
Following is our report on the methodologies and practices utilized by Family of Woodstock, Inc. as 
part of the execution of five contracts for services with three Ulster County departments.  Our 
review sought to confirm whether adequate internal controls are in place to ensure that contract 
objectives are efficiently and effectively being met, as well as that accurate processing and billing 
methods exist.  
 
We generally conclude that the methodology and practices, including the allocation of expenses, 
pertaining to the management of these contracts for services between Ulster County and Family of 
Woodstock are generally appropriate; however, certain internal controls governing these activities 
should be improved.  
 
The reports issued by the Office of the Ulster County Comptroller (“Office”) are an important 
component in accomplishing the development and promotion of short and long-term strategies to 
achieve reduced costs and improve service delivery, accountability, and protection for the County’s 
assets.  These reports are expected to be a resource, are designed to identify currently emerging 
fiscally related problems, and typically provide recommendations for their improvement.    
 
The Office conducted this audit and produced this report in accordance with the Comptroller’s 
authority as set forth in Article IX, Section 57, first paragraph, and Sections 57(A) and (G) of the 
Ulster County Charter, as well as applicable New York State laws, rules, and regulations. 
 
If we can be of assistance to you, or if you have any questions concerning this report, please feel free 
to contact us.    
 
Respectfully submitted, 

 

Ulster County Comptroller 

Evan Gallo, Esq.
Deputy Comptroller 

 
Alicia DeMarco, CPA 

Director of Internal Audit & 
Control 

Elliott Auerbach 
Comptroller 
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Objectives  

The objectives of this audit were to:  

1. Review the methodologies and practices surrounding selected contracts for services between 
Ulster County and Family of Woodstock, including the allocation of expenses. 

2. Determine the existence of, and adherence to, the internal controls governing this activity, 
including compliance with Schedule A and Schedule B requirements. 

 
 

Background 

Ulster County contracts with Family of Woodstock, Inc. (“FAMILY”) for administrative and 
operational assistance across many social service and public benefit programs in the Ulster County 
area.  These offerings may include homeless shelters and temporary housing, domestic violence 
services, child care, case management and skills training for adolescents and youth, and various adult 
programming.   
 
The chart below illustrates FAMILY’s annual budget, the amount of yearly funding the organization 
receives from Ulster County, and the corresponding percentage attributed to Ulster County’s 
contribution toward FAMILY’s overall budget: 
   

Year
Annual 
Budget

Revenues Received 
from UC*

 % of 
Budget 

2014 8,810,568$        2,202,296$                      25.0%
2015 9,081,704$        2,544,552$                      28.0%
2016 9,808,695$        2,407,738$                      24.5%

*Invoices paid during year according to county's financial management system  
 
As is standard practice, each contract between Ulster County and FAMILY contains the “Scope of 
Services” to be provided, detailing the main goals and objectives to be achieved for initiatives within 
the agreement.  Each contract also includes a schedule of fees, expenses, and submissions for 
payment, which outline the funding amounts awarded and all required methods of billing. 
 
The five contracts selected for this audit cover a myriad of services, including the following: (1) 
Independent Living Program; (2) Alternative to Juvenile Detention Project; (3) Residential and Non-
Residential Children’s Programs for Families Who Have Survived Domestic Violence; (4) Family 
House Program; and (5) Transitional Living/Midway Program. 
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Scope 

We audited five FAMILY contracts for services to be provided from January 1, 2016, through 
December 31, 2016, amounting to $411,379.  The following contracts were tested: 
 

Contract # Program Program Description
Contract 
Amount 

Office or 
Department

2016-027 Independent Living Program
Prepares adolescents age 14-21 for the 
challenges and responsibilities of living as an 
adult after discharge from foster care

75,000$    DSS

2016-135
Alternative to Juvenile 
Detention Project

Diversion services program for low and 
moderate risk youth age 7-15

110,000$  Probation

2016-244

Residential and Non-
Residential Children's 
Program for Families Who 
Have Survived Domestic 
Violence 

Residential services for the Washbourne 
House and non-residential, individual, and 
group services to parents and children not 
residing at the domestic violence shelter

24,000$    
Youth/Human 

Services

2016-393 Family House Program
Emergency residential and related respite 
services to runaway and homeless youth

113,320$  
Youth/Human 

Services

2016-394 Transitional Living Program

Long-term residential and transitional living 
for adolescents, as well as non-residential 
case management for runaway and homeless 
youth

89,059$    
Youth/Human 

Services

 
 
Contracts, supporting documents, and invoices were obtained from the County’s financial 
management systems; source documentation was also received from FAMILY to support and verify 
those invoices.  Additionally, this Office reviewed required reporting materials for each contract to 
ensure that adequate reports exist and are being timely submitted.    
 
 

Findings & Recommendations 

A. Timeliness of Contracts and Invoices:  
 
Findings – Four of the five audited contracts were finalized at least three months after the initial 
date that services began under the agreements.  The late finalization of contracts by the County 
combined with the lack of timeliness in submissions of invoices by FAMILY resulted in numerous 
invoices that were dated after they were due, according to the requirements in each contract.  The 
following table shows the date the contract was officially signed by both parties, as well as the 
number of late invoices for each contract:  
 

Contract #
Date Contract 

Signed
Total Invoices 

Billed
# Dated after 

Due Date
% of Invoices 

Submitted Late
2016-027 12/4/2015 12 11 92%
2016-135 3/28/2016 12 12 100%
2016-244 4/8/2016 11 3 27%
2016-393 9/13/2016 11 8 73%
2016-394 9/13/2016 11 8 73%  
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Most of the contracts have quarterly and/or annual reporting requirements with deadlines for 
submission.  However, contracts with monthly reporting requirements do not contain such specific 
deadlines.  The following chart shows how many required quarterly and annual reports have been 
submitted, as well as the timeliness of those reports, for the three contracts that we noted as having 
requirements for quarterly and annual reporting: 

Contract #
Quarterly 
Reports 

Submitted

Annual 
Reports 

Submitted

Total Reports 
Submitted

Total Reports 
Submitted Late

% 
Submitted 

Late
2016-244 3 1 4 3 75%
2016-393 3 1 4 4 100%
2016-394 3 1 4 4 100%  

After requesting fourth quarter reports for all contracts, we learned that annual reports were also 
counted as fourth quarter reports; however, the individual quarterly reports contain additional 
contract performance statistics that are not included in the annual reports.   

Recommendations – We recommend that the contract management process be amended so that 
a formally signed contract is completed prior to the start of services being rendered.  This action will 
help prevent the late submission of some invoices, as well as mitigate potential risks and liabilities 
taken by FAMILY for operating a program for several months or longer without a final written 
contract in place.  

We recommend that FAMILY and the County revamp and streamline the timing of the invoice 
process to ensure that invoices are approved and submitted in accordance with the dates required by 
the contract.  FAMILY and the departments should consider implementing an identical clause 
regarding an invoice’s due date within each contract’s “Schedule B (Fees, Expenses, and 
Submissions for Payment)” that could be applied consistently across multiple agreements (e.g. “The 
Firm shall submit its invoices by the thirtieth (30th) of each month for the Services provided during 
the previous month.”).  Moreover, if consecutive invoices are submitted late then the collaborating 
department should immediately contact FAMILY and document the reasoning so that together they 
can execute a corrective action plan.  

We recommend that FAMILY investigate their quarterly and annual reporting timeliness in order to 
determine why deadlines are not being met, which would allow them to develop a mechanism to 
prevent late submissions in the future.  Further, while not a state requirement, FAMILY should 
begin submitting a stand-alone fourth quarter report and/or provide as much detail within the 
annual report as is found within each quarterly report because the present reporting structure does 
not allow for a thorough evaluation of services provided under the contract.  
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B. Contract Monitoring: 

As previously mentioned, each contract includes a “Scope of Services” section, which lists required 
services to be provided and usually establishes a minimum number of individuals to be served, 
reporting requirements, anticipated outcomes, planned advertisements, and any other directives.  
The following chart briefly illustrates four component areas (i.e. Contract Performance, Reporting, 
Performance Monitoring, and Advertising) as part of the “Scope of Services” section, identifying 
which areas – if any – have been found to be in need of improvement or remedial action. 

Contract #
Contract 

Performance
Reporting 

Errors 
Performance 
Monitoring

Advertising

2016-027
2016-135 x x
2016-244 y x x
2016-393 x x x
2016-394 x x x

x: Finding Noted
y: Unable to Determine

Scope of Services

 

1. Contract 2016-135 (Alternative to Juvenile Detention Project) 

Findings 

 Contract Performance – We determined that approximately 67% of the expected number 
of assessments for referred youth was performed due to lack of references and low 
participation.  

 Reporting Errors – We noted inconsistency in the quarterly and monthly reports, as far as 
the number of assessments performed.  The monthly milestone reports did not agree with 
the quarterly reports. 

Recommendations 

 Contract Performance – FAMILY and the Probation Department recognized that the 
number of participants was low and took corrective action, maintaining detailed 
documentation of evaluations and brainstorming solutions to increase participation.  We 
noted that current program participation has increased since beginning our review – so 
much so that there is now a waiting list.  We have no further recommendation due to the 
corrective action plan having already been implemented. 

 Reporting Errors – We recommend that FAMILY and Probation implement a review 
process over statistical reporting so that data collection for all contract metrics is maintained 
with adequate oversight and mathematical errors can be more readily detected and corrected.  
We note that FAMILY has since amended quarterly reporting to ensure that statistics are 
being accurately documented.  
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2. Contract 2016-244 (Residential and Non-Residential Children's Program for Families 
Who Have Survived Domestic Violence) 

Findings 

 Contract Performance – The contract required a specific amount of individuals to be 
served in a residential setting, as well as a specific amount in a non-residential setting; 
however, the reporting structure did not distinguish between settings and only reported total 
number of participants.  Due to the reporting structure, we were unable to determine if 
contract performance requirements were met at each setting. 

 Reporting Errors – We noted inconsistency in the quarterly and annual reports.  The 
second quarter report indicated one individual over 20 years of age was served, but the 
annual report indicates that zero individuals in this age group were served. 

 Contract Monitoring – The reporting structure did not allow for adequate contract 
monitoring, and no additional documentation in relation to contract performance was 
available at the time of audit.  Therefore, we conclude that contract performance was not 
adequately being monitored by Youth Bureau.  

Recommendations 

 Contract Performance – FAMILY and Youth Bureau should strengthen their reporting 
format to actually allow for contract requirements to be measured.  FAMILY agreed with 
this concern during the audit and has already issued instructions to make the differentiation 
on all future reports.  If any requirements are not being met then a corrective action plan 
should be implemented. 

 Reporting Errors – We recommend that FAMILY and Youth Bureau implement a review 
process over statistical reporting so that data collection for all metrics is sufficiently 
maintained and mathematical errors can be more readily detected and corrected.  

 Contract Monitoring – Future reports that differentiate residential from non-residential 
participants should be monitored by FAMILY and Youth Bureau, which will allow for 
analysis of contract requirements throughout the year and the development of a corrective 
action plan, if needed.  
 

3. Contract 2016-393 (Family House Program) 

Findings 

 Contract Performance – According to contract reports, we determined that approximately 
75% of the targeted number of runaway and homeless adolescents was served in the 
emergency residential shelter.  

 Contract Monitoring – The contract performed below expectations throughout the year. 
Although that annual report indicates that FAMILY attempted more outreach, we could not 
identify any communication by Youth Bureau to assist in developing a corrective action plan. 

 Advertisements – We noted that in advertisements of services, FAMILY did not include 
the required “funded by” language on the promoted images.   
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Recommendations 

 Contract Performance – FAMILY and Youth Bureau should jointly implement a 
corrective action plan to increase participation for the emergency residential shelter or 
perhaps consider more conservative contract goals in the future. 

 Contract Monitoring – Family and Youth Bureau should meet regularly to analyze the 
participation in the program.  If a corrective action plan has been implemented then the 
steps being taken to address the participation in the emergency residential shelter should be 
documented. 

 Advertisements – All advertisements should include the language mandated by the 
contract.  Each advertisement must include “Funded by the New York State Office of 
Children and Family Services through the Ulster County Youth Bureau.” 
 

4. Contract 2016-394 (Transitional Living/Midway Program) 

Findings 

 Contract Performance – According to contract reports, we determined that approximately 
84% of the required number of adolescents was served in the long-term adolescent 
residential transitional living program.  

 Contract Monitoring – During the first quarter, FAMILY achieved over 43% of the total 
required number of adolescents served.  However, the second and third quarter saw drastic 
decreases, as the percentage of participants served was only about 7% and 13% of the total 
amount required, respectively.  No joint corrective action plan between FAMILY and Youth 
Bureau was noted as a response to the second and third quarter results that showed 
diminishing participation. 

 Advertisements – We noted that in advertisement of services, FAMILY did not include the 
required “funded by” language on the promoted images.   

Recommendations 

 Contract Performance – FAMILY and Youth Bureau should jointly implement a 
corrective action plan to increase the long-term adolescent residential transitional living 
program or perhaps consider more conservative contract goals in the future. 

 Contract Monitoring – Family and Youth Bureau should analyze quarterly reporting and 
meet regularly to address the participation in the program.  If reporting suggests that 
required participations levels will not be met, a corrective action plan should be 
implemented.  The steps being taken to increase participation should be documented 
throughout the year.  

 Advertisements – All advertisements should include the language mandated by the 
contract.  Each advertisement must include “Funded by the New York State Office of 
Children and Family Services through the Ulster County Youth Bureau.” 
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Observations and Recommendations 

A. Budgeting and Allocation of Expenses 

During financial testing, we noted an area of concern within contract budgeting and allocation of 
expenses that should be addressed.  A recommendation is provided below as far as how FAMILY 
could be more transparent in the contract billing and budgeting process. 

FAMILY develops a budget for each contract, which includes salary expenses.  These expenses are 
calculated based on the hourly wage of the employees included in the contract and the average hours 
per week they spend working on the contract (timesheets do not track hours by program).  This 
average weekly wage is then multiplied by 52 weeks to calculate the expected yearly cost of a worker 
in the contract.  However, when actually submitting bills to the County, FAMILY uses a higher 
weekly expense than the amount calculated in the budget by accelerating the spenddown on payroll 
to a shorter amount of time (i.e. 49 weeks) to ensure that the contract is fully expended.  

Example:   

Wages/Hr X
Hours in 
Contract

=
Weekly 

Expense
Annual 

Expense
/ 49 Weeks =

Weekly 
Expense

12.50$     X        2.00 =  $  25.00 1,300$  / 49.00         = 26.53$         

Weekly 
Expense

X 52 Weeks =
Annual 

Expense
Weekly 

Expense
X

# of Weeks 
in Month

=
Monthly Bill 

Amount
25.00$     X 52.00     = 1,300$   26.53$  X 4.00           = 106.12$        

Budget (Step 1) Billing (Step 2)

 

This example shows that the budgeted amount to be expensed would be $25 per week based on the 
average hours spent by the employee in the contract; however, due to acceleration in spend down 
over 49 weeks, the weekly expense would actually be billed at $26.53.  While the annual financial 
outcome of the contract results in no net difference, there is an overcharge on a weekly basis until 
the budgeted annual expense is reached – at which time, FAMILY no longer charges the contract 
for the worker.   

The billing methodology displayed above may be the result of two practices.  First, FAMILY does 
not receive payments for services by the County until after contracts have been signed, which is 
usually well after services have begun.  These delayed payments routinely stress FAMILY’s financial 
operations by putting them in an untenable position of not fully knowing how much funding they 
will be receiving before beginning services.  Second, Youth Bureau imposed minimum monthly 
expenditure amounts for their three contracts with FAMILY.  In effect, Youth Bureau attempted to 
require FAMILY to increase monthly expenses to support the overall “budgeted amount.”  
However, if these minimum monthly amounts were billed across the entire year, the total amount 
billed would actually surpass the not-to-exceed amount of the contract.  This practice resulted in all 
three contracts being fully expended a month earlier than the end date for each agreement. 

We also noted that the actual invoice amount for all general expenses is allocated using a complex 
internal formula developed by FAMILY, and the methods of allocation were not communicated to 
the County departments.  When FAMILY submits an invoice, they only list the allocated amount; 
they do not include the amount of the actual invoice nor the method for allocating to the contract.  
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Without a full grasp of the back-up documents and methodology behind FAMILY’s billing 
practices, it is difficult to determine the reasonableness of the amounts and purposes of some 
invoices. 

We recommend that FAMILY communicate its billing methodology to the departments and that an 
agreed upon billing method be determined.  This action would prevent any overcharges in the early 
stage of the contract.  Also, due to the fact that FAMILY does not record the hours that employees 
spent working on individual programs, it is important for them to communicate to the departments 
the method and logic of billing for personnel costs.  This dialogue would also promote a more 
transparent billing process, as the County departments would be able to recalculate the bill and 
ensure accuracy.  
 
B. Self-Assessment for Contract 2016-135  
 
We noted FAMILY was required to unilaterally develop methods for establishing a data collection 
plan, reviewing the data collection process, evaluating the findings, and evaluating the achievement 
of program objectives. Self-completion, as well as self-assessment, of these tasks by FAMILY may 
not be the best practice for internal control.  We suggest that the method to assess program success 
be designed and structured by the County, including components relevant to contract anticipated 
outcomes and a role for the County within the evaluation process. 
 
 
Conclusion 

In general, we conclude that there is room for improvement in the administration and monitoring of 
contracts by both FAMILY and Ulster County.  While all expenses requested for reimbursement 
were eligible, back up documentation that includes original invoices and how the invoice is allocated 
to the contract should be submitted to the department for review.  Timeliness of contract 
deliverables should be reviewed and accounted for in the contract monitoring process, as late 
submissions delay potential implementation of corrective action plans for any underperforming 
contracts. 

Specifically, Youth Bureau should more diligently monitor contract objectives and communicate any 
concerns to FAMILY in order to jointly implement corrective action plans similar to what is 
exhibited by the Probation Department.  Moreover, annual not-to-exceed amounts should not 
simply be used to calculate minimum monthly expenditures.  Expenses should be submitted as they 
are incurred and in accordance with actual invoices. 

Prior to release, a draft version of this report was sent to FAMILY and the departments for their 
review.  Any responses received from FAMILY and/or department heads have been incorporated 
into the final report.   

We extend our appreciation to the staff of FAMILY and the departments for their responsiveness 
and professional courtesy throughout the course of this audit. 

  



 

  
 

 

 

 

Appendix A: Response from Family of Woodstock 
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Appendix B: Comptroller’s Comments on FAMILY’s Response 

 

Note 1 

With regard to establishing a contract before services are rendered, our recommendation remains.  If 
the New York State fiscal year is causing delays to the finalization of these contracts then the 
County and FAMILY should consider modifying the terms of the contract period to align with the 
State fiscal year and the disbursement of State aid.  

 

Note 2 

The Scope of Services section of a contract should clearly and objectively outline the terms, 
conditions, and anticipated outcomes of the agreement, which may include the number of 
individuals expected to receive benefits from services that are performed.  Accordingly, contract 
language should expressly state whether any numbers listed as part of anticipated outcomes are 
mandatory or simply aspirational.  While we recognize that operational realities may require some 
flexibility, it is imperative for contract language to fully reflect this fact without ambiguity.  
Therefore, the numbers included in the contract’s Scope of Services should be scrutinized, 
attainable, and have a direct relationship to contract success.  The contract monitoring and 
evaluation processes performed by a given department should be based on the deliverables 
contained within the Scope of Services section of the contract unless another metric for 
performance evaluation is specified.   




