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In October 2024, MGO commenced an engagement with the County of Orange (County) to assess its 
procurement governance. reviewed the County’s policies, procedures, and processes to 
ensure that: 1) ; 2) , and cost 

; and 3) its procurement governance is in accordance with applicable County, state, and local laws, 
, and policies. As part of this assessment, MGO  improvements to the internal control 

environment over procurement governance.  
 
Methodology 
 
T , areas of primary concern, the regulatory and 

environment, MGO conducted 10 interviews and four process 
walkthroughs . We spoke with 24 individuals spanning a variety of roles but primarily those 

Deputy Purchasing Agents [DPA], those approving invoices 
rseeing the procurement 

professional development program, contracts). 
interviewed were from the following  

 Auditor-Controller  
  

o  
o Human Resource Services 

 John Wayne Airport 
 -Coroner  
 Walkthrough: Community Resources 
 Walkthrough: Health Care Agency 
 Walkthrough: Public Works 
 Walkthrough: Systems Manager . 

 
We also interviewed the following:  

 Campaign Finance and Ethics Commissioner 
 Board Supervisor.
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guidance documents, reports, and other , including but not limited to:    
 Contract Policy Manual (CPM), last updated in September 2024 
 Procurement Policy Manual (PPM), version from October 2024 
 Revised County Events Policy and Procedures, as of November 2024 
 Other policy documents: the Orange County’s Environmentally Preferable Purchasing Policy Best 

etc.  
 Compliance audits conducted over the previous three years (2021 to current), as well as department 

responses and improvement plans (where available) 
  
 

Framework (COSO Framework), which 
 

o Note: We evaluated the County’s internal controls over procurement processes against the 
COSO Internal Control Framework 

 Other documents.   
 

Next, we developed a matrix . 
In our observ our analysis.    
 

DISCLAIMERS  
 

we do not 
express an opinion or make a 

the County of Orange. This 
by the County of Orange and its management and is not 

 
 

 

1: Policies and Procedures Are Comprehensive and Everchanging, and Can Be Overwhelming  
 
Category: Control Finding 

The County’s primary procurement policy document is the Contract Policy Manual (CPM), a comprehensive 
guide outlining policies governing all major areas of County purchasing like 
proposal (RFP), use of purchasing cards, and policies promulgated by the Board of Supervisors (Board). The 
CPM is supplemented by the extensive Procurement Procedures Manual (PPM) which 
how to implement the policies within the CPM. While these resources provide guidance to employees and 
decisionmakers and policies and procedures, the 

can be challenging and is 
  and compliance, due to the volume of . Our 

are summarized in Exhibit 1. 
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Exhibit 1:  
 

 Details  

h dedicated 
team in the County 

ing on 
policy guidance 

and compliance to 
 

 Improved c
departments in comparison to prior years 

Improved culture of responsiveness and accessibility of CPO 

 The majority of s  
e  

policy 
and procedure 
manuals can be 
o  

 L   

 Even with trainings  at 
to access  

 S
updates   

Desire for more 
t guidance 

policy 
changes occur  

 When policy changes occur
to apply the changes which 

 

  

o Involving the appropriate department 
the policy development and rollout process  

o The CPM and PPM should provide more explicit guidance related to human 
services contracts   

Weblinks in 
intranet and 
external ebsites 
not a a  

 Policy manuals contain weblinks to the County’s intranet and external websites 

o We did not test whether  as we do not have access as an 
external contractor 

o We did observe that some external links were  

o The inaccessibility of resource links can create a user experience, 
defeats the purpose and value of having embedded links in the manuals, and 

-to-date  

 
Source: MGO-generated based on interviews and walkthroughs.  
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The COSO Framework  prescribes that and adhere to control 
, which are to help  to 

are implemented. COSO Framework states that management should obtain, 

clear messaging from management   
 
Based on our assessment, the CPO is following many s in this regard and has developed policies 
and procedures 

ly. 
T  and formats, including but not limited to:  

 Monday Messages sent weekly to all DPAs  
 Bi-monthly DPA all hands m  
 Bi-monthly Procurement Council  
 Quarterly n  
 All-  
 The CPO website  
 see Exhibit 2 for more details) 
 Annual surveys 

 
However, there is a disconnect between the breadth of resources ng those resources. As 
the County , it should re-evaluate the user-experience based on: 1) how and 

 the ease, volume, and ; and 3) 
the relevance to by the departments the 
Procurement Council. To that end, it was noted that on the Procurement Council are either not 
sharing or retaining from , including -

. 
 .  

 
 is to  

Wherever possible, these systems should be  current templates and 
 

 
 

 
 

1. Include guidance human services 
contracts, in the Contract Policy Manual (CPM) and the Procurement Procedures Manual (PPM), and 

 understand the .  

2. At least annually, verify and update links and references in the following resources to ensure users can 
:  

 Contract Policy Manual (CPM)  
 Procurement Procedures Manual (PPM)  
 CPO Website  
 Training Documents 
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 F AQs).  

3.  
. 

4. Standardize and automate updates in systems and templates to minimize 
documents or .   

 
 

 
Category: Control Finding 

Over the last few years, the County via the CPO in steering departments to use 
As shown in Exhibit 2, there are six primary 

 

work ; 2) designing workarounds to 
; and 3) inconsistent usage and access  

 
 
Exhibit 2:  
 

  
OC Expediter Use: Customer Support 

 
 

contracts 
 Located on County intranet, hosted on SharePoint  
 

use to 
concerns to the CPO  

Pavilion Use:  
 

contracts 
CAPS+ Use: 

 Serves as the County’s purchasing and invoicing system 
 CAPS+ Data Warehouse takes data from CAPS+ and creates reports, 

however, OC Expediter and CAPS+ are not fully integrated
OpenGov (OG)1 Use: 

 , ed 
 

 Launched in July 2023  
 

November 2023 – July 1, 2024, 
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DocuSign Use: E-signatures  
 Used Countywide for e-signatures (however, at least one 

department canno
constraints)  

 Integrated in OpenGov 
Procurated Use:  

 
of the supplier performance review 

 Integrated in OpenGov 
Note: For the purposes of this memo, we will not delve deeply issues related to the various 

(or already are being) phased out with the 
OpenGov and County’s new Enterprise Resource Planning (ERP)  
 
Source: MGO-generated based on interviews and walkthroughs.  
 
Based on our interviews, we observed that s had issues with at least one or more of these . 
They various  to encompass all components of the purchasing 

 It should be noted that the County is in 
occur 

of a  that can integrate the systems in use.1 
 

so and communicate these plans 
. As such, 

we advise the County to consider the Systems Development Life Cycle (SDLC) or a similar framework as part of 
focused on, but not limited to, system planning, 

development, and . Overall, the framework is intended to ensure that systems  meet end 
user needs, are appropriately resourced, are implemented , and are maintained with co
system security. Exhibit 3 provides an overview of the SDLC framework.   
 
 
 
 
 
 
 
 
 
 
 

1 OpenGov is a cloud-
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Exhibit 3  
  
 

 

Source: MGO-
– 

 
 

 
 

5. The Auditor-Controller to 
ensure that  are being followed and to consider the elements outlined in the Systems 

relevant user departments to properly test and deploy the new Enterprise Resource Planning (ERP) 
system. 

 I   should:  

a. stakeholders to inform their decision on    
, and 

b. , inclusive of 
plan, developing etc. (in 

7). 
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3: Lack of  Is    
 
Category: Control Finding 

Established OpenGov  
 
As discussed above,  and all Countywide have 
been mandated to use . However, departments reported 
encountering obstacles with the usability of the templates in the system (e.g., one-
amendment templates, issues with recitals, etc.). S current 
standard contract template, which took considerable sign increased the 
amount of .  

Based on our interviews, experienced when preparing contracts in OpenGov may be a result 
of: 1) department s not engaging in the development of contract templates when the CPO was seeking 
input; 2) departments  the templates  
OpenGov; and 3) lack of engagement 
environment. 

For example, according to the CPO, numerous were disseminated about the OpenGov 
. The CPO also conducted outreach to user departments to n various workgroups 

tasked with designing templates, assessing usability, etc. However, both department and CPO indicated 
 

-  heavy workl
constraints, or other factors
by .  

I their  OpenGov 

ncorporate revisions to templates as well 
  

 

Relatedly, there are  the Auditor-Controller’s invoice approval process . During 
our interviews and walkthroughs is process was inconsistent 
due to the perceived lack of established and agreed-upon protocols. For example, : 1) invoice 

; and 2) invoice approvals can be 
 These inconsistencies have caused delayed payments to 

vendors. In fact  vendors’ lack of interest in 
working with the County, especially those small businesse s.  
 

 
 

7. revise OpenGov system 
. 

8. The should e full 
  provide to the County Procurement 
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to ensure templates are appropriately designed and  
.   

9. 
with the Auditor-Controller Department and with department users to improve the invoicing process, 

 

10. The County -Controller Department to establish 

system to ensure performance to standards. 

 
4: -Related Issues Are Adversely    

 
Category:  

in terms of total procurement 
personnel, other interviewees expressed a need for 

 or high volumes of procurements noted 
To address these concerns, the CPO is currently endeavoring to 

 -  workload imbalances 
from nearly that 

 
 

 
 

 overall 
cuts, 2) changes or enhancement in 

, 
These factors are exacerbated by the 

challenge  
 

: 1) 
, and 2) centralizing 

under the purview.  would 

demands, workload imbalances, and economies of scale. Furthermore, the CPM dictates that it is the County 
Procurement  duty to develop training for procurement professionals in the County. As such, the 

 oversee the design and  a cross-training 
program to ensure strategic deployment of the County’s nearly 300  of greatest need 
or highest priority.  
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The CPM also confers to the  the duty of 
compliance monitoring plan including performance measures. To this end, there is a unit within the CPO 
currently budgeted at conduct compliance audits of department purchases. However, these 

vacant, thus compliance audits conducted via the CPO are not currently occurring and will be on 
there are also “compliance units” located within select 

departments (e.g., Public Works). However, the role of these department-
from team to team. Interviewees raised concerns that audits completed by these department-based teams are 
not comprehensive and do not necessarily verify compliance to County policies and procedures and best 

audits are more cursory with checks for 
. 

 
with 

 
knowledge about procurement policies and procedures and perhaps a need for more training. The 

y is abiding by all 
 noncompliance early and 

. Regular compliance audits among procuremen
across the County as noncompliance  

 
 

 
 

11. The County should consider c ng a c to compare salaries for procurement 
professionals with other similar local external agencies and determine whether it is appropriate to 

robust 
etc. 

12. The  should develop and oversee a ross-train and 
strategically  

1). 

13. The County Procurement O should develop a  the 
procurement compliance . 

 
5: Steps Can Be Taken to Ensure Are in Full Compliance 

Trainings Can Be Designed    
 
Category: Control Finding 

According to the CPM and PPM, Deputy Purchasing Agents (DPAs) must 
comply with the training schedule. However, d  
sponsored trainings, and may therefore to their 

 types.   
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S
improvement. :  
 

 Increasing training courses. 
 Designing courses to be more user-friendly and . 
 Providing various access -person, etc.).  
 

.   
 
A review of the current training curriculum is mainly geared toward an 
understanding of policy, including giving an overview of the CPM. However, s
focused on the procurement types they encounter regularly and those which are less common. 

of procurement , but no formal Countywide program exists that standardizes this training to all 
 

 
Having standardized Countywide training for procurement types will -

ally on an as-needed basis. Cross-training  given the constraints 
resources previously discussed. Cross-training may also help reduce the loss of when 

, leave the County, or transfer between departments.  
 

 augment Eureka) or 
seek to procure a supplemental training hours, send 

, etc.   
 

 
 

14. Seek to improve the training program with a more ve format, 
focus on job- tasks, cross- , and implement 
assessment tools (i.e., 
knowledge they are being trained on, like targeted exams, applied exercises that are incorporated into 
the  or 
procurement types). 

15. Explore  tools and systems to automate the tracking of and compliance 
 

.  

 
: Contract Monitoring Is An Area of Weakness and High Risk for the County 

 
Category:  

Based on our research , we raise the issue that internal controls related to contract 
monitoring need to be strengthened. -120 of the CPM states that it is the responsibility of project 
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contractor performance. However, on or safeguarding against poor 
contractor performance. 

. 
 
We did not speak with program managers or end users of procurement services and we limited our interviews 
and walkthroughs almost exclusively to . However, interviewees shared concerns regarding 
the ability of program managers – who oversee the contracts –  the ial and 
performance metrics related to their contracts. This is an area of high risk for the County because  
contract monitoring can: 1) lead to , and 2) allow  
fraud, waste, or abuse) .  
 
An example of this can be found in the County’s oversight of a vendor contracted to deliver meals to vulnerable 

 during the pandemic. In this case:  
 

 Service provision  approximately two 
years .  

 T ’s non-  which is policy and 
State charitable funds. The CPM states that it is the DPA’s duty to 
annually ensure the ’s non- status , and this 
appears to not have occurred for this contract. 

 
The issues with this vendor came to light when a local news outlet reported the 
story. As such, it is not certain that the County would have caught these issues during the term of the 
agreement For example, 

no performance 
 

 
Secondly, d  were not 
aware of these or did not adhere to them. Based on another , the contract administrator 

 
CPO procedure and . The following were noted as areas of 
concern: 
 

 Dun & Bradstreet gave t  a risk- of eight out of 10, with 10 signifying the highest 
risk. 

 The address supplied by the vendor appeared (and turned out) to be a private residence. Moreover, 

County. 
 T  
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The contract administrator’s concerns were elevated through the department, but the department director and 

 
 

for Supervisor authority. Interviewees 

leadership and end users to get procurements approved even if it meant not following established County 
protocols. Th lized procurement 
environment prior to the arrival of the current County Procurement . 
 

to ensure compliance with established 
procurement policies and procedures and 
their contracts. Among departments we interviewed, Health Care Agency and John Wayne Airport 

ponent 
because of the stringency of federal and state  and because they felt program 

 
they procure 
involved in the monitoring or oversight of contracts which they did not prepare.  
 
The CPO, in  with department procurement should determine whether to adopt and expand 
this model to other departments or certain procurement types on a risk basis, especially because the County 

procurement and c
for contract oversight. 
 
Similarly, the CPO should work with departments to determine one process and system for tracking and 
verifying all contract monitoring steps have been completed and documented. One 

, 
to include supervisory review and approvals where needed.  
 

 
 

 etermine the role of procurement 
monitoring based on risk, and standardize protocols where possible. 

17. Develop one standardized protocol and system for all departments to use to track contract milestones 
and deliverables, performance metrics, etc., .  

18. the 
with the Auditor-Controller Department to seek ways as much as is feasible for 
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Compliance  
 
Category: Control Finding 

-wide spend analysis, 
may , improved compliance, maximal use of resources, and increased ease for 
vendors doing business with the County. may also allow the County to: 1) take advantage of 
vendor discounts and bulk purchasing through RCA) and other  
(e.g., SoCal Procurement Alliance), and 2) strategically align other procurement . Across 

, though this has recently increased slightly targeted outreach 
from the CPO. Any easier for vendors to work with the County can make it more 

 
 
CPO Oversight  
  

: 
 Countywide procurement training . 
 T procurement-related technology and usage. 
 The development of policies and procedures. 
 The . 
 E the above . 

 
  

 
OpenGov is an example of  Although, as 

detailed earlier that there are numerous reported issues with the standard templates currently in OpenGov, 
interviewees were in OpenGov. Prior 
to these  
templates, styles, terms, etc. This not only made it confusing for vendors o

 However, the 
 associated with the 

suggest that a reorganiz is necessary so that 
County report directly to the .  
 
Concurrently, the CPO should work with Deputy Purchasing Agents in all the user departments to develop 
standard Countywide performance measures. This would help with tracking workloads 

 procurement work management 
  

 
With s; s; and previous 

change. The common 
denominator for achieving success in  
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the buy- nearly 300 procurement professionals working in tandem to 
consistently use established systems and follow standardized processes
compliance can be achieved through n that is 

, invested user departments.    
 

W  
 
In the course of our data gathering, n, and we were 
unable are also present within this 

of a cultural 
issue among this department’s leadership. This dynamic  

.  
 

complete purchases  with last- are at odds with 
comply with established policy and procedures 

This structure would allow for more direct and strategic oversight by the CPO over Countywide purchasing 
, supported by a greater ability to implement and enforce internal controls.  

 
 

 
19. C strengthening the central purchasing and consider developing a 12- to 18-month 

plan to centralize all departments and procurement professionals under the CPO.  

20. -training and cross-
be able to serve a majority of County department(s) (  

R 12).   

21. eputy Purchasing Agents in all of 
and put in place 

accountability systems to ensure performance to standards.  

22. Track procurement workload and  to strategically 
deploy sta .  
 

8: Governance Structure and Role of Board Pose Risks to County 
 
Category:  

Since the start of our engagement, several reforms related to Board authority over procurements have already 

must now be approved by 

ciaries, intended return on 
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Despite these reforms,  that we interviewed, 
 that: 1) Board members , and 2) there are instances 

where Board members certain 
decisions. Interviewees noted that u has 

 or alter policy as needed. 
 

 in a way that may not align with the County’s 
procurement policy, c clearly del  Board’s authority to only approve 
or deny awards to vendors . With regard to policy changes, procurement 

experts in public procurement. As such, their input should be considered in future 
policy changes, aligning with the CPM which states it is the County Procur
“[e]stablish Procurement policies and procedures to be followed by departments.” 

 
 

23.  Contract Policy Manual, Procurement Policy 
Manual, and relevant policy and procedure documents to clarify the Board’s role in approving or 
denying contract awards. The Board should generally approve contracts exceeding certain thresholds 
as outlined in County policies, but not . Formalize in 

n the event of a contract 
award denial, as well as a process for reviewing denials.   

24. Implement regular trainings (at least annually) conducted by the County Procurement O  for Board 
members 
fraud, and other relevant topics as needed. Incorporate this training into the Board onboarding 
process.    

25. 

. 

26.  

  
 

 
Conclusion  
 
The County is undertaking  changes related to a number of areas closely associated with 

.  gaps in its procurement 
control 

internal controls.  
 
The County is also embarking on a  technology update 

. While some there was extensive outreach conducted by the CPO throughout the 
, there were also major impediments due to a lack of department ’s 

willingness to fully engage 
constraints, and .   
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On the other hand, department procurement  
challenges on their own in the midst of numerous changes that are occurring simultaneously, too rapidly, and 

  
 
When we look to change management literature, several key components managing change 

 without any of which  diminished.  
 
Several of the primary components most applicable to the County include making 
compelling vision for others to work toward, managing barriers, managing resistance, and showing progress 
regularly  
 
If the County proceeds with procurement 
important to invest more resources . It will 
also be important to manage resistance, especially during the early 

experiencing daily). Doing this helps increase the likelihood that stakeholders are more likely to buy into 

 
 
Moreover, for   and other major be ben  to 

 , and that 
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Control Finding 

dollar errors or be of such a nature 
as to compromise the department’s 

Management is expected to 
address 
Weaknesses brought to its 

 

controls. 
Weaknesses 

 

T

internal control, compliance 

processes and internal control. 
Control Findings are expected to 
be addressed within six months, 
but no later than twelve months. 
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