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EXECUTIVE SUMMARY
The City of Santa Monica (the City) entered into an agreement (the Agreement) with SP Plus
Municipal Services, an operating division of SP Plus Corporation (SP+) on November 30, 2015, and
renewed the Agreement on October 14, 2019. The Agreement is now extended through
November 30, 2022. For the full extended contract term of seven years, the Agreement amount was
not to exceed $38.2 million, with an average of $5.5 million annual budget overseen each year. The
Agreement requires SP+ to manage and operate parking operations on behalf of the City, which
includes, but is not limited to, the following:
•

Managing, operating, and maintaining the City’s public parking facilities which includes:
○

13 off-street parking structures/garages with approximately 7,000 spaces; and,

○

28 off-street surface parking lots with approximately 6,000 spaces.

•

Collecting and depositing parking revenues from the public for daily parking, monthly parking
permits, keycards (for non-meter parking), and validation sales. In fiscal year 2018-19,
approximately 10 million customers were serviced totaling $42.4 million in revenue collected
across multiple funds (General Fund, Beach Recreation Fund, and Pier Fund).

•

Providing revenue forecasts based on City-proposed or adopted parking fees.

•

Providing maintenance and engineering services for City parking facilities, equipment, and
elevators.

•

Providing the City with a robust web-based reporting platform, enabling the City to generate
reports and view data.

•

Designing, implementing, and maintaining a system of internal controls.

•

Providing ancillary services to support City programs including:
○

Parking facility maintenance, including plumbing, painting electrical, fire protection, etc.;

○

Elevator repairs and maintenance (via subcontract);

○

Go-with-the-Flow traffic management special event activations;

○

Bike Valet and Farmer’s market staffing support; and,

○

Santa Monica High School crossing-guard services.

SP+ does not oversee the on-street parking meter program, as this program is co-managed by City
departments (Community Development Department and the Finance Department).
Under the Agreement, the City may subject SP+ to an annual third-party audit. Moss Adams LLP was
asked by the City to perform a contract review of the current Agreement between the City and SP+ for
parking management services. The goal of the review was to assess whether SP+ was in compliance
with significant aspects of the Agreement, as well as to determine whether adequate controls over
contract compliance had been established. Our contract audit took place between February and June
2020.
The contract review was completed under the consultancy standards of the American Institute of
Certified Public Accountants (AICPA). As such, this work was not an audit of internal controls that
resulted in a formal opinion or other form of assurance. The specific methods used for testing contract
compliance are presented in the Scope and Methodology section below. The scope of our review was
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focused on testing for compliance with significant requirements in the Agreement. Our review
included testing procedures in the following areas:
•

Employee parking cards

•

SP+ reporting to the City

•

Daily cash collections, deposits, reporting, and reconciliations

•

SP+ invoicing to the City

•

Parking equipment and maintenance tracking

•

AR/Billing collections and monitoring

•

Standard operating procedures (SOPs)

•

Purchasing

There were some areas where SP+ appeared to be in compliance with Agreement requirements and
solid internal controls were in place. Some examples of commendable areas include:
•

SP+ submits invoices on a monthly basis to the City, and invoices tested were adequately
supported and included charges allowable, including the proper calculation of the program
management fee, per the Agreement.

•

Reports on monthly activity and revenue were prepared by SP+ and submitted to the City for
review.

•

Cash collections, and the related deposits, were performed within the established timelines of the
Agreement.

•

The cash collection and deposit process appears to be well-controlled and automated, resulting in
minimal human interaction and overall protection over the payments collected. In the daily
collections assessed during this review, the automatic process was in place and multiple
reconciliations were performed by SP+ and the Division, as well as Finance, to ensure that all
funds collected were ultimately deposited.

Similar to most contract reviews, there were areas where practices were not in compliance with
Agreement requirements, and there were opportunities to strengthen policies, procedures, systems,
and controls. Suggested priorities to address over the next 6 to 12 months include, but are not limited
to:
•

Increase monitoring of City parking cards and restrict system access to key parking card
functions.

•

Clarify reporting timelines and ensure deadlines are met. Implement cross-training for reporting
responsibilities to support the timely submission of reports to the City.

•

Improve tracking and reporting related to parking equipment, including tracking inventory,
maintenance performed, replacement schedules, and related issues as they are identified and
resolved. Assess the overall impact/cost (revenue, time, customers, etc.) of continuing to use
outdated parking equipment.

The City is planning to request a modification to the Agreement with SP+ in the near future, which
would extend the Agreement term an additional three years (i.e., the full Agreement term would be
ten years through November 2025). If the Agreement is modified (extended), the recommendations
included in the detailed report below should be considered, and language should be incorporated into
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the amended Agreement, where appropriate. Adding clarified language to several areas within the
Agreement will help to better define roles and responsibilities between the City and SP+ and better
align expectations.
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SCOPE AND METHODOLOGY
The scope of our contract review included an evaluation of the Agreement, SP+ standard operating
procedures, and applicable City parking policies and procedures. To gain an understanding of the
processes and controls in place, we conducted extensive interviews with key personnel from both
SP+ and the City’s Parking Operations Division (the Division). Through these interviews, we gained
insight on key functions related to parking operations, concerns, or areas that could be improved, and
an overall understanding of the roles and responsibilities of each party as well as the current control
structure.
The specific focus areas of the contract review, as well as a summary of the procedures performed to
test for compliance, included the following:

To assess whether employee parking cards were well controlled and only issued to current
employees, we performed the following:
•

Obtained a list of current City employees and a list of all current active parking cards. We
selected a random sample of 100 active parking cards to determine whether they were issued to
current City employees. For all parking cards that were issued to an individual who was not on
the list of current City employees, we inquired and requested documentation to determine
whether the card was appropriately issued and supported.

•

Obtained a SKIDATA system access report showing all individuals who have access to
activate/deactivate City employee parking cards and assessed the report to determine whether
access appeared to be well-controlled and whether only employees who warranted access to this
system function had been granted access.

•

For the month of January 2020, we requested the report submitted to the City by SP+ showing
the reconciliation of parking cards activated/deactivated to determine whether the reconciliation
was performed and properly supported.

We obtained an understanding, per the Agreement, of the reporting SP+ is required to provide to the
City, the methods SP+ uses to prepare and approve those reports, and the deadlines for submission.
To test for compliance with reporting requirements, we randomly selected two months during the
review period (December 2019 and January 2020) to assess whether:
•

The required reports were prepared, approved, and submitted by SP+.

•

SP+ maintained supporting documentation for the reports submitted.

•

The deadlines for the monthly submissions were met.

We randomly selected a period of five consecutive dates within our review period (July 16 through
July 20, 2019). For each date selected, we obtained all system-generated cash receipt reports,
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deposit and reconciliation documentation, credit card sales reports, and daily reports produced and
submitted to the City. We utilized this information to:
•

Assess the personnel responsible for key functions in the process to determine whether proper
segregation of duties and reviews/approvals were in place.

•

Document the dates of collection, deposit, and reporting to the City and assess for compliance
with the Agreement.

•

Attempt to determine whether sequentially ordered receipts/tickets were being used.

•

Evaluate the process for internal controls to mitigate risks associated with cash receipt handling.

We randomly selected three months during the review period (July, August, and September 2019).
For each month, we assessed the SP+ invoice and supporting documentation as follows:
•

Reconciled the invoices to supporting documentation.

•

Recalculated the program management fees to assess for compliance with the defined fee
structure in the Agreement.

•

Assessed the SP+ invoice review process prior to submission to the City, and subsequent
payment by the City to SP+.

•

Compared charges on the monthly invoices to the allowable charges per the Agreement.

•

Assessed the submission date of the invoice to the City for compliance with the due dates
presented in the Agreement.

•

Assessed whether there appeared to be controls for ensuring City procurement policies and
procedures were adhered to.

In addition, we gained an understanding of the process for budgeting for expenses incurred by SP+
on behalf of the City, as well as internal processes for comparing expenses to the budget available
and actively monitoring it on a regular basis. For the months selected for testing, we assessed
whether there was documentation that a budget to actual analysis was performed and whether it
appeared that it was being used effectively as an operational tool.

We obtained an understanding of the various types of parking equipment in place and the
system/software that the equipment runs on. Given that a lot of the parking equipment is very old, we
attempted to assess the overall impact/cost associated with utilizing the old equipment through:
•

Determining if a parking equipment list was maintained to track the age of equipment.

•

Determining if a system or process was in place to track maintenance, issues, and costs related
to specific pieces of equipment.

•

Assessing the maintenance and daily inspection logs maintained by SP+ for compliance with
Agreement requirements.

•

Assessing whether trend analysis by specific pieces of equipment could be performed to identify
potential repetitive issues/problems.
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•

Analyzing the customer complaint tracking and reporting processes for adequacy, including
documenting resolution and assessing for trends.

We obtained A/R aging, billing, and collection reports for two months (August and September 2019)
during the audit period. We assessed the reports available to determine:
•

Whether monthly invoicing was occurring for the monthly parking passes that were still active. No
new parking passes were being issued; however, existing ones were still honored.

•

If old aged accounts (over 90 days) appeared to be actively managed, and either collected or
written-off.

•

If a reconciliation of A/R balances between the months could be performed (i.e., whether the
ending balance was equal to the beginning balance plus new billings, less collections).

We assessed the Agreement to identify what SP+ is required to have documented in a current
Operations and Procedures Manual or detailed SOPs to guide parking operations and management
for the City. We obtained all existing SOPs that related to City operations and management from SP+
and assessed whether the required areas of coverage were included and if they appeared to be
current and up to date.
Due to the COVID-19 pandemic, which was occurring at the time of this contract review, we were
unable to perform certain planned procedures as we were unable to go on-site for testing.
Specifically, we were unable to perform the following:
•

Physical observations of the inventory on-hand, including parking permits, parking validations,
and parking ticket stock.

•

Assessment of the overall management and tracking of inventory, the accounting for sequential
ticket stock, and other inventory controls. We were also unable to assess whether tickets were
being issued in sequential order, and that all ticket numbers were being accounted for.

•

A walkthrough to include tracing ticket numbers from each system to assess for gaps or nonsequential tickets.

•

A walkthrough of the functionalities of the portal used by SP+ to maintain, and give the City
access to, all parking operations supporting documentation, including detailed purchase support
such as quotes obtained, requisitions, and documentation of bids/proposals, and reporting tools.
The walk-through was meant to physically try using the system functionalities to assess the ease
of use of the overall portal.

Properly managing and controlling inventory stock, including the tracking of sequential receipts, helps
to prevent misappropriation or lost revenue. The portal houses information, support, and reports that
are required by the Agreement, and aids in assessing the overall management of key functions of
operations, such as performing and documenting the procurement process, and providing access to
real-time reporting tools. The City should consider including these additional on-site procedures
during a future follow-up review.
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FINDINGS AND RECOMMENDATIONS
Based on the input gathered from interviews, document review, detailed testing and other
procedures, as well as comparisons to best practices, we prepared a comprehensive set of findings
and recommendations, which are detailed below.

1.

Finding

Parking card monitoring could be improved to ensure that all active
cards are issued appropriately and that cards are deactivated timely
upon an employee’s termination or when an third-party (non-employee)
ceases work with the City.

Recommendation

Develop a process for actively monitoring employee and non-employee
parking cards and ensure parking cards are deactivated timely upon an
employee’s termination or a non-employee no longer requiring access.

SP+ is responsible for managing and monitoring employee and non-employee (i.e., contractors,
temporary employees, etc.) parking cards. This includes handling all parking card activations and
deactivations, providing regular reporting on parking cards to the City, and ensuring access to the
SKIDATA system is controlled. At the time of this review, there were approximately 1,500 active
parking cards.
During our analysis of a sample of 100 active parking cards as of March 2020, we identified the
following:
•

In two instances (2% of the sample), an employee had been terminated, but the card had not
been deactivated. The last dates of employment for the two individuals were December 28, 2019
and January 2, 2020.

•

There were eight instances (8% of the sample) where a parking card was assigned to someone
who was not included on the City’s Active Employee Listing. Upon inquiry, we were informed that
these were likely due to temp agency personnel, volunteers or contractors that were working with
various City programs. However, a current list of all active non-employee individuals working with
the City could not be provided to assess whether the related active non-employee cards were
appropriate.

The instances identified above imply that employee parking cards are not always deactivated timely
upon termination and that a monitoring process for non-employee-issued cards needs to be
implemented. In addition, while SP+ performs a reconciliation of all activations/deactivations on a
monthly basis and reports the results to the City, the non-employee parking cards are not included on
this reconciliation.
•

Employee Cards: The process by which SP+ activates, deactivates, and reconciles parking cards
should be evaluated. SP+ and the Division should coordinate with Human Resources (HR) to
receive a monthly “City Employee Separation Report”. SP+ and the Division should review this
report monthly to proactively deactivate parking cards timely for terminations. In general, the
process should ensure that parking cards are cancelled on, or shortly after, an employee’s last
Parking Contract Review Report

|

7

FOR INTERNAL USE OF CITY OF SANTA MONICA ONLY

day of employment. As a control to ensure that all terminations were communicated and that
deactivation occurred, the list of active employee parking cards should be reconciled to the Active
City Employee Listing on a monthly basis by SP+.
Non-Employee Cards: It was unclear how parking cards issued to non-employees are being
monitored. These parking cards should be subject to monitoring and regular oversight; however,
given that there are several programs throughout the City that request non-employee cards for
different situations, a full reconciliation each month may not be possible. However, a SKIDATA
report of all active non-employee cards should be run each month and a reasonableness review
should be performed by someone within SP+ or the Division. This reasonableness review should
consider if any known changes have occurred (i.e., contracts expiring, volunteer events ending,
etc.) that would affect parking cards. Where appropriate, the reviewer should reach out to the
program that initially requested the card to confirm that it is still needed. In addition, consider
requiring an expiration date for non-employee cards, upon which the program working with the
non-employee must resubmit documentation to ensure the parking cards are still warranted. Nonemployee parking cards should be deactivated immediately when they are no longer needed for
City business.

•

2.

Finding

Access to the activation/deactivation function for City parking cards
within the SKIDATA system is not adequately restricted.

Recommendation

Properly restrict system access to SKIDATA activation/deactivation
functions to City employees and SP+ personnel who warrant access
based on their current roles within the City’s parking function.

The City purchased the SKIDATA hardware and software system in 2017 for the Downtown Civic and
Pier Deck off-street parking facilities. The parking equipment and system is used to provide controlled
arm-gate access to these facilities and various payment options for parking fees. SP+ is responsible
for operating the SKIDATA system, coordinating and scheduling SKIDATA technicians, and providing
supplemental equipment maintenance and repairs in the field.
We obtained a SKIDATA system access report showing all users able to activate or deactivate a City
parking card. This report showed that there were 81 accounts set up that may have
activation/deactivation access granted; however, only four of these accounts were for current City and
SP+ employees whose current job responsibilities warranted access. Of the remaining 77 accounts,
29 appeared to be “system accounts” that were not directly attributable to a specific person, and it
was unclear who would have knowledge of the relevant login credentials. The remaining 48 accounts
appeared to be related to individuals who were not City employees; thus, they may be for individuals
employed with SP+. There also appeared to be duplicate accounts set up for some users.
There are varying levels of access rights that can be setup in SKIDATA, and it was unclear if all of
these active accounts had inappropriate access; however, we could verify that approximately half of
them were assigned “Administrator” access which gives them access to all system functions. SP+
and the City should work together to review the current list of 81 accounts and determine if any are
warranted, based on job responsibilities, outside of the four individuals identified as needing access.
Access to sensitive functions (i.e., activation/deactivation) should be removed for all other individuals
and system accounts to prevent unauthorized changes. System access reports should be reviewed
regularly to ensure that only required access to sensitive functions is granted. Controlling system
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access helps to mitigate the risk that someone could inappropriately activate old parking cards or
misappropriate parking cards in the inventory stock for personal use/benefit.

3.

Finding

Required monthly reports are not consistently submitted to the City by
the established deadline.

Recommendation

Establish a process to ensure reports are submitted by the required
deadlines, even in the event of an employee’s absence. Ensure reports
are submitted by the deadlines presented in the Agreement, or document
an alternate due date (i.e., the 15th) that is acceptable to both the City and
SP+.

The Agreement requires SP+ to prepare and submit two detailed monthly reports to the City:
•

Downtown Structures Monthly Report, which includes a monthly operating report, monthly
revenue report, and monthly non-revenue and revenue ticket counts. This report is due to the City
by the 15th of the following month.

•

Beach and Pier Parking Locations Monthly Report, which includes a monthly operating report,
monthly revenue report, and monthly non-revenue and revenue ticket counts. This report is due
to the City by the 5th of the following month.

During our assessment of the reports for December 2019 and January of 2020, we found that these
reports are not consistently submitted to the City by the deadlines in the Agreement. Specifically, we
found:
•

The December 2019 reports, which were due on January 5th (Beach) and January 15th
(Downtown), were not submitted until March 5, 2020.

•

The January 2020 reports, which were due on February 5th (Beach) and February 15th
(Downtown), were not submitted until March 5, 2020.

After discussions with SP+ and City personnel, it was determined that the delays were due to an
employee being out on leave, and the reports not being prepared and submitted until they returned.
SP+ provided support for five additional months, which showed that both reports (Downtown and
Beach) were typically submitted by the 15th of the following month. Standard practice was to prepare
and submit the reports at the same time, rather than on the 5th and 15th, as required by the
Agreement. While this did not seem to be of concern to the Division, it does result in the Beach report
being submitted subsequent to the deadline each month.
Given that reports are typically submitted by the 15th of each month, SP+ should implement the
following to ensure that requirements of the Agreement are adhered to:
•

Cross-train additional personnel to perform the reporting function in the event of an absence.

Discuss the reporting date discrepancy (5th versus 15th) with the Division and come to a mutual
understanding of whether the deadlines in the Agreement must be adhered to, or whether
consistently submitting reports on the 15th is acceptable. If both parties agree that an alternative due
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date, outside of those presented in the Agreement, is appropriate, document the agreed-to
requirements and obtain approval by both parties to support contract compliance.

4.

Finding

Parking Access and Revenue Control System (PARCS) equipmentgenerated reports were not being submitted to Division daily, as defined
by the Agreement.

Recommendation

SP+ should evaluate how their internal process for preparing and
submitting daily reporting packages to the Division could be improved to
ensure the 48-hour deadline is consistently met.

The Agreement requires daily submission of PARCS equipment-generated reports, daily cash
receipts, copies of deposit slips, and an equipment-generated summary of credit card sales to the
Division no later than 48 hours after collection of revenue. PARCS is the operating system for most of
the Division’s parking equipment, and it interfaces with SKIDATA and other system used.
During our analysis of the cash receipt, deposit, and reporting support for five days of the reporting
period (July 16 through July 20, 2019) for both the Downtown and Beach sites, we found that nine of
the ten daily reports were not submitted within the 48-hour timeline as required by the Agreement.
The reports were submitted between one and eight days after the 48-hour deadline. The Division was
able to provide an email in which the expected delayed submissions were communicated due to
turnover that had occurred; however, the Agreement does not state in what circumstances a delayed
timeline is acceptable, and in some of the instances identified, the actual reporting date did not meet
the revised schedule submitted in the email. It is important to note that the delays in reporting to the
City did not affect the actual depositing of the related revenue, as all deposits were processed on the
same date that the cash/payments were collected.
SP+ should evaluate the internal processes that occur between when time collections are performed
and the related deposit made, and when reports are ready for submission to the Division. Given that
almost all (nine of the ten) reports tested were submitted late, indicates that an improvement to the
overall process for preparing daily reporting packages, reviewing them internally, and submitting them
to the Division needs to be made. Cross-training other individuals, outside of the primary person
responsible for this reporting function, to either assist in the process or fill in if there is an absence,
could help to ensure the deadline is consistently met.
If it is determined that the 48-hour deadline is not reasonable, or typically not achieved due to factors
that cannot be prevented, such as pending information, system capabilities, etc., then SP+ and the
Division should discuss to determine whether a later deadline is acceptable and appropriate. Any
decisions that affect the language in the Agreement should be documented and that support should
be maintained with the Agreement.
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5.

Finding

It is unclear whether SP+ is required to follow procurement requirements
(due diligence, bids, proposals, etc.) for purchases made on the City’s
behalf.

Recommendation

Clarify with SP+ as to whether the City’s AI must be followed for all
purchases made on the City’s behalf.

The City and SP+ work together to develop an annual budget for parking operations. Once this
budget is approved, SP+ carries out parking operations and incurs expenses on the City’s behalf,
which are subsequently reimbursed by the City through the monthly invoicing process. Budget to
actual monitoring is performed monthly. This arrangement provides significant benefit to the City as it
allows SP+ to process purchases, issue disbursements, and manage operations in real time, and
allows for the City to benefit from the national market share discounts that SP+ obtains. SP+ and the
Division communicate regularly and most purchases are preapproved by the City prior to the actual
purchase being made.
It is unclear within the Agreement as to whether SP+, along with the Division, is responsible for
ensuring that City purchases under this Agreement are subject to the overall City Procurement
Administrative Instruction (AI) (IV-4-1). Specifically, the AI establishes thresholds in accordance with
the City Code for due diligence (informal or formal quotes, bids or proposals) requirements based on
dollar amount to ensure a competitive process is followed for purchases over the set threshold. The
Agreement does include procurement provisions related to the approved budget and addressing
reallocating budget line items, reasonable expenditure approval authority and cost overruns. SP+ also
has internal corporate procurement guidelines. However, given that purchases are made by SP+ on
behalf of the City, related purchases and the supporting documentation must adhere to the City’s AI.
During our testing of monthly invoices, we attempted to select a sample of larger purchases to assess
whether its underlying documentation was in compliance with the AI; however, given the ways the
invoices are prepared, expenses are budgeted, and individual invoiced charges related to one larger
purchase spread across several months, we were unable to perform this testing.
SP+ and the Division should define the purchasing requirements for purchases made by SP+ on the
City’s behalf. While preapproval of expenses is typically provided by the City, and the overall
Agreement budget is agreed to, clarification should be made as to what due diligence is required for
purchases. Competitive purchasing benefits the City by ensuring a fair and reasonable price is
obtained for goods and services. An assessment of whether or not competitive purchasing is
required, and how it must be documented, should be performed and documented. If SP+ is required
to comply with the City Procurement AI, an analysis should be performed to determine whether this
has been occurring on all past purchases. The Agreement is unclear in this area.
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6.

Finding

The annual detailed budget process for those expenses that are charged
through the SP+ contract as part of the Agreement, is not formalized, and
adjustments are not processed formally.
Budget to actual tracking is performed; however, it is difficult to trace
individual purchases to budget line-items.

Recommendation

SP+ and the Division should collaborate to prepare operating budgets on
a yearly (fiscal) basis, as it relates to expenses through the Agreement.
The budgets should be agreed to and significant changes should be
documented and approved.
The recording of actual expenditures against budgeted line-item
categories should be evaluated for more accurate ways to monitor
budget to actual by line-item.

The Agreement included a budget (Exhibit B-1) for operating expenses that could be paid by SP+ and
reimbursed by the City of approximately $4.4 million to $5.0 million per year. However, this budget
was approved by the City based on an assessment of operations in place in 2015 and had not been
updated until the fiscal year ending June 2020. That budget was meant to cover each year of the
contract; however, significant changes to parking operations have occurred since the time it was
developed. The Agreement allows for “non-material adjustments,” including additions, deletions, or
other revisions, to be made to the scope of services or budget. Reallocation of line item budgets can
be performed with “reasonable approval by the City, as long as the expenses do not exceed the total
operating expenses for each year.”
SP+ and the Division appeared to be monitoring budget to actual reports each month; however, for
2015 through June of 2019, the annual detailed budget from 2015 was not updated proactively
between SP+ and the Division reflect changes in operations, responsibilities of SP+, added services,
or other significant changes. Rather, the City tracked the SP+ budget based on a bottom-line
approach, ensuring that the total expenses each year did not exceed the total budget allowed. This
approach did not allow for meaningful monitoring to be performed on a detailed line-item basis
between 2015 and 2019. Beginning in early fiscal year ending June 2020, SP+ and the Division
collaborated to develop a more meaningful budget and updated individual line items to reflect
anticipated spending based on actual expected expenses in each line-item category.
In addition, given the ways in which individual invoices and expenses are charged back to the City on
a monthly invoice, we were unable to determine if the budget truly could be used to monitor line item
balances real-time. Instead, a monthly reconciliation approach was being utilized to compare budget
to actual amounts by line item. SP+ does provide a sub-system (SP+ Client View) that could provide
more meaningful line-item budget to actual reporting; however, for the months tested during this
review, an overall reconciliation approach was being used rather than a real-time line item monitoring
approach.
SP+ and the Division should work together each year to develop a detailed line-item budget that
accounts for all changes that have occurred and are expected in the upcoming year. The Agreement
should be modified to reflect what is required, including approvals and monitoring reports, each year
as right now the Agreement includes the same budget that was approved back in 2015. When there
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are non-material adjustments, the approval should be documented in some way, and the budget
should be amended/changed to reflect the adjustment to allow for more accurate ongoing budget to
actual monitoring. The current process/system for tracking and reporting actual expenditures by
category should be evaluated to provide a consistency between budget and actual expenditure
tracking.

7.

Finding

Some of the City’s parking equipment, and the related systems the
equipment runs on, is nearing end of life. Additionally, there is limited
tracking of maintenance issues or equipment problems related to parking
equipment.

Recommendation

The overall age of the City’s parking equipment, the systems the equipment
runs on, and the impact/cost of using older equipment should be assessed.

The Agreement requires that SP+ serve as the City’s parking facilities manager, which includes the
requirement to maintain an inventory of all equipment and associated maintenance schedules. SP+ is
also responsible for managing the contracts for performing parking equipment maintenance with a
Service Maintenance Provider and ensuring all customer complaints are handled and resolved
quickly and effectively. There are several system and equipment providers, including SKIDATA, T2
and Hi-Tech, that SP+ works in conjunction with to fulfill these Agreement responsibilities.
During interviews, it was communicated that a lot of the parking equipment currently in use is very
old, prone to mechanical and other issues, and runs on systems that do not provide adequate
reporting. During our assessment of the impact of the older equipment, we identified the following
issues contributing to the problem:
•

A current list of all parking equipment, tracking the date of purchase and other key information, is
not maintained; therefore, we were unable to assess the overall age of the equipment being
utilized for City parking operations. SP+ or the Division could not provide this listing.

•

While daily inspection logs and issues logs are maintained, the information provided on those
logs does not denote the specific machine/piece of equipment. Issues identified are not tracked
by machine/piece of equipment, and the resolution of specific issues is not always documented.
The daily logs primarily relate to minor issues (cosmetic-type problems, trash/cleanliness, or sign
issues), and typically only denote “pass” or “needs follow-up” rather than the specific issue and
the related resolution.

•

A formal reporting system for customer complaints related to parking equipment or facilities is not
in place; however, SP+ deploys a secret shopper program to assess the customer experience.

Given the items above, it is not possible to track the impact of issues and malfunctions of older
equipment and the related systems/software, or to assess the overall impact/cost of potential lost
revenues to the City. As such, we were unable to determine the overall impact that aged equipment
has on parking operations and the related revenue to the City. As identified in the Standard Operating
Procedures finding below, SP+ does not have SOPs covering Equipment Inventory or Maintenance
and Replacement Schedules for equipment, which could be a cause of the issues presented above.
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SP+ and the City should collaborate to determine ways to begin tracking equipment-related
information, including maintenance performed, issues reported, resolution of issues identified, and
customer complaints. Going forward, a means of reporting and monitoring the impacts/costs
associated with old equipment should be tracked and reported to allow the City to perform a costbenefit assessment for replacing old equipment. A full equipment inventory, which tracks the date of
original purchase or an estimated date, as well as maintenance and replacement schedules for all
equipment, should be developed and maintained on an ongoing basis.
Given the systems/software that the parking equipment uses are old, the reporting and controls over
these systems should be assessed to determine what risks they pose to the City. Older systems are
more prone to errors in reporting and allow for controls to be more easily bypassed, which could
result in misappropriation going undetected.
SOPs covering Equipment Inventory, Maintenance Schedule, and Replacement Schedule should be
developed and implemented, in compliance with the Agreement. Refer to the Standard Operating
Procedures below.

8.

Finding

There are large A/R credit and debit balances in the 120 days or older
category that have not been fully addressed to remove them from the A/R
listing.
Systems access to the billing system is not restricted to only individuals
with billing responsibilities.

Recommendation

SP+ should work with the City to ensure the old A/R is cleaned up in the
system, and that only balances in which collection efforts are currently
being made on, are included. Old accounts should be written-off allowing
for more accurate reporting and monitoring of the rolling A/R balances.
Systems access should be restricted to only those individuals that are
responsible for billing activities related to the City of Santa Monica A/R.

SP+ is responsible for billing and collection efforts related to parking keycard permit access monthly
cards (parking cards) that are still being honored by the City. New monthly parking cards are not
being issued. SP+ bills customers in advance (i.e., the month before) in all cases except for
specialized license agreements, using the SP+ Central Accounts Receivable System (CARS).
Customers remit payment directly to SP+, and all A/R and payment activity is recorded in CARS, not
in the City’s system, which results in the related A/R not being included on the City’s balance sheet.
SP+ then remits payment to the City via wire transfers to the City’s bank account, at which time, the
payments are recorded as revenue by the City.
In fiscal year 2017–2018, Moss Adams performed a review in this area and provided
recommendations to improve the management of billing and collections related to parking card A/R.
Following that review, SP+ and the Division implemented several improvements to the overall A/R
monitoring and management function. Based on our analysis of the current A/R function, it does
appear that significant improvements have been made and there is a process in place to keep A/R
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balances current by deactivating cards if payment is not received within 60 days of the due date.
However, there are a few large account credit balances (approximately $1.5 million) on old accounts
that are now being billed manually versus utilizing the system. In addition, there were some old
accounts with debit balances that had not been adjusted or written off.
Based on our discussions with management, they have been trying to correct these accounts for
several years; however, had not been successful in getting them resolved (i.e., adjusted or written-off)
as of the time of this review. There had initially been plans to resolve the issues in early 2020;
however, due to COVID-19’s effect on City operations and priorities, this had not been resolved.
These old aged accounts make A/R reporting and monitoring more difficult as it is difficult to
distinguish if new A/R balances are hitting the 90-day or older categories.
Finally, based on a memo provided by SP+ and a systems access report related to the City of Santa
Monica account in the CARS billing system, it appears that there 590 SP+ users with access to the
account. Systems access should be restricted to only individuals who are responsible for billing and
collections on the City of Santa Monica A/R, and SP+ should ensure that none of those individuals
are also responsible for handling the related payments (cash receipts) on those accounts.
SP+ and the City should work together to resolve the system issues and clean-up the old A/R. Going
forward, a roll-forward should be performed each month to ensure the ending balance, plus new
billings, less collections, ties to the ending A/R balance. In addition, any A/R that hits the 90-day+
categories should be addressed immediately. It is difficult to determine if this is occurring regularly
given the large A/R balances residing in the 120+ days category. If the Agreement is modified, the
City should consider modifying the language around billing and collections to be more consistent with
the City’s current AI in this area.

9.

Finding

Many of the SOPs that SP+ is required to develop and keep current, in
accordance with the Agreement, were either incomplete, did not appear
sufficient to meet the requirements or did not exist.

Recommendation

SP+ should review all SOPs, compare them to Agreement requirements,
make updates or draft new SOPs to meet the requirements of the Agreement,
and obtain City approval.

The Agreement requires SP+ to prepare and maintain an up-to-date Operations and Procedures
Manual (SOPs) that reflect the method of parking lot operations proposed by SP+. These SOPs must
be proposed to, and approved by, the City. The manual must cover 16 key areas of operations
specified by the Agreement.
In our analysis of the SOPs provided by SP+, we identified the following:
•

Many of the 16 required SOPs were available. However, several were incomplete, did not appear
sufficient to meet the requirements of the Agreement, or were not included, including:
○

Graffiti Abatement – An SOP covering this area was not provided.

○

Quality Control (QC) Plan – A QA Assessment was provided; however, a detailed QC Plan
was not.
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○

Facility Maintenance Procedures and Schedule – Some elements of these were covered
throughout other SOPs; however, a comprehensive set of procedures and detailed schedule
were not provided.

○

Equipment Inventory, Maintenance Schedule, and Replacement Schedule – The SOPs
provided covered facility inspections and a 2020 space count inventory; however, SOPs
covering equipment inventory or maintenance and replacement schedules were not provided.

○

Company personnel policies, including Affirmative Action Plan – SP+ personnel policies were
provided; however, not an Affirmative Action Plan.

○

Alarm Procedures – SP+ has an Emergency Plan that requires location supervisors to
familiarize themselves with the local alarm system and ensure employees understand its
function; however, there are no other alarm procedures included.

•

Most of the SOPs are not dated; therefore, we were unable to determine whether they are up to
date and reflect current practices. The three SOPs that were dated indicate the last updates
occurred in 2016, 2017, and 2020.

•

There was no documentation available as to whether the SOPs were originally submitted to the
City for approval, or if significant updates to the SOPs over the years had been submitted to the
City for approval.

A full review of the SP+ SOPs should be performed. All SOPs required by the Agreement should be
either updated to ensure they reflect current practices, or developed if they do not exist. SP+ and the
Division should work together to ensure that the SP+ SOPs meet the requirements of the Agreement,
including detailed language throughout the Agreement on what the responsibilities of SP+ are in
these areas, and ensure, where appropriate, that they are consistent with City policies.
Once drafted/updated, the full set of SOPs should be submitted to the City and documentation of
approval should be maintained. These SOPs should be evaluated at least annually to ensure they are
up to date, and any significant changes should be submitted to the City for review and approval.
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