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Honorable Mayor and Members of the City Council: 
 
The Department of Aviation contracts out operations and maintenance of the RCC (Rental Car 
Center).  This audit evaluates Aviation’s management of the RCC contract, contractor 
compliance with contract terms, and opportunities to improve oversight and performance in 
future contracts.  We found that while RCC staff manage maintenance needs, the team does not 
have independent access to the contractor’s work order system, and the current contract does 
not specify all operational and financial requirements.  Also, additional performance metrics 
should be included in future contracts to better assess facility and asset health.  Our 
recommendations are intended to strengthen controls and performance expectations and align 
the next operations and maintenance contract with best practices. 
 
The Audit Committee has reviewed this report and is releasing it in accordance with Article 2, 
Chapter 6 of the City Charter.  We sent a draft report to management on October 30, 2025, and 
received their response on January 29, 2026.  We appreciate the courtesy and cooperation of 
city staff throughout the audit.  The team for this project was Tiajah Farrar, Christopher 
Armstead, and Stephanie Jackson. 
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Audit Objectives 
The Department of Aviation contracts its RCC (Rental Car Center) operations and 
maintenance.  The department expressed concerns about cleanliness and potential safety 
hazards in the RCC facility.  This audit assesses the department’s management of the RCC's 
operations and maintenance contract, whether the contractor has met contract terms, and 
whether changes to the contract could improve the department’s ability to manage 
contractor performance. 

This report addresses the following objectives: 

1. How does Aviation ensure that the contractor meets contract requirements to 
operate and maintain the rental car center?    

2. Could changes in the contract improve the department’s ability to manage 
performance?  
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Executive Summary 

What We Found 

Since 2009, the Department of Aviation has used a cost-reimbursable contract to 
procure operations and maintenance services at the RCC (Rental Car Center) at 
the Hartsfield-Jackson Atlanta International Airport.  The contract requires a 
wide variety of services, including all mechanical, electrical, plumbing, building 
and structure, elevator and escalator, exterior grounds, janitorial, and facilities 
management services for the RCC.  The current contract began in 2020 and was 
extended through March 2026; a new solicitation is pending.   
 
Aviation staff identify maintenance issues and manage work by conducting 
facility inspections or receiving maintenance requests from customers, rental car 
company staff, or other stakeholders.  The contractor also sends daily, monthly, 
and quarterly status reports to the city; however, Aviation employees do not 
access the system that the contractor uses to track work orders, making it 
difficult to verify task completion and measure overall performance.  We 
compared best practices to current contract terms and identified potential areas 
to strengthen management of the next contract.  Although the current contract 
outlines contractor responsibilities, it lacks clearly defined performance 
standards, specific performance expectations, and measurable targets.  We also 
found that from April 2024 through March 2025 the contractor was paid almost 
$1 million in fees for items not specifically permitted in the contract, including a 
management fee to the contractor’s JV partner, overhead, and profit. Aviation 
staff consider expenses to be appropriate as long as the cost of work is within 
the annual budget, which may prevent the city from getting the best value. 
 
What We Recommended 

We made five recommendations to the airport’s general manager to strengthen 
controls and performance expectations and align the next operations and 
maintenance contract with best practices.  We recommend that Aviation staff 
receive access to the contractor’s work order management system to 
independently track work, develop additional performance metrics, and finalize 
policies and procedures for contract management.  We also recommend that the 
contract includes specific reimbursement and payment terms and identifies 
whether profit and overhead will be allowed.  The city should also consider 
whether any prior payments were paid in error and should be recovered. 
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Background 

The Hartsfield-Jackson Atlanta 
International Airport's RCC (Rental Car 
Center), which houses 12 rental car 
agencies in a single location, opened in 
December 2009.  The RCC is accessible 
using the SkyTrain, which is an automated 
people mover system that runs between 
the airport and the Rental Car Center, 
Georgia International Convention Center, 
Gateway Center and its hotels, and west 
parking. 
 
Since its inception, the Department of 
Aviation has contracted for operations 
and maintenance services at the RCC.  The contract requires a wide variety of 
maintenance services at the RCC, including all mechanical, electrical, plumbing, 
building and structure, elevator and escalator, exterior grounds, janitorial, fire 
protection and alarm systems, security systems, general maintenance, and 
facilities management services.  The contractor must also provide professional 
services (e.g., maintain an effective workforce), and provide warranties and 
other miscellaneous tasks.  Maintenance includes both scheduled preventive and 
ad hoc work. 
 
Under the operations and maintenance contract, the contractor is required to 
provide all resources, including labor and materials, to perform the work.  The 
contractor is allowed to subcontract work with the city’s written approval.  The 
contract also authorizes the city to audit and inspect information relating to the 
work performed to verify the accuracy of charges and invoices, performance of 
services, and compliance with the terms of the contract.  If an audit finds that 
the city has overpaid the contractor for work, the amount must be paid back to 
the city, including monthly interest until the overpayment is refunded. 
 
The contract requires the contractor to manage day-to-day operations at the 
airport.  It must provide services that “conform to the professional standards of 
care and practices customarily expected of professional program management 
firms engaged in performing comparable work,” but does not provide specific 
performance standards or metrics for the work.  Instead, the contract provides  

Title:  Sky Train Entrance to RCC 
Source:  Photo taken by auditors on 6/4/25 

https://www.google.com/search?rlz=1C1GCEA_enUS1147US1147&cs=0&sca_esv=70a532a702b7bdb6&q=Hartsfield-Jackson+Atlanta+International+Airport%27s&sa=X&ved=2ahUKEwjDrY-x-faPAxWopIkEHbSUFr0QxccNegQIBxAB&mstk=AUtExfDZ7n4X1znRGlWdt1uwb7DhmIefXUW15SpfgNeq9cPjJSe_Qq3ykdTFn05Gn5upmeGXZObxIpPK0ZegZBtSO_cWhtZvlOIMqMh0yIWuIN9w7TkAq5G4GUIBAE2KV0ictsk&csui=3
https://www.google.com/search?rlz=1C1GCEA_enUS1147US1147&cs=0&sca_esv=70a532a702b7bdb6&q=Hartsfield-Jackson+Atlanta+International+Airport%27s&sa=X&ved=2ahUKEwjDrY-x-faPAxWopIkEHbSUFr0QxccNegQIBxAB&mstk=AUtExfDZ7n4X1znRGlWdt1uwb7DhmIefXUW15SpfgNeq9cPjJSe_Qq3ykdTFn05Gn5upmeGXZObxIpPK0ZegZBtSO_cWhtZvlOIMqMh0yIWuIN9w7TkAq5G4GUIBAE2KV0ictsk&csui=3
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that the contractor is responsible for establishing performance standards for the 
work and adhering to “standard policies and quality levels.”  The contract states 
that the contractor must closely monitor the work and independently identify 
deficiencies and implement corrective action, without relying on oversight from 
Aviation staff. 
 
The physical locations covered by the contract include the Sky Train platform, 
and each station (RCC, Airport, Gateway Center).  This also includes some 
outdoor areas, including walkways between the RCC and the breezeway outside 
of the north and south parking decks. 

 
Areas not covered by the contractor 
are covered by the rental car agencies 
or DOA (Department of Aviation) 
maintenance staff.  For example, the 
rental car agencies cover maintenance 
for their booths and queueing areas; 
their areas are delineated by the tile 
color change on the floor (see photo).  
In the photo, the common walkway 
areas are typically maintained by the 
contractor, and the area with the 
darker tile is generally managed by 
the rental agencies.   
 
 

Title:  Rental Car Center walkway 
Source:  Photo taken by auditors on 6/4/25 

Maintained  
by contractor 

Maintained  
by rental  car 

agencies 

Title:  Rental Car Center common area 
Source:  Photo taken by auditors on 6/4/25 

Title:  Breezeway Between North & South Parking  
Source:  Photo taken by auditors on 6/4/25 

BACKGROUND 
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A complete list of services provided is shown in Exhibit 1.  Some of the services 
listed have been subcontracted.  The contract provides that janitorial and 
custodial, exterior maintenance, and vertical transportation (elevator and 
escalator) services and maintenance are being subcontracted.  The contract 
includes a specific list and schedule of expected preventive maintenance.  
 

Exhibit 1:  Current Contract Provides for a Number of Services in Multiple Locations 

Services Provided Under Current Contract 
Location/Service 

Building SkyTrain 
Platform 

Roads / 
Greenery Administrative 

Customer service    X 
Electrical X X   
Elevator/escalator maintenance X X   
Exterior landscaping   X  
Fire protection X X  

 
General & preventative maintenance  X X   
General repair/upkeep X X  

 
HVAC X X   
Internal landscaping X   

 

Irrigation maintenance  
 X  

Janitorial/custodial X X  
 

Lock and key control program  
  X 

Maintain access roads/ramps to/within parking 
garages 

 
 

X 
 

Maintain parking lots, sidewalks, and roadways   
 X  

Maintenance record-keeping  
  X 

Pest control X    
Plumbing X X   
Quality control program  

  X 
Security/safety X X   
Service request operations  

  X 
Staffing and training  

  X 
Utilities X X   

Waste/debris management X X   

Source:  Rental Car Center Operations & Maintenance contract between the city and Meridian Urban Joint 
Venture, LLC, FC-1190048, effective 2/12/2020 

 

Current Operations and Maintenance Contract is Being Rebid 

The Department of Aviation uses a cost-reimbursable contract for operations 
and maintenance services for the RCC at the airport.  Under the current contract, 
the contractor, Meridian (Meridian Urban Joint Venture, LLC), is reimbursed for 

BACKGROUND 
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the actual costs, plus a fixed management fee.  Exhibit 2 illustrates the activity of 
the current contract with the contractor.   
 
City Council authorized the city to contract with Meridian in late 2019, and the 
initial contract was effective February 12, 2020, for a three-year term and two 
additional one year renewal options, at a capped cost of $13,695,794.  This 
contract was amended in August 2020, and then again in December 2021, adding 
additional funding of $3,025,272 and $3,200,000 respectively, to expand, repair, 
and maintain the airport’s vertical transportation operation.  These amendments 
brought the contract maximum to $19.9 million.  The contract was set to expire 
on March 31, 2023. 
  

BACKGROUND 
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Exhibit 2:  Current Contract Expires in March 2026 While City Procures Another Contract 

 
Source:  Developed by auditors using Final Action Legislation (19-R-4558; 20-R-4203; 21-R-4311; 22-R-4724; 

25-O-1397) and memo from chief procurement officer to contractor approving 90-day extension. 

In 2022, the city exercised the contract’s renewal option, extending the contract 
through March 31, 2025, with an additional $11,130,529 in funding.   
 
In March 2025, the chief procurement officer granted Aviation a 90-day 
extension of the contract from April 1, 2025, through June 30, 2025, in the 
amount of $1,906,226.  City Council passed an ordinance in September 2025, 
authorizing Aviation to extend the contract on a month-to-month basis for nine 
months—July 1, 2025, through March 31, 2026.  The extension was to allow the 
city time to continue services at the airport while procuring another contract.  
The contract was for a not-to-exceed amount of $7,031,325 for the period.  If the 

BACKGROUND 

https://aimewebapp.blob.core.windows.net/finalactions/19r4558.pdf
https://aimewebapp.blob.core.windows.net/finalactions/20r4203.pdf
https://aimewebapp.blob.core.windows.net/finalactions/21r4311.pdf
https://aimewebapp.blob.core.windows.net/finalactions/22r4724.pdf
https://aimewebapp.blob.core.windows.net/finalactions/25o1397.pdf
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contract is in effect for the entire nine-month period, the amount authorized for 
the contract with Meridian since 2020 would total just under $40 million. 
 
According to Aviation leadership, the Rental Car Center’s operations and 
maintenance contract costs are reimbursed through tenant rental fees.  These 
charges are paid daily by car rental customers and used to support the 
construction, operation, and maintenance of the Rental Car Center and its 
connecting SkyTrain.  Some expenses outside of the regular operations and 
maintenance budget may be included within the airport’s capital improvement 
plan or from another source. 
 

Contract is Managed by Aviation Team 

The operations and maintenance contract is managed by a staff of three at the 
Rental Car Center within the Office of Revenue, Development and Management .  
As shown highlighted in Exhibit 3, the team consists of an Operations Director, 
Contract Administrator, and RCC Manager along with managerial support from 
the airport general manager and deputy general manager. 
 
Exhibit 3:  A Small Team Manages the Operations & Maintenance Contract 

 
Source:  Developed by auditors from interviews with RCC staff 
 
The operations director manages the RCC team, leads the operations and 
strategic direction of the RCC facility; develops and manages the budget; and is 
the liaison between the RCC team and executive leadership.  The contract 
administrator is responsible for managing the financials and terms of the 
Meridian contract and assists the operations director and airport manager.  The 
RCC manager is responsible for handling stakeholder concerns, holding facility 
construction meetings and facility inspections,  
 
Staff told us that there is a need for additional RCC employees to manage the 24-
hour facility.  Presently, if an emergency occurs overnight, all on-site staff and 

BACKGROUND BACKGROUND 
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DOA Landside Operations (if applicable) will handle it.  The RCC team proposes 
the addition of three additional positions: 

• a stakeholder analyst to handle Minimum Annual Guarantee (MAG) 
issues, security, rent increases, deposit increases, open records requests, 
and permits 

• an overnight facilities manager to provide overnight oversight of the 
facility 

• a contract analyst to assist the contract administrator with contract 
compliance 

 
 
 
 

 
 

  

BACKGROUND 
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Findings and Analyses 

Objective 1: How does Aviation ensure that the contractor 
meets contract requirements to operate and 
maintain the rental car center? 

 
We found that RCC (Rental Car Center) staff identify and manage maintenance 
needs by conducting physical inspections and walkthroughs, and by tracking 
stakeholder requests (who include RCC tenants and customers as well as 
Aviation employees).  Meridian (Meridian Urban Joint Venture, LLC), the 
contractor, provides regular reports to Aviation staff on the status of both 
preventive maintenance and ad hoc work orders; however, Aviation staff could 
independently  measure performance and verify task completion if they had 
read-only access to the contractor’s work order system.  Ensuring that staff are 
able to access the same work order management system that the contractor 
uses is considered best practice. While staff are developing comprehensive 
policies and procedures for the next contractor, they have not yet created 
policies regarding how they manage the contractor’s performance.  Developing 
procedures, and ensuring that they are aligned with contract terms, should help 
to clarify roles, strengthen contract management, and support succession 
planning. 
 

Aviation Staff Visually Inspects Areas to Note Work  
Needed and Completed 

 
The RCC team monitors work scheduled and completed by the contractor 
through regular walk-throughs with the contractor and subcontractors, and 
random spot checks of the facilities and decks.  These inspections are divided 
weekly based on location.  The RCC manager conducts facility walkthroughs with 
contractor management and documents issues in a third-party system called 
Safety Culture, a workplace operations platform.  The manager records 
maintenance needs identified during the walkthroughs by completing a 
customizable quality assurance checklist in the application.  The system is 
tailored for tasks by location, area, and equipment.  If Aviation staff identify a 
problem, the manager can add comments and photos documenting the issue  
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and create an action to assign a mechanic and set a priority for the work order 
(see Exhibit 4).  Because the contractor does not have direct access to Safety 
Culture, the manager shares these reports with the contractor by email.  Once 
the issues are addressed, the RCC manager verifies and signs off on the report in 
the system. 
 

Exhibit 4:  RCC Team Uses a Third-Party System to Document Inspections 

 
Source: Example of April 2025 Safety Culture Report, provided by Aviation RCC staff  
 

FINDINGS AND ANALYSES 
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The Contractor Uses Maximo to Track Work Orders 
The operations and maintenance contractor manages RCC operations using a 
CMMS (computerized maintenance management system) called Maximo.  The 
city’s contract requires the contractor to use a CMMS.  The system tracks all 
scheduled and unscheduled work orders, including preventive maintenance, 
corrective repairs, reimbursable work authorizations, vandalism, and warranty 
work.  The workflow of the work order entry is shown below in Exhibit 5. 
 

Exhibit 5: The Contractor is Responsible for Creating Work Orders in Maximo 

 
Source:  Developed by auditors from interview with Maximo contractor 
 

FINDINGS AND ANALYSES 
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Unscheduled work orders can include complaints generated by RCC customers, 
rental car tenants, Aviation employees, or other stakeholders.  These work 
orders are entered into Maximo by the contractor’s designated staff, who share 
office space at the Rental Car Center with Aviation’s RCC staff.  Meridian’s 
manager or facility engineer reviews and approves the work orders, assigns tasks 
to the contractor’s technicians, and tracks the status of the work.  Once the work 
is complete, Meridian staff updates the work orders in Maximo and conduct 
weekly walkthroughs with RCC staff to spot check completed work.  The status of 
work orders is summarized in monthly reports that are submitted to the RCC 
team. 
 
Contractor Reports Provide Regular Updates on RCC Operations  
 
The city’s contractor emails daily EXCEL spreadsheets to Aviation’s RCC staff 
which summarize in-progress work orders, reimbursable work authorizations, 
emergency work, outages, and staffing levels.  An example is shown in Exhibit 6.  
The spreadsheets are not generated directly from Maximo;  instead, they are 
manually compiled and updated each day by Meridian staff to reflect the status 
of ongoing work orders.  According to RCC staff, the primary purpose of the 
spreadsheets is to provide Aviation’s leadership with a clear snapshot of facility 
operations, ensuring accountability, transparency, and continuity across all 
shifts.  By capturing both current conditions and pending actions, the report 
supports informed decision-making, resource allocation, and follow-up.  In 
addition, it functions as a historical log that can be referenced during audits, 
compliance reviews, and performance evaluations to verify accuracy and 
demonstrate adherence to established procedures.   
 
Exhibit 6: Daily Reports Describe Open Work Order Statuses 

Source:  Snapshot of 8/14/2025 daily report 
 
The contractor also pulls monthly reports directly from Maximo and emails them 
to RCC staff.  Unlike the daily reports, the contractor pulls these reports directly 
from Maximo.  The monthly reports summarize open and completed work 
orders and include work order types, location, description, target finish, and 
actual finish dates.  The contractor also submits quarterly reports to the RCC 
team throughout the year.  These reports provide a snapshot of the contractor’s  

FINDINGS AND ANALYSES 
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performance metrics.   While intended to provide transparency, the daily and 
monthly reports omit key information such as work order priorities, creation 
dates, status changes, hours spent, overtime, and maintenance costs.  
 
A Consolidated Tracking System Should Help Aviation Better 
Monitor Performance 
Although the contractor sends daily, monthly, and quarterly status reports to the 
city, Aviation employees do not have login credentials to access the Maximo 
system that the contractor uses to track work orders, which is in best practice to 
independently verify task completion and measure overall performance.   
 
According to the RCC manager, the team will transition to a new automated 
work order tracking system; however, this new software is still currently in early 
development by the city.  Aviation is currently working with AIM to discuss their 
needs for the system and identify whether this new system could support other 
departments.  For this reason, staff are using and will continue to use Safety 
Culture for tracking walkthroughs and inspections until the new software is 
implemented.  According to RCC staff, under the new contract, the contractor 
will gain read-only access to the new software, ensuring reports are completed, 
documented, and reconciled in a more standardized and streamlined process 
that both the city and contractor will use.  Best practices encourage transparent 
reporting between the contractor and owner, which is more likely to occur if 
both parties use a centralized system.  We recommend that the airport general 
manager ensure that Rental Car Center staff have read-only access to and 
training for the work order management system that the contractor uses in 
order to independently track work performed. 
 
Additional Performance Metrics For Facility and Asset Health Can 
Strengthen Oversight 
 
In a 2021 audit of the Rental Car Facility, Aviation’s internal audit group found  
that the operations and maintenance contract contained no performance 
metrics and recommended that the RCC team work with the contractor to 
develop performance metrics.  Since then, the audit team has reported that the 
contractor provides quarterly reports to Aviation containing the following four 
metrics using the data in Maximo: 

1. Preventative Maintenance Efficiency (PME) - measures how well the 
contractor manages and performs scheduled maintenance of the facility 
equipment 

FINDINGS AND ANALYSES 
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2. Proactive Maintenance Rating (PMR) - measures the effectiveness of 
how well the contractor’s inspections, equipment checks, and facility 
walkthroughs identify issues and fix the problems before the issue is 
reported by others.  PMR compares issues the contractor finds and 
repairs on their own to service requests made by the RCC team or rental 
car agencies.  This category includes all repair and cleaning related 
requests for the facility or equipment.  This metric does not include 
service requests caused by vandalism, 3rd party damages, and force 
majeure (acts of God) events 

3. Contractor Effectivity Rating (CER) - measures how well the contractor 
manages and performs all work orders in Maximo system.  It includes 
preventive maintenance, routine inspections, scheduled tours, and 
service requests whether created by the contractor, RCC team, or rental 
car agencies 

4. Work Completion Efficiency (WCE) - measures how well the contractor 
completes work orders within the assigned completion time 

 
Although RCC staff have implemented metrics to determine if work is done in a 
timely manner, additional metrics can inform the team about the health of the 
facility overall and of individual assets depending on importance.  For example, 
the subcontractor responsible for maintaining elevators and escalators 
throughout the facility submits an annual report to RCC staff that details the 
amount of downtimes and the cost of repair for each escalator and elevator (see 
Exhibit 7).  Although RCC staff are not directly responsible for capital asset 
removal and replacement, the information is valuable for determining the health 
and replacement strategy for capital assets. 
 
 
 
 
 
 
 
 
 
 
 
 
 

FINDINGS AND ANALYSES 
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Exhibit 7: Subcontractor Submits Metrics Regarding Escalators and Elevators 

 
Source:  Report from Kone, RCC subcontractor, provided by Department of Aviation Staff  

 
For example, the U.S. Department of Energy has an O&M (operations and 
maintenance) best practices manual that contains metrics and benchmarks that 
serve as a guide for O&M performance monitoring, as shown in Exhibit 8.  
Overall, these metrics help management gain insights into the health of assets as 
well as potential issues in operations that may not be readily attained from 
visual inspections during walkthroughs.  Exhibit 8 provides performance metrics 
that include: 

• Equipment Availability - measure of how ready a piece of equipment is 
to perform its intended function, calculated by dividing the actual 
operating time by the total planned operating time 

• Scheduling Compliance – measures efficiency and identify potential 
issues with  scheduling processes 

• Emergency Maintenance Percentage –  measures how much of a 
team's total maintenance hours are spent on emergency, unplanned 
work versus planned, proactive tasks 

• Maintenance Overtime Percentage –  a high overtime percentage can 
signal issues like poor planning, insufficient staffing, or a high rate of 
unexpected equipment failure 

 

FINDINGS AND ANALYSES 
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• Preventative Maintenance Budget/Cost – measures how much of the 
budget is preventative maintenance which can speak to the underlying 
condition of assets 

Exhibit 8: Additional Benchmarks and Performance Metrics Can Enhance 
Management  

 
Source:  United States Department of Energy, Operations and Maintenance Best Practices p. 33 
 
We recommend the airport general manager add performance standards in the 
next contract that include at a minimum metrics for equipment availability, 
preventive maintenance, scheduled and unscheduled work, and emergency 
maintenance. 
 

Invoices Undergo Limited Review and Approval Before Processing 
 
After the end of each month, the contractor is required to submit invoices for 
payment of all charges to the city.  The contractor emails an invoice packet to 
the RCC team.  Aviation’s procedures require that the invoice packet includes the 
contract number and PO number, invoice number and date, service period 
covered, detailed cost breakdown (labor, materials, subcontractors, fixed 
management fee), and supporting documentation (payroll reports, 
subcontractor bills, receipts).  The contract administrator reviews the supporting 
documents to verify charges, then uploads the packet to DocuSign for routing.  
The RCC manager reviews work descriptions and reimbursable work 
authorizations against monthly work order reports, followed by the RCC director, 
who checks for abnormal activity such as budget overages.  Once all RCC team  

FINDINGS AND ANALYSES 
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members sign, the contract administrator forwards the invoice to Aviation’s 
chief financial officer and deputy general manager for approval.  After approval, 
accounts payable process the invoice in Oracle.  Aviation’s contract 
administrator then updates an internal log to record the payment and track 
monthly spending.  The invoice process flow is shown in Exhibit 9. 
 
Exhibit 9: Invoice Approval Involves Multiple Layers of Oversight 

 
Source:  Developed by auditors from interview with RCC staff 
 
According to RCC staff, if the work does not exceed the budgeted cost of 
operations, pricing is considered appropriate.  Staff told us that only 
reimbursable work authorizations require preauthorization because they cover 
non-routine work outside of general or preventive maintenance.   
 
Aligning Procedures with Contract Terms Would Provide for More 
Structured Management and Succession Planning 
 
Since 2023, RCC staff has managed the operations and maintenance contract but 
operates without documented policies and procedures for their current 
practices.  The RCC team has set clear policies for handling invoices, which 
include a review of contractor invoice packets and a structured review and 
approval process by RCC staff.  While documented policies are in place for the 
invoicing process, the team does not have documented procedures for key 
activities such as walkthroughs, reviews of reimbursable work authorizations, 
and general staff practices.  Documented procedures would clarify roles,  

Meridian submits 
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to RCC contract 
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RCC contract 
administrator 

reviews invoice and 
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RCC contract 
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strengthen contract management, and support succession planning.  Regularly 
updating these procedures, particularly when a new contractor is selected, will 
improve consistency in contract monitoring. 
 
The staff has also created forms for building key requests and incident reporting.  
Key request forms also track persons to whom facility keys are issued, reasons 
for the request, and required approvals and signatures from management for 
accountability.  Incident reports are used to document any accidents or issues, 
record details and responses, and ensure corrective actions are taken for safety 
and compliance. 
 
The team has also established an operations manual, performance evaluation 
form, and an annual performance evaluation for the future contractor.  The 
operations manual explains the roles and responsibilities of contract staff who 
manage and maintain the facilities, including custodial, maintenance, 
administrative, and customer service personnel.  The performance evaluation 
form will be used by stakeholders to rate the contractor’s performance in areas 
such as work quality, punctuality, reliability, communication, decision-making, 
flexibility, and teamwork.  Each category has assigned points, and the total score 
is signed off by the evaluator.  The annual performance evaluation will measure 
the contractor’s effectiveness in customer service, budget management, facility 
upkeep, teamwork, reporting, and leadership, with total points determining 
eligibility for monetary incentives ranging from $5,000 to $20,000 based on 
performance scores.  The incentives will be part of the reimbursable budgeted 
operation expenses of the budget with the future contractor.  
 
We recommend the airport general manager ensure the Rental Car Center staff 
document practices for managing the operations and maintenance contract 
and should be aligned with the contract terms.  The procedures should at a 
minimum include procedures for: 

• how maintenance requests are, logged, completed, and verified  
• how physical facility inspections are documented  
• basis for approving or denying reimbursable work authorization 

requests  
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Objective 2:   Could changes in the contract improve the 
department’s ability to manage performance? 

Rental Car Center staff practices currently incorporate some facilities contract 
management best practices, but more contractual language is needed to add 
structure for both staff and any new contractor.  We reviewed best practices for 
facilities operations and contract management and compared them to clauses in 
Aviation’s current contract and practices.  Consistent with best practices, the 
current operations and maintenance contract has a clearly defined scope of work 
which outlines a wide range of services, including preventive and corrective 
maintenance, janitorial services, HVAC system management, landscaping, and 
additional services.  In addition, it specifies minimum qualifications and 
background checks for personnel, ensuring that only competent and vetted 
individuals are assigned to the facility.  The contract also includes detailed 
provisions for preventive maintenance schedules.  These elements help to clarify 
expectations, manage operational risks, reduce operational downtime, and help 
to extend the life of assets.  More specific terms about allowable costs may, 
however, reduce unnecessary costs to the city. 

 

Reimbursed Expenses Aren’t Defined in Current Contract, But Staff 
Are Closing Gaps for Next Contract  
Aviation staff have reimbursed the current contractor for expenses that are not 
specifically provided for in the current contract.  The current contract is a “cost 
plus fixed fee contract,” which reimburses the contractor for all allowable costs 
spent during the contract, plus a pre-negotiated fixed fee.  This fixed fee is 
established at the beginning of the contract and remains constant, regardless of 
the actual costs spent throughout the project.  The current contract allows for 
the contractor to be reimbursed for actual costs plus a management fee.  We 
reviewed the summary of contractor expenses from April 2024 through March 
2025 and found that Aviation paid the contractor just under $1 million for 
expenses that were not specifically stated as allowable in the current contract 
(see Exhibit 10).  These expenses included amounts for overhead, profit, and a 
management fee for Meridian’s JV partner, Urban, who is being paid the fee as a 
subcontractor.  The RCC staff have worked with the Department of Law to 
develop language describing in detail what costs are reimbursable and what the 
fixed management fee covers for the next contract, which will provide greater 
transparency and accountability.  As shown in Exhibit 10, the contract allowed 
the contractor to be reimbursed for actual operations and maintenance costs of 
$4.3 million, along with a flat management fee of $377,743.  The contractor was 
also reimbursed for three additional fees not specifically included in the 
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contract—overhead, profit, and a management fee to Meridian’s JV partner, all 
totaling $993,759.78.  Exhibit 10 lists how each of these additional fees was 
calculated.   
 

Exhibit 10:  Almost $1 Million in Added Fees Not Specifically Provided For In Contract 
(April 2024 Through March 2025) 

 

Costs Specifically Provided for in Contract 

Fee How Calculated Amount 
% of Total Costs 

24-25 
Actual Operational Costs Total Costs for Operations & Maintenance $4,336,659.58 76% 
MUJV Management Fee Flat Management Fee $377,743.20 7% 
 Subtotal $4,714,402.78  

Costs Not Specifically Provided for in Contract 

Fee How Calculated Amount 
% of Total Costs 

24-25 

MUJV Overhead 
Total Contract Costs Times 8% 
($4,336,659.58 + $276,025.92) x 8% 

$369,014.84 6% 

MUJV Profit 
Total Contract Costs Plus MUJV Overhead Times 7% 
($4,336,659.58 + $276,025.92 +$369,014.84) x 7% 

$348,719.02 6% 

Urban Management Fee 
Fees Charged as Both JV Parter and Subcontractor 
($23,002.16/Month) 

$276,025.92 5% 

 Subtotal $993,759.78  
 Meridian Urban Joint Venture LLC Total $5,708.162.57 100% 

Source:  Auditor’s Analysis of MUJV Summary of Expenses Year 5 
 
In addition to the unclear overhead and profit payments, we also identified 
potential “double dipping.”  The contractor is a joint venture between Meridian 
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and Urban Services Group with a respective 80% and 20% share.  Urban Services 
Group is also a subcontractor in the contract, providing services.  In their invoices 
to the joint venture, Urban charged for labor costs, supplies and equipment, and  
corporate project support/indirect costs.  The company also applied a monthly 
management fee for overhead and profit of $23,002.16.  The total of the 
subcontractor management fee for the period we reviewed was $276,026.  Best 
practices specify that management fees for subcontractors should be explicitly 
stated in cost reimbursement contracts.  The management fee was added to the 
total cost of work to which the joint venture applied an 8% markup for overhead 
and a 7% markup for profit.  The subcontractor, as a partner in the joint venture, 
had a share of these additional markups applied to its own subcontracting work. 
 
Although the contract defines the management fee as the amount of 
compensation that the contractor is entitled to on a monthly basis during the 
term of the contract, it does not indicate whether this definition includes or 
excludes overhead and profit.  Best practices state that in cost plus fixed fee 
contract contracts, the fixed management fee should be negotiated between the 
parties, and the contract should contain explicit terms to outline what the fee 
covers and what actual costs are reimbursable.  The current contract provides 
that “If an audit finds that the city has overpaid the contractor for work, the 
amount must be paid back to the city, including monthly interest until the 
overpayment is refunded.”  We recommend that the airport general manager 
determine whether these payments were appropriate and consider whether 
these payments should be recouped. 
 
In November 2024, RCC staff drafted contractual language with assistance from 
the law department, in preparation for a new solicitation that aligns with best 
practices.  The new contract language specifically outlines operational and other 
costs that will be reimbursable.  It also states that any expense not listed as 
reimbursable in the cost of operations will be paid from the contractor’s fixed 
management fee.  The new contract language also assigns profit requirements 
and overhead or indirect costs as part of the management fee.  Due to the 
current solicitation’s blackout period, we were unable to determine whether 
these additional provisions are part of the pending solicitation.  We recommend 
that in the next contract, the airport general manager ensures that financial 
terms are explicit, including reimbursable expenses, fixed management fees, 
markup, and profit if applicable.  
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Recommendations 

To strengthen controls and performance expectations and align the next operations and 
maintenance contract with best practices, the airport general manager should: 

1. ensure that Rental Car Center staff have read-only access to and training for the 
work order management system that the contractor uses in order to 
independently track work performed. 

2. add performance standards in the next contract that include at a minimum 
metrics for equipment availability, preventive maintenance, scheduled and 
unscheduled work, and emergency maintenance. 

3. ensure the Rental Car Center staff document practices for managing the 
operations and maintenance contract and should be aligned with the contract 
terms.  The procedures should at a minimum include procedures for: 

• how maintenance requests are, logged, completed, and verified  

• how physical facility inspections are documented  

• basis for approving or denying reimbursable work authorization requests  

4. determine whether these payments were appropriate and consider whether 
these payments should be recouped. 

5. ensure that financial terms are explicit, including reimbursable expenses, fixed 
management fees, markup, and profit if applicable. 
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Appendix A:  Management’s Response 
 
 

Report Title:  DOA Rental Car Center Project No.  25.08 
 

Recommendation #1: 
We recommend that, in the next contract, the airport general manager or designee ensure that Rental Car 
Center staff have read-only access and training for the work order management system that the contractor 
uses in order to independently track work performed. 

Risk Category: 
Information Systems 

Recommendation 
Priority: 
Low 

Auditee Response: 
Agree 

Related Finding(s): 
 
• The vendor sends daily, monthly, and quarterly status reports to the city, but Aviation currently does not 

have access to the system that the vendor uses to track work orders, making it difficult to verify task 
completion and measure overall performance. 

• The staff is currently using a third-party system, Safety Culture, to track walkthroughs and inspections until 
new software is developed that will allow access to both the contractor and Aviation. 

Proposed Action: 
The Department of Aviation will ensure that the responsible business unit has read-only access and training 
for any work order management system utilized by the contractor selected for the RCC O&M services that are 
being, or will be, solicited.  

Name & Title of Business Owner: 
Curtis Bailey, RCC Director 

Current Status: 

Partly Implemented 
 

Estimated Implementation Date 
Month/Year): 
10/2026 

 
Recommendation #2: 
We recommend the airport general manager or designee add performance standards in the next contract that 
include at a minimum metrics for equipment availability, preventive maintenance, scheduled and 
unscheduled work, and emergency maintenance. 
Risk Category: 
Physical Assets 

Recommendation 
Priority: 
Low 

Auditee Response: 
Agree 

Related Finding(s): 
• The contractor provides quarterly reports to Aviation containing four metrics using the data in Maximo 

which includes preventative maintenance efficiency, proactive maintenance rating, “contractor effectivity 
rating,” and work completion efficiency.  
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• Although RCC staff has implemented metrics to determine if work is done in a timely manner, additional 
metrics can inform the team about the health of the facility overall and of individual assets depending on 
importance. 

Proposed Action: The Department of Aviation will continue to require performance reports that include: 
preventative maintenance efficiency, proactive maintenance rating, contractor effectivity rating, and work 
completion efficiency. Additionally, key metrics and Key Performance Indicators (KPIs) will be aligned with the 
scope of services of the new O&M services agreement. 

Name & Title of Business Owner: 
Curtis Bailey, RCC Director 

Current Status: 

Partly Implemented 
 

Estimated Implementation Date 
Month/Year): 
10/2026 

 
Recommendation #3: 
We recommend that, in the next contract, the airport general manager or designee ensure the Rental Car 
Center staff document practices for managing the operations and maintenance contract and should be 
aligned with the contract terms.  The procedures should at a minimum include procedures for: 

• how maintenance requests are, logged, completed, and verified  
• how physical facility inspections are documented  
• basis for approving or denying reimbursable work authorization requests 

Risk Category: 
Service Delivery 

Recommendation 
Priority: 
Low 

Auditee Response: 
Agree 

Related Finding(s): 
 
• While documented policies are in place for the invoicing process, the team does not have documented 

procedures for key activities such as walkthroughs, reviews of reimbursable work authorizations, and 
general staff practices. 

• The staff has created forms for building key requests and incident reporting and has also established an 
operations manual, performance evaluation form, and an annual performance evaluation for the future 
contractor. 
 

Proposed Action: The Department of Aviation will continue creating procedures to be included in an O&M 
Manual, which will document procedures and other key activities required under the new O&M services 
agreement’s scope of work.  

Name & Title of Business Owner: 
Curtis Bailey, RCC Director 

Current Status: 

Partly Implemented 
 

Estimated Implementation Date 
Month/Year): 
10/2026 
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Recommendation #4: 
We recommend that the airport general manager or designee determine whether the payments for fees not 
specifically provided for in the contract were appropriate and consider whether these payments should be 
recouped. 
Risk Category: 
Contractual 

Recommendation 
Priority: 
Medium 

Auditee Response: 
Agree 

Related Finding(s): 
• We reviewed the summary of contractor expenses from April 2024 through March 2025 and found that 

Aviation paid the contractor just under $1 million for expenses that were not specifically stated as 
allowable in the current contract. 

• Although the contract defines the management fee as the amount of compensation that the contractor is 
entitled to on a monthly basis during the term of the contract, it does not indicate whether this definition 
includes or excludes overhead and profit. 

• The current contract provides that “If an audit finds that the city has overpaid the contractor for work, the 
amount must be paid back to the city, including monthly interest until the overpayment is refunded. 

Proposed Action: The Department of Aviation will continue to work with its internal audit and finance teams 
and the Department of Law to determine whether improper payments were made to the current contractor 
and, if so, how such payments should be recouped. 
Name & Title of Business Owner: 
Curtis Bailey, RCC Director 

Current Status: 

Implemented 
 

Estimated Implementation Date 
Month/Year): 
10/2026 

 
Recommendation #5: 
We recommend that, in the next contract, the airport general manager or designee ensures that financial 
terms are explicit, including reimbursable expenses, fixed management fees, markup, and profit if applicable. 

Risk Category: 
Contractual 

Recommendation 
Priority: 
Medium 

Auditee Response: 
Agree 

Related Finding(s): 
• The new contract language specifically outlines operational and other costs that will be reimbursable.  It 

also states that any expense not listed as reimbursable in the cost of operations will be paid from the 
contractor’s fixed management fee.   

• The new contract language also assigns profit requirements and overhead or indirect costs as part of the 
management fee.   

Proposed Action: The Department of Aviation will collaborate with the Department of Procurement and the 
Department of Law to ensure financial terms are properly documented. 

Name & Title of Business Owner: 
Curtis Bailey, RCC Director 

Current Status: 

Implemented 

Estimated Implementation Date 
Month/Year):10/2026 
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Appendix B:  Scope and Methodology 

We conducted this audit in accordance with generally accepted government auditing standards.  
Our audit included a review of the scope of services for the current and future contractor.  Our 
audit primarily focuses on how Aviation manages the contractor responsible for the operations 
and maintenance of the Rental Car Center.  

Our audit methods included: 
• reviewing city code provisions to understand the structure of the CONRAC 
• reviewing scope of services for the current and future contractor to understand 

contractor requirements  
• reviewing best practices that provide guidance on how to manage operation and 

maintenance contracts and measure contractor performance 
• reviewing contract terms of the current contractor since 2019 to determine how much 

money has been awarded to the contractor 
• interviewing RCC and contractor staff to understand current practices of work order 

documentation, walkthroughs, and invoice reconciliation 
• analyzing work order data during our scope to understand work order workload, 

average time spent on work orders, and prioritization of work orders 
• conducting observations of facility walkthrough to determine how RCC staff monitor 

work conducted by the contractor 
• reviewing the Capital Improvement Plan to identify upcoming major equipment repairs 

and facility upgrades at the RCC 

Generally accepted government auditing standards require that we plan and perform the audit 
to obtain sufficient, appropriate evidence to provide a reasonable basis for our findings and 
conclusions based on our audit objectives.  We believe that the evidence obtained provides a 
reasonable basis for our findings and conclusions based on our audit objectives. 
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