Scenario: Harbor Bridge Family Services
Harbor Bridge Family Services was a mid-sized nonprofit running an after-school tutoring and meal program for low-income families, funded primarily through a $1.2M annual county contract.
For two months, Danny Osei, the Site Coordinator at the West Campus, submitted attendance sheets late and sometimes missing required signatures. Rather than flag the gap, Marcus Ihejirika, the Contracts & Compliance Manager, estimated the monthly attendance numbers so the report could go out on time.
Meanwhile, Renee Castillo, the Tutoring Lead, hadn't logged student progress notes in two consecutive months, assuming someone else would backfill them. That left Priya Nair, the Data & Outcomes Coordinator, with no data to enter into the quarterly outcomes report.
At the same time, Tom Bradley, a Finance Assistant, had mismatched expense receipts to the wrong budget line items. This caused the monthly reimbursement request to bounce back from the county's finance office twice, delaying a $95,000 draw of funds.
When the county's contract monitor conducted a routine site visit, the mismatch between reported attendance and actual sign-in sheets — combined with two quarters of missing outcome data — triggered a formal compliance review. Harbor Bridge could not produce clean documentation to defend the numbers that had been estimated. The finding: material non-compliance.
The county did not renew the contract. Harbor Bridge had to cut the after-school program entirely mid-year — 140 children lost their tutoring and daily meal, with only three weeks' notice given to families who depended on it.
Elena Vasquez, the Program Director, took the call from the county informing her of the decision. She had trusted her team to handle their individual pieces of the work — and had no idea how far behind things had drifted until it was too late to fix.
Contract Deliverables in This Story
1. Monthly Attendance & Enrollment Reports
1. Quarterly Outcome Reports
1. Monthly Expense Reconciliation & Reimbursement Requests
1. Signed Service Logs











Case Study Exercise
Meeting Our Contract Deliverables — Every Role Matters
Directions for Participants
1. Read the scenario below on your own, "Harbor Bridge Family Services."
2. As you read, jot notes on:
1. Who the key players were and what role each person held
1. What each person did (or didn't do) that contributed to the outcome
1. Which specific contract deliverables were affected
1. The point in the story where a small breakdown could have been caught and corrected
3. Discuss the key players and contributing factors tables individually (5 minutes).
4. Turn to the person next to you and compare notes (5 minutes). Where did you agree? What did your partner catch that you didn't?
5. Be ready to share one contributing factor with the full group and connect it to a similar risk in our own team's work.

