Best Practices for Organizing Project Files and Contracts
Project files and contracts should be organized in a way that makes documents easy to find, review, and match to spending. Auditors often look for clear records that show how funds were used and whether federal rules were followed.
Create Separate Files for Each Federal Program or Project
Keep records for each grant or federal program together. This helps staff and auditors quickly locate information.
Each file should include:
· Grant agreements and amendments 
· Contracts and procurement records 
· Budgets and budget revisions 
· Financial reports and reimbursement requests 
· Invoices and payment records 
· Progress reports and correspondence 
· Monitoring or oversight documentation 
Use Clear File Names
Use consistent file names so documents are easy to identify. Keep names short but clear.
Examples:
· “2025_CDBG_GrantAgreement” 
· “ARP_EngineeringContract_Executed” 
· “FEMA_Invoice_Payment_Request_March2025” 
Keep Contracts and Procurement Records Together
For each contract, maintain:
· Procurement or bid documents 
· Quotes or proposals received 
· Bid tabulations or evaluation notes 
· Governing body approvals/decisions
· Conflict of interest statements, if needed
· Signed contracts and amendments 
· Insurance and compliance documents 
· Payment approvals and invoices 
Keep contracts in one place, not scattered across folders. This helps show that procurement rules were followed.
Organize Financial Support Documents
Match payments to supporting records whenever possible.
For example:
· Invoice 
· Approval documentation 
· Proof of payment 
· Related contract or purchase order 
Auditors often trace transactions from the financial records back to source documents.
Maintain Both Electronic and Paper Records (if applicable)
Electronic folders are often easiest to organize and share securely.
Suggested folder structure:
· Award Documents
· Contracts and Agreements – drafts and proposed, but not approved amendments should be separated from final signed documents
· Financial Reports 
· Invoices 
· Procurement 
· Policies 
· Correspondence
· Reports and Deliverables
· Monitoring – keep risk assessments, save monitoring reports, track follow-up actions
Use the same structure for every program to stay consistent.
Keep Important Policies Accessible
Maintain current copies of:
· Procurement policies 
· Conflict of interest policies 
· Financial management procedures 
· Payroll and timekeeping procedures 
Auditors may request these early in the audit.
Retain Records for the Required Time Period
Follow federal and state record retention requirements. In most cases, records must be kept for a least three years after from the date of submission of the final financial report or until all litigation, claims, or audit findings involving the records have been resolved and final action taken if any litigation, claim, or audit is started before the expiration of the three year period.
Helpful Tip
Think of your files like a story. An auditor should be able to follow the story from the grant award, to the contract, to the spending, and finally to the report - without getting lost. A well-organized file system can reduce audit questions, save staff time, and help avoid findings related to missing documentation.
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