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Introduction
Grant administration is one of the Employment and Training Administration’s (ETA’s) primary functions. This activity consists of four distinct phases: pre-award, award, post-award, and closeout.  As discussed in Employment and Training Order (ETO) No. 1-03, Improving Administration of Grants within the Employment and Training Administration, post-award grant management is the primary responsibility of the regional offices.  Although post-award grant management involves a number of important elements, one of the most important is on-site monitoring.  ETO #1-03 states that, “On-site monitoring is critical for assuring accountability and acceptable performance.”  
In order to ensure on-site monitoring that is thorough, high-quality, and nationally consistent, this review guide provides Federal Project Officers (FPOs) in the regional offices with a monitoring tool specifically tailored to the unique circumstances of national emergency grants (NEGs).  

Purpose of National Emergency Grants
NEGs are discretionary awards made by the Secretary of Labor to provide supplemental resources to States, local boards, and other eligible entities for the purpose of responding to the needs of dislocated workers and local communities affected by major economic dislocations.  Departmental policy establishes four distinct categories of NEGs: 

1. Regular Projects provide re-employment services to eligible dislocated workers affected by plant closures; mass layoffs, including those at military installations; and multiple layoff events within a single community or labor market.

2. Disaster Projects allow for the creation of publicly funded disaster recovery and clean-up, as well as for re-employment services for certain categories of unemployed individuals participating in clean-up and disaster recovery efforts.

3. Trade-Dual Enrollment Projects provide funding to ensure that a full range of re-employment services is available to eligible participants under the Trade Adjustment Assistance Act of 2002.

4. Trade Health Insurance Coverage Assistance Projects provide health insurance coverage assistance through partial payment of health insurance premium costs under approved plans, as well as support services and income assistance, to targeted individuals defined in the Trade Adjustment Assistance Act of 2002.

This review guide is intended specifically for use with Disaster NEG projects.     
Objectives of the NEG Review Process

An NEG review encompasses elements of progress evaluation, compliance monitoring, and technical assistance.  Specifically, the review has four principal objectives:
1. Evaluate the likelihood that the project will achieve the enrollment targets, expenditure levels, and performance outcomes specified in the grant award; 

2. Identify any policies, procedures, or actions that conflict with the Act, the regulations, the grant agreement, or other applicable federal requirements, and that could place the grantee at risk of disallowed costs;
3. Develop a recommendation for additional funding increments, based on the project’s implementation experience and an analysis of funding needs; and,
4. Develop a plan for meeting technical assistance needs and/or implementing appropriate corrective actions.

Key Assumptions
The organization and structure of this review guide incorporate a number of assumptions concerning processes and timeframes applicable to most NEGs.  You should be aware of these assumptions so that you can make appropriate adjustments when the circumstances of a particular project are different from those described here.
· Incremental Funding—Almost all NEGs awards will be funded incrementally and initial awards will provide sufficient funding to cover up to six months of operational costs, as estimated in the grant application.
· Project Operational Plan—Grantees will submit a complete Project Operational Plan for regional office review within 90 days of the initial grant award.  Approval of the operational plan will be a necessary pre-condition for the release of additional funding increments.
· Work Sites Identified and Temporary Employment Stable—The on-site review will usually occur after the project has identified all work sites requiring clean-up and participants have begun temporary employment activities at the work sites.  The Department expects that most projects will have reached project stability after six months of operations. 

· Date of On-Site Review—Regional office reviews will occur after approximately six months of project operations, depending on the grantee risk assessment, the amount of initial funding provided, and the degree of enrollment stability.  Projects that have not achieved enrollment stability after six months—due to worksite coordination issues or other factors—will still be reviewed, but will probably be funded in three increments, rather than two.
· Funding Increments for Large Awards—Projects with large award amounts (typically over $5 million) and projects with “rolling layoffs” extending over a number of months will probably be funded in three increments, rather than two. 
Background

The NEG guidelines outline a process whereby applicants—usually state workforce development agencies—may apply for initial funding based on a streamlined set of procedures and a minimum of narrative information.  Within 90 days of the initial award, grantees must develop a Project Operational Plan that provides a more complete description of the required activities and the proposed project design. 
Regional office review and approval of this proposed plan will be a necessary pre-condition for the award of further funding increments by the Department.  Consequently, this will be an important aspect of the regional offices’ NEG monitoring and oversight activities. 

Required Content of the Disaster Project Operating Plan

As discussed in the NEG Guidelines (Part VII: Post-Grant Award Requirements), the disaster project operating plan must have the following components:
1. Early Intervention Activities.  Information detailing the coordination between Federal Emergency Management Agency (FEMA) representatives and other community representatives in developing cleanup and restoration plans.  The Department expects, at a minimum, that local elected officials and state and local emergency management personnel will be involved in the development of disaster recovery plans, although other entities such as local boards and One-Stop operators may be involved as well.  The information should identify the role of each organization in the planning process and the services each organization is committing to the project.  Information pertaining to the dates and locations of all community-based planning group meetings, including identification of those in attendance and a description of the process being used to recruit eligible participants.
2. Operator Agreements—Copies of signed agreements with each proposed project operator, including:
a. A completed Planning Form (ETA 9103-Disaster Projects).

b. Line Item Budget specifying costs for staff salaries and fringe benefits, staff travel, facilities and communications, supplies, equipment, assessment and instructional materials, training, support services, indirect, needs-related payments (NRPs), and administration of NRPs.  Costs must be delineated as administrative or program.
c. Staffing plan with job titles, full-time equivalency rates (FTEs), salaries, and benefit rates for each position.
3. Worksite Development and Management—Listing of all worksites identified for cleanup, restoration and humanitarian aid activities, including:

a. Name of county in which the worksite is located.

b. A summary of the worksite project outlining the primary activities to be undertaken (e.g., cut down and chip trees in White Mountain Forest).  If disaster recovery efforts at the worksite will last longer than 6 months, an indication of the number of participant cycles needed to complete the work is required.
c. Types of temporary jobs available at the worksite by function, including wage levels.  
d. Number of supervisors or crew leaders devoted to the worksite, including the ratio of supervisors or crew leaders to workers.
e. List of employer(s) of record for the worksite.  (Note: Employers of record are limited to public and private, non-profit agencies).
f. Description of the types of worksite training provided to workers, including any special safety or special equipment training.
g. If financed with NEG funds, a list of special equipment required to perform the work. 
h. A description of how participant wages and hours will be tracked and maintained so that limits pertaining to participants’ wages and hours in temporary employment are met.  
Disaster Project Operating Plan Review Questions

In evaluating the operational plan, you should address the following issues:
· Has the recovery plan changed since the submission of the grant application (e.g., number and location of worksites, number of temporary jobs and types of jobs)?  If so, what are the implications of this change for the project’s implementation plan?  Do the worksites correspond with the counties identified in the FEMA declaration?
· Has the grantee (or other appropriate entity) completed all required early intervention activities?
· Has the grantee executed contracts with all proposed project operators/service providers?  Do these contracts adequately and reasonably translate prime grant technical requirements into the local operator requirements?
· Do the service provider agreements include completed planning forms, line item budgets, staffing plans and other grant agreement certifications?

· Are the line item budgets reasonable?

· Are the equipment charges reasonable (e.g., not eligible for payments by FEMA)?  Is the equipment being procured competitively?
· Are plans in place to adequately train participants for work conducted at the cleanup and restoration sites?

· Are the staffing plans at the State and local operator levels reasonable, based on the anticipated number of project enrollments and the overall service design (e.g., ratio of worksite supervisors to temporary workers)?
· Have the grantee and the service providers made appropriate coordination arrangements with local emergency management agencies local One-Stop operators and partners?  Will obvious duplication of services occur at the local level?  
· Does the grantee have an adequate plan for monitoring and oversight of its local operators, including work site activities?

Before making an on-site visit, you should first conduct a desk review of the documents contained in the grant file.  These documents usually include the grant application, the operational plan, quarterly financial and performance reports, official correspondence between the grantee and the Department, and any unofficial correspondence or project notes maintained in your grant file. 
An important purpose of the desk review is to identify key issues for further exploration during the site visit.  In conducting the desk review, be sure to place particular emphasis on the following kinds of issues:

· Enrollments—Are total enrollments in temporary employment significantly higher or lower than anticipated in the application’s planning form?  If so, why is this?  What are the implications for the project’s implementation schedule and budget? 
· Expenditures—Do the financial reports show expenditures that are significantly higher or lower than anticipated?  If so, why is this?
· Local Operator Agreements—Do the local operator agreements adequately and reasonably translate prime grant technical requirements into the local operator requirements?  Do the service provider agreements include completed planning forms, line item budgets, staffing plans and other grant agreement certifications?
· Administrative Costs—Is the percentage of are administrative costs charged to the grant in line with the end-of-project limitations set by the Grant Officer?  If not, what adjustments are necessary?
· Pending Issues—Are there any unresolved issues between the grantee and the Department, such as an unapproved operational plan or an unanswered grant modification request? 
Organization of the Disaster On-Site Review Guide

The organization and structure of the review guide is based on certain assumptions about Disaster NEGs, including the following:

· The grantee is the State workforce development agency.

· Generally, the grantee subcontracts project activities to local program operators, who are part of the local One-Stop delivery system.

With these two assumptions in mind, the review guide is separated into two distinct components—questions pertaining to project coordination and operations at (1) the grantee level and (2) the local operator level.
Opening Meeting with Grantee
The first step in conducting an on-site review is usually an opening meeting with the State grantee and key project management from the local service providers.  The primary purpose of the opening meeting is to introduce the reviewer(s) to the project staff and to address the purpose and outcomes for the review.  Generally, the meeting begins with mutual introductions, followed by review staff giving a brief overview of the review’s purpose, scope of work, anticipated duration for the review and how review findings will be communicated.  You may also request that the grantee give you a brief update on the status of the grant, including information on the following:

· What is the grantee’s assessment of the grant’s progress to date?

· The number of worksites in which work has begun?

· The number of worksites in which work is completed?

· Number of participant registrants to date?

· Expenditures to date?

· What obstacles or challenges present a barrier to its successful implementation? 

· If the desk review showed enrollments or expenditures were significantly over or under the original estimates, why is this?  Is there a credible plan for addressing the problem?

· How long does the grantee anticipate the current funding increment will last?

· Has the grantee conducted an analysis of the balance-of-funding required to operate the project for the remainder of the approved period of operations?  If so, what is the grantee’s estimate of the amount of funding necessary?  How was this estimate constructed?  What are its key assumptions regarding enrollments, costs, etc.?

· Does the grantee plan to request any grant modifications?  If yes, explain.

List any other questions to be discussed at the opening meeting: 
You may wish to conclude by asking grantee staff if there have been any significant obstacles in operating the grant and if they have any additional issues or questions.  The next phase of the review focuses on specific project operations, including interviews with grantee staff responsible for project oversight and participant performance and fiscal management.

Analysis of Enrollments
The purpose of this activity is to determine whether the project is making adequate progress in accomplishing its enrollment objectives.  Based on the information provided through the desk review, the opening meeting, the operational plan, and the most recently available reports, address the following:

· Has the project reached its full-enrollment goal?

· To what extent are enrollments higher or lower than planned?  Why is this?

· If the project has not achieved full enrollment, is it likely to do so?  When?

· If enrollments are lower than anticipated, does the grantee have a credible plan for achieving full enrollment?

· If it appears that enrollments will be significantly higher or lower than planned (i.e., more than ± 10 percent), what are the implications for the project budget?  What adjustments need to be made to the project operationing plan?  Does the grant need to be modified?

Grantee Disaster Recovery Effort Component


Personnel

· How many staff are working on the project?  Is the project considered “fully staffed”?  If not, which positions remain unfilled?

· What are the primary responsibilities of the staff?

· Obtain copy of staffing and organizational charts, if available.

· How were staff trained regarding the project requirements?  

· Are there any staffing issues for the project, such as staff attrition, inexperienced staff, and what steps have been taken to remedy the situation? 


Coordination and Worksite Selection

· How was the decision made to subgrant services to local project operators?  How were the funds allocated between the local operators?

· What steps has the State taken to assist the local operators in coordinating their relief efforts with (a) FEMA; (b) Unemployment Insurance; (c) State emergency management agency; (d) Others?

· What role did the grantee play in identifying worksites?  Please describe the process used to identify worksites and prioritize recovery efforts.  Do the worksites reside in the counties declared as disaster areas by FEMA?

· Obtain copy of map outlining the worksite locations, if available. 

· Have changes been made to the worksites identified in the project operating plan? If yes, describe the changes and why they occurred.


Policies and Procedures

· What policies and procedures has the grantee issued to project operators (e.g., safety standards, assurances in the grant agreement, programmatic and fiscal reporting requirements, eligibility, participant payment and duration limits, supportive services)?  Obtain copies of policies and procedures.

· How has the grantee ensured that local operators are aware of these policies and procedures?  

· If the State has subcontracted with project operators, how is the State ensuring that consistent policies and procedures are being used by these local operators?


Reporting

It is essential that the grantee has the capability to produce federal reports that are complete, accurate and timely.  As the federal project officer, you should become familiar with the grantee’s (the State’s) management information system (MIS), as well as the process used by the project operators to share project data with the grantee, including transmission to the grantee’s MIS.  The following questions may help guide the process for reviewing the grantee’s reporting capacity as it pertains to programmatic and fiscal reporting.




Programmatic Reporting

· Please describe the data collection system used to maintain participant data and to track outcomes for the grant?

· Does the project track participants through the same MIS as that used for local formula program participants?  If yes, how is data integrity assured so that data is not mixed between the various programs?

· What information does the system capture  (e.g., registration information, dates and kinds of services received, participant outcomes)?  Was this information captured from the beginning of the grant?  Is it captured by individual program operator?

· What procedures and data collection instruments are used to record and preserve information for input into the MIS?  Obtain copy.

· Are case management notes maintained in the MIS system, as well as the participant’s case file?

· Are the grantee’s participant reports accurate?  Are they timely?

· Does the grantee collect information on participant exits, including employment status at exit and wage replacement information, referrals to partner programs?

· Does the grantee collect customer satisfaction data on participants in the project?  If yes, how is this information used for continuous improvement efforts?




Fiscal Reporting

· How are project operator financial reports tracked by the grantee?  How does the grantee track individual financial performance for project operators and for the grant as a whole? 

· To what extent, does the grantee’s financial reporting system contain sufficient information on obligations, unobligated balances, liabilities, expenditures and program income?

· Does the grantee’s accounting system maintain records and payments by source documentation such as cancelled checks, actual invoices, payroll, time and attendance records, project operator contracts?

· What procedures are in place to minimize the cycle time between the transfer of funds from the U.S. Treasury or State and disbursement to project operators?

· What process is used to ensure that fiscal reports submitted by project operators are accurate, complete and timely?

· What procurement requirements apply to the project operators?  Are sole source contracts allowed?  

· How does the grantee maintain payment systems to assure that participant costs do not exceed the temporary employment limitations, which state that participant wages may not exceed $12,000, excluding fringe and participants may not work more than 6 months or 1,040 hours, whichever is greater?


Project Operator Agreements

It is essential for the grantee to incorporate prime grant agreement certifications and assurances into agreements with project operators.  Signed copies of the project operator agreements or contracts are required as part of the project operating plan.  Although many issues may be addressed when reviewing the project operating plan, the FPO should follow-up with the grantee and project operators to ensure that concerns were addressed.  Also, the project operator agreements may be revised during the life of the project.  The following items should be maintained in the project operator agreements:  

· Scope of Work:  Project operator agreements outline the work to be performed, including the identity of the cognizant agency, a staffing plan, a planning form, a line item budget, and any policies and procedures to be used?
· Violation or Breach of Contract:  Project operator agreements contain language covering  excess of the small purchase threshold, administrative, contractual, or legal remedies where contractors violate or breach contract terms, including sanctions or penalties.

· Access to Records:  Project operator agreements contain provisions for access to participant and financial records by the grantee, DOL, and the Comptroller General of the United States.

· Record Retention:  Project operator agreements contain provisions for maintaining and retaining records per 29 CFR 97.42 or 29 CFR 95.55.

· Participant Reporting:  Project operator agreements contain requirements and procedures for reporting performance.

· Fiscal Reporting:  Project operator agreements contain requirements and procedures for fiscal reporting.  This includes documenting any revenues in excess of actual costs incurred (i.e., program income).

· Equal Employment Opportunity:  Project operator agreements contain language requiring compliance with the Equal Employment Opportunity provisions in Executive Order 11246.

· Contract Work Hours and Safety Standards Act:  Project operator agreements contain language requiring comp[liance with Sections 102 and 107 of the Contract Work Hours and Safety Standards Act.

· Anti-lobbying:  Project operator agreements contain provisions requiring compliance with the Byrd Anti-Lobbying Amendment found at 29 CFR Part 93.

· Anti-Kickbacks:  Project operator agreements contain provisions requiring compliance with the Copeland Abti0Kickback Act (construction and repair awards).

· Method of Payment:  Project operator agreements contain language describing how to obtain reimbursement from the grantee for costs incurred by the project operator.


Monitoring

· Is the State on an audit review schedule?  If yes, who performed the last audit and when was it performed?  Where there any findings?  If yes, please describe.

· Has the grantee followed its monitoring schedule as delineated in its Project Operating Plan?  Does the Project Operating Plan include worksite visits as well as local operator administrative reviews?

· What process does the grantee use to communicate monitoring findings?  If there are written reports obtain copies.

· What are some of the major findings from the grantee’s monitoring efforts of project operators?

· What actions have been, or will be taken to resolve any issues?

Project Assessment and Wrap-Up

· To what extent has the project been able to meet its overall goals and objectives?

· What challenges and/or barriers has the grantee faced in operating the project?  What steps has the grantee taken to address these challenges/barriers?

· Are there any promising practices that you want to share with other grantees and/or local operators? 

· Is there any other information about the grant that you would like to share at this time?

Project Operator Recovery Efforts Component

Personnel

· Where does this project fall in the local governance structure?  

· How many staff are working on the project?  Is the project considered “fully staffed’?  If not, which positions remain unfilled?  

· What are the primary responsibilities of the staff?

· Obtain copy of staffing and organizational charts, if available.

· How were staff trained regarding the project requirements?  

· Are worksite supervisors hired as project staff or as temporary employees?  Please explain the rationale for this decision.

· What steps is the project operator taking to maintain continuity among supervisors at the worksites?  

· Are there any staffing issues for the project, such as staff attrition, inexperienced staff, and what steps have been taken to remedy the situation?


Coordination and Worksite Selection

· What steps has the project operator taken to coordinate services with (a) FEMA, (B) Unemployment Insurance, (c) One-Stop operator, (d) State emergency management agency, (e) Others?  What role did the grantee play in the coordination process?

· What process was used to identify worksites and to prioritize work at the sites?  Do the worksites reside in the counties declared as disaster areas by FEMA?

· If unable to from grantee, obtain map outlining worksites locations, if available.

· What information is maintained for each worksite?  How does the local operator maintain this information?

· Have any other funds, federal, state or local, been obtained to help in the disaster recovery effort?  If yes, explain.

· How does the project operator ensure that work is not conducted on private property?


Participant Recruitment

· Who is responsible for recruiting participants for the project?  Do any other partners help in the recruiting process?  If yes, describe.

· What is the background and experience of the personnel assigned to this activity?  If new, how are they trained?

· What approaches are used to recruit participants for the project (e.g., door-to-door, newspaper ads, radio advertisements, referrals from other service providers, etc.)?

· What types of workers are being recruited for the project?  

· Has the project operator encountered any barriers in recruiting individuals for the project?  If yes, describe.  What steps have been taken to remedy the situation?

· Does participant attrition occur?  If yes, how is the project operator addressing this issue?


Intake, Assessment and Eligibility Determination

· Who is responsible for conducting intake and determining participant eligibility on the project?  Do any other partners help in the process?  If yes, describe.  

· Obtain copies of intake forms, if available.

· What is the background and experience of the personnel assigned to this activity?  If new, how are they trained?

· How do you determine that a participant is eligible for the project?  Does the local operator follow a specific policy?  If yes, describe.  What documentation is used to make the decision?

· What definition is being used to classify participants as long-term unemployed?  Is this definition consistent with the State’s requirements?  

· Are any other criteria used to select participants for the project?  If yes, describe.

· What process does the project operator use to prioritize services for the project?  (The grant agreement states that priority for temporary employment must be given to workers directly impacted by the disaster and then dislocated workers and long-term unemployed).

· Is information on participant’s UI and DUA status obtained?  If yes, what is done with this information (i.e., is the UI informed once the individual starts temporary employment)?

· Are participants assessed on the project?  If yes, describe the process or general approach.

· Are formal assessment instruments used?  If yes, which ones.

· Were these assessment instruments purchased for the project?  Will there be significant future purchases of assessment materials?  If yes, describe.

· How are assessment results used to coordinate services for participants?


Supportive Services and Needs-Related Payments

· Are supportive services available through the project?  If yes, describe what types of supportive services participants may receive?
· Please describe your supportive service policy?  Does this policy differ from the WIA formula program?  If yes, how?

· How are participant supportive service levels determined and documented?  How does the local operator maintain consistency from case manager to case manager?

· Are NRPs available through the project?  If yes, describe what types of NRPs participants may receive?  If no, skip to final question in this section.

· (NRP only) Please describe your NRP policy?  Does this policy differ from the WIA formula program?  If yes, how?

· (NRP only) How are participant NRP levels determined and documented?  How does the local operator maintain consistency from case manager to case manager?

· How does the project operator determine the amount of charges for administration of NRPs?  

· How are participant supportive service and NRP obligations tracked?  How often are they updated?


Training
· What types of training have participants received to perform temporary employment assignments? Does the training include safety and/or equipment training?

· Are training expenses related to temporary employment tracked as a separate line item budget or with a unique accounting code?  If yes, are the amounts obligated for participants in compliance with duration or monetary caps? 


Temporary Employment 

· Who is the employer of record for the temporary employment component?  Does the employer of record vary by worksite?  If yes, explain.

· How does the project operator ensure that participants are aware of worksite rules and general employment policies explained to participants?
 
(  Payroll and time and attendance
policies and procedures




(  Sick leave policies and procedures

(  Break and lunch policies

 

· Fraud and abuse policies and procedures










· Safety, accident and injury policies and procedures







· Grievance policy and procedure

· Equal opportunity rights

· Alcohol/substance abuse policies








 

· How did the project operator determine the appropriate wage levels for worksite assignments?  Are the rates of pay consistent with the information in the project operating plan?

· Does the project operator enter into worksite agreements with participants?  If yes, what information is contained in the worksite agreements?

· How are participant hours maintained and tracked?

· Are participants learning new skills or enhancing old skills while performing their temporary job duties?  Explain.


Worksite Supervision
· Who is responsible for supervising participants’ work?

· How are participants supervised at the worksite?  What is the ratio of supervisors to participants?

· How is participant worksite performance assessed?  If conducted, how is feedback provided to participants?  Is this information maintained in the case files?


Worksite Monitoring

· How are worksites activities reviewed and monitored?  If yes, by whom?  Is there a schedule for review?

· Are there any findings from the worksite reviews?  If yes, describe.

· What actions have been, or will be taken by the project operator to resolve these issues?
`


Equipment
· Has any equipment been leased/purchased for the project?  Is the equipment consistent with the items outlined in the project operating plan?  Describe equipment leased/purchased.
· Why was FEMA unable to provide this equipment?  How is the equipment being used at the worksite(s)?

· How was this equipment procured?
· Will there be future equipment charges?  If yes, explain what additional equipment will be procured and the estimated cost of the equipment?


Case Management
· Where are participant case files located?  

· Who is responsible for maintaining the case files?  How often are case files updated?

· How is participant data in the case file shared with other program operators or project operator staff?

· What is the average participant caseload for case managers?

Workforce Development and Reemployment Services

· What workforce development and reemployment services are planned for participants that complete temporary employment?  Will the project operator request that the State apply for a Regular NEG to cover these services or will local formula WIA funds be sufficient?

· Does the project’s assessment process include the need for workforce development and reemployment services?  If no, when are participants assessed for workforce development and reemployment services?

· How are participants informed about workforce development and reemployment services?

· How are participants referred for workforce development and reemployment services?

Reporting



Programmatic Reporting
· Please describe the data collection system used to maintain participant data (e.g., wages, hours worked, benefit levels) and to track outcomes for the local operator subagreement?  Does the local operator have a unique reporting code?  If yes, describe.

· Does the local operator track participant services and outcomes through the same MIS as that used for the local WIA formula program?  If yes, how is data integrity assured so that data is not mixed with other programs and other partners?

· What information does the system capture (e.g., registration information, dates and kinds of services received, participant outcomes)?  Was this information captured from the beginning of the grant?  

· What procedures and data collection instruments are used to record and preserve information for input into the MIS?  Obtain copies.

· Are case management notes maintained in the MIS system, as well as the participant’s case file?

· Are the project operator’s reports accurate?  Are they submitted timely to the grantee?

· Does the project operator collect information on participant exits, including employment status at exit and wage replacement information?

· Does the project operator collect customer satisfaction data on participants in the project?  If yes, how is this information used for continuous improvement efforts?

· Does the project operator calculate actual outcomes, or does the grantee perform the calculations?

Fiscal Reporting
· How are subgrant financial reports tracked by the project operator?  Are these reports maintained by individual worksites?

· To what extent, does the project operator’s financial reporting system contain information on obligations, unobligated balances, liabilities, expenditures and program income?

· Does the project operator’s accounting system maintain records and payments by source documentation such as cancelled checks, actual invoices, payroll, time and attendance records, and subgrant contracts?

· Please describe the project operator’s procurement procedures? 

· How does the project operator maintain payment systems to assure that participant costs do not exceed the temporary employment limitations (i.e., $12,000, excluding fringe and 6 months or 1,040 hour limitation)?


Project Assessment and Wrap-Up

· To what extent has the project operator been able to meet its overall goals and objectives?

· What challenges and/or barriers has the project operator faced in operating the project?  What steps has the project operator taken to address these challenges/barriers?

· Is there anything you would have done differently in operating this project?  If yes, identify what the project operator would have done differently and why.

· What recommendations does the project operator have for future disaster grant operations?

· Are there any promising practices that you want to share with other grantees and/or local operators? 

· Is there any other information about the grant that you would like to share at this time?

Analysis of Current Expenditures
A critical aspect of the review is to determine whether project expenditures were necessary, reasonable, and in compliance with the terms and conditions of the grant award and the project operational plan.  For this portion of the review, begin by obtaining the following documents: 

1. Project Operating Plan—The project operating plan includes signed agreements with each project operator, including a line item budget, proposed staffing plan and Planning Form (ETA 9103-Disaster Projects).

2. Statements of Monthly Grant Charges—Monthly financial reports show detailed grant charges recorded against the project operator’s key accounting categories.  Although the cost categories used at the local level will not always align perfectly with the line item budget contained in the operational plan, the reviewer should be able to assign all the grant charges to one of the budget line items.  If possible, request monthly financial reports for each of the last three months for which the reports are available.  
3. Statement of Cumulative Grant Charges—This report shows cumulative charges to the grant, according to the project operator’s accounting categories, through the most recent date available.
4. Obligations Reports—Project operators should track unexpended obligations for participant wages and benefits, equipment, facilities, training, support services, and, if applicable, NRPs and workforce development services.  Accurate reports of unexpended obligations through the end of the grant period are a critical element of determining the project’s total funding needs.

5. Statement of Staff Charges—Monthly financial reports usually will not provide an itemized (staff-by-staff) listing of personnel costs.  In most cases, the reviewer will need to obtain a separate statement of monthly staff charges.  Request separate reports for each of the most recent three months for which such reports are available. 
6. Sample of Staff Time Sheets—The reviewer should choose a sample of project staff and request time sheets covering at least one of the months for which an itemized listing of staff charges has been obtained.

After carefully reviewing the above documents, address the following questions:

Staffing

· Are the staff charges reasonable?

· Do the actual staff charges reflect the salaries, benefit rates, and staffing patterns described in the project operating plan?

· If the actual staffing pattern varies from the project operating plan, why is this?  Is the staffing allocation reasonable and necessary?  What are the implications for the project budget, and for project operations?

· Do the time sheets confirm the staffing patterns proposed in the project operating plan, and the staffing charges made to the grant?

· Were any individuals inappropriately charging time to the grant?  If so, what are the implications?

Staff Travel

· Are the travel charges reasonable and necessary? 

· Do the charges present any conflicts with the line item budget contained in the project operating plan?  If so, what are the implications?

Facilities & Communications

· How are facilities costs allocated to the grant?  Is the methodology consistent with the cost allocation system for other One Stop partners?

· Are the facilities and communications charges reasonable and necessary?

· If the grant supports a dedicated facility for the disaster recovery efforts, is the need for this justified by the disaster event and number of worksites?  

· Do the charges present any conflicts with the line item budget contained in the operational plan?  If so, what are the implications?

Equipment

· What equipment was purchased?  

· Are the charges reasonable and necessary?  Is this equipment which cannot be obtained from other sources such as FEMA?
· Will there be future equipment charges, or were the majority of these items purchased during project start-up?  If there will be additional charges, what items will be purchased and how much will they cost?

· Do the charges to date present any conflicts with the line item budget contained in the project operating plan?  If so, what are the implications?

Supplies

· Are the supplies charges necessary for the recovery effort?  If yes, are the supply charges reasonable?

· Are the supplies unavailable from other resources (e.g., FEMA, state and local emergency management agencies)?

· Will there be significant future purchases of supplies, or were the majority of these anticipated items purchased during project start-up?

· Do the charges present any conflicts with the line item budget contained in the project operating plan?  If so, what are the implications?

Temporary Employment
· Are participant wages paid at the prevailing wage for the work being performed?  Is the wage consistent with minimum wage standards?  

· Are payroll documents supported by and consistent with time and attendance records?

· Have all temporary jobs been filled?  If no, how many positions remain open?

· How many cycles of participants are needed to complete the worksite activities?  

· Is the grant paying for any additional benefits?

Assessment & Instructional Materials (As Appropriate)
· What assessment and instructional materials were purchased?

· Are the charges reasonable and necessary?

· Will there be significant future purchases of assessment and instructional materials, or were the majority of these anticipated items purchased during project start-up?

· Do the charges present any conflicts with the line item budget contained in the project operating plan?  If so, what are the implications?

Worksite Training

· Do participants receive worksite training?  If yes, are the reports of unexpended training obligations complete and accurate?

· Does the program operator regularly update the reports (i.e., de-obligating funds after paying actual amounts invoiced and entering new obligations in a timely manner)? 

· Are the amounts obligated for individual participants reasonable, and in compliance with any controlling policies regarding caps on per-semester or per-participant training costs? 

Support Services

· Are the reports for support service obligations complete and accurate?

· Does the program operator regularly update the reports? 

· Are the amounts obligated for individual participants reasonable, and in compliance with any controlling policy regarding caps on per-participant support service amounts? 

Indirect Costs

· Does the project operator charge indirect costs at the rate, and in the manner, approved in the grant application?

NRPs

· Are the NRP obligation reports complete and accurate?

· Does the program operator regularly update the reports? 

· Are the amounts obligated for individual participants in compliance with controlling policy regarding amount of payments?

Administration of NRPs

· How does the project operator determine the amount of charges for administration of NRPs?

· Are these charges reasonable, and in compliance with the provisions of the grant application?

General Administrative Costs

· Is the current administrative cost percentage generally on-track with the end-of-project limitations established by the grant agreement?

· If the current administrative costs are high, what steps are necessary to bring them in line with the end-of-project limitations? 

Estimate of Future Funding Needs
The Department funds most NEGs on an incremental basis.  Therefore, it is crucial that the review investigates the budget assumptions underlying the project operating plan, and that it develops an independent estimate of the amount of funding likely required to complete project services.  The results of these analyses will strongly influence the Department’s decisions regarding the release of subsequent funding increments. 

To estimate funding needs with confidence, the project must have achieved a stable enrollment level (even if this level is less than the full enrollment goal); must have identified the number of worksites; the types of occupations, including wages; the number of participants needed for the recovery effort; and should have financial reports available for at least two or three months of operating expenses.  Usually, the preferred time to conduct this analysis is about six months after the project start date.   

The balance-of-need worksheet (attached as a hardcopy table, also available as a spreadsheet with formulas) provides a structured approach for recording expenditures to date and estimating future costs.  Instructions for completing the worksheet are provided below: 

Column 1—Expense Item

This column lists the cost categories from the line item budget in the operational plan.

Column 2—Expenditures to Date

Use the statement of cumulative grant charges to fill in the expenditures-to-date column.  If the local project operator’s accounting system does not precisely match the budget line items, you will have to use discretion in assigning costs to the appropriate line item. 

Column 3—Monthly Average
For costs that tend to be consistent on a monthly basis, it is often possible to determine an average monthly cost that can be expected to continue through the grant’s period of operations.

In determining an estimated monthly cost, reviewers should perform two separate calculations and compare the results of each.  The first step is to divide the cumulative cost of the line item by the number of months over which those costs were incurred.  Note, however, that this average may be skewed by exceptionally high or low start-up costs.  For example, lack of staff on board during the early months of operations could skew the average downward, while one-time, up-front purchases can skew the average upward.  The second step is to review the most current monthly expenditure reports to determine recent patterns in the monthly costs.  After assessing all the available data, enter your best estimate of average monthly cost for the following: staff salaries & benefits, travel, participant wages & benefits, facilities & communications, supplies, assessment & instructional materials, equipment, and indirect costs.

Monthly averages need not be determined for equipment, training, supportive services, NRPs, or administration of NRPs.  Most projects will incur nearly all of their equipment costs during the first few months of operations, and so a monthly cost projection is not appropriate.  For training, supportive services, and NRPs, future costs will be calculated by entering the obligations amounts under the Adjustments column.  

Column 4—Number of Months Remaining

Enter the number of months remaining in the grant’s period of operations.   

Column 5—Adjustments

The adjustments column allows the reviewer to make any appropriate revisions to the basic funding needs calculation.  For example, if the staffing plan calls for a substantial reduction in personnel during the latter stages of project operations, it may be appropriate to include a downward revision in the basic funding needs formula.  For equipment, it may be appropriate to enter the cost of any approved equipment that the project operator has not yet purchased, but that it still intends to purchase.  For the training, support services, and NRP line items, the amounts entered in the adjustment column should be taken from the appropriate obligations reports.  

Column 6—Projected Budget Need

In the spreadsheet version of the worksheet, each cell in this column contains one of two formulas.  For staff salaries & benefits, travel, facilities & communications, supplies, assessment & instructional materials, and indirect costs, the formula is:

Expenditures to Date + {Monthly Average * Number of Months Remaining} + Adjustments

For equipment, training, support services, NRPs, and administration of NRPs, the funding needs formula is:

Expenditures to Date + Adjustments   

Column 7—Current Budget Amount

Enter the amount allocated to each budget line item in the operational plan.

Column 8—Projected Need minus Current Budget

For each line item, this column subtracts the amount of funds currently available from the estimated total funding required to complete project operations.  This will serve as the Department’s preliminary estimate of the balance of funding necessary to conclude the project.  

In completing the balance-of-needs worksheet, it is important that you document the assumptions and the reasoning used to estimate the monthly average costs and the budget adjustments.  After completing the initial analysis, discuss your preliminary conclusions with the project operator.  If the project operator has significantly different estimates of the project’s full funding needs, discuss the basis for these differing assessments.  When the project operator has valid points not considered in the initial analysis, incorporate these into a revised projection.  If you believe the project operator’s estimates are invalid, your monitoring report should note the key differences between your estimates those of the grantee. 

Finally, if the enrollment level is too unstable to make reasonably accurate projections of future costs, or if the local financial information is insufficient to allow for an objective analysis, you should inform the State and the project operator of these concerns, and of the probable need to fund the project in three increments.  In this case, it will still be necessary to determine an appropriate amount of interim funding.

Participant File Review
Review of participant case files is an important activity that helps you determine whether the project is complying with the approved operating policies and procedures for the grant.  File review also provides insight into the quality of the service planning and service delivery processes.
As a rule of thumb, the file review should include a sample of about 20 files per program operator.  If this is not possible for projects with multiple program operators, focus on those entities that have the largest sub-budgets and the largest number of registered participants. 

The selection of files may be based on either a random sample or a judgmental sample that includes a mix of case management staffs and a variety of participant activities.  If participants have exited from the program, the reviewer should be sure to look at some of those files as well.

A participant file review guide for the Disaster NEG recovery activities is attached to this document.

After completing the file review, address the following summary questions:

· Are there any incidences or patterns of ineligible participants?  (Note: Participants eligible as long-term unemployed (LTU) must meet the State’s definition for LTU).

· Are there any incidences of patterns of inadequate eligibility documentation?

· Does it appear that the project operators are following the priority of service requirement for Disaster NEGs, which states that priority must be given to workers directly affected by the disaster?

· Does it appear that priority status for veterans was followed among the 3 eligible participant groups—workers directly impacted by disaster event, other dislocated workers, and LTU?

· Are participant wages and hours consistent with the temporary employment limits (i.e., 6 months or 1,040 hours of employment and maximum wages of $12,000, excluding fringe)?  

· Does the file contain adequate documentation of participant wages and hours (e.g., pay stubs, time sheets)?

· Does the file contain documentation of participant performance at the worksite(s), such as supervisor or crew leader reports?

· Does the file contain any documentation showing that participants received any safety training and/or safety equipment?

· For participants receiving support services and NRPs:

· Is the documentation adequate to support participant eligibility and need for support services?

· Are the support service plans consistent with established policies regarding per-participant limits for expenditures and duration of assistance?

· To what extent are other sources of assistance (e.g., Pell grants, unemployment insurance, One-Stop partner programs) being used to meet the needs of participants?

· Does it appear that the participant had contact with a case manager or other program staff?

· Does the file contain documentation to support the participant’s outcomes? 

The answers to these file review questions may also raise issues for further exploration during the staff interviews.
Performance Outcomes

After only six month of operations, most projects will have limited information concerning performance outcomes.  Still, try to explore the following questions in as much detail as the data will allow:

· Based on the exit information currently available, is the project making adequate progress in achieving its performance goals for entered employment rate and wage replacement rate?

· Based on the analysis of obligations, expenditures, and participant service plans, is the project likely to exceed its estimated level of cost per-participant?  If so, what are the causes of the higher-than-anticipated costs?

Participant Interviews (optional)
Participant interviews offer the reviewer a valuable opportunity speak directly with end-use customers and provide an excellent means of assessing service quality that one cannot obtain from other sources, such as case files or project reports.  However, there are two caveats associated with incorporating participant interviews into the review schedule.  First, interviews are time consuming, and even a modest number of them can significantly increase the length of the review.  Second, although interviews provide a richness of detail about the service process, the data is largely anecdotal, and one person’s experience—whether positive or negative—might not represent the project participants as a whole.  For these reasons, participant interviews are an optional component of the on-site review.  

Reviewers may select participants and schedule reviews in any number of ways.  In order to cut-down on scheduling multiple interviews, you may choose to do interview multiple participants at the same time—focus group.  Whatever method you choose, it is important to remember that you, and not the project operator, should be responsible for selecting the initial sample from which the interview participants will be drawn.  However, it is also important to work closely with the project operator in contacting participants and scheduling appropriate interview times.  This process should begin several weeks before the on-site review.
A participant interview guide for Disaster NEGs and a sample scheduling process are provided as attachments to this document.

Worksite Supervisor Interview (optional)
Worksite supervisor interviews offer the reviewer a valuable opportunity to speak directly with project staff responsible for providing day-to-day management of temporary employment activities.  As with participant interviews, worksite supervisor interviews can significantly increase the length of the review, especially if there are separate supervisors for individual worksites.  Also, although interviews provide a richness of detail about the service process, the data is largely anecdotal, and one person’s experience—whether positive or negative—might not represent the experiences of all worksite supervisors.  For these reasons, worksite supervisor interviews are an optional component of the on-site review.  

A worksite supervisor interview guide for Disaster is attachment to this document.

Emergency Coordination Committee

Disaster grants require coordination with FEMA representatives and community representatives in developing the recovery effort plan.  If an emergency coordination committee was formed (and is still active), try to schedule time to meet with the committee chair and/or a small group of the members.  During the meeting, explore the following:

· What role did the committee play in planning and delivering transition services, especially the process used for identifying cleanup and restoration sites?
· What role was played by FEMA and the state and local emergency management personnel in the committee?

· What was the committee’s role in developing the disaster grant application? 

· What role does the committee play in overseeing and supporting ongoing project operations?
· What is the committee’s assessment of the project’s overall quality and effectiveness? 

Summary Assessments
After completing all data gathering activities, you must develop summary assessments of the project’s implementation status and the effectiveness of the grantee and program operators in managing and operating the project.  In doing so, it may be helpful to consider the following:

Compliance Issues

· Are there any concerns with participant eligibility or adequacy of eligibility documentation?

· Do any project expenditures appear improper or unnecessary?

· Are project service policies for training, support services, and NRPs in compliance with governing policies and the terms of the grant agreement?

Enrollment Levels

· Has the project reached its full-enrollment goal?  If not, what is the likely full-enrollment level of the project, based on current enrollments, local circumstances, and credible estimates of future participation?

· When is the project likely to achieve enrollment stability?

· Is the likely full-enrollment level significantly higher or lower than the level anticipated in the grant application?  If so, what are the implications of this for the grant’s budget and future funding needs?

· Will the project complete all participant service plans within the approved period of operations?  If not, how does the grantee intend to address this issue?

Current Expenditures

· Are project expenditures approximately on-track with the amounts anticipated in the application planning form?  When is the project likely to exhaust its current funding increment?  What are the implications for the project’s total funding need?

· Does the project have adequate financial management processes to monitor monthly expenditures, and to make credible estimates of future funding needs?  If not, what enhancements or changes are necessary?

· Does it appear total expenditures in any budget line item will exceed the amount in the approved operating plan?  If so, what actions are necessary to address this concern?

Future Funding Needs

· Are enrollments and monthly operating costs sufficiently stable to make a credible estimate of the project’s future funding needs?  If not, should the Department fund the project in three increments, rather than two?

· How long is the current funding increment likely to last?

· What is the probable amount of funding required to support project operations through the end of the approved operational period?

· Is there general agreement between the reviewer and the grantee as to the amount of the future funding required to support project operations through the end of the operational period?  If not, what is the grantee’s assessment, and what are the principal elements that lead the grantee to a different conclusion? 

· Does the amount of current expenditure, plus the estimated amount of future funding required, exceed the total funding level authorized for the grant?  If so, what are the implications of this?

Reporting 

· Does the project have adequate processes in place to ensure complete, timely and accurate federal reporting—participant and fiscal? 
Service Quality and Project Outcomes

· What are the strengths of the project?  Are there any best practices deserving greater recognition?

· Do project staffs have sufficient skills and qualifications to provide high quality career counseling and job placement services?  If not, what steps are necessary to improve the quality of these services?

· Are the assessment processes adequate to ensure that appropriate participants are referred for temporary employment?  If not, how could they be improved?

· Is the project likely to reach its goals for entered employment rate and earnings replacement rate?
· Are changes or enhancements to the program design necessary to improve the quality of services?  If so, what changes are needed?

Exit Meeting
The last on-site activity is usually an “exit meeting” with the State grantee and the management of the project operator(s).  The exit conference provides you with an opportunity to discuss preliminary findings with the grantee and project operator(s).  The grantee and project operator(s) also have an opportunity to identify technical assistance needs and to ask follow-up questions.  

The primary purpose of the exit interview is to communicate your principal findings regarding the project’s operation and administration.  If the review found potential compliance issues or deficiencies requiring corrective action, it may be useful to discuss the nature of the problems, appropriate steps to address them, and a reasonable time line for resolving the issues.  For less serious concerns, you should provide recommendations for improvement, acknowledging that the recommendations are not required corrective actions. 

Below is a list of areas to consider covering during the exit interview.

· Briefly state the purpose of the site visit.

· Discuss major findings, positive and negative, from the review.

· Where appropriate, provide recommendations for improvement.

· Briefly explain how findings and recommendations will be issued to the grantee and the timeline for sharing this information.

· Where appropriate, explain that once the report is submitted to the grantee that corrective action may be required.

ETA requires that all on-site monitoring activities result in a written report within 30 days of the exit meeting, or within 30 days of concluding any post-review, follow-up activities that may be required.  Although this guide does not dictate a uniform format for monitoring reports, it is generally accepted practice that such reports should be objective, specific, and factually based, and that they should include the following elements:
· Transmittal Letter

· Cover Page

· Executive Summary

· Review Objectives

· Scope and Methodology

· Principal Findings

· Required Corrective Actions

· Recommendations for Improvement

The report should be sent under the Regional Administrator’s signature to the State grantee, with concurrent copies to the Grant Officer and the Administrator of the Office of National Response.

NEG

Incremental Funding
Balance of Need Worksheet

	Expense Item
	Expenditures to Date
	Monthly Average
	No. of Months Remaining
	Adjustments
	Projected Budget Need
	Current Budget Amount
	Projected Need minus

Current Budget

	Staff Salaries & Benefits
	
	
	
	
	
	
	

	Staff Travel
	
	
	
	
	
	
	

	Facilities & Communications
	
	
	
	
	
	
	

	Supplies
	
	
	
	
	
	
	

	Assessment & Instructional Materials
	
	
	
	
	
	
	

	Equipment
	
	n/a
	n/a
	
	
	
	

	Participant Wages & Benefits
	
	
	
	
	
	
	

	Training
	
	n/a
	n/a
	
	
	
	

	Support Services
	
	n/a
	n/a
	
	
	
	

	Indirect Costs
	
	
	
	
	
	
	

	Needs-Related Payments
	
	n/a
	n/a
	
	
	
	

	Administration of NRPs
	
	n/a
	n/a
	
	
	
	

	Total
	
	n/a
	n/a
	n/a
	
	
	


PAGE  

