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OJA Homeland Security

Compliance Monitoring Program Protocol

I. Purpose









State and local agency homeland security strategies must be monitored in order to track the progress of agencies against their strategies, track the support OJA is providing to local and state agencies for implementation of their strategies, and to determine whether planning, equipment, exercise, administrative, and training grant funds are being obligated and expended in accordance with Office of Justice Assistance (OJA) and Office of Domestic Preparedness (ODP) guidelines, program office grant guidelines, and special conditions.  Monitoring will provide a comprehensive picture of how WMD preparedness and response capabilities are increasing statewide, and will also allow OJA to ensure it is providing its resources and support to local and state agencies in an efficient and effective manner. 

The monitoring of local and state agency homeland security strategies encompasses two main areas: grant monitoring of planning, equipment, exercise, administrative, and training funds; and programmatic monitoring of an agencies progress against its own strategy, to include monitoring of the agencies needs.  To perform grant monitoring, OJA’s Field Operations Manager will be responsible for assessing grantees’ general use of grant funds and compliance with ODP and OJA guidelines for planning, equipment, exercise, administrative, and training funds provided to local and state agencies by OJA.  OJA will verify each agencies equipments purchases, check the exact location of the equipment and any training records that indicate proficiency in the use of that equipment.  To perform programmatic monitoring, the Homeland Security Filed Operations Manager will be responsible for assessing how OJA-Homeland Security resources, including grants, training, direct exercise contractor support, and technical assistance support are enhancing WMD preparedness and response capabilities on a local level within the state. 

Grant and programmatic monitoring will be completed by two methods: office-based monitoring and on-site monitoring. Monitoring will assist in identifying areas where a local and/or state agency requires continued support, and will also provide feedback to OJA that can be used to improve our services. Both forms of monitoring will require written documentation to be completed by OJA Filed representatives, and circulated through appropriate OJA-HS and DHS channels. Prior to completing any monitoring effort, it is important to review other recent monitoring activities, including grant close-out progress, the type of Grant and the grants data base. 
II.  Office-Based Monitoring

Office-based monitoring entails a review of the local or state grant and state strategy grant files to ensure that all documentation is complete and up-to-date, and that any apparent problems are addressed.  The majority of monitoring will occur via file review and phone/e-mail contact with the individual agency.  The grant file should include the original application, approval package, required program and financial status reports, and any previous monitoring documentation, if applicable.  If the grantee has received more than one equipment grant, all grants should be reviewed and monitored at the same time. 

A. Review of file

Grant Monitoring
Using the Office-Based Monitoring Checklist to record information, the Filed representative should be familiarized with the agency grant file and/or grants data base which contains the following information:

· Copy of the original approved application and accompanying documentation submitted by the grantee

· Copy of the award document and special conditions signed by the grantee

· Copy of the Grant Specialist’s Memorandum for the grant award

· Documentation on grant monitoring activities and reports

· Up-to-date Quarterly Financial Reports

· Up-to date copies of purchase orders (PO’s)
· Copies of official OJA-processed Grant Adjustment Notices (GANs) or extensions

· Copies of requested changes & approval
If multiple grants are being monitored with a single grantee, a separate checklist should be used to record information for each grant.
The Field representative should determine whether any progress reports, financial status reports and purchase orders submitted are current and cover the entire grant program awarded to an agency.  If progress reports, financial reports and/or written documentation are found to be inadequate, the monitor will advise the grantee during the monitoring telephone call and notify the Homeland Security Field Operations Manager.  The Homeland Security Director will then be notified.     

The financial documentation and purchase orders will reflect the amount of money the grantee has obligated and drawn down, providing an indication of activity with grant funds. The lack of any obligations or draw-downs indicates possible inactivity, which should be discussed during the telephone call with the grantee.  The Program Manager should also contact the Program Planning Analyst (PPA) and discuss the grantee’s most recent official draw down figures.   The amount of funds drawn down should not exceed the total obligations and expenditures reported by the grantee.  If excess funds have been drawn down and retained by the state or local jurisdictions, this issue must be addressed during the telephone conversation.  In this case, the grantee may be required to return funds to OJA.  
The Filed representative should also review the special conditions in the award and determine if there are any that should be retired.  After all file documentation has been reviewed, the monitor should thoroughly assess the grantee’s equipment purchases and the type, model etc… of equipment.  

B. Contact Grantee Via Telephone

Grant Monitoring

If there are outstanding special conditions that are delaying or otherwise affecting grant fund obligations and expenditures, these issues should be addressed at the beginning of the conversation. If planning funds have been obligated/expended, the Field Representative should ask for a general description about how those funds have been used.  It is also useful to ask if equipment has been dispersed to other jurisdictions, and if so, where is it located.  If the agency is purchasing the equipment, they should be able to readily provide accurate estimates of the amounts of equipment received, ordered, any pending order and the location of that equipment.  

Programmatic Monitoring
The Program Manager should then discuss any issues or points identified during office-based monitoring.  The Filed Representative should inquire about the agencies progress against its goals, objectives, action items, requirements and timeline in the context of the agencies equipment, training, exercise, and research and development needs.  Has equipment purchased by the agency from OJA-Homeland Security grant funding been deployed? Is additional training required for responders to utilize that equipment? Ensure that the agency strategy has an established evaluation plan and that they are following that plan. How are they monitoring the progress of their domestic preparedness programs?  Additional questions to ask may include: Have any goals or priorities changed?  Is the agency on schedule with training and exercise planning and execution?  (Are these accomplishments in line with the state strategy and the HSSSP developed by the state and approved by ODP?)  What other new WMD-related initiatives are occurring in local jurisdictions?  The Field Representative should also ask about any specific problems the grantee may be having with the grants procedure and inform them that OJA can be contacted at any time to assist in any areas of the grant process.
If the monitoring process reveals potential discrepancies or questionable activities, the Field Representative should inform the Field Operations Manager immediately, who will discuss the issues with the Homeland Security Director and/or the OJA Director.
C. Memorandum

Within ten days of monitoring, the Field Representative shall submit a detailed written report utilizing the OJA-Homeland Security report form detailing the highlights of the phone conversation. This report should be circulated through the appropriate channels within OJA.  A copy of the Office-Based Monitoring Checklist should be attached.  If the grantee has received more than one grant, a single report should be used to describe the monitoring activities of all the grants, but the narrative should clearly explain the financial and programmatic issues addressed for each grant.  The written report should reflect any notice given to the grantee of delinquent reports, failure to submit proper documentation, purchase orders and any discussion of outstanding special conditions, and include a brief synopsis of equipment, training, exercise, and technical assistance activities.  All written reports shall be turned into the Filed Operations manager.  

Additionally, if the grantee noted any problems or issues regarding implementation of any area of the program, the Program Manager should note what steps the grantee and/or Program Manager are taking to resolve the issue(s).  After the report has been approved, the Program Manager must place a copy in the grant file. 

III.  On-Site Monitoring

The Homeland Security Field Operations Manager and Field Representatives will work closely with the Program Planning Analysts to conduct on-site monitoring visits to each local grantee in all of Wisconsin’s counties every grant cycle.  The homeland security grants will be 100% monitored for compliance.  Before scheduling an on-site visit, the Field Operations Manger should review the list of visits planned and coordinate internally with others to maximize efficiency.  

A. Pre-Visit Review of Records

As with office-based reviews, pre-visit monitoring begins with a review of the grant file and grants data base to ensure that all documentation is examined and the persons monitoring an agency have a thorough understanding of what it is they are looking for, equipment types etc.. Notations of any apparent problems should be made in preparation for the visit. 

Grant Monitoring
Using the Office-Based Monitoring Checklist/report form the Field Representative should read the contents of the grant file which contains all necessary documentation. If the grantee has received more than one equipment grant, all grants should be monitored during the visit.  In this case, a separate checklist for each grant should be used.  

The financial reports in the file reflect the amount of money the grantee has obligated and expended, providing an indication of activity with grant funds. The lack of any obligations or draw downs indicates possible inactivity, which should be discussed during the monitoring visit.  The Field Representative should ensure that official copies of all extensions granted are in the office grant file.  The Field Rep. should review the special conditions in the award and determine if there are any that should be retired and review any changes made to the original applications.  In preparation for the visit, the Field Rep. should also review the state homeland security strategy and the grantee’s equipment and planning budgets submitted with the application in the context of the State Homeland Security Strategic Plan (HSSSP). 
B. Contact Grantee

The Field Operations Manager will then contact the grantee in writing indicating their agency has been selected for a field site visit.  An OJA representative will call 4-5 days prior to a visit to establish an exact time to meet and provide basic information about what the visit will entail. The Field Rep. should e-mail or fax a Pre-Visit Monitoring Memo following up on the phone conversation, providing specifics about the monitoring visit and requesting information and documentation as appropriate.  It is best to request that the grantee provide delinquent progress and financial reports to the Field Rep. prior to the visit. 
Additionally, during the telephone conversation the Field Rep. should gather information about equipment procurement. The grantee may be asked to provide a recent summary of equipment fund expenditures, obligations, and pending obligations (unobligated funds) by jurisdiction. (Prior to requesting this information from the grantee, review all files and grant tracking spreadsheets prepared by OJA.  Whether sub-granting or procuring equipment at the state level, the state agency should keep such records for reporting purposes to OJA). Similarly, the monitor should gather information on expenditures toward other programs covered by each grant (exercises, administrative, training, and/or planning). 
After the Program Manager receives the summary, the figures should be compared to the draw down amounts received from the agency. The amount of funds drawn down should not exceed the total obligations and expenditures reported by the grantee.  If excess funds have been drawn down and retained by the state agency or local jurisdictions, this issue must be addressed during the visit.  In this case, the grantee may be required to return funds to the OJA.    

If the grantee is procuring equipment at the state level and notes significant changes from the original equipment request, or if the amount to sub-grantees is being re-allocated, the Field Rep. should gather that information prior to the visit.  The grantee needs to be reminded that all equipment changes and sub-grant re-allocations should be provided to OJA for approval before the changes and re-allocations are executed.   If deviations from the original equipment lists or sub-grant allocations have occurred without OJA approval, the changes and re-allocations should be explained by the grantee during the visit, and noted on the Monitoring Visit Field Report.  Any unallowable purchases must be addressed appropriately.  Revised budgets should be included in the OJA grant file.  

For programmatic purposes, the Filed Rep. should review the procurement summary and determine whether any procurement patterns warrant particular attention.  If particular jurisdictions have expended significant funds, the monitor should contact the grantee and request that an update be provided during the visit explaining how the equipment has enhanced the response capabilities of specific jurisdictions.  If particular jurisdictions appear to be significantly delayed in obligating funds, the monitor should request that the grantee have information available during the visit to further explain any issues or problems with the jurisdictions’ procurement activities.  

Separate visits to such jurisdictions may also be useful (if feasible).  In addition to information about specific jurisdictions, the monitor should ensure that the agency is prepared to provide a general update during the visit of the progress being made within their jurisdiction with regard to equipment procurement, exercise development and execution, training, and technical assistance, and whether they are meeting the goals and objectives described in the state homeland security strategy.  Inquire whether purchased equipment has been deployed, and if additional training is needed on specialized equipment prior to its use.  During the visit, the grantee should provide information on how they are evaluating the progress of their domestic preparedness activities.  

C. Site visit

OJA-Homeland Security will place an emphasis on the type of equipment purchases, the location of that equipment and any training records which document a level of proficiency in the use of that equipment.  Equipment associated with specialty teams must have training records on site for verification.  Any discrepancies, administrative and financial issues (use of planning funds, delinquent reports, special conditions, etc.) should generally be discussed with the grant coordinator/administrator separately from meetings that are planned with other municipal agencies or response representatives. Separate meetings with other agency officials and emergency response personnel should focus on the support the agencies have received from OJA (and other federal, state, and local) resources, and how those resources have enhanced response capabilities.  Review the documentation to be completed post-visit to ensure you have covered all required items.

D. Post-Visit Correspondence and Field Report 

Within ten business days of the monitoring visit, the Field Operations Manager or Field Representative should send an e-mail thanking the agency for the visit and indicating follow-up activity the Field Operations Manager and/or agency is taking to resolve any problems or issues raised during the visit.  Additionally within ten business days, the Field Operations Manager or Field Representative must draft a Monitoring Visit Field Report, reporting the activities that occurred during the visit.  A copy of the Office-Based Monitoring Checklist should be attached and circulated through the appropriate channels within OJA.  All written documents will be reviewed by the Field Operations Manager.  The Field Operations Manager will then be responsible for maintaining all written reports and/or records.  If the grantee has received more than one grant, a single report should be used to describe the monitoring activities of all the grants, but the narrative should clearly explain the financial and programmatic issues if any, addressed for each grant.  The report should reflect the resolution of issues before the visit and any discussions of outstanding financial and programmatic issues that occurred during the administrative review portion of the visit.  The report should also include a discussion of equipment, training, and exercise accomplishments and related issues.  If the grantee notes any problems or issues regarding implementation of any area of the program, the Program Manager or monitor should note those problems and issues and what steps are being taken to resolve them. 













131 W. WILSON STREET / SUITE 610 / MADISON, WI 53702-0001 / (608) 266-3323 / FAX (608) 266-6676 HTTP://OJA.STATE.WI.US

[image: image1.wmf]_953973483.doc
�



�
















