TR0-4 Order 1000.5

Volume 2 – Grant Management Practices

April 1, 2002

Version  1.1

Grant Application and Grant Management

Business Practices 

1) Applicability:  This order applies to all TRO-4 staff personnel (including the Regional Counsel and the Civil Rights Officer) engaged in the review and approval of grant applications and/or in the management of grants after award.

2) Purpose: These business practices provide a common set of guidelines to be used by all FTA staff (as described above) for the processing of grant applications. 

3) TERMS AND definitions: See Attachment 5.

4) General: 
a) The business guidelines and practices provided in this order are NOT all-inclusive.

i) Staff personnel should read this order thoroughly and in its entirety, as requirements relating to their grant processing duties might be located in an unexpected portion of the document.
ii) Staff personnel involved in processing grants and managing grants should use common sense and sound professional judgment, based on training, experience, individual needs of the grantee, and the circumstances of each individual grant application. 

iii) Grant processing times (days) provided in the following guidance are the maximum permissible.  While occasional extensions can be permitted for individuals on travel, annual leave, or sick leave, earlier processing is both encouraged and desirable.  

b) Administration – In the interest of economy and efficiency, electronic grant applications need not be physically printed and filed in the grantee’s paper file.  TEAM data is routinely duplicated (backed up) and this information is safely stored and available electronically.
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Attachment 1

Project Management Practices

a) Milestone Progress Reports (MPR's) and Financial Status Reports (FSR's) 

i) Grantees will submit all reports in TEAM.  The GE/TPS will:
(1) Review TEAM reports for on-time submission and accuracy.
(2) Follow-up by telephone with all grantees that are 1 day late (31 days after quarter end) to spur attention by grantees to meet the reporting requirement.
(3) Send a letter to grantees failing to meet criteria, documenting the delinquency and warning of appropriate sanctions (limiting draws under ECHO, etc.).
(4) Use the following sanctions process when a quarterly report is late or missing:
(i) 1st quarter missing/late: Within 10 days, the GE/TPS will

1. Write a letter to the grantee informing grantee the report was received late or is missing. 

2. Explain if reports are missing or late for the next quarter, suspension from ECHO access will be considered.

(ii) 2nd consecutive quarter missing/late: Within 10 days, the GE/TPS will: 

1. Write a letter for the Director's signature emphasizing non-responsiveness to the previous letter written per ¶ (4) (i), above.

2. It will warn the grantee if there is a third offense, a complete suspension from ECHO for a minimum period of two quarters will be enforced until the grantee demonstrates their ability to be responsible in reporting, 

iii. 3rd consecutive quarter missing/late: Within 10 days, the GE/TPS will:

a. Write a letter for the Regional Administrator's signature suspending access to ECHO for a minimum of two quarters.

b. Inform the grantee they must now send ECHO requests with proper documentation, to the FTA Regional Office for processing.

c. Inform the grantee if corrective actions are not made by the following quarter that we will move to close the grant.

d. Notify the Echo System manager to inform the appropriate Headquarters office for necessary action. 

3. During the period of the sanction, the grantee is expected to correct reporting problems and provide for a timely submission of the necessary quarterly reports.  
iv. 4th consecutive quarter missing/late: Within 10 days, the GE/TPS will write a letter for the Regional Administrator’s signature advising the grantee the grant is being closed due to their inability to comply with grant contract reporting requirements.
i. GE/TPSs will actively assist Grantees in the electronic filing of quarterly Milestone Progress Reports (MPR) and Financial Status Reports (FSR).

ii. Forward requests to register to use TEAM to the regional TEAM Security Coordinator.

iii. Direct requests for technical assistance in logging on the system to the regional TEAM Help Desk personnel.
iv. Handle requests for technical assistance in entering data.
v. ECHO System 
i. The GE/TPS will monitor ECHO system draws versus the Financial Status Report (FSR) reported amount drawn on a quarterly basis to:
1. Detect any excess draws.
2. For all discrepancies identified greater than $10,000, confirm with grantees the nature of the discrepancy and the necessary corrective action to resolve the problem within 10 days of FSR receipt by FTA.  (Actual correction of draw amounts may require somewhat longer.)
3. FTA encourages grantees to access ECHO directly for reimbursement of eligible grant expenses, however, some grantees may still submit ECHO requests to the regional office for processing in a timely manner.

4. The ECHO System manager will forward ECHO requests to the GE/TPS for approval within 2 days of receipt.

5. The GE/TPS will review and initial ECHO requests and return them to ECHO System manager within 2 days of receipt.

6. The ECHO System manager will process approved ECHO requests within 2 days of receipt from the GE/TPS.

vi. Budget Revisions: 

     The GE/TPS will:

1. Process requests for budget revisions within 7 days.

2. Review requests for budget revisions in TEAM on at least a quarterly basis (discuss requests with the grantee and the CP/TPS, as needed).  If a scope change is requested the CP/TPS must be notified in order that an eligibility determination can be made. 

3. Make changes to the budget in TEAM and notify the grantee of approval.
4. If the budget revision requires a change in the Financial Purpose Code (e.g., Capital to Planning), notify TBP and the ECHO System Manager. 

5. Advise the grantee of the ten-day minimum to access to newly coded funds.

6. File new budgets in grant file. Note: Budget Revisions recorded in TEAM need not be filed in paper format, per ¶ (4) b. on page 2.

vii. Deobligation/Reobligation Amendments
i. Within 3 days of receipt of a complete Deobligation Amendment, the CP/TPS will:

1. Review the Deobligation Amendment to verify completeness.

2. The grantee must note the non-lapsing Account Classification Codes/Financial Purpose Codes (ex. 2003.21.90.91.1-00) to be deobligated, by letter/e-mail and in the Project Description in TEAM.

3. The grantee must note the anticipated grant/amendment where the funds will be reobligated, by letter/e-mail and in the Project Description in TEAM.

4. Enter an Internal Comment that the Deobligation Amendment is complete, accurate, and ready for approval, in the FTA Comments section.

5. Mark “Application Complete” for the Deobligation Amendment in the FTA Comments section.  Project Status will read “Deobligation Required”.

6. Notify the Grants Coordinator that the project is ready for deobligation.

7. Enter Deobligation (Project Management section) for the amendment.  Reduce funding from the appropriate non-lapsed Account Classification Codes/Financial Purpose Codes (ex. 2003.21.90.91.1-00), consistent with the total reduction of funds in the amendment.  Project status should read “Ready for Award”.

a. The Grants Coordinator will notify the Grants Approval Authority that the Deobligation Amendment is ready for approval.

b. Grants Approval Authority will “pin” the amendment and advise the two Office Directors, Grants Coordinator, GE/TPS, and CP/TPS the grant has been awarded (via e-mail).
c. CP/TPS will notify the grantee that the deobligation amendment is ready for execution, and that following execution the grantee may proceed with an amendment or grant application to reobligate these funds.

8. Note: Deobligations/Reobligations recorded in TEAM need not be filed in paper format, per ¶ (4) b. on page 2.

Attachment 2

Procedures for Oversight Reviews
1. The common goal for all oversight reviews is to resolve the findings as quickly as possible, but always within the period specified for the finding.  The maximum period to be established for resolution of a finding is 120 days or the period specified in the report, whichever is less.

2. Findings generally have shorter periods for resolution, usually 90 days.  

3. The oversight review process includes a desk review, an on-site review, the issuance of a draft report, the review of grantee comments and corrective actions in response to the draft report, the issuance of a final report, and review of grantee corrective actions leading to the report closeout (use the review activity routing form prepared by the Oversight Coordinator).  

4. Identification of Outstanding Findings

a. The GE/TPS will encourage the grantees to document corrective actions as early as possible in the review process.

b. The GE/TPS is responsible for the routine monitoring and tracking of the resolution of review findings for assigned grantees and completing the OTRAK Findings Report provided by the Oversight Coordinator.

c. The GE/TPS should coordinate with the respective review contractor when there is any question as to the sufficiency of the grantee’s corrective action.

d. The Oversight Coordinator will produce, on a quarterly basis, for each GE/TPS and the Director of OPM a report from OTRAK showing all open review findings as well as due dates for closeout. 

e. The OPM Director and each GE/TPS will use this report as a reminder and notice of open findings thus signaling additional attention needed to complete the resolution and closeout. 

5.  Grantee Notification:  The GE/TPS will monitor the corrective actions taken by the grantee and informally encourage the grantee to complete the corrective actions as quickly as possible.  When informal encouragement fails, the following formal process is used to ensure closeout of findings when the necessary information is not received by:

a. Due date (i.e. 30 days, 90 days, 120 days from the Final Report date):  The GE/TPS will notify the grantee via email, where possible, (cc: the OOPM Director) that the due date for resolution of the findings was not met, request the grantee give immediate attention to this matter, and provide the necessary information/documentation ASAP.  A copy of the email notification will be placed in the review folder.  If the GE/TPS reaches agreement with the grantee to formally provide more time to resolve the finding after the issuance of the final report, the reason(s) that necessitate extension of the due date beyond the original due date must be documented and OTRAK must be updated accordingly and must be filed in the review folder.

b.  30 days from due date: The GE/TPS will notify the grantee by letter, signed by the GE/TPS, documenting unresolved findings and emphasizing that the information/documentation needed to close out the findings must be provided within 30 days.  An example letter can be found on the O: Drive at O: grants/tro4/pm/forms.  A copy of the letter will be placed in the review folder and in the OOPM chron file.

c.  60 days from due date: The GE/TPS will notify the grantee by letter, signed by the OOPM Director, emphasizing non-responsiveness and reiterating that the necessary documentation to closeout the findings must be provided within the next 15 days.  An example letter can be found on the O: Drive at O: grants/tro4/pm/forms.  A copy of the letter will be placed in the review folder and in the OPM chron file.  

d. 75 days from due date:  The GE/TPS will notify the grantee by letter signed by the Regional Administrator documenting the grantee’s non-

e. responsiveness and advising that in the absence of satisfactory resolution of the outstanding findings, within the next 15 days, FTA will consider the grantee to be in non-compliance and appropriate action will be taken to unilaterally close their grants and ensure that no new grants will be processed.  An example letter can be found on the O: Drive at O: grants/tro4/pm/forms. A copy of the letter will be placed in the review folder, the OPM chron file and the RA chron file.

f. 90 days from due date:  Should the grantee fail to respond to the previous letters by not providing documentation to resolve the outstanding findings, the GE/TPS will notify the grantee by letter signed by the Regional Administrator that, due to non-responsiveness, they are deemed to be in non-compliance and that their grants have been unilaterally closed and that no new grants will be processed.  If at some point in the future, upon submission of adequate documentation to resolve the findings, the grantee can be reactivated. An example letter can be found on the O: Drive at O: grants/tro4/pm/forms.  Copies of the letter will be provided to the Oversight Coordinator and placed in the grant file, the OOPM chron file and in the Regional Administrator chron file.

Attachment 3

Procedures for Grant Closeout

1. The common goal is to achieve successful completion of grant activities for all grants and close out grants within three years, except for those grants clearly requiring more time, i.e., construction of facilities.  Timely grant closeouts ensure programmed federal dollars are directed to transit projects in minimum time, thus providing for enhanced mobility capability and increased ridership.  As a by-product, the workload requirements of the GE/TPS are reduced 

2. State DOT’s are limited to five active Sections 5310 and 5311 grants The GE/TPS will work closely with the CP/TPS to maintain this limit.  The GE/TPS will also work closely with assigned grantees to maintain a grant listing with anticipated closeout dates (See Table 1 on page 24). 

3. The GE/TPS will work closely with assigned grantees on an informal basis to close out grants as soon as possible, to enhance the reprogramming of federal funds, and to minimize the number of open grants.    

4. Criteria Used for Identifying Potential Grants for Closeout: 

a. There are three (3) key performance parameters that can be used in determining when a grant is a potential closeout candidate: 

i. Age of the grant (3+ years)

ii. Grant expenditure percentage (= or > 95%) 

iii. Evidence of completion (100% expenditure) or lack of activity (in the previous six months).

· When grants reach three years of age, they become potential candidates for closeout. The GE/TPS will monitor the age of their grants and the anticipated closeout dates and encourage/assist the grantee in moving the grants toward closeout.  The GE/TPS will work closely with the State DOT’s to close Sections 5310 and 5311 grants to comply with the five grant limit rule. 

· When the grant expenditures reach 95% of the grant budget, the grants are potential for closeout and the GE/TPS will work with the grantees to encourage/assist the grantees in moving such grants toward closeout.

· Through review of the QPR/MPR’s, the GE/TPS will monitor the grants for inactivity; assess the status for potential closeout, and encourage/assist the grantee in moving such grants toward closeout.  This is especially true if all project activities that were identified in the grant budget have been essentially completed. Two consecutive quarters (six months) of no project, progress is a strong indicator that a grant should be moved toward closeout. 

· The GE/TPS, using the criteria outlined above, is responsible for the routine monitoring and identification of potential grants for closeout. As an additional resource for identifying closeout candidates, the Oversight Coordinator will provide the OPM Director and each GE/TPS a quarterly printout from TEAM showing grants meeting the cited criteria/thresholds. 

5. Grantee Notification 

a. The GE/TPS will work with assigned grantees on an informal basis to monitor grants with potential for closeout and encourage the grantee to complete the closeout action as quickly as possible.  The following formal process is used to ensure grant closeouts are performed on a timely basis.  

(1) Identification of a grant potential for closeout.  The GE/TPS will notify the grantee via e-mail, where possible, (cc: OOPM Director) and request that the closeout process be initiated or an explanation be given why closeout cannot be initiated.  A copy of the email and the grantee response will be placed in the grant file.  

(1) 30 days from initial notification.  If there has been no activity on an identified grant and no apparent progress toward closeout has 

occurred within 30 days of the email, the GE/TPS will notify the grantee by letter, signed by the GE/TPS, describing the status of the grant and the lack of activity and requesting within 30 days the closeout or an explanation of why the grant should not be closed out with a specific plan/date the grantee will initiate grant closeout.  An example letter can be found on the O: Drive at O: grants/tro4/pm/forms. A copy of the letter will be placed in the grant file and in the OOPM chron file.

(3) 60 days from initial notification.  Should the grantee fail to respond to this notification letter or not initiate grant closeout within the plan provided, the GE/TPS will notify the grantee by letter signed by the OPM Director.  This letter will document the grantee’s non-responsiveness and will advise that in the absence of satisfactory attention to this matter within the next 30 days, FTA will consider the unilateral closeout of this grant.  An example letter can be found on the O: Drive at O: grants/tro4/pm/forms. A copy of the letter will be placed in the grant file and in the OOPM chron file.

(4) 90 days from initial notification.  Should the grantee fail to respond to the previous letter(s) or not initiate grant closeout within the 30 days, the GE/TPS will notify the grantee by letter signed by the Regional Administrator that, due to non-responsiveness and/or inactivity, the grant has been closed.  An example letter can be found can be found on the O: Drive at O: grants/tro4/pm/forms.  Copies of the letter will be provided to the Oversight Coordinator and placed in the grant file, the OOPM chron file and in the Regional Administrator chron file.

b. The GE/TPS will continue to monitor the status of planned activities as identified and provide assistance to the grantee until the grant closeout process is completed. 

c. Grant Closeout

a. Except as noted in (4) above, the Oversight Coordinator will notify the grantee by letter, signed by the Regional Administrator, 

documenting that the grant has been closed.  An example letter can be found on the O: Drive at O: grants/tro4/pm/forms.  A copy of the closeout letter will be placed in the grant file and in the OOPM chron file.

b. The Oversight Coordinator will then prepare the grant related materials for shipment and storage in the federal records storage facility.

c. When the Oversight Coordinator closes a grant and removes grant management and oversight documents for archiving, the CP/TPS responsible for that grantee (or an individual designated by the Director of Planning and Program Development) will accompany the Oversight Coordinator and remove planning and program development documents (for example environmental documents) specific to the grant and package and include them with the other grant documents for archiving.

6. Closeout Amendments (for projects with unliquidated balances):

(1)  Upon notification by the grantee, the GE/TPS will communicate with the grantee to verify that final status reports are submitted and that the project is ready for closeout.

(2)  Upon completion of prerequisites for closeout by the grantee: 

(a)  The GE/TPS will notify the Grants Coordinator that the grantee has developed a complete amendment for closeout.

(b)  The Grants Coordinator will record and assign the amendment number.

(c)  The GE/TPS will enter the “Application Submitted” date in the Review/Concur Dates section.  The project status will be marked, “Ready for FTA Review”.

(d)  The GE/TPS will change the Application Type to electronic, in the Project Information section (Modify Application).

1. In the FTA Comments section, the GE/TPS will enter an Internal Comment that the Closeout Amendment is complete, and will check “Application Complete” in this section.  The project status will read “Deobligation Required”.

2. The GE/TPS notifies the Oversight Review Coordinator/ECHO System Manager that the project is available for deobligation.

3. The Oversight Review Coordinator/ECHO System Manager enters the Deobligation window (Project Management section) for the amendment, and reduces funding from the appropriate non-lapsed Account Classification Codes/Financial Purpose Codes (ex. 2003.21.90.91.1-00), consistent with the total reduction of funds in the amendment.  Project status should read “Ready for Closeout”.
4. The Grants Coordinator enters the appropriate date(s) in the Closeout window (Project Management section).  Project status reads “Closed”.

7. Closeout (For projects with no unliquidated balances)

(1) Upon notification by the grantee, the GE/TPS will communicate with the grantee to verify that final status reports are submitted and that the project is ready for closeout.

(2) Upon completion of prerequisites for closeout by the grantee, the GE/TPS notifies the Oversight Review Coordinator/ECHO System Manager that the project is available for closeout.

(3) The Oversight Review Coordinator/ECHO System Manager enters the appropriate date(s) in the Closeout window (Project Management section).  Project status reads “Closed”.

Table 1

(GRANTEE)

Cumulative FTA Grant Summary

(through March 31, 2003)

	FTA Grant No.
	Obligation 

Date


	Total

Budget
	Total

Outlays
	Unliquidated

Obligations
	Unobligated

Project Funds
	Anticipated

Project

Closeout

	NC-03-0037

(New Starts – Regional Rail PE/EIS)
	8/03/2000
	$18,923,577
	$11,564,683
	$  4,796,462
	$  2,562,432
	12/31/2003

	NC-03-0050

(ROW Acquisition)
	9/18/2001
	$31,125,000
	$                0
	$                0
	$31,125,000
	6/30/2004

	NC-90-X240

(FY ’99 Planning & Capital Equip.)
	7/29/1999
	$  1,607,362
	$  1,401,446
	$                0
	$     205,916
	6/30/2003

	NC-90-X262

(FY ’00 Planning & Prev. Maint.)
	5/12/2000
	$  1,717,172
	$  1,717,011
	$            161
	$                0
	3/30/2003

	NC-90-X273

(CMAQ – 13 Buses, RTP Transit Center, Park&Ride)
	1/17/2001
	$  7,500,000
	$  2,398,121
	$       46,875
	$  5,055,004
	9/30/2004

	NC-90-X280

(FY ’01 Planning & Prev. Maint.)
	6/20/2001
	$  1,717,172
	$  1,700,000
	$                0
	$       17,172
	6/30/2003

	
	
	
	
	
	
	

	TOTAL:
	
	$62,590,283
	$18,478,261
	$  4,843,498
	$38,965,524
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