If you have issues viewing or accessing this file contact us at NCJRS.gov.

National Criminal Justice Reference Service

e e

This microfiche was produced from documents received for
inclusion in the NCJRS data base. Since NCJRS cannot exercise
control over the physical condition of the-documents submitted,
the individual frame quality will vary. The resolution chart on
this frame may be used to evaluate the document quality.

=y
H

" |0 =z 2
ey} 58 3.2 i
== ¥ i e
L i

g
22 flis e

MICROCOPY RESOLUTION TEST CHART
NATIONAL BUREAU OF STANDARDS-1963-A

Microfilming procedures used to create this fiche comply with
the standards set forth in 41CFR 101-11.504.

Points of view or opinions stated in this document are
those of the author(s) and do not represent the official
position or policies of the U. S. Department of Justice.

National Institute of Law Enforcement and Criminal Justlce
Law Enforcement Assistance Administration

United States Department of Justice

Washington, D.C. 20531

8-30-79

DATE FILMED

|

1o o 1y A B 5,8 W i et e e 4
S y :




L e

et

s

T IS

i

GRANT MANAGER'S

MANUAL




P LS SRR, SRR DR

% S e ol ST Y,

oommEn 0 P ",

R AEITUATION /DA T E Ya~titera 0

0,‘\1 'é .‘
_ u.s. ‘.‘;EPAR‘TMENT OF JUSTICE )  DISCRETIONARY GRA“T -
5%/ LAW ENFORCEMENT ASSISTANCE ADMINISTRATION| ' PBROGRESS REPORT oy
: ' - ! o ‘., LE A GRANT . NO. DATE OF,REPORT REPORT .
CRANTEE  Toledo-Lucas County Criminal ~AA GRANT AP RINS
Justice Regional P]anmng Unit 75-TA-05-0004 | August 31, 76
E IIMPLLMENTING SUBGRANTEE TYPE OF REPORT ”
‘ [CI1REGULAR QUARTERLY [ ]SPECIAL REQUEST - ." .
“Same [X] FinaL. REPORT * RECE!‘JE?Y
fsHORT TITLE OF PROJECT GRANT AMOUNT ; ' R B
; ~ Grant Nanager* s Manual . $25,000 : UGT'19 1976
. ’ FREPOﬁT 1S SUBMITTED FOR THE PERIOD Apri‘i THROUGH June, i -’976 .
|SIGNATURE OF PROJECT DIRECTOR ' TYPED NAME & TITLE OF PROJECT DIRECTOR PRNE{:I "‘m\m{ I
L ~ , ; Michael J Maginn, Deputy Director
: CQMMENCE»REPORT HERE {Add continuatlon pagee as.required.)
The goal of the project was met in that the Grants Management
Manual was completed and distribution is underway in the State
~ of Ohio and through the National Association of Criminal Justice = ,
Planning Directors. The publication has been received favorably. } ]
 The manual is “included as part of the final report for review. |
g S
Nov, 1t e
: A o, 1 oy sf"ig : - I
@@%ﬁ St | ! E
RECE!VEkD BY GRANTSE STATE PLANNING AGENCY (Official) DATE -
o L:A{A Fi‘dﬂﬁ.y“ﬂe'l\lllnsv.‘l-';:)r ,j’f . REPLACESLEAAbOLEP-&&D. WHICH 15 OBSOLETE, DOJ—1973—05. .
‘ N LI ,~‘ s 3, o m K - B - “';’.T:;
‘ L i '



by James L. Fletcher

Michael J. Maginn, Project Director

The project was supported by Grant Number 75-TA-05-0004 awarded to the
Toledo-Lucas County Criminal Justice Regional Planning Unit by the ;
Law Enforcement Assistance Administration, U.S. Department of Justice,

under the Omnibus Crime Control and Safe Streets Act of 1968, as amended.

Points of view or opinions stated ¥n this document are those of the

author 4nd do not necessarily represent those of the U.S. Department of
Justice. ‘ ‘ ' ' : :

i

V @@JR%;

o oNQv L1078



II.

IIi.

Iv.

CONTENTS

Page No.

Introduction . « . . & . 4 . o e .o e e e e 1

’The Grant Manager's JODb . i . & v i i e s s s e 4 s e s o .2 =10
A. The Criminal Justice Grants Organization . . . . . . . 4 - 6

B. Management by Objectives . . - .:. e e e el e e e e k6 - 8

C. -Management by Objectives for the Grant Manager . . . . 9 - 10

Development of the Grant Proposal . . . . . . . . .. . o . 11 - 21

A. -Problem Identification . . « o v v & o o o = w o« « o 11 - 14

B. ‘Determination of Proposed Solutions . . . e e 14 - 16

C. Organizational Considerations . . ¢ « ¢ « & « & & & & 16 - 18

D. - Identification of Program Objectives . . . . . . . . . 18 - 19

E. Planning the Program . .« . « « « o« o v o o' » o o o o = 19 - 21

Preparing the Program Budget . . . . o+ o « o 4+ w w . . . 22 =23

A, Persomnel . . . . e el e eie e e e e e e e e 23 - 24
B. Consultants . . . . ¢ ¢ 0 .o L oo o0 s e .. 24 - 25
Co TLAVEL - & v o o e e e e e e e e e e e e e e 25

25 - 26

.
.
2
.
.
.
.
v
.
.
[]
4
.
.

D. Equipment and Supplies

E. Contfactual e e e e ae e e e e ae e e e e e e . 26 =27
F. FacilitieS « « o « v v o v o v o o o s o o+ w » w . 27 =29

G. Indirect COSES .+ = v v o o o & & o s 4 2w o o v v v o 29=-130

H. In-Kind Contributions . . » « « « « v 4 v o o« . . . 30 =31

Tnternal Project Control . « « « o o o o o v v e vx w . . 32~ 40.

" A. Calendar Control « « ¢ o v . . . e e e e e 34

B. The Gantt Chart . . « o « o o o o & o s o o oo o u . 35

- C. Gantt Chart With Milestones . . . . « o . « . & + « . 35 - 36

D. gggyorks‘. R ,V;,; o . . . 36 -237

: Y
{ : . = -

i



VI.

VII.

CONTENTS — contirued

Internal Project Control (Contd)

E. Critical Path Method « < « . . . .

Fo PERT « & o« 5 « « o o o o % o & «
G. PERT/COSE - wia + o « o v v v o s
Grants Accounting . . . . . . . . . .

A.‘ Example of Grant Accounting System

Procurement . . « & « o o o o o &

Selected References

Glossary

Page No.
37 39

39

39 - 40
4i 43

42 - 43
44 - 45

\



GRANT MANAGER'S MANUAL

~Introduction

© This manual is infehded to give the grant manager an
understanding and facility with the generel skills of management
within the settingbof an LEAA funded project. Management is’in many
ways an art in that a manager's intuition and interpersonal skills
can be every bit as important as the technical approaches derived
from the -application of scientifiC~method to program management:.
Therefore, the objective of this manual is noﬁ to deveiop the reader,’
wﬁoever he may be, into an effective grants maneger, ?ut rather, to;i
’ present to the person knowledgeable in criminal justice, with demon-
strated interpersonal and leadership skills, certain techniques of
management to aid him in his role as a decision maker within the

criminal- justice system.



The Grant Manager's Job

Broadly speaking, management is the’process of making
de&iﬁichs concereing the expenditure and allocetion of,resouroes to
oktmiﬁ’maximum resﬁlts in achieving a defined goal. Management is com-
p@ﬁﬁﬂiof‘three primary functions:

1. Planning encompasses the setting of objectives;
decidiﬁg on what activities will be required to meet them; and scheduling,
budgeting and organizing resources, including steff, facilitiee and
equipment.
| 2; Leading oonsists of providing the coordination and
communication required to perform the planned activites. Leading is
primarily dependent ona manager’s,interpersonal skills in motivating
others and getting their coopefation. Presumably the graht manager
is picked for phis position because he has these interpersonel skills
and specific kniowledge of the program area. Consequenply, this papex
does not deal with the leadership function of managemehtm

| 3. Controlling is the process of collecting televant
information on which to base the decisions that maintain the focus of
the program on its objectives. No matter how comprehensive the planning,
both external and internal pressqres will require some changes to be
made to the mix,ofkresources, program activities and occasionally,
program objectives.

The grant manager's role in each of these functions is
frequently limited‘by his'position in the overall federal,‘state end
local‘organization.' For‘example, in managipg a program‘funded by thek

LEAA certain responsibilities for each of these functions are shaved



by individuals other‘than the program‘manager.‘ A State Planning Agency
or Regional Planning Unit wiilnhave many inputs - in project planning
and controlkand may impose a number of reporting requirements on a
grant's management. - The specifio‘program is usually organized wunder a
local agency, with other primary responsibilities, but which may involve
itself heavily in the management of the project and set additional re-
quirements on the grant manager who is usually a permanent employee of
the local agency.

| However, regardless of the extent of outside involvement,
the grant manager must not view his job as mexrely to enecute decisions
made by’others. Given the complexities of human behavior related to
criminal justice, an effective‘program’manager mast be prepared to make
‘decisions continually through the life of>his program, to steer his
organization's gctivities toward the established targets and Qhere
appropriate to readjust his understanding of what those targets should
be and communicate eny‘changes to everyone affected.by them:v

In reality, most of the planning, budgeting and reporting

activities imposed by the LEAA and state planning agency on the grant
manager are very limited as management tools. while the intent of these
requirements may be to aid in manaqement control, in~reelity their main
impact is to provide administrative checks over thevgrant manager and to j
limit his dlscretlonary power. — The success or‘failure of: the program:
then, depends not on the manaqer s ablllty 51mplv to follow the rules
‘and to complete the activities set out by the state plannlng agency, but~
almost wholly on his ablllty to make the numerous dec151ons required of

him as the grant programfproceeds;‘



The Cfiﬁinél Justice Grants Organization

The grant manager has to relate to at least three, and
some times four or more, levels of criminal justice organization. “While
the’ultimate goals of all levels of the organization ‘are similar, (i.e;,
the reduction of c¢xime: and the alleviaﬁion of- social problems related
to crime) the responsibilities of each level are different. The grant
ﬁanagér can find himself in the middle, facing federal, sﬁate and iocal
officials with somewhat different appfoaches, to the problem. For example,
while the regionél LEAA‘office may be interested in éstablishing a number
of innovative programs, the state planning agency may be interested in
applying a'consistent statewide approach to a particular problem area.

At the same time, the local -government may be interested;in maihtaining
the status quo. 'The officials at the local level with their general
governmental responsibilities»cannot give criminal justice their’un~
divided attention. Criminal justice’is.only one of many community needs
for which they are responsible. Likewise,'it is eonly bné of many needs
competing:for the local tax dollar.. .

Certainly_the grant manager must be aware of the differing
attitudes and responsibilities of each level of the grant—in—aid'systeﬁ
and shape his program to fit in with their conflicting\desiresfv One of
the best means of achievingthis is to become familiar with the.Federal
Ctimipal Justicé Standards  and Goals established by the Nétional instituté
of Law EnforcémentlandfCriminél‘Justice as’wéll‘as,the Standards, Gbals
and.Comprehehsive Pléns prepared by State Planning Agencies and Regiqnal;
;Plaﬁning Uhits. Beyoﬁa this, the'manéger’s political iﬁsightskandvinter-

personal skills are his best tools in dealing with the differing approaches
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and attitudes of the three levels of administration over him.
Due to the limited nature of the scope of LEAA resources

available, under the provisions of the act, local views and political

. realities must take precedence ultimately if a program is to have the

resources to guarantee its long—term'existence. Therefore, the success
of a program is, in the,last analysis, highly depéndent on thekmanager‘s

ability to sell it to local government. To 'do this, the grant'managei

has to develop hard evidence that his program will be more useful to

the community than other programs or projects for which funds may be

- demanded.

Because of the differing viewpoints and respdnsibilities
of participants in LEAA funding procesé, it is necessary to prograﬁ
success that the three levels of government have general agreement on
the basic goals of the criminal justice system. kThis is why at the
nationallleVel the National Institute of Law Enforcement ahd‘Criminal
Justice was established to set Federal criminal justice standards and
goals, and why comprehensive state,pians are requiréd~annually in line

with these goals. The effect of this agrésment on goals is to restrict

the state planning agency's authority in granting funds to local programs.

The state agency must establisgh priorities and.distribute funds to local
ptogramsibased on the likelihood that each program will impact the
agreed upon goals.

With so many levels of administration involved, objectivity

is more necessary than perhaps it would be in a purely 1ocalisystem. k

People who hardly know and seldom meet one another'share the responsi-:

bility of planning and:implementing»gtant—in—aid;programs‘ Hence




intuition and subjective beliefs about the beneficial effects of,a
program are notkgqod enough. Tﬁe grant manager must be ablekto pfove
the benefits of his program and te convince othe¥ peoplekremoved from
the’scene that these Benefits are worth the program's costs. Therefore
‘he must have objective measures of both the inputs to his program andk
proof of its results if he is going to be abie to successfully compete
with other program managers for the available funds. Furthérmore, the
state planning agency Wants to be ab1e to prove objeétively to both
local and federal officials that it administered the funds efficiently
-and fairly. An explicit objective method of management is necessary

to make an effective functioning grant-in-aid management team out of a
group. of geographically‘separated people with differing viewpoints,
aﬁthority and responsibiliﬁies. Therefore every allocation of LEZA
resources must be made to a program based on a logical thesis, desiéned

to meet measurable objectives that can be linked to agreed-upon goals.

Management by Objectives

Put another way, the administration of LEAA funds utilizes
the tebhnique‘of managemenﬁ by objebtives in that it is‘baséd on the
belief that relationships existkbetween criminal justice methods and
crime,br crime-related problems; that these‘relationships can be ob-
jectivelyfméasured;fthat reéuctioné in crime and crime—relatéd problems
can’be made and that these impgovements can be .measured.

The dévelopmeht of gach LEAA grant progtam iﬁeally woula
entail the following steps: :

| 1.  Thesis 4ZSomeone‘has an idea, supported by available

objectivé data, that doing certain thihgs will'héve a favorable impact
on specifiCACrimebor Cxime?related objectivesg

— 6 —



2. ;Implementation - A prOgram is planned and scheduled,
resources are budgeted and the activities perfofmed baeed on this thesis.

;3' Evaluation -~ The réesults of the program are measured
-in terms of the eﬁfectiveness ef the thesis determined by progress toward-
the objectives and in terms’of the efficiency in use of resourcee (cost)
and time (schedule).

4. Feedback - Based on this evaluation of objectively
measuraﬂperformancecriteria, adjustments are made to the program to
improve its future effectiveness and efficiency.“These adjustments could
range from'abéndoﬁing the program in favor of a different method . to
expanding the program to other juriSdictions,'dependiﬁg on the initial
program's success or failure.

'In essence the concept of’management by objectives offers
three adventages for effective ptogram managemenﬁ. First, management
bykobjectivee promotes agreement among diverse participants in a manage-
ment system sinee goals andbmethods are defined and commitﬁee to writing
at the sﬁert of the program. fn addition, management by ehjectives is
an essential part of applying scientific method to overall manegement‘
by’previding objeetive feedback of results~fer fuﬁﬁre analysie4end
decision making. ,Fihally, manageﬁent by objectiveS‘piemotes "managemeﬁt.

by exception" by focusing attention on those programs or areas which

are not producing the results expected. Consequently, the manager can zﬂi,

give'those activities that are meeting the objectives a free hand, and
“concentrate on the exceptions that ﬁeed to"be;manéged.k

 The LEAA and state planning agencies require monitoring

of grant activities and occasionally, "intensive evaluation" to pinpoint -

R S '
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their true impact. While the specific requirements vary widely from - i

e

State to state and by type or complexity of program involved, these
requirements are essential to the "feedback loop" followed by state

planning agencies and the LEAA regiondl offices in making multi-year

e et

funding decisions objectively. !

- A feedback loop describes.the procédures for collectingk *
,information on effectiveness and efficiency of programs in order to dj/ “\
modify future plans and actions. Completion of this loop is dqne,oﬁce
each funding year, as most decisions made concern the fundingifd;
succeeding years' programs. Figure 1 illustrates the feedback loop
of 'a state planning agency.

Figure 1

STATE PLANNING AGENCY FEEDBACK LOGP

Program Approval

Funding
Program
Analysis o Implementation
and Planning and Operation

Program Monitoring
and Evaluation




Managément'By Objeciives for the Grant Manager

Excluding inierpersonal‘skills,Aa manager's “style" is
hig approach to décisién,making.‘ This style can range from arbitrary
action (or’inaction) to intuition to scientific method in which maximum
use of objective information is made. All decisién makers resort to some
-degree to all - three approache;. However, as arbitrary actidn has only
lﬁck going for it, over time a manager's suécess will be~greater‘the
less arbitrarily he operates. Many managers. are able to findilong—term'
sucéess using intuition. However, it 'is very difficult to prove to
others that success is the result of the manager's efforts and it is
difficult to get the supportkof others behind decisions based on in-’
tuition. Aytop business executive with good intuitive‘abilities can
successfully use intuitive decision making because he doesn't have to
explain or justify his actions as lorig as the financial results are
acceptable to the owners of the business. But, bécéuse responsibility
over LEAA’progréms is sharédkat several levels, the: grant managér must be
able to badk up his decisions with facts and figures whenever they can
be reasonably collected, that maké sense. To do this he needs a managé—
ment ‘information system tailored to the prbg:am's deciSiop~n&gds. The
grant manager's decision needs aré shown graphically by tﬁéfgrént maﬁager's,

feedback loop in Figure 2. :
Figure 2

PROGRAM MANAGER’S FEEDBACK LOOP

: /”’,,—,———*%> Corrective Action --~‘~§5‘~7EL_,;

; - : Program
Analysis ; ; Implementation
' and Operation

Management- “;_;_,,f”/((/e
Information System :
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The‘formal reporting and contrdl systems.required by
the state planning agencies (monitoring and .intensive evaluation) provide
information tailored tb the annual’funding and  long-term direction
decisions for whichkthe state and federal agencies are responsible,
but are of little use to the grant manager, who needs to havéktimely
(monthly, weekly or sometimes even daily) knowledge of how each activity
iskprbgrQSSingAand how ﬁell it is coordiﬁating with other local efforts
'-and:meeting,near—term objectives. The real difference between the
program managef's feedback loop and that of the staté planning agency
isbthat the manager's loop has to get information about problems in
program activities fo him quickly enough for the manager to make thek
édjustments needed to steer an pff—track program back onto course.
Therefore; the information the manager receives must be detailed and
tailored specifically to the particular program. Secondly, bécaﬁsé
of the need to circuit the loop rapidly and frequently, the information
éYstem shouid be designed to draw the manager's attention only to
problem areas. Therefore, as early as poséible, preferably in the pre-
award planning phasé, a program manager should determine at what points
during the éfoject he can make decisions and whét kinds of information
he will heed to make them. When this thinking takes place early, the
manager can desigﬁ a program reporting system which gives' him useful
internal‘decision—making informaﬁidn Wh%le it is also part of thébsystem
‘he’sets up to cdmply with the monitoringfand evaluation requifements of

“¥he funding agencies.

~ 10 =




Development of the Grant Proposal

’The grantbproposal 5egins ae an idea and ‘grows into en
approved program based on the ability of the person developing'it to
marshal lodai snpport and resources, and based on the extent to which
information andvdata can be provided to establish that the proposed
program will support the federai‘standards’and goals and coordinate
with the etate's comprehensive plan{

The most creative, and consequently the most difficult

part of developing a grant proposal, is conceiving the Originai idea.

" The first logical step in this process is to make a thorough examina-

tion of the local system's methods of dealing with the givenAproblem
area: how the system is organize&, what resources arebeingueed and
how responsibilities are divided up among local agencies. ‘This
examination will give you an understanding of the present local com-
mitment to solving the problem. It will also provide you withkthe
perspective necessary to compare the local system with possible
alternative systems beiné nsedkelsewhere. Only with a thorough under-

standing of the magnitude of the problem locally and the scope and"

‘methods presently employed to combat it, will it be possible to come

up with creative alternatives that are'realisticfopportunities,

- Problem Identification

Analysis of system performanceAis critical to develop-

ment of a successful grant application;"From'the point. of view of

e
¢

i

good management, iz makes sense to know how well a problem area is'being

handled before you consider new approaches.i”Additionally, objective

' appraisal of present performance is nedessaryiin asking'for'fedefal"

‘funds because funding‘agencies mustibe~able_to'demonStrate why funds;

- 11 =




are granted to one propbsal over others and they muét be donvinced
that the funds aré being used to improve thefoverall‘5ystem rather
4than merely to pick up the tab for locai criminal justice; The’suc—
cessful grant proposal must offer a newfapproaCh to solving local
problgmskand not request federal funds to support.exiSting operations.k

This aﬁalysis of system performance should be based
loi s} ﬁhree criteria; (1) effectiveness in achieving system goals, (2)
efficiency in use of resources, and (3) a subjective appraisai ofvthe
social acceptability of the system.

Effectiveness in achieving goals is critical to devélop—
mentrof a grant proposal because»it is the measure of negd. The basic
reéponsibility of the LEAA and state planning agency is to distribute
funds to maximiée their;impact on the reduction ofkserious or Part I
crime’(murder; rape, aggrevated assault, robbery, burglary, larceny,
auto theft). Theréfore; the first step in developing a grant proposal
is to identify those areas in the local criminal justice system that
are least effective in their impact on Part I}crime. Because criminal
justice involves a number of activities all of which bear on the cém—
plexities Qf human behavior, measures df effectivehess must, Qf‘necessity,:
vary with the local circumétances. Oftenrit'is impossible to make direct
'statistical cqmparisons with the past or with other localities’because4
’detailed'records have’not_been kept, or are not kept on a comparabile
basis. Consequently,kwhile the measurement of effectiveness may be
objective, it -is oftép a matter of subjecriVe judgment whetherkrhe
ijectively ﬁeasﬁred results of a given approach are effecﬁive. Ohe

method of minimizing the problem of subjectivity is to make as many

~ 12 -



‘contacts as possible with other people teSPOnsible for similar activities
in other,localitieskand with stateiﬁlanning_agency personnel. In addition
to'offering opportunities for'valuablé'insights, this contacf‘will help
to put the locai situéfion in pe#spective.

The second Criterion;for problem identification is
efficiency of the present sYstem’in'its'use sf resources. Like the
determination of whether a problem area is being handled effectively,
determination of efficiency is also a matter of judgment. HoﬁeVer, a.
number of comparisons‘can be made to help you decide if a particular paft
of the losal system is efficient. Often it is difficult to determine
directly from routine accounting records just what resouices are being
applied td a specific problem area. This is’because, slthough many
agencies and employees in them hatve a number of simultaneous rolés and
responsibilities, the accounting systemS'generally make no effort to
assign costs to each responsibility. kTherefdre, detailed analysis is
usually necessary tO»deteimine reasonably what resqurCes are being applied
tova specific’probiem area. Often it is difficult to generate truly
objective data for either effectiveness\or efficiency. As the‘problem,
is wrestled with over' time and as awareness of the impo:tance bf‘
objective measures of specific responsibility areas increases smong
agencyvpersdnnel, improved routine data coilection systems'can;be
achieved. prsver, in the'shCrt?run detailed_analysis‘is'alﬁbst always
nesessary to generate daﬁéiapplicable to altérnatiVe organizstional
structures since the traditional: structursr of'sost adcouhtiné is by
organizationalvunit and categoY‘of‘expenditurékand notsb§bprog;smiﬁ

fésponSibility‘or prdblem area. For example, the cost of“ihéarcératidn

;~13 L ’».~ y "'p RPN ’; o L




iﬁlagplicejail may not be directly available in a given jurisdiction
because expenditures;for operating the jail are not recorded separately
from other police activities.
It is quite possible for the numbers to iook good. in

‘texms of effectiveness and efficiency and for the system not to be
delivering the quantity or quality of jﬁstice thé community should

have.  From the point of view of victims of crime, offenders and others,
“such éé.thekfamilies of offenders, there‘may be éignificant improvements
possible in the system even though the statistics and costs appear
‘reasonable. This aspect of system evaluation is almost totally sub-
jective and deals with questions such as: Are victims of crime being
further victimized by criminal procedures? Are those accused being.
treatea fairly and humanely? Are ‘offenders receiving adequate bpportunity
and‘assisténce to 1ead a socially acceptable life?  Are the families of
victims and offenders receiving.the assistance necessary to recover
’saﬁisfactofily from the effects of crime? The answers to these and
other subjective questions are just AS'rélevant to the eﬁaluation of
criminal justice pérformance as are’effectiveness and‘efficiency. The
attempt to answer theSe,questions { and to think about additional
Zéuesﬁions,that should be asked) is probably the best methodiof develop-
ing a creative and effective new approach to a pzoblem’because_it expands
the thouéhtkprocesses beyond the existing methods and proceaures on

which statistical and ‘cost data are based.

Determination of Proposed Solutions
It is a productive strategy to involve as many participants

ih,the'system as possible in the development of alternative solutions'to

~ 14 -
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:the problems identified. Not only does this_increese the chances for
obtaining more good ideas, but also involving all system participants
generates valuable support inbgaining the approval of reqnixed local
matching funds and sets the stage fot the eventual local assumption ofd
all progtam costs. This is crucial to long-term program success because
LBEAA funds are not-intended to be permanent in nature.‘ They are provided
as an incentive and to assist state end 1ocalkgovernment in developing,
implementing‘and testing new methods. Therefore, while the first steps
in developing proposed solutions should include all personnel directly
involved in the defined problem area, the interests and concerns ofk
the leaders of the local government and of any local governmentel
planning agencies should also be determined. In many instances, citizens
groups, business associatione and ex~offenders can provide aid and in-
~sight to the specific local situation.

It is rarely necessary to invent a ptogram to solve local
problems. Adapting a solutlon developed elsewhere iskoften’the best way
+to get the job done. Communication is the key to'finding optimal soln—
tions to problem areas by utilizing‘the knowledge and experience of
outside agencies. The state planning agency is a good first contact
because  its personnel can familiarize.you.with all gtants funded in
related program areas in your state. You’may also be eble to get eome
ideas about,potentiel solutions (as well as some insight into the state
planning agency's policies) by inquiring about proposals in similar
problem,areas that‘heve not been approved,» The;state,planning agency
can also helpbyou contact people in other parts ofvyourwstateawho are
facedpwithVresponsibilitiesvandvproblems similar to‘youre. Contecte"
:dgained through chief—of—policef sneriff's essociations:and\eimilar

=15~
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org&niiations might also pfove’helpfui. ~‘Beyond this, any LEAA studies
and'publications relevant to your area of concern should be consulted.
Even geheral library research cén in some instances uncover ideas that,
when coupled With your knoWlédge of your bwn situation, could léad to
possible solutions. A‘frip to the nearest big city library and the

aid of the reference librarian to find appropriate profeséional publi-
cations and periodical and newspaper indexes could be pérticularly
“valuable. At the least, aftér some research you will know what, if any,
novel approaches exist elsewhere and what their known impactrhas been

on the problem youkhave identified.

Organizational Considerations

Once a problem haé‘been identified and alternative
sqlutions are under consideration, the potential effect of each solution
on the various agencies concerxrned should be considered carefully. It is
‘ importaﬁt te know what will happen to the resourceskpresently employed
kif the new solution is enacted. Since federal funding rules'prohibit
grants which simply replace existing local activities; care must be
taken to establish that any reséurces to be replaced canbbé transferred
to another criminal justice function. bThe proposed solution shouldbbe :
tailored to make it cqmpatible with the other agencies involved and to
’eliminate needless duplication of effort. When multiple jurisdictions:
are involved, particular cére should be taken to ensure'that‘thef“right"
agency is given reéponsibility fOr‘implementation of the’pfoposed program.
While multiéjurisdictibnal~sOluti6ns often‘appea# most efficient on paper;
if the political, 6rganizational and pérsonality factors are'wrong,‘

expecting too much coopération can,kill a conceptually perfect program..
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in such a case it would be much better fo implementfthe new solution
in the most receptive jurisdiction and avoid the temptation to attempt
the’iﬁpossible. It might subseéuentlykbe feasible to reexamine fhe
multi-jurisdictional issue after a period of successfuleresults ina
single jurisdiction. |

In planning service delivery projects, the short-term
pelitical and orgahizational considerations have to be balanced against
the long—term necesSity to marshal enough local resources to eventually
replace the federal funding. From the project‘s beginning the g?ant
manager must have a‘strategy for developing new revénue sourees and
integrating’the new program into local geverhment or other funding sources.
Obviously, good public relations end demonstatedksuccess~ere fundamental
to future funding. Where all other factors are equal, it makes sense to
make the project's strongest organizatienal and political ties with the
local jurisdiction or agency having the bestbseurcee.of funds. It is
alse a good‘strategy to make facility and equipment decisions such that
the pregfam will be able fo present a strong physical appearance of
valueffor minima1 annual ‘cost to the local agency that ultimatély‘willv
be asked to fund it. Thus, for example, if the project manager should
have the alternative choice of leasing or purchasing‘equipment, purchasing
may be’the beet strategy because‘when federal funding ceases, thetannual
cost to the local agency willkbe less, and the agency's 1eaders'may be e‘
impressed with the idea thae they,are‘acqpiring‘physicaivassets_ésqwelly
as ﬁhe’pregram. The idea is to minimize tﬁe fixed costs fequireeyto
maintain the program at a nOrmei'level of-operetien aftefeﬁederal fundine

ceases by maximizing the acquisition of such things as facilities,
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equipment and trainingyin thevearly years of the program.

A hard look at the realities of the local ability to
furnish needed’resources should be taken early in proposal development.
Is the particular problem of high enough priority to’justify long—fange
local commitment of funds adequafe to its future success? It is a false
economy to attfact federal, state and local matching funds to create a
program that is too expensive to be assumed as a local responsibility
when federal funding expires. Such a program might even have aklong—
term detrimentalkeffect on the’local systemkin terms of the human waste
of attracting interested employees and or participants only to shut down
a promising program due to poor financial planning.

Five Steps can beytaken to prevent long-term financial
disaster. ‘First,'no program should be undertaken of such large scope
that it's takeover would eignificantly impact the overallafinancial
capabilities of the local fﬁnding source. Second, early’strong public
commitment to the program should be obtained from local officials.
Third, a realistic multi-year plan for financing the program, projecting
its operations and needs beyond anticipated federal funding’periods,
should be worked out and included in the commitment of local officials.
Fourth, where appropriate, commitments for eventual funds aid from
multiple jurisdictiohs should be soﬁght. Fifth, phe'program should aim
at becoming so well integrated with_the overall local criminal justice
erganizaﬁion that its replacement weuld regquire greater’iocal cost and

organizational disruption. than its continuance under localkfunding would:

Idehtificatioh of Program Objectives

s part of theﬂgrant;applicatieni the function of program

_objectives is to establish the usefulness of the proposed grant,‘ This

- 18— =



demonstration df usefulness is'essentially;a formal comparisbn, in terms
of effectiveness, éfficiency’and subjective evaluation of quality,
between the local system as‘it,iérand as it would be if the proposéd
kprogram were adopted. Key to this comparison is the development and
collection of sQ~called baseline data, the objective measurement of the
situation prior to the implementation of the proposed progfam. These
baseline data are the fundamental yardstick against which the pfoPOSed
program will be Jjudged in making grant awards énd ultimétely, ifkthé
program is implemented, in measuring its success.

‘Because the objeétives established in a grant proposal
are used both to make the original érant decision and to evaluate ‘the
effectiveness of the programs that are implemeﬁted, zeal in setﬁing‘
ambitious objectivés to get the originaikgrant must be balanced by thek
need for achie?ablekobjectives to ensure a performance record that will
convince boﬁh state>and lécél dfficials to continue funding in éubSequenf
years. - The total failure‘of a number of~progtams with highly publicized'
but poorly developed objectives has made state planning agenciés
particularly receptiﬁe to objectives based on solid experimental design
and empirical data: Thétvis, objectives set should be specific to the
problem.éréa énd numerical measqresvof expected improvement should héve
some demonstrable empiricai relétionship to the methods‘proPoéed, either’
in 1ocal system baseline data or in data derived from similar programs‘
developgd/elsewhere.

kPlanniqg the Program

It is quite possible to pass SatisfactOrily“through the
stages - of problem,identification;»devélopment of proPoSed solutioﬁslandk> ’
‘identification of program objectives without the explicit inVo1vemeqt ol
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of a stéte plannind agency or regional planning unit. waever, these
‘agencies should be relied upon heavily in planning the jrant préposal
itself to enéurevthat the proposal will comply with all applicable
,rééuiations; that it is compatible with the applicable comprehengivé
plan and that the timing of the program will be coofdinated;with funds
availability. Due to the number of peopie‘and agencies involved and
the number of competing uses for funds, planning is an iterative
~activity in that changes in eéch agency or program affect the resources
available'to'other agencies and programs and may also affect their
effectivenéss. Close coordination in:.proposal planning is‘therefore
solﬁtely qgcessary’and the effective planner has to be able to adjust
his thinking éna~programs to a number of revisions during thekplanning
process.
The first step in preparing the plan is to prepare a
list of the activities necessary to.the program, and their time4phasing.
The scheduling and -control techniques which will be aiscussed‘ih
Chapter V (Gantt charts, networks, eﬁc,);can be quite hglpful in this
stage of planning by providing a visual display of the required
‘sequencing and the‘overall,relationship of ‘project acﬁivities over the
‘funding - -year. This scheduling,shéula identify significant mileposts ™
for project control. It is iﬁportant to determine thrbugh‘the LEAA,
metropdiitan or regional clearinghouse,‘andkthrough state and 1océl
officials, any activities which must be included to comply with federal
or state statutes;.regulatiohs or guidelines. Foxr example, inltermé
 6£ federal‘sﬁatuté,depending’oﬁ'the nature of_the:project,specific

actions may bekrequifed to‘comply with the provisions of the Equal
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‘Employmeﬁt Opportunity Act, the Civil_Rights Act of 1964, sﬁs“Nationai
Environmental Policy Act, the Historic Sites Act, the Clean Air Act
~and.ths Uniform Relocation Act, among others.
| ‘Once a‘scheduls of program activities is developed, the
resources demanded by tﬁsse activities should be determinsd and plans
laid for~securiﬂg«them; While LEAA funding rules require cash matches
fromkstate and local authoritiés, these ‘rules are in no way msant to
discourage local non-cash cont;ibution of facilities,‘manpower and
'equipﬁént from being brought iﬁﬁo the pfogram. The‘cash'ﬁatch require-
ment simply means thai,»in‘addition to any existing equipment, supplies,
facilities or manpower‘made available toythe program, the local
authorities must appropriate additional funds to match the federal
fﬁnds.
. The 1973 amendment to the Ct#me Control Act requires that
‘a minimum of 10%‘of the money appropfiated fdr a non—constructibn
project must be supplied by the staté and’local govérnmehﬁs. The re~ 
quirsd state and' local match is SO%Vforkﬁart Ckconstruction projeCtSf
and 10% for‘Part E’cqnstructisn prqjects.' Projects using Part C 
funds fér remodellihg or rennssation;of existing faciiities require a
10% match if the constructioﬂbastivities'amount to 1ess«than 55, 000.
If greater than $5,000 thezbréjeét is considered'togbe construction
’and the 50% match applles The act also'specifies thét‘at,leés; Qns~half
‘:’the total mntchlng funds must ‘be supplled by the state. Bécaﬁse funding
requlrements vary 1t is necessary to check with the state plsnnlng |
.fagency {or the reglonal planning unlt) to determlnerlts snecxflc fundlng

policy.
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Preparing the Program. Budget
The program budget'is developed after the basic SCope

of activities and tentative agreement on a feasible level of funding

;have'been:determined. Naturally the budget cannot exceed the funds

potentlally avallable, so some adjustment in the planned scope of project

'act1v1t1es is generally necessary during the "preappllcatlon“vperlod.

The budget is an aid in planning and providesithe basis for financial
control over the program during implementation. The budget is also -
closely monitored by the gxanting agencies and restricts, somewhat, the

manager's discretion in redirecting funds among budget categories during

program execution. Therefore the budgeting process should receive very

careful attention.

The purpose of this ‘discussion of budgeting is to .aid

- the project manager in setling up planning and control systems rather

than to present specifically all the particular statutes, regulations

-or guidelines that may affect the allowability of costs under federal

grants~infeid to states and locel units of government. In seekiné the
latter information, the grant manager should request help from the
state planningkagency or regional planning unit. kThose‘sources een pro-
vide the grant»ﬁanager With the necessary circuiars and quideliné
manuals, and with appropriate inte:pretation and adviCe.e Among these

publications which are of particular interest to the grant manager in

' budget‘preparation are: LEAA Guideline Manual M7100.1A, Financial

Management‘for Pﬁannihg and Action Grants; and LEAA GuidelineeManual
Ml700 6, Grant. Manager Procurement Manual

Federal Management Clrcular 74 4 (formerly OMB A—87),,’

Pr1n01ples for Determlnlng Costs Appllcable to Grants ‘and Contracts w1th
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State and Local Govérnﬁéhts;
| ' Federal—Managément Circular 747 (formerly OMB A;104),
Uni forn AdmihistrativefReqﬁireménts'fcr Grants~In-Aid to State and
Local Goverﬁment{‘
| Personnel -

The scope‘OETactivitieskplanned is the starting point
‘for setting the budget. Each activity and its‘schedule will imply
what work is required and what physical resources are neceséary'each’
month. Work can be aécomplished by'emplbyees, by consultanfs ofbunder
contract; judgrients have to be made as to what work will be'performed
by each of these three budget categofieé; ‘‘These judgments depend mainly.
on the quantity of work requiring particularbskills and qualificatipns.
It would be unwise to hire'empioyees having spédialiZed skills if the
need for these skills would be of>éhort duration or ‘would o¢Cupy~a
specialist léss than full-time. In such casgs consulting or coritractual
services would be mofe satisfactory.

The firéﬁ”steg in determiqing the personnel budget i$ 
to ‘establish a head'cquntf fhat is, How ménY'employées wil; be\déihg
“what jdbs'aﬁd when each will start; This determination’isbgenerally‘
made based on’the budgé£ef's "feel"kfor‘the—stéfkaOmplement‘neceSSary
tao do the work’réqﬁiréd.ﬂ This "feelf'can'be'deQeloped by gbnsuiting
‘other local agencies with‘similér‘work requifémehﬁs.and tﬁé'state:planningkv;
agehcy. On'major.projects, especiallyiin areas thati@ay.be new'tq the
,Qlanner; éﬁchkas'systéms'ahd eleétronic data'proééssihg, it may be
' vad§iséble to ﬁdrchasekconsultiﬁéiheip fiom‘éoméone éxperienced,in )‘
 bud§étiﬁ§ andQWOrk?measuremeﬁt,in!the’éarﬁicularjfield;;:Déﬁé;mihﬁﬁidn :
ofﬁclericélyfsecfeégriéi;éhaxotﬁerkgénerél étafgi“heeds}Shoula*be5baéed  
: , : i ‘ . .

.



“on tﬁe antidipatedkcommunications/transactions workload. An effort
,‘should bé'made to determine what the paper-flow (iéporﬁs, correSpdndence}
and publid contacﬁ;(telephone and receptionvand information gathering
du'ties)k’ shéula be. staffing' for such work should be based on the
staffing réquired;fdr similar workloads at other local agencies.

Once the'staffing complement has been determined, it is
ielatively easy to‘project the payrbil costs by conferring with other
local governmental agehcies and employment agencies. If the intended
implementing agency willybe a unit of‘gOVernment, applicable local
civil service requirements Shouid be checked. The fringe benefits
{pension, workmen's compensation, hospitalization, unemélOyment in-

' sﬁrance, etc.) applicable to the employeeS‘must also be determined and
“included in the personnel budQet. If the,proposed grant is to be
administered by an existing agency, the policy of that agency should
be applied. to determine fringe-benefit costs. If £he proposed érantee
will be a new agency, similar agencies should be consulted to determine
apprbpriate fringe benefits for the local'situation.

There is a funding restriction on personnel compensation
in that not more than_one—third of a grant award may be expended for
-compensation of police or other law‘enforcement personnel for regular.
~dﬁties;ﬂaExceptipn5_Qan p§ made to this restriction by the state piahning
égendy which should be consulted when appropriate.

Consultants . |

The metﬁods of.budgéting for_donsulting aré?similér to
vthoée for ?ersonnel wheﬁ“essenti&llf;hourly,or'daily proféééional services
 are beingaputhased; H0wever, when&the éonsuitinngErvice~being purchased
:ngin ﬁhe nature of-a coﬁpleted~a¢tivityrgsuéhfas.a'system'designﬁor;a

L
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management study, it is necessary to break the work down into basic

elements to forecast thefCQSts reasonably. -If the program planner has

~adequate knowledge: of the‘subject area and available time, he can‘developk

the ‘cost workup himself, perhaps with the aid of other officials who
have had experience with similar projects. On'particularly technical
subjects it may be necessary to use local funding to hire consultants

to develop a request for propcsals and a cost estimate, or it - may be

‘appropriate,tb request preliminary proposals for budgeting purposes

from competitive consulting firms. If a consﬁlting firm is retained
to prepare a cost estimate or for other services relating to the
préparation of:-a request for. proposals, federalkrégulations require
that that firm be excluded from bidding on the work: in question.
Travel k

Budgeting for travel costs is based on scheduled.tfavel
included‘in_planned éctivitieé. The planned activities should be detailed
enough to determine which project‘pergonnel will travel to what 1ocations
and how often. The travel budget is then. the application to the projectéd T

trips of the local unit of governments' travel expense policies for

'transportation,‘lodging, subsistence and.related itenms.

The detail and effort expended in budgéting'an item

- like travel should depend upon the relative importance of that item to

the overall project..flf‘tfavel is~only_incidental, a.relatively small

roundéd figure shouldﬂbe’budgetédck The state planning agency or regional

- planning unit can provide assistance in estimating travel needs and ‘costs.

"~ Equipment and Supplies -

_ Equipmentfof‘a ndn—specialized~nature éhould pose no
partiéular,difficulties in budgeting,, As ;h'budgeting.fgr.personnel,
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the nature and amount of equipment items will be fairly well defined
by each activity planned and. the- estimated level.of the activity, work,
paper flow, etc. Where similar functions are taking place in local

government, equipment needs and cost ihformation can -be easily obtained.

‘Additional local sources of budgetrinformation for’routihe, generai

purpose edquipment and supplies are catalogs, budgets from other agencies

-and -requests for,pricelinformaticn from potentiai‘suppliers;

For unusualkor non-routine equipment, items such’as
computer hardware, a detailed study may be necessary to determine the
precise nature of the items required. As in the case of major consulting
or contfactual purchases, it may be necessary to purchase such a study
by ekpert consultants, ‘or request design and cost information from
competitive suppiiers.' If the project‘managex is uncertain of the
appropriété.action, he shoula request the aid of the state planning agency
or regional planning unit. : . |

| Contractual S

The "cOntractual“ budget category;can potentially‘cover
a larée«number of gervices of varied néture, ranging from mahagement |
studiesfté servicé o£~public utilities. ' The same genéral approach to

budgeting as has been discussed for‘consulting and equipment should be

j

‘applied to contractual items.' Such items as utilities are straightforwafd

inkterms of product available‘and=price,‘ Items like heat, light and

power require no management decision. - The onlyjudgmentsrequired‘in vf

: budgeting for utilities are, for example, such things as the number of

telephone units and features reqtired.“As with 6ther‘equipment, this
should be determined by the,natuté of the work planned for project
personnel,; and the anticipated need for interface with the public'and ‘

other agencies. 26




OFften it is a’mattei of'judgmentkwhethér a resource will
'bé purchased or leased. ThiS‘décision'shouldgbe,baSed,oh»balancing'and5 
. trading off vérious econ§mic‘and financialvfaétors.  Foriexaméle, if |
,theﬁé is a'strdng possibility’that»an.equipment iﬁem‘may4become cbéoleté
“for the’purposes of the.prbgram in'a'éhd?t'time relative to the”asseﬁfs
normally anticipated life, then short—fe?m~rentai afrangements may,be
“tHe ‘best éconcmic choiée eVen’though’fhé’annual'rentkmay‘be expenéiﬁe
compared to thé pﬁrchaée'price divided by thé‘item's normai life.

The aéceptability of a program tQ local agencies aftex
- federal'fundingkhas expired can be enhanced by’puShing program'édsts
into-the;early Vearsycf!tué project. One way ofVaCCOmpiishiné this
is to purchése equipment and facilities rather than téwlease £he£T7‘x””
Theniwhen'thé~pfoﬂectwis ultimately takeh dver by the local unit of
- government, the annual cost‘wiil’be lbwer'becauSebthere will. be no
~rent on purchased eéuipment or facilities.
| Onkthe other hand, timing and availability of grant
funds, inen>the competitive priority~of other projects), can,sometimeé
make leasing an attractive way to get a project started when‘fﬁnding
for equipment or facility purchase is notravailable'at the'outsét.
ConSeqﬁently, rent or purchase aecisiohs'should be based on an-evéluation’
of the overall econdmiC"éna,financialrsituaﬁioﬁ‘with;;erious thbugﬁt  : |
given to bﬁth the short;runaﬁd the longh£erm‘éffécts of each“élternative;

| | ‘Facilities

Féciiitiéé‘are budqeted askéontractual cost,fCthtruction
'éqsf or a combination of the two. - Séveral‘impqrtant funding reét;ictidns;
’ applyitobaééuisition orrccnStructibﬁ_ofifacilitiés; ¥Laﬁd’pﬁtéhésés,axe
"ndf‘aliéwablé'coéts;under~féderélfgfaht55inéaid.f Thefefdte;,ifw}and
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Eagqui$itionris‘tolbe included’in a project, the funds must be ¢ontributed,
by state, local or piivate sources. . Under some cirquﬁstances, property
 con£ributedkby state and local,gévefnment can not be counted aéainst
match:requirements,b Therefore, if land ié to be. contributed, .close
cédrdinatidn withithé stéﬁébpiénning'agency dr regionélkplanning unit
‘would be.wisg. The match requirements are greater fot,cqnéttuctiqn
than~for,non-construction acfivities even if constructi§n is 6nly a
pa;t of a project. Part C:funding’fo; bqnstruqtion activitieé requires
a 50%kmatchAofkstate or local funds whereas other Part C aétivities
_require only a 10% match. Remodelling or repairs fo existing facilities
in, excess of: $5,000 are treated as chstrucui0n programs by the LEAR.
Because facility acquisitioh and construction are particularly sensitive
areasg, administratively requiring sﬁeqial fiscal and procurement. con-.
ditions an& compliance with the Unifofm Assisténce and Real Property
Acquisition Policy Act, élaﬁning and budgeting for such activities
should be véry closely céordinated to ensure that all applicable rules
are coﬁpliedkwith and that all commitments and iequirements are under-
'stpodkby"and.agreeable to the local agencies ihvolved.

| _ ‘Choice of facilities is dependent on local circumsténces.
i Naturally,»any<choice of facilities shouldvméet the basic physical énd
human‘needs4o£ the pfojéctfs‘aétivit;es. Space requirements for pafticular
jpbvtasks, as well as such ancillgfyﬁfaqiiity needs as corridors, closetsk
.andfrestrooms, canibe éstiméted by comparison with similar‘tasks,;
pexsonnelfandvyolﬁme of txanéactions énd’services being perfo#med by
other agencies of gpyernment.in‘theklogal.envirénﬁént;,‘lf the project S
»‘Willﬁrequife bonstruction_or’acquisition of specialized or parﬁic#larly
' complék‘fécilities it may be’neeesséry to obtain professional architecturél‘
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- or engineering services to properly identify facility specifications

, and,budgetfcbsts;,

Often the facility decision is predicafed'on1what“is
presentiy availablé locally. A facility made a&ailable as a local
contributién may not always be the perféct ph&sical facility fof‘
project activities, but accepting it may be the only réalistic way of
obtaining thé péckage of resources neceésary to the program.

Because grants acéounting is regquired to be on a "totél
program cost" basis, it is necessary to determine a fair market value
even for facilities that are cqntributed by the state or local govern-
meﬁt. IEf the lOéal ﬁnit of government has a real estate department
or a real estate téx assessment department it can probably aid iﬁ a
éstimating the rental cost of commercially available faciliﬁies
equivalent to government owned facilities.

Indirect Costs

All the'categofies of cost discussed to this point
are called direct program costs because they are incurred to pu?chase
goods and services which will be used solelykfor the. program in’queétion.
However, for the sake of convenience and efficienéy,‘an agency or unit
of local government frequently incurs costs to»providé céntrai sérvices
for the‘common‘benefitkof_allfthe progiams'forfwhich it*is»res?onsible.
Because theéé costs‘are notkincurred‘directly by,program»manageméht,;k
they arekca1led indirect program costs. Among,theimoreycommbn indirect
costs are: acéounting éerviées, légal serVices, building‘occupaﬁdy;
janitoriaikserVidés, maihténahcé,fptilitiés and;pefSOnnel SerVidés;

_Because these cenfral services can not be dccounted for

NS
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‘ airectly as program e#pensés‘it is necessafY'to develop some fair and
cbnéistent methbd of allocating these costs to variouskprogrémé in
" proportion. to the benefits each receives. FedérélﬁManagement Circﬁlar
74—4’(formerly OMB A-87) éstablishes the fedefal reQnifemehts for cést
 allocatioh?planskto determine the fair share of indiréct costs'apér
plicable to grants and contfactsvwith state and local‘governménts.i
The procedural guideline to be used in the actual preparation of iﬁ*
direct bost é1location proposals is given in Department of Health,
Education and Welfare Circular DASC-8, titled "A Guide for Tocal
Government Agencies Establishing Cost Allocation Plans and Ihdirebt
Cost Proposals .for Grants and Contracts with-the Federal"deernment."
If the agency or local unit of government administering
the‘grant program has an approved indirect c¢ost allécation plan, program
indirect cost musf‘bé'&étermined'based on'£ﬁat1§1ankand a copy of the .
“plan should be forwarded to the staﬁe planning agency.  If there is
no approved cost allocation~plan; the state planning agency may approve
indirect costs determined either aé a peréentage'bfltotal direct ‘costs
or as a percentage of personnel costs. Certain restrictions may be placed
on allowability ostome-direct costs if the percentage methods are used.
Also, indirect cOst allocations may not be ‘allowed under certéin cir=-
Tcumstances for equipment purchase type grants.r'Theréfore it is necessary
’to codrdinate'budgetin§ for indirect costs with the state'planning agendy
’:of regidnal»planning»ﬁnit.‘

In-Kind Contributions

H

Effective budgeting cohsists of (1) marshalling the avail-
able ldcalnresources and {2) budgeting for the purchase of other needed

~items. Because accounting for program costs is required to be on a
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"total program-cost" basis, that;is the budget is to include in the
‘in—kind cafégdry a xeasonable'estimatg‘of the cost or value of allv
resources committed. This is required so that everyone who is involved -
in the project management,ot its: future evaluation will be‘able to keep
the fﬁll cost of the project in mind to givekhim propef persPectiveL
Project control shéuld, however foéus on the new xeSoufce commitﬁents
being made. Therefore, while the project manager is required to in-
clude the estimated value of "in-kind" contributions, his iéal con-
centrétion at the time of budget preparation should be on getting the

most out of the cash he has to spend.
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* Internal Project Control

‘Effective internal project control systems must be much
more detailed and timely than the grantor—reqﬁired nonitoring systems,’
but.they~require much less sophistication than the: intensgiwve evaluaﬁions,

of program impacﬁ occasionally prescribed. This is because the internal

;control_system is intended to aid the manager in maximizing the effec-

tiveness of his resources while the‘program progresses, whereas the state-
required systems measure the success of the completed pfogram,in

achieving its purposes. The,point here is not to say that formal
state-required evaluation is unimportant, but that. for internal project
control it is largely irrelevant. In exercisiﬂg his day-to-day
responsibility and making operating decisions} the effective granﬁ
manager must identify, captufe and utilizevinternal program data that
will‘be of little iﬁterest to the granting agencies. ' This interﬁal
program control system should focus on activity cqntrol; that is,

keeping track,of what is being done and how well resources are being

utilized. The exact nature of the data collection and analysis efforts

can not be generalized. They have to be designed to fit the program's

methods and they must be based on the opportunity to coliect and analyze
data relevant to adjusting program activities. For example a head count
of participants may be adequate for controlling the accomplishment or

output of some human service deliVery‘programs. For others detailed

~information of participant attributes and behavior may be necessary.

For construction projects methods of meaSuring physical progress are

:required. No matter what the project; effective operational control

demands that the manager decide what information he needs and that he

" devise ways to efficiently obtain and use it.

.



The key to projéct control is therofoie, a wéll thought~
out management information system that enables measurement and compar-
ioonoof actual resource input and accomplishments, on a time schedulo;
to‘anticipated inpufs and outputs. Measuring the inéuts to a program
(i.es, expenditures‘by budgét‘category) ié already required by state
‘planning agencies in their procedures for preparation énd approval of
a program budget and the reporting of expenditures against that budget..
_ For really effective management control, especially in a complicated
’program involving a lot of activities and people, it is often useful
to coliect‘cost data by activity. If this is done in regulér {e.g.,
monthly) financial reports, problems of overruns (or underruns) in
spending for key activities will show up. It is quite common for
cost underruns (most often caused by being behind schedule) in some
activities to conceal overruns in other’octivitieé when only aggregate
’total program cost information is reported;

Measuring the output or utilization of the resource
inputs is not necessarily synonymous with' meeting program'objectives.
-Methods of measurement vary‘with the type of uctivity being evaluated.
‘Output measures for a human service deliverykprogram for example could
include,éuch'itoms as‘total hours of clinical counseling provided
kﬁmonthly, number of ¢lient contacts maae by'eachicounselor,vor similar
ﬁeaéures of staff utilization. Generally with systém development and'ﬁqo
‘construction'activitiés the'besﬁ oontrol;méthods are . to breék the B
activity down into a number of subparts whose completiohbpoiﬁts céh
: Ee determined. éroject cootrol is thenkachieved byvcompaxison7of} '
actual time and cost;With the estimatésbfor each subpart;" ‘jf B

A,
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Several project control systems have been developed

fox displaying program accomplishment against time and cost. They are

all based on a detailed budget and schedule and -a planned method of

measuring accomplishment. The function of these systems is to pre-

- sent a comprehensive report of the status of all project activities

at a given point in time, highlighting those that afe behindkschedule,
costing too much or are short on accompliShment. These information
systems are the basis forrthe concept of management by exception.

Thét is, ﬁhe information system tells the manager the trouble spots,And
the managér can concentrate his activities on these and refrain Ffrom
meddling in dctivities that aré proceeding satisfactorily. Thesé
systems are most useful for researéh, development, construction oxr
implementation activities where there are a number of complex, time-
phased inferrelaﬁed tasks to be completed. On ‘the othexr hand, they
are‘nof Vefy useful, éfter the implementation phase, for programs that
provide on-going routine services.

Caleéendar Control

The simplest project control system centers around

'the manager's- desk calendar. The manager picks’ key dates for review

during the program and lists important planned budget and expected
accomplishment information for those dates. The dates he picks are

logical times at which he could make appropriate revisions to the

fproqram plan. Data arekcollécted during the program and the calendar
~ schedule ¢ues him as to appropriate times to compare the plan-and
kactﬁal aCCQmplishment; Obviously such avsystem is very limited as

~ran,analytical tool aﬁd would not be adequate for a really cdmplex program.
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- delivery gets underwaY; When the project getsvto‘thisklatter stage, -

T , ; . ; . : i
~ , I ) SR ) o LS
_per dollar expended) and ccmparisons of budget w1th_actual‘costfbecomey\

The Gantt Chart

Figure 3 shows a Gantt chart(named for its developer,

4Henry,L. Gantt.) It consists of a horizontal bar for each major program

activity plotted against a time’scale time. Over the life of the
project, progress on each activity is regularly plotted on the chart.
(This is the shading’in Figure 3.) For example, if the d;fe of>¥he’
chart invFigurer3 is April 30, it indicates that hiring and training.

staff and client selection activities are four and four and a half

- months behind schedule respecitively and that counseling services have

not started. The Gantt chart does not show costs related to activities
directly, therefore, it is necessary ro refer to budget and actual
financial records to complete the picture.

Gantt Chart With Milestones

One drawback of the simple Gantt chart is that it is
difficult to estimate directly the fraction of an activity  that is
complete. This problem can be overcome largely by adding milestones to

the activities as in Figure 4. The bar for an activity is shaded each

“time a milestone is achieved. Sométimes it»may be appropriate to shade

‘in an estimate of a fraction of thé;space between milestqnes to indicate

the per cent of completion'of a miléstone. Reflection on'the types of

activities shown in Figure 4 illustrates that this charting system is

useful during implementation phases of service delivery programs, but

is not very useful for controlling routine operations after service

1

statistical measures of resource utilization (such as hours of counSgling

S
Ll

per counselor, number of interviews conducted, number of clients scrvd
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Client Selection
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Acquire Facility

Remodel

Hire and Train Staff

Client Selection

Counseling Svcs

Public Relations

Figure 4

- Milestones
1.  Choose general location
2. Lease signed ;
3. Obtain permits and hire contractors
4. Completion of electrical and plumbing
5.  Completion of painting
6. Hire administrative staff
7.  Hire general counseling staff
8.

- Completion of training

9.
10.
11.
12.
13.
14.
15.
le.

Hire employment counselor

"Formal contact with client sources .

Arrival of first clients

Client population at capacity

General counseling begun

Employment counseling started

Initial presentations completed

Commitments for employment for 50% of clients



ﬁhe ielévant controls over day-tb—day'activities;
 Networks |

H SqmekpﬁojeCts, particularly thosé involving systems‘
develéphent_and'consttuction are coﬁposed of a great‘number~of inter- -
related activities, maﬁy of thchbmust be perforﬁed in a cértain'
sequence. For example, inkcdnstructing a building, excavaﬁionkmust
ﬁ‘precede pouring a. foundation, which precedeé steel erection, etc.
Nbrmally construction management wéuld belthe responsibility of an
iaichitectural firm or general contractor fétained because of its
experience and facility with complexvprbgram’management.téchniques.
While ﬁhe grant manager then would not have’occaéion to sét up -a com-
prehensive construction management control,system, the same basic
approé¢h and techniques can be very useful to any developmental prdgram.

In its most simple foim, a network is a;Gantﬁ chart with

additioﬁal lines drawn to illustrate the.sequential relationships
between tasks. The Gaﬁtt chart with‘miiestones of Figure 4 only shows
the sequential relationship of milestonés\as segm?nts of a line debicting
one geneial program activity. It illustrates clearly for example that
facili£§ renovation activities can't take place before the use of the
faciliﬁylis acquired. However, thése’chafﬁs do:-not explicitly‘indicéte
the sequenfial relatibnship of tasks oxr ﬁi}estones betweeﬁ program
activites. Fot example, thekchart of Figufe 4 doesknot show thét it
ié not possible forkhuman sexvice délivery activities to take place priorA
to the renovation of the facility. Except for the simplest projects,
then, the Gantt chart is of limited usefulness for overall proéram con-
trbl. ‘However, if arréws are drawn fromﬁdiéstonestO‘the beginniné of

any segment tha% cannot~bégin until the milestone has been met, then
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Simple Example‘ of
NETWORK WITH CRITICAL PATH
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The heavy line designates the Critical Path which totals 45 weeks.

Events (Same as Figure 4):
0. Program go-ahead
1. Choose general location
2.  Lease signed
3. Obtain permits and hire ‘contractors
4, Completion of eélectrical and plumbing
5. Completion of painting
6. “Hire administrative staff
7. Hire general counseling staff
8. Completion of training
9. Hire employment counselor
10. Formal contact with client sources
11. Arrival of first clients
13.  General counseling begun
14. Employment counseling started
16. Commitments for employment for 50% of clients



_the chart becomes a network showing all sequencing requirements and
 interre1ationships in the project. Figure'S‘shOWSythe overall

'sequencing of the project.

' Critical Path Method

As. a project becomes more complek with a number-of
interrelations among the activities depicted, it is less useful to relate
activities as straight lines against time as the previous illustrations

did. In reality, every path from the beginning of the project to the

end can be thought of as a sub-program. With this in mind, a.glance at -

- Pigure 5 reveals that some of the activity paths from start to finish

are no longer straight lines and hence, no longer are measurable by the

time scale on the horizontal axis. . To overcome this problem; it is

necessary to write in the estimated time for each line segment. = The

amount of time required to complete each path through the network is
then the.sum of all the segments’of that line. Of all the possible
paths from start to finish, that with the 1aigest sum of segment times
is the critical path. Stated another way, if all tasks of the entire.
project arekcdmpleted on-time, the entire project will take from start
to finish the total time required to cover the critical path‘k'The

heavy line in Figure 5 is the critical path.

Critical -path method is an aid both in projedt plahhing'1

and in‘project control. ' With a compléx project it is usually possible

to SPeed up’sohe tasks by assigning more people or other reSoﬁiées to
them. Sometimes it is also possible to accomplish a~task‘mo;e cheaply
if‘the projéct'is‘reécheduled to allow more time ‘to apply cheaper {and
slower) metﬁods,to,the taskf When the‘network.is>1aid out andlﬁhek
cri#iéalybath aetermined;kreSOurces danvbe moved from’aCtivities‘hot on
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~the critical path: to the critical path to reduce‘total~projectrtime
and/ot‘cost as appropriate. Ih this waykresources can be.used mere
'efficiently to get the project done en-time~at miﬁimum cost;,
,For'project eqhtrol purposes; the critical path enables
a certain.amount of management by exception. To accomplish managemeht
by exception, it is neceeeary to prepare a new'networkfperiodically
y&ﬁring the project because,'depending’en how work has progressed on the
various tasks and on revisions of forecasts of the time req;ired for
future tasks, the‘criticai path may change.' Throughout the project
major management attention‘Should be placed on the cuirent critical
~patli-and other paths’that are close to the critical path in forecast
time. Where'pessible'resources should be shifted from slack paths to
critical path activities to minimize delay and/or cost. While the
. critical path method permits management. by exception, by focusing
‘management attention on the critical path, caution should be *aken not
to ignore the management needs of particularly tricky or troublesome
activities simply becauee‘they,do not. appear on the critical path.
Critical path method applied to network analysis, can
be a very useful management dedision-making tool where the coﬁplexity
.of the project’ and flexibility of management coﬁtrol over project
resources'justify the additienalrclerical work it entails; Sometimes,_
however, a_simple Gantt chart, while less'ptecise than the critical path
network, is’more useful for communicating project progress because of
its simple, uncluttered, straightforward’representation'ofkmajor project
activitieskrelative to calendar time. Sometimes it is appropriate to use
etiticel-path method for decision making and simplified Gahtt charts fer
'f~leadihg preject pe:sonnel.t-The cireumstances~aed communicatioh‘
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requirements of the paxticular project dictate what, if any, grephic
’techﬁiquee shouid;be utilized. |
PERT |
PERT, which stands for Program‘Evaluation Review
Technigue, is a refinement‘cf critical path method. It is doubtful if
many LEAA fundea projects would benefit greatly from this refinement.
But, because PERT is often mentioned in discussions‘of project planning
and control and ofﬁen referenced as syvnonomous with critical path
“ method (CPM) network analysis, it is mentioned briefly here.f It is
advantageous for grants managers to be familiar with this techniqee
often usedvby construction contractors, among others.
The difference betWeen PERT and CPM network anelysis

is that PERT intrcduces probability ictogthe estimated time required
to complete each task, while CPM deals only with the "most 1ikely" or
"best estimate" of the- time required for each task. Generally PERT
utiiizes Yoptimistic," "most likely" and “peseimistié" time estimates.
and assigns a weighted average of the three as the time estimete,for
each task. The advantage of PERT over CPMkis tﬁat it makes use of more
precise and realiSticvfoiecast data.c Its disadvantage is that it re-
quires'more sophisticated data inputs andbin pracﬁice requires a com—‘
puter to perfcrmwthe:necessery calculations.
PER’I’/CQEi:_ | |

In the'discussicn of critical path:methcd;it,Wés pointed
out that part‘offthe usefulnessiof'that technique is that the'pfoject
managexr can judgmentally shift resources from task paths‘haviné slack
time to the’critical éath; in order‘to‘reduce the timebieqﬁiredticécoﬁeyj
plete the critical path. PERT/Cost‘is ekﬁechniquelﬁﬁat e#tends'thisb

§.




Concept_of trading~off éost againsﬁ pime;to'arrive at‘ankqptimal;
scheduié.' An optimal_solution to ;utime/COst problem means that whilé
neither time’nor cost is necessarily minimized, each is taken intov
account:in applying fesources to the taéks, so tpat the best mix of
time and cost considerations for the whole project is achieved.

A PERT/Cést system requires much more sophisticated -
data than does eveh the simple PERT scheduling system. With a ?EﬁT
schedule at least ‘three estimates of time_are required for each task.
PERT/Cost requires a separate cost forecast for eaéh time estimate.

From these data the relationship between time‘and cost can be inferred
for each task of the‘project network. That is, it is theoretically
-possible to calculate for each task,‘how much‘iﬁ,would cost to reduce
performance time'by oné unit. A comparison of the cost per unit time

for all the various tasks inkthe PERT network identifies which,task§

on the critical path can be expedited at least’cost. This comparison
also identifies those tasks on slack paths from which resources can
safely be taken to use in reducing the time required on tﬁe~critiéal path.

PERT/Cost requires very detailed data inputé and is  |
generally applied qnly to Very complex research and;develépmept projecﬁs.
Due to the very large numbérfof vaﬁiableS‘involved,in’such é network,
'eiectrohic data processing is mandatory to,practicél,use of PERT/Cost.
Off-the-shelf computer programs are generally available for PERT/Cost
and related systems. The large compufer time-sharing services can pro-

vgvidelsuch a system fir any project that car use it.
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Grants Accounting

‘ If the grants accounting system -does not adequately comply

.with LEAA requirements, the grantee risks the possibility 6f expénditurés

béing~disallowed for reimbursement. Clear presentation of monthly

_expenditures by budget category as a comparison with the project budget

is also a basic ingredient of effective prOQram control. The LEAA re-
qﬁires-that: 1. The accounting system record expenditures by budgetb
categofy. 2. A separate accoﬁnting of cash receipts and aisburseménts
be kept for each source of funds. 3. .Original documentation (chécks,
invoices, contracts, warrants, etc.) be filed and indéxed to provide an
audit trail verifying the propriety éf every transaction.. 4. Policies
and procedures be adeguate to saféguaid the funds andkensuré'that
expenrditures cah be made only for the proper purposes of the program.
5.  The accounting records be accurate»and'currént.

In addition to the grant accounting system; there are a
numberkof other record keeping tasks réqﬁifed by federai, state and

local ‘government that apply to most agencies and organizations; For

exaingle, as an employer the. program will be obligated to withhold income
tax, and, depending on the state of enfranéhisement,'tq withhold and/or

_contribute to unemployment compensation, social security or retirement

plans, workmen's compensation, etc. :If the grantee is an agency with

existing‘permanentﬁstaff, arrangements can probably be'madevto include

. the grant program in the present'reCOrds keeping systems. If the grant

' program is a new entify, then assistance should be sought from the. State

Planninnggency, Regional Planning Unit, Internal Revenue Service and.

other applicable agencies. -
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; disbursements from the total available cash on the receipts journal-

~ ledger. The resulting cash balance is then reconciled with the monthly » :

" entirely on a cash basis does. Therefore accounting for unpaid obligations

A simple"manuélly produced accounting system is high-
lighted Lere to aiabthe.grant manager in applying the LEAA,accounting

requirements to his program. - This illustration is presented to show

~that the accounting system does not have to be particularly complicated

to do the job. It should be pointed out that this is only one 6f many
systems that can provide aﬁ adequate acqounting’for project funds. A
program manadger may desire a mdre complex system to providefhim with
additional finapcial data or controls. He may also choose to modify
an existing agency accounting system to efficiently meet the réporting
requirements.

Example of Grant Accounting System

Figures 6 and 7 are basic formats that together comply

‘with the requirements that cash receipts and disbursements bé recorded

by source (i.e., federal, state, local and project revenue) that expendi—
ture transactions be recorded by budget categoy and that every transaction
be. traceable back to its authorizing documents {invoices, contracts,

checks, etc.).  These formats combine the journal andkleéer, making

. it possible to adequately record each transéction with only a one line

. entry. - At the end of each month the fund balances are determinedkby

subtotaling the disbursements journal-ledger and subtracting the month's

_bank statement.

‘These examples include accounting for unpaid obligations. e

This feature is not required and necessitates mbre‘effortkthan’achunting

should be included in a prOgram's'aCCounting system‘only if the grant

|
e ay S EE. i , ‘l



Date

Budget
1/ 2/76
7

11
14
14
19
27
28
31
31
31
31

2/ 5/76
11
14
14
21
26
28
28

.29

Payee

ABC Insurance Co.
XKyZ Office Supply
James- Smith
Wiliiam Fuller
Betty Sims
Telephone Company
Co-op Supply Co.
William Fuller
William Fuller
Betty Sims

IBM Corporation
City - Pacility Services
Current Month Total
Year To Dat-2
Unpaid Obligations

IBM Corporation
Co-op Supply Co.
Willjiam Fuller
Betty Sims
Telephone Company
William Fuller
William Fuller
Betty Sims
City-Facility Services
Current Month Total
Year-to-Date
Unpaid Obligations

DISBURSEMENT JOURNAL - LEDGER

Figure 6

Check #- Amount. Personnel  Consultants Travel Equipment Supplies Contractual . Construction Indirect Costs  Unpaid Obligations
$20,000 $500 $1,000 $2,000 $500 $1,000 $600
1001 $ 123 . 123
1002 745 700 45
1003 100 100
1004 327 400 $ 73 Withholding
1005 289 325 36 Wwithholding
1006 67 87
1007 21 21
1008 32 32
1009 327 400 73 Withholding
lolo 289 325 36 Withholding
400 400 Equipment
1011 50 50
2,370 1,450 100 32 1,100 66 190 50 - 618
1,450 100 32 1,100 66 190 50 518
218 400
1012 400 (400)  Equipment
1013 32 . 32
1014 327 400 73 . Withholding
1015 289 325 36" Withholding
1016 73 73 : :
1017 82 82
1018 327 400 73 Withholding
1019 289 325 36 Withholding
1020 50 : 50
1,869 1,450 = 82 — v 32 73 50 (182)
2,900 100 114 1,100 98 263 100 436
436 436

Taxes
Taxes

Taxes
Taxes

Taxes
Taxes

Taxes
Taxes



1/1/76 Budget

Less Disbursements
Cash Balance 1/31/76

Total Available Cash
Less Disbursements
Cash Balance 2/29/76

CA&4RECEWTSJOURNAL-LEDGER

Figure 7

Check or R T

Received Warrant Amount Federal ' ‘State Local Project

Date From Numbexr Received Funds Fands Cash Revenue
$23,040 $1,280 $1,280
1/15/76  State 1,298,705  $3,960 3,752 208 -
: 2,370 2,133 119 118
1,590 1,619 89 (118)
2/15/76 City 78,576 500 ’ - - 500
: i 2,090 1,619 89 382
1,869 1,682 93 T 94
,'(4) 288

221 (63)




mahager finds it useful, under the specifiC'circumstanCes. If;accoﬁnting

is done‘bn a cash basis, an entry is made in the disbursements'journal
only when’a check'is writﬁen to‘make payment. When unpaidlobligationé
aré acdountéd foi, it is:nedessary to enter- the item~ih,question twice;
once when the‘obligation‘is incurred} and again»when,paymeﬁt is made.
In the example, the eéuipment purchase frbm IBM, lines
twelve and eighteen‘of the disburseméntkjoufnal-ledger (Figure 6),

illustrate how the unpaid obligation (accrual) accounting works. The

7$400‘obligation for eguipment was recorded on January 31. Payment

.was made on Febrdary 5 relieving: the balance 'of unpaid obligations by

$400. If this example were done on a cash basis the transaction would
show up only on February 5:and would show a disbursement amount of $400

for equipment.
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Proéurément

‘The~grantee should utilize available‘local_purchaéing
procedures. If a~cohflictariSes among federal, ététe and 16¢al re—
quirements, the most restrictive proéedure should be applied: ‘For‘

example, if formal adVertising is‘required by local authorities‘fCr

- purchases greater than §$1,000 then formal advertising‘Should be used’

even though federal rules would not reguire it.

| | Fairness and open competition will result in maximum
efficiency in the use of program funds. Iﬁ additioh maintenance:of
the public tfust is‘vital to the success of any governméntai‘prégiam.
Even a hintvof favgritism or inefficiéncy in purchasing practides can
render an otherwisé useful program worse'than werthless. Therefbre;~
any agency expending public' funds must have procurement policies and

procedures adequate to encourage maximum open competition and to

‘guarantee the integrity of the program employees and the purchasing

process. Examples of such policies would be conflict of interest

standards for employees, and the prohibition of procurement bids by :
contractors retained to aid in the procurement process, such as in

the preparation of a request for proposals.

‘Formal competition with adequate purchase description;\
sealed bidsyand public bid'openings, is the most desirable method ofk'

- assuring adequate competition and the integrity of the procurement

process. However, this method’is not always practical for small
purchaées and the federal government permits purchases under $2500
without formal advertising. In a variety of situatioﬁs,'the circum-

stances make negotiated procurement necessary. ~.Care must be taken.

that the'épecific,criteria prescribed’by'the federal government for
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negotiated procurement are met before entering into such an agreement.

The contract type (i.e., fixed price, cost reimbursable,

"purchase order, incéntiVe, ete.) should vary with the Circumstanées to-

promoté the best interest of the grant program. However, a contract

which provides for "cost-plus-a-percentage-of-cost" should be avbided

because this is notkallqwable by the federal government.

Because there are a number'df state and federal statutes,
rules and regulations regarding procurement, thé state‘planning agency
or regional planning unit should be consulted in determining the

adequacy of local agency procurement policiesyand in awarding negotiated

~contracts greater than $2,500. LEAA guideline manual M1700.6, titled

"Grant Manager Procurement Manual," provides detailed information and

guidelines of use to the grant manager.
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Statute:

Juvenile Justicge and Delinguency Prevention aAct of 1974,
Public: Law 93-415 ’

Title I of the Crime Control Act of 1973, Public Law 93-83
Federal Management Circulars:

Principles for determining costs applicable to grants and

contracts with State and local governments. FMC 74-4

{Supersedes A-87)

Uniform administrative requirements for grants-in—aid.to
State and local governments.  FMC 74~7 (Supersedes A-102)

Law Enforcement Assistance Administration Guidelines:

Financial Management for Planning and Action Grants, Guideline
Manual M 7100.1A

Grant Manager Procurement Manual, Guideline Manual M 1700.6

 Guide for Discretionary Grant Programs, Guideline Manual
M 4500.1B | : S

State Planning Agency Grants, Guideline Manual M 4100.1D

— 46 —




B
1
4
i
i
i
¥

A

i
3
1
]
3

- GLOSSARY

The "Act” - The Omnibus Crime Control and Safe Streets Act of l968. .
This is the Act of Congress which gives LEAA its existence, authority,

‘and responsibility. It is divided into seven parts, A through G. The
~ most important are Parts B, C, and E. (See separate entries.)

Addltlonal Local Cash - Amount of cash prov1ded for by the subgrantee
in addition to the requlred local cashematch

Approprlatlon -~ An account established in the Treasury to record amounts

‘available for obligation and disbursement from the Federal Government.

An amount established by the State, c1ty, county, or township government

“for a specific function or purpose.

Award Date - Date on which a grant becomes effective.

Block Grant - Grants awarded to states on a population basis under the
Crime Control Act of 1973. These grants to states are subseguently
awarded, pursuant to the Comprehensive Law Enforcement Plan, to local
units of government, combinations thereof, and State agencies.

Cancellation - A portion or-all of the original grant award amount.
cancelled. :

Cognizant Audit Agency - The Federal agency responsible for audit
of all Federal grant programs at a grantee organization.

Comprehensive Plan - A document containing a state's total statement
of criminal justice resources, problems, priorities, and planned
programs. Comprehensive Plans are prepared and submitted by the SPA-
to LEAA. .

' Contractor - Any organization, agency, or institution retained by

subgrantee to provide services or goods incident to execution of a
planning or action program ot project supported by Title I funds.

'DEA - Drug Enforcement Administration.

or - Discretionary Fund.

EEO —‘Equal‘Employment Opportunity.

Encumbrances - A legal obllgatlon to pay a spe01f1c amount based on
a purchase order, invoice, or contract.

Excessive Cash Balance ~ The amount of cash‘on hand at. the subgrantee

" organization which exceﬂds the requlrementlset by the Treabury
vDepartment. ‘ : : R o
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GLOSSARY — continued B , .

- Extension = Priox written approval from the State planning agency to

ektend the termination date from the date stated in the grant award.

Federal Regional Councils - A group of Federal agencies joined together
to receive integrated grant proposals and to utilize common financial
reports, common audit concepts, and common completion reports.

FMC 74-4 ~RAn OMB circular that contains the governing Federal regulatlons
on allowability of project costs in grants to State and local government.
(Supersedes A~87.)

FMC 74-7, Attachment N -An OMB circular that contains the governing
Federal regulations regarding property manaaement standards.
{Supersedes A-102.)

FMC 74-7 - Attachment 0 - An OMB circular that contains the governing
Federal regulations regarding prqcurement'standards.

(Supersedes A~102.)

Freedom of Information Act - Records and other documents : submitted
to LEAA, including Comprehensive State Plans and grant applications,
are required to be made available to the public and the press.

Fund Flow -~ The rapidity with which projects are initiated and funds
are obligated and expended.

FY ~ Fiscal Year. 'Twelve months used for budgetary purposes.
General Conditions - All LEAA grants have standard conditions of award.

attached to them that guarantee that the grant recipient will comply
with statutory and basic regulations governing Federal grants.

Grant Award - Document that is a contract between the State plannlng
zgency and the subgrantee.

Grantee - State planning agency (a local unit of government or State

agency awarded Title I funds by the State plannlng agency 1is called . S
the subgrantee. :

Grantor - Law Enforcement Assistance Administration. v ' 4

Hard Match - Local contribution of cash to a project.

Historic Site - A site included in the National Register of Historic
Places, which,. if affected by a LEAA grant, must have pPrioxr approval.
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GLOSSARY — continued

Indirect Cost - Costs incurred to aid in the administration of a project,
which are not collected in the projects accounts and must be allocated
to the project. Central services, such as bookkeeping and janitoral
_.services, prov1ded by local government to th° grant project are the most
T common indirect costs.

Lapse Funds -~ Funds not spent by,termination date of the grant.
LEAA - Law Enforcement Assistance Administration.

Liguidation Date - 90 days after termination date by which time all
. encumbrances or obligations made prior to termination date must be paid.

Local Unit of Government - Any political subdivision of government
below the State. level:. This would include counties, municipalities,
boards of education, planning district commissions and towns, or any
- combination thereof. o ,

Match - Subgrantees are required to furnish or "match'" Federal grant
monies - with some contribution of their own, amountlng to a certain
percentage of a pro;ect.

- OMB - Office of Management and Budget.

Part B/Planning Grant - Part B of Title I of the Act provides for the
creation of SPAS and the provision of funds to the SPAs for the inclusion
of local law enforcement . agencies and governments 1n.develop1ng programs
to improve law enforcement. :

Part C/Action Grant/Comprehensive Plan/Block Grant - Part C of Title T4
of the Act provides for funds to carry: out varlous programs planned
under Part B of the Act.

| : , ‘ Part E - Part E of Tltle I of the Act. prov1des funds for the development
-and 1mplementatlon of programs and projects for the. construction,
acquisition, and renovation of correctional institutions and fa0111t1es
f and for the improvement of correctional programs and practlces.,

P.L. 90- 351 - P.L. (Public Law) 90-351st law passed by the 90th Congress
Also referred to as the "Act" (see entry )

1 : P.L. 91-644 - The Act passed by Congress in January, 1971, whioh.amended
I : i the Act (see entry) to 1nclude, among other things, Part B prov151ons
7 : - : concelnlng correctlons. S

‘ P L. 93-83 -~ The revision of the Act, passed by Congress 1n 1973
whloh 1ncluded a change in the matchlng contrlbutlons.
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'GLOSSARY — continued

Program -~ ‘A group of liké projects aimed at a common objective.
(For the purposes of this manual program and project are used inter-
changeably )

Progect - An individual grant award having . a cLosely deflned abjective
and a budget.

f“Refund - Return of grant fund from the subgrantee to State planning
agency. : :

RPU -~ Regional Planning Units. -

Single Source Procurement - Only one bid received after the formal
~advertising method of procurement has been used. :

Sole Source Procurement — Ohly one qualified source for procurement.

Special Conditions - Conditions attached to a grant that have
characteristics needing particular resolution.

Standards and Goals -~ Programs developed to encourage states to analyze
and assess - the existing criminal justice practices and procedures and
to develop realistic standards to meet their own needs. ' These nrograms
are designed to increase the capabilities of states' and communities to
establish standards and goals that will reduce crime by increasing the
participation of citizens and criminal justice practitioners in criminal
justice planning.

State Buy-In - The State is required to "buy-in" to provide a percentage
of the cash match For certain projects funded through local units of
government.

Statewide Cost Allocation Plans - The allocation of central support
services costs of the State to the various State departments.

. ‘Subgrantee = Any-local unit of government-or State agency awarded
Title I funds by the State planuing agency.

Termination Date ~ .Expiration Date stated in a grant award or changed
to another date by an authorlzaflon letter from the State plannlng agency.

ﬂ‘Tltle 6 - Title 6 of the Civil Rights Act of 1965.
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