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Grants, Projects, & Contracts– Business Process Analysis Questionnaire

The purpose of this document is to provide a foundation for discussion, decisions, and definition of your system.  This document defines the current Grants, Projects, and Contracts business practices of the State of Oklahoma along with ideas for the forthcoming implementation.  Please complete this to the best of your ability.  If a question does not apply to your agency within the State of Oklahoma, mark that question as N/A (Not Applicable).  If you can’t get an answer for a question, mark that question as N/R (Needs Researching). 

The completed questionnaire is due back to the Oklahoma Project Team by August 29, 2008.

Email the completed questionnaire to:  Lyndsey Rowden at lyndsey.rowden@core.state.ok.us
Agency








Responding Contact






Contact e-mail
 






Contact Phone
 






Question and Answers

Note: This section of the survey was compiled to address the needs of your agency’s Grants (both Federal and Non-federal). Please separate your responses for federal and non-federal grants if they are different and wherever relevant.

Proposal & Inception of a Grant
Describe the types of grants your agency commonly processes (i.e., Federal, State, Industry, other institutions and Foundations).
Please describe your agency’s Business Process to track a Federal Grant in the proposal stage. 

Do you currently have an electronic system to track the Grant proposal or is it done manually (paper trail)?

Organization
1. Describe your agency’s Federal Grants management organization structure. Is the management centralized with a certain department or is it decentralized with all concerned bureaus within the agency managing the execution of the Grant?
In case of a decentralized management would you like to control and/or track Grant information (Costs, Budgeting, reporting etc.) at a unit lower than the business unit level?

What system or database does your agency use to track grant activity?

2. Describe your agency’s process, procedures and controls for maintaining the customer (grantor) database.  Customers are defined as the federal agency that awarded the grant (grantor). 

3. Is there any significance to the Grant Identifier your agency assigns to a grant (not the CFDA number)?

4. Other than the standard CFDA number, do you use other chartfields/ values to identify grants?  If yes, what is the logic (meaning) built into those values?

5. Does your agency group similar or related grants for reporting purposes?  If so, how is the grouping accomplished?
6. Do any of the Grants that the agency receives, have subrecipient organizations that receive part, or all of the Grant funding?

7. How do you handle payments to subrecipients? Is any part or all of the payment prepaid by the Grant’s sponsor agency?

Maintaining Grants

8. Do you get multi-year awards where each fiscal year is budgeted individually? (i.e. each fiscal year is budgeted differently and expenditures for that fiscal year are not  to exceed the budgeted amount)

What types of indirect costs would you typically have during the execution of a Grant?

Describe how you process indirect costs to a Grant?
Do you bill a directly identified amount or a fixed percentage of costs? 

If you answered percentage of costs, how is the percentage calculated (Rate)?

Is the rate pre-determined or negotiated and reconciled? If reconciled, do you settle with the cognizant agency?

Is the rate negotiated per Grant or are there multiple rates in One Grant?

What types of customer (grantor) data does your agency track (customer type, program type, special forms, and guidelines)?

Does your agency track the phases of your grants (i.e., interim, final)?  Explain. 

Define your agency’s procedures for closing grants?  At what point does your agency not allow additional transactions to be charged to a grant?

Describe your agency’s process for making corrections/adjustments to grants costs?  Are the adjustments made directly in the grants system or at the original transaction in the feeder systems?

Describe the grant related documents your agency maintains? Where and how are these documents stored and/or transmitted?

Describe any federal grant related interagency transactions recorded or tracked by your agency.

Describe any instances where funding for the State is through a Letter of Credit.  Which federal agencies issue the letters of credit to your agency?  

Managing tasks and sub-tasks (Projects/Activities) within Grants

Do you currently have a system to track the tasks and/or sub-tasks (i.e. projects) in a Federal issued Grant (For all practical purposes it is assumed as a “Project Cost management system”)? 

What standards do you use to number/name those tasks?

Describe how you determine the division of tasks in a Grant. 
Is it part of the proposal process? 
Federal specifications? 
Institutional requirements? 
Reporting purposes?

Who are the principal users of this information system?

Do you currently use this system to record and monitor expenditures against each task/activity/ project?

Do you also record the type of expenditure against a task? Examples include construction, Labor, design, planning, research etc.?

Do you currently maintain any supporting documentation for each ‘project’? 

Does this project management module/system interact with your General ledger system and/or Billing system?

Once costs/expenditures against a project/ task/ sub-task are accumulated do you need to reclassify these costs for either reporting or Federal billing purposes?

Does your federal agency require that the agency submit reimbursement claims for an amount that is only a certain percentage of the actual expenditure? The percentage being dependant or on the type of task?

When and how does an agency receive cash for a reimbursement claim? 
Is any portion of the project expenditure prepaid in advance? How is the prepaid amount determined? 

If so, what does the prepayment amount depend on? Type of task or expenditure? Forecasted? Standard fixed amount that is specified in the Letter Of Credit? Or is it determined at the proposal stage?

How are cash entries for the prepayment amount managed? How are they matched to the reimbursement claims/ billing invoices once the expenditures are accumulated and ready to be billed?

Is the state agency required to monitor/report the percent complete on a sub-task/project? If so, what is the process with which the percentage is tracked?

Do you have any other methodology with which progress on a project is tracked? Are you required to report on it? 
Budgeting and forecasting

9. Please describe the process for creating grant/project budgets?

What is the process for updating the grant/project budgets throughout the life of the project?

What level of control do you impose on your Grant budgets? Do you allow expenditures that over-run your Grant budgets? Or do you impose tight controls that do not allow for expenditures that go over the Grant budgets to be processed?

Do you record state match budget along with federal budget for each Grant?

Do you track budgets for each task (project) and sub-task (activity) within a Grant?

If so, do you also record state match budget at the task/ sub-task level?

Please explain your processes and scenarios where you would have to adjust your Grant budgets. 

What kind of approval process do you have to go through to carry out such an adjustment?

What kind of documentation (reporting or otherwise) do you have to maintain to do such an adjustment?

What limitations do you have on budget adjustments on a Grant?

Do you forecast either the “Cost to Complete” or “Cost at Completion” for your projects?  If yes, what is the process for forecasting project costs?

Expenditures Types/ sources

10. Does your agency bill for time and materials.  If yes, are the time and material details maintained in a Time & Labor or Grant/Project tracking system? 

Does your agency use any allocation method(s) to redistribute/ reclassify costs to a grant?  If yes, what system or database do you use for allocations?

Do you track employee teams that either work on the project or are paid through federal funding on the grant? 
11. Are there cases where a part or all of the employee’s salary is paid by the state while still working on the Federal project?

When making payments to a vendor as part of an expenditure against a project do you hold a certain percentage of the payment as ‘Contractor retainage’? If so, do you seek reimbursement for the whole invoice received by the vendor or just the payment made?

What level of detail is the labor costs captured?  Examples: By job position, overtime vs. straight time, and hours tracking.

Please describe the process for making corrections/adjustments to projects costs?  Are the adjustments made directly in the projects system or at the original transaction in the feeder systems?

Would you have tasks/ subtask (project/activity) within a Grant where you would have restrictions to charging a particular task/ sub-task?
Accounting

12. Are accumulated costs for a Grant/ Project booked to General Ledger? If so, what types of entries are booked and please explain the business process flow through the system?

Do Adjustments to Revenue in any way impact your project cost tracking system?

How do you reconcile reimbursable project costs with revenue and cash received? Please provide reports/ examples to explain this process.

Do you book revenue to multiple accounts based on the type of grant? If so, please explain if the requirement to do that is statutory or institutional.

Billing

13. What supporting documentation is required to provide along with a billing invoice?

Are you required to provide reports that detail what type of project expenditures you are seeking reimbursement for?

Would you have projects/ sub-tasks that are part of a federal grant that the federal agency does not pay for? Do you have any budgetary control system restrict federally funded departments to be charged to this project?

Do you bill separately for certain projects, activities or agency wide?
Does your agency have Grants that bill on the following basis: (Please describe your agency’s business process under each section where applicable).  
As incurred (Available to bill as soon as the cost is incurred in a project/Grant)
Fixed amount
Milestone based (event date or percent complete in a Grant etc.)
Other

Would you have multiple billing methods within the same Grant? (i.e some projects in the Grant are billed As-incurred, some are billed on a fixed fee basis?

Life cycle

14. Please describe your Agency’s administrative process as it relates to the lifecycle of a Grant. (Proposal, Award, Maintenance, Reporting)  Be as specific as possible.  Be sure to list anything that is common for each phase of a Grant’s lifecycle.  

Give special attention to processes, decisions, data elements, requirements, and reports that could be captured through the use of software.  For example, recording Budget Categories, inputting Indirect rates used for calculating a bill, or notifying personnel a Grant proposal is ready to be approved (disallowed) can all be performed with the use of software.
Transaction and database volumes

15. How many grants does your agency track?

How many manual draw requests does your agency have related to grants per year?  How many automated draw requests per year (EFTs)?  Describe your agency’s grant draw request process?

Grantor Federal agency requirements check list

16. Please inquire your Grantor Federal agency about requirements/ standards that a Beneficiary agency has to adhere to, when maintaining and/or implementing an online financial system. The requirements document typically addresses the following areas:
Financial system Architecture

Organizational procedures and standards

Desktop procedures

Security

Drill-down capabilities of functional users

Reimbursement schedules and requirements

List of reports for all Federal grants
List of reports specific to individual grants
Also, please establish a communications liaison/ functional user in the Grantor agency to answer any future queries regarding Business process and standards. Please provide liaison information to the CORE team:
Liaison’s name:   _________________________            
Liaison’s agency: _________________________

Phone number:    _________________________            
E-mail:                 _________________________
Integration and Interfaces

17. Do any external systems feed into your agency’s existing grants management system?

2.
Do any of your agency’s existing grants management system components feed any external systems?

Reporting

Please provide of all reports that you have to submit as part of the Federal agency regulations. Also provide samples of these reports.

Please provide a list of all internal reports that the agency currently uses to effectively manage its Grants. Also provide samples of these reports.
Other

If 90% of your agency’s grants processes use a “standard” approach, explain any cases that fall outside the standard.
Non-Federal Revenue Sources

18. Apart from federally funded grants, what other sources of revenue does your agency have? Please explain if the source is a Non-federal grant (including grants from profit/ non-profit private organizations), City or state agencies, revenue for good and services, leasing and licensing services provided to either a private or government entity etc.
What software system do you currently use to track any financial activity related to these revenue sources?

Non-Grant Revenue Sources (Contracts)
Please answer this section if your agency has revenue sources that do not originate from a grant, either government or private.
19. Do you currently use an online system to record service agreements with your customers?

Does this system accommodate amendments to the service agreements?

If so, what would be the reasons to do an amendment? 

Do you use this system to cap spending limits and billing limits if any?

Do you currently use a billing system to generate bills to customers?
What billing methods do you use to generate invoices to these customers? Examples below:
As incurred (Available to bill as soon as the cost is incurred)

Fixed amount

Milestone based (event date or percent complete in the service etc.)

Other

How do you track expenditures incurred by the state (e.g. vendors paid, employee worked hours and paid, inventory costs etc.) for services provided to customers? Please specify if Project based tracking system? Chartfield string? Balance sheet accounts etc.

Do you currently use any reports to track these expenditures? 
Do you book these expenditures as entries to GL?

Does the expenditure tracking system in any way integrate with the billing system?
How do you receive cash from these customers? (Manual check? EFT? etc.)

How do you record cash received and revenue from non-grantor entities? 
Is any of the cash received for services provided prepaid in advance? How do you record such a cash entry? Please explain your process to reconcile it with your invoice generated.

How do you reconcile cash received from these entities to accrued revenue and expenditures incurred?
State Agency Issuing Grants

20. Does your agency issue any grants to any other entity (may include other state agencies or a private organization; Examples include research grant to a university etc.) where the entire funding for the grant is solely from agency?
Do you currently use an online system to track reimbursements and/or payments made to recipient entity?

Do you budget the reimbursements (as expenditures to your agency) to be made to the recipient?

What level of control do you exercise on these budgets? A strict control where the expenditure is not approved if it goes over the budget? Or, do you let the expenditure go through and make budget adjustments later? Please explain.

Please list all financial reports that you use to effectively manage and control execution of the state issued grants. Also provide samples for each report.

Agency Internal Projects (Project Costing)
21. What kind of expenditures does your agency have that are not Grant related (both Federal and non federal) and also these expenditures are not reimbursable?
Do you have any operational accounting system to track these expenditures?

Do you have for instance, a project management system to track these expenditures (for example - non-grant related construction costs that the state agency does not get reimbursed for and the entire funding for this project is from the agency itself)? Do you use any of the standard chartfields to identify these internal projects?

If so, is there any logic built into the way the chartfields are numbered?

Do you budget these expenditures and also cap them?

What level of control do you exercise on these budgets? A strict control where the expenditure is not approved if it goes beyond the budget? Or, do you let the expenditure go through and make budget adjustments later? Please explain.

Please explain your business process to make budget adjustments and the reasons to do it, to these types of projects.

Please list all financials reports that your agency uses to effectively manage Budgets and execution of these projects. Also, please provide samples for each report.

Do you track the phases of these projects to control what types of expenditures are made at what stage of the projects?

At what point do you stop all costs to be charged to these projects?
Does the agency have any work-in-progress projects (example –construction projects for a new building, road or equipment) where after completion of the project, the agency has a new asset?

If so, explain the business process for tracking budgets and costs for the projects and management of creating a new asset.
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