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PURPOSE OF MONITORING

Through monitoring efforts, operations are assessed for compliance with applicable laws and regulations and administrative entity policy standards so that timely action can be taken to correct deficiencies.  The information gained from individual reviews is compiled and analyzed to identify significant problems or trends, with the report furnished to workforce investment areas for a broad picture of the effectiveness of program operations.  This method is also used to test specific regional and state administrative entity systems used to accomplish delivery of the WIOA programs.  

MONITORING PROCESS OUTLINE

· Schedule monitoring visit

· Conduct monitoring review

· Provide exit interview

· Complete monitoring report and send to provider

· Communication period between provider and monitor as necessary to resolve open issues

· Complete and send written closure letter to provider
 

PRE-REVIEW ACTIVITIES

The following steps should be followed in preparing for a review:

1. Review provider records kept at IDOL. 

2. Review results of previous Quarter and program year monitoring reviews for resolved items that may need additional follow-up 

3. Assemble pertinent records and review the information

a. Agreement, modifications

b. Participant reports – what services have been provided; number served, number exited (ad hoc activity, exit reports, management reports). Compare Program Planning Summary vs. actual enrollments, outcome, etc.

c. Note active worksites (select sample for site visits)

4. Complete the participant file reviews on representative samples of current PY participants.  This may include those exited this PY, new program enrollees and participants still active but enrolled in a prior PY but not previously reviewed.    Review federal/state regulations and policies applicable to agreement

5. Select appropriate monitoring tool(s)

Tools

All monitoring reviews are conducted with the aid of a questionnaire or “tool” to assure standardized minimum coverage of program activities.  Tools’ questions are based on information in the regulations, TAG series, and agreements. Additional questions that are relative to the individual site being reviewed may be added to the tool while monitoring.  All subjects covered by the monitor while onsite must be reflected on the tool so that a record can be retained of the actual coverage.  This tool becomes part of the official monitoring report upon the completion of the review.  

Appointment Arrangements

Service providers are notified in advance of the review so that appropriate staff and records can be made available for the monitor.  

The appointment letter (facsimile attached) will be sent approximately two weeks before the review and should contain the following:

1. Subject of the review

2. Date(s) of the review

a. Entrance interview time

b. Expected duration of the review

c. Exit interview time

3. Anticipated staff and space needs

4. Include a statement that a sample  of current work/training sites will be selected for onsite review; the grants management officer will contact the provider by phone to arrange specific site visits prior to the review 

5. Contact person’s name and phone to call in case the schedule is not satisfactory

The appropriate authority, such as the school district superintendent or Idaho Commerce and Labor area manager is to be provided a copy of appointment letters for provider reviews.

The monitor is not required to send an appointment letter to individual worksites for onsite reviews.  The service provider will make arrangements with the sites selected.

SELECTION OF AGREEMENTS FOR REVIEW

Annual monitoring reviews shall be performed on all subagreements of $75,000 or more.  Subagreements under $75,000 shall be monitored at a level equal to 20% of the funds awarded in the category.
Selection of Worksites for Review

A representative sample of the active WIOA funded work/training sites (OJT, WE, INTERN, Job Shadow, OST) utilized by a service provider will be monitored.  For providers with multiple service delivery sites, the monitor will include the sites for all offices under the agreement, even though only one office may be selected for the onsite review.  In selecting the “mix” of sites to be reviewed, the monitor should consider the broadest spectrum of activity and clients, as well as sites not previously monitored.

OST participants may be interviewed in lieu of the OST site. The interview may take place at the OST site or other appropriate place agreed upon by the monitor, subrecipient, and the participant.

Site reviews generally will consist of a check for compliance with the training commitments outlined in the contract/agreement, federal regulations, and administrative entity policies.

ON-SITE MONITORING PROCEDURES

Approach

While the monitor is charged with testing the existing situation for compliance, the ultimate purpose of the monitoring activity is to improve the program for the participants, the program operator, and work/training site, and the local workforce investment area.  While conducting the review, the monitor should convey an attitude of helpfulness and cooperation, but must also maintain a firm commitment to address any indication of noncompliance.

To achieve maximum program improvement from the results of each review, all issues of noncompliance must be presented in writing to the reviewee for corrective action.  After the individual issue is resolved with the reviewee, the information will be added to the pool of information from other reviews and used to assess area-wide program effectiveness.

Method

Reviews are conducted with a combination of records review, interviews and observations. Generally, the interviews augment the information gained from records review and observation.  Pertinent records such as the agreement, correspondence, progress reports, participant information, and previous review results, are gathered prior to visiting the site.  A review of this information will familiarize the monitor with the expected results of the program and provide additional information that will help to round out the picture while onsite. Interviews are then conducted onsite with the person(s) responsible for carrying out the provisions of the agreement, participants, and as needed, any other persons who can contribute to an understanding of the status of the program (i.e., case manager, teacher, etc.).

Entrance Interview

At the beginning of onsite review activities, a meeting will be held with the person responsible for the WIOA activities. The purpose of the meeting is to provide information relative to monitoring procedures and purpose, and includes a review of topics that will be covered during the course of the review.

· Set the mood of the interview by using a relaxed but professional approach.

· Explain that monitoring is a WIOA program requirement to assure that activities are in compliance with program requirements, to help prevent the possibility of future disallowed costs and to identify opportunities for program improvement.

· Outline who/what you will need to complete the review –

a. Staff contact person for subject areas of the review (supervisor, bookkeeper, etc)

b. Participant interview

c. Records review

d. Worksite reviews

e. Amount of work space needed

· Explain how long the review process will take and set up tentative time for an exit interview

Determination of Compliance 

To make a firm and educated determination of compliance, information provided by an interview should be verified by observing documentation that supports the interview information and vice-versa. For example, if a program operator states that 12 participants have been served, then enrollment records, or other concrete evidence should be observed to corroborate the numbers served. Of course, some judgment will have to be exercised as not all back-up documentation can be reasonably obtained. 

For each question on the tool, and for all subjects covered in the review, a determination must be made whether the activity meets program requirements. The tool and supporting discussion and documentation will reflect the monitor 's determination that an issue is one of the following: 

a. Finding 

Information obtained clearly demonstrates that activities have been performed that are prohibited by or fail to fully meet the requirements of WIOA, federal regulations, administrative entity policy or contract/agreement provisions. 

b. Needs Improvement 

Information obtained indicates activities being performed do not reflect effective program management or are contrary to the well-being of the participant; however, the activities do not constitute noncompliance.  These are the gray areas that require a monitor to use considerable judgment. 

c. None 

Information obtained indicates satisfactory compliance with the Act, regulations, policy and contract/agreement provisions. 

d. Exemplary 

Information obtained indicates that the approach, methodology, procedures or substance of the activity being performed is of such a high level of efficiency or effectiveness that its adoption by other work sites, training sites, or program operators may contribute to overall program improvement. Possibilities include, but are not limited to:  procedural simplicity, comprehensiveness, or innovative approaches. 

Any questions coded either Finding, Needs Improvement, or exemplary must be addressed in the Exit Interview and in the monitoring report. 

Documentation of Review Findings 

Each review will produce a record of compliance (None or Exemplary), noncompliance (Finding), or Needs Improvement for each item on the monitoring form. A record must be made of the source materials that were reviewed to arrive at the determination. The source materials then become documentation. 

Documentation verifies a fact, and can consist of originals or copies of the following kinds of records: ledgers, invoices, budgets, personnel records, minutes of meetings, etc. 

Verbal statements made to the monitor may be written on the monitoring tools and may ultimately be the documentation for a noncompliance or concern issue. It is recommended that the statement be signed if there is any possibility the statement will be used as documentation for a finding. 

It is better to over-document a review than to under-document a review and be forced to return to the site for more information. 

For ease in locating the supporting documentation for a finding, all documents are sequentially numbered and referenced by number under the appropriate question on the monitoring tool. 

Participant Interview 

Participant interviews are used to gain adequate information to make a determination of compliance or noncompliance by the service provider and by the work/training sites in areas such as participant treatment, working conditions, and benefits. 

Participant interviews are to be conducted in the following manner: 

1.
Arrange individual and private interviews with participants whenever possible. 

2.
Put participants at ease and explain purpose of interview. 

3.
Interview participant through a guided discussion. Use monitoring form for guidance only. 

4.
Note all answers indicating a possible issue and follow-up through a supervisor interview, service provider interview, or records check. 

5.
Ask participant if they have any problems or questions about WIOA.

6.
Answer participant’s or supervisor’s questions if you are certain of the answer or arrange for technical assistance.

 Exit Interview
An exit interview is required for all reviews.  It informs the participating agency or employer of the monitoring results and allows them to record plans for any required corrective actions. The interview is conducted with the signator to the contract/grant/agreement or designated representative, and may be attended by any other personnel at the discretion of the participating agency. Any proposal for corrective action must be made by an official authorized to commit the reviewee to a specific course of action. If the exit interview cannot be conducted at the completion of the review, the monitor will conduct the interview by telephone, arrange for a subsequent visit, or by mail if all parties agree. 

Subject matter discussed and the format of the exit interview is at the discretion of the monitor. However, the monitor must address Findings, Needs Improvements, and exemplary performance as indicated on the review tool. It is suggested that the monitor discuss compliance information if or when appropriate. It is also recommended the monitor clearly indicate that the review of financial management practices represents a sample, and is not meant to relieve the reviewee from possible audit exceptions at a later date. 

During the exit interview, the monitor will provide the opportunity for the reviewee to supply information that was not available during the review. However, all possible investigative activity should be accomplished prior to the exit interview. 

Disposition of Issues 

At the close of the exit interview, each Finding or Needs Improvement issue will have the designation of one of the following: 

1.  Resolved 

The reviewee agrees that a finding exists, and both the monitor and the reviewee agree on the appropriate corrective action and the date by which corrective action will be completed. In order for a finding to be classed as resolved, the reviewee must have the responsibility for compliance as well as the authority to agree to and carry out the corrective action measures agreed upon. 


2.  Unresolved 

The reviewee agrees that a finding exists and has the responsibility for compliance but does not have the authority or capability to define and/or carry out appropriate corrective action. Examples of unresolved findings are generally those involving questioned costs (nepotism, unauthorized expenditures, ineligible participant, fraud or abuse) or those findings requiring modification or clarification of an existing grant to resolve. Another example of an unresolved finding is an instance where the reviewee agrees a finding exists but an appropriate course of corrective action cannot be determined. Unresolved issues are referred to the Administrator of the Employment and Training Division for resolution. 


3.  Contested 

The reviewee disagrees that a valid finding exists and the monitor and reviewee are unable to reach agreement. An issue is also considered contested if the issue was classed as resolved or unresolved by the monitor and a unit within the Department of Commerce and Labor subsequently disagrees with the validity of the finding (see Issue Resolution). 

Most issues will be of such a nature that the reviewee can easily determine a course of action to correct the noncompliance situation. Corrective action is a program management function and is the responsibility of the reviewee. The role of the monitor is to clarify the issue, present (if necessary) possible alternatives that may correct the problem, and record the corrective action identified.  

For unresolved and contested issues, present the issue in the exit interview, record any comments and advise the reviewee that the appropriate grants management officer or grants management supervisor will contact them for resolution. 

All issues and subsequent corrective actions are subject to final review and disposition by the administrative entity (see Issue Resolution). The monitor may determine that the proposed corrective action will satisfy the noncompliance issue. Monitors explain during the exit conference that final issue closure rests with the administrative entity, even though the proposed solutions appear to correct the deficiencies noted. 

Written Monitoring Report
Upon completion of monitoring activities, the monitor will prepare a written monitoring report within 30 days, for signature of the Administrator of the Employment and Training Division that outlines issues of Findings, Needs Improvement, and exemplary performance as discussed during the review and as presented and discussed at the exit interview. The monitoring report will include possible alternatives for corrective action or the proposed corrective action to satisfy a Finding. The action planned and date of implementation is to be included in the review as well as a time frame, 30 days, in which the reviewee must reply in writing to the written monitoring report. Failure by the reviewee to reply within the time frame will be viewed by the Administrative Entity to be in agreement with the issues identified in the report.

The monitor, or designated grants management officer (GMO), will work directly with the reviewee until all issues have been adequately addressed. When this is complete, the monitor (or GMO) will prepare a closure letter for the Employment and Training Administrator to sign indicating all issues have been addressed and the monitoring review process is closed.  

POST-REVIEW ACTIVITIES

Files Standards 
Materials from each review will be filed in a folder and will contain at a minimum: 

1. Completed monitoring tool(s). All findings will be reflected on the tool(s). 

2. All documentation, including field notes generated by review, participant files, and work sheets. 

3. Copy of the Monitoring Report and all subsequent correspondence until the review is closed. 

Records will be filed separately for each program year. 

Issue Tracking 

The Employment and Training Division is responsible for tracking the resolution process for all Findings to facilitate prompt corrective action. 

When the monitoring report is distributed, the monitor or appropriate Grants Management Officer (GMO) will note the due date of action for resolution and will contact the reviewee requesting or indicating appropriate corrective action planned to resolve the issue. Similarly, the monitor/GMO will provide a written response to any Administrative Entity for each. 

Distribution of Review Information 

At the completion of the review, the folder containing the Monitoring Report, and all documentation will be checked for completeness and consistency. The Monitoring Report will then be distributed and the review folder filed. 

The Monitoring Report detailing the outcome of the review is routed to the following groups: 

Reviewee (service providers and other subrecipients)--Copies of the Monitoring Report are provided to the reviewee.. In the instance of local office reviews, the reviewee is considered to be the manager. 

Service Provider-- A copy of the Monitoring Report may be sent to the work/training site by the administrative entity at the discretion of the administrative entity.

Employment and Training Division--All reviews. The Division takes action on unresolved or contested findings, and is the distribution point for routing action or information copies to other units within the Department. 

Area Manager--All local office reviews (routed through the Employment and Training Division). 

ISSUE RESOLUTION

The resolution process begins at the point the finding is cited on the Monitoring tool. The general elements of the resolution process are: 1) a finding, 2) a recommendation, 3) an action on the part of the reviewee (either compliance or appeal). The resolution process is complete at the point that the necessary corrective action has been identified and carried out and the reviewee is in compliance or the appeal process has been exhausted and a final decision issued. 

Finding information is classified at either the administrative entity or the service provider level. 

Administrative Entity Level 

During the course of a compliance review, the monitor may identify areas of interest or concern pertaining to functions and/or activities assigned to an administrative unit within the Department. 

Service Provider Level 

The term service provider includes local offices, subgrantees, and other subrecipients. The resolution process for noncompliance issues at this level is dependent upon the classification of the finding at the conclusion of the exit interview or written correspondence in response to the Monitoring Report. 

1. Resolved Findings: 

The finding is noted as resolved on the Monitoring Report, along with appropriate corrective action, and a date by which corrective action will be implemented. 

In the case of local office reviews, the appropriate area manager will be provided a copy of the Monitoring Report. The area manager will have ten working days from receipt of the report to provide written comments on the resolved finding and corrective action. Should the area manager request additional or other corrective action measures (other than that identified on the Monitoring Report), he or she will contact the Employment and Training Division to provide the alternate corrective action. If no comment is received within the ten days, the resolved finding will be considered closed. Should the area manager disagree that the finding was considered resolved (i.e., disagree that a valid finding exists) the finding will be reclassified as contested. 


2. Unresolved Findings: 

The finding is noted as unresolved on the Monitoring Report. The monitor may also provide a recommended solution to the finding, if applicable. All unresolved findings are forwarded to the appropriate grants management officer, grants management supervisor or the Employment and Training Division Administrator (ETDA) to negotiate with the reviewee to effect the appropriate corrective action. The GMO supervisor and ETDA will be kept apprised of all unresolved findings.

If necessary, the Grants Management Unit will contact the reviewee after they have received and responded to the Monitoring Report, to request or identify appropriate corrective action planned to resolve the issue. 

In the case of local office reviews, the appropriate area manager will be provided a copy of the Monitoring Report. The area manager will have ten working days from receipt of the report to provide written comment on the unresolved finding of the Employment and Training Division. The resolution process for unresolved findings is complete at the point that corrective action has been agreed upon between the Grants Management Unit and the reviewee, and closed at the point the reviewee institutes corrective action, including input from the area manager. 


3. Contested Findings: 

The finding will be noted as contested on the Monitoring Report, along with the reviewee 's reasons for contesting the finding. Except in the instance of local office reviews, all contested findings are forwarded to the Administrator of the Employment and Training Division, who will make a determination as to the validity of the finding and identify any attendant corrective action required as a result of the decision. If the finding is considered valid, the resolution process is complete at the point the reviewee initiates the required corrective action measures, including those identified by the area manager. 

Should a finding at the service provider level be contested by a unit within Idaho Commerce and Labor, with the monitor and respective unit member unable to reach agreement, all information pertinent to both sides of the issue will be provided to the respective supervisors for resolution. The resolution process is complete at the point agreement is reached or at the point the issue reaches the Administrator level, at which time the issue will be resolved. 

In instances of contested findings resulting from local office reviews (i.e., the manager disagrees that a valid finding exists) the monitor will discuss the finding with the appropriate area manager prior to forwarding the finding to the Administrator, Employment and Training Division, for mediation. Depending on results of the discussion, the finding may either be reclassified as resolved, or unresolved, or may still be considered contested by the area manager. 

The Grants Management Unit will provide copies of the Monitoring Report to the appropriate area manager. The area manager will have ten working days from receipt of the report to provide the Employment and Training Division with written input on the matter. 

FISCAL INDICATORS
Recipients of WIOA funds must have a fiscal system of expenditure authorization and record keeping sufficient to provide reasonable accounting control over assets, liabilities, revenues and expenses in connection with those funds. The following guide gives some of the basic accounting requirements. The guide is not intended to supplant the monitor 's judgment nor does it relieve the monitor of the responsibility for being familiar with the regulations. The guide is also not intended to provide the level and depth of review covered by the required independent audit. 

1.  Administrative Controls 

a.
Cash receipt and disbursement record (journal) that provides for tracking of transactions from disbursement back to source documentation (invoice). 

b.
Responsibility for accounting functions appropriately segregated between requesting funds, receiving and depositing funds, and disbursing funds, so as to provide internal checks on performance and provide for funding safeguards. 

c.
Qualified accounting personnel who have knowledge of WIOA financial requirements. 

d.
Proper supervision of the accounting function. 


2. WIOA Expenditures 

a.
Expenditures exceeding the amount in the original budget must be authorized by the Employment and Training Division in writing prior to the expenditure of such funds. 

If purchases are questionable (not pertaining to a WIOA activity or are used somewhere other than in support of WIOA activities) check purchase orders for more information to substantiate the finding. 

i. Determine and document who authorized the purchase, where purchases are being utilized, costs, and if purchase orders contain more detailed description of the items.

ii. Check documents, invoice and purchase order numbers, and any other pertinent information pertaining to questionable expenditures. 

iii. Expenditure vouchers should have backup invoices attached for adequate source documentation. 

3. Accounting Records 

a. 
Record (ledger) system should adequately identify receipt and disbursement of funds, and if applicable, show cumulative totals by month for each category allowed in the budget. 

b.
Staff time sheets must be maintained and must reflect: 

i.
Dates and hours worked. 

ii.
Signature by the employee and the supervisor. 

iii.
Allocation of hours by specific WIOA/non-WIOA Program. If the site maintains separate in-house time sheets in addition to the WIOA time sheets, compare a sample to be sure the hours are the same on both. 

4. Travel 

a.
Travel and per diem expenses must be authorized by budgets and written policy. 

b.
Expenditures for travel must be supported by source documentation (travel vouchers). 



Check a sample of travel vouchers for the following information: 

a.
Rate per mile should be the authorized amount. 

b.
Correct computations 

c.
Supervisor approval on vouchers 

d.
Identified as a WIOA activity 

e.
Travel dates, purpose and destination 



5. Procurement 

Did the subrecipient follow proper procedures in procurement, i.e., required number of bids, request to AE for purchase, inclusion in the agreement budget, etc.? 

6. Earned Income  

Any income earned through the use of WIOA funds must be reported and used to further the program goals. 

a.
If income has been generated due to WIOA activities, is it being reported on the Form WIOA-35? 

b.
Is this income being spent in pursuit of the objectives authorized in the grant? 

MONITORING TOOLS 

These forms are used to record the information gathered during the monitoring visits. One tool is to be completed for each review and retained as a permanent record in the review file. 

An entry must be made for each question in the notes section of the tool. If the question is not applicable to the review, or was not asked during the review, enter a zero (" 0")or "N/A. " If the question was not asked, explain why. 

Questions on the tool have been taken from federal and state requirements to retain the exact intent of the requirements, and are to be answered by the monitor on the basis of information obtained during the review.  It is mandatory that the questions be asked as they appear on the tool. It is recommended that as part of the pre-review preparation, reminder notes about the actual questions you want to ask be entered on the tool. 

Not all possible noncompliance (Finding) subjects have been included in the tool. If an issue of noncompliance (Finding) is encountered that is not reflected on the tool, use a blank question space to describe the requirement and document the situation. 
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