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California Ports and Maritime Security Grant Program Accountability Plan

Front-End Accountability

To ensure front-end accountability in the California Ports and Maritime Security Grant Program (CPMSGP), the California Emergency Management Agency (Cal EMA) will issue grant guidelines establishing criteria based on the National Strategy for Maritime Security, the California State Homeland Security Strategy, and the Investment Justification for Port Security submitted to the US-DHS.  The grant process will incorporate a peer review process to identify eligible applications with the greatest impact on port security across the State.  The Peer Review Panel (PRP) will be comprised of security directors from the 11 eligible ports, or their designees, (provided all ports elect to participate in the CPMSGP).  The PRP will have multiple functions including; project nomination, project review and recommendation on allocations to Cal EMA.  Cal EMA will retain the final approval for all projects related to the CPMSGP.  The criteria for grant funding shall be based on a project’s ability to address implementation of each individual port’s security strategic plan and include risk analysis that assesses risk, vulnerability, and risk consequence.  In order to ensure a comprehensive approach to port security across California, Cal EMA will make all grant awards in consultation with the California Maritime Security Committee.

The PRP will have specific criteria for eligibility developed by Cal EMA and the grant awards will include the clear terms and conditions that are to be met for the completion of the grant.  In addition the grant award will delineate the clear outcome of the grant; because of the nature of security the general outcome for all grants will be to make each port across California more secure.  As part of the application process Cal EMA will require that each port certify that they are not suspended or debarred.   Port authorities will be required to provide a copies of their most recent financial statements to establish their financial posture and demonstrate that they have the accounting practices and procedures in place to ensure they are able to manage and account for the grant funds.  Since, we only have 11 eligible grantees we have already conducted our outreach activities to each of the ports.
Performance Standards and Outcome Measures

The outcome measures of the CPMSGP will be based on “hardening” the port infrastructure across the State.  As part of the front-end accountability the ports are identifying how each project is reducing their security risks by analyzing threat, vulnerability and consequence.  To ensure that outcomes measures are achieved Cal EMA will be reviewing each project and ensuring that the project addresses the identified vulnerabilities.  While there is no objective formula to quantify the amount of reduction to in risk to each port, we will be able to identify the specific mitigation effect that the project has on the identified risk to the port.  To help in this process the PRP whom are subject matter experts in port security will be reviewing each project nomination to ensure that each of the nominations addresses a serious and credible threat inside of the port.  Since each grant will be project based and the project will have been approved by Cal EMA and the PRP each and every grant will be addressing a specific measured outcome (the project) that will address the security risks of the port.

Since Cal EMA administers numerous homeland security related grants, there is an extensive process in place to ensure that all bond proceeds will be expended in accordance with the front-end criteria and processes.  Cal EMA will not even authorize the grant until all of the front-end process has been accounted for and completed.  Cal EMA uses the Automated Ledger System (ALS) to track all grant expenditures for the $1.3 billion in federal funds that we have received, so we will use the same process to ensure that all grant activities are tracked appropriately.  A project will not make the list until the grant has been awarded and the grant process is under way.  In the event that the project cannot be completed or needs to be significantly changed, Cal EMA will delete or change the project on the ALS after we have issued a revised or amended grant agreement.  In addition, Cal EMA will maintain a list of eligible projects for all grants and we will publish that list on the website so that public will have access to the information.

In-Process Accountability

Cal EMA ensures in-process accountability on all of our grants using a multi-faceted approach.  To ensure accountability Cal EMA will use a Grant Administration Unit (GAU) to address the day-to-day concerns of managing the grants and ensuring outcomes and Cal EMA will use a Monitoring and Audits Unit (MAU) to ensure that the grantees are following all applicable rules and meeting outcomes by conducting on-site monitoring reviews.

The GAU will address how the deliverables are being tracked by developing a percentage complete matrix for each project.  The GAU program representative will be required to keep in regular contact with the grantee to ensure that the desired outcome (project completion) is on-schedule and not over budget.  The program representative will be required to approve each Financial Management Forms Workbook for the grantee related to each of the individual grants.  The workbook will allow the representative to track all activities of the grant in a comprehensive manner.  This tracking method will include fiscal tracking and programmatic detail that will identify which parts of the grant are in progress and how much reimbursement has been approved for each project or sub-allocation of the project.  Using the financial workbook, the program representative will also be required to approve payments for the grantee, as the payments are requested.  These payments will then be authorized by the manager in charge of the unit and the Deputy Director at Cal EMA, after full approval claims for payment will then be forwarded to accounting for processing of the actual checks, this process will allow us to expedite payments and ensure that there will be no inappropriate payments.  The Financial Management Forms Workbook will track the financial status at the project/grant level in addition to the ALS which will allow us to make payments per project and timely.  The Financial Forms Workbook will capture multiple source funding and will be used as a cash flow budgeting tool that will allow us to estimate expenditures by quarter to manage cash flow appropriately The Financial Forms workbook will be the primary vehicle that will coordinate the activities of those entities that are monitoring progress on the projects and making the payments.

In addition to the GAU and the duties described above, Cal EMA will also be utilizing an extensive on-sight monitoring program for each sub-grantee.  The Monitoring and Audits Unit (MAU) is responsible for monitoring grantees and ensuring that audit requirements have been met. Monitoring of grantees provides a comprehensive picture of how preparedness and response capabilities are increasing statewide. Monitoring also ensures that Cal EMA funds are spent in the most efficient and effective manner and that those expenditures have occurred consistent with the original intent and the rules associated with the grant. This is achieved by conducting administrative, programmatic and fiscal monitoring of the grantee’s reporting processes, project activities, operational procedures, internal operations, record keeping and accounting systems.  This monitoring will ensure that the grantees are operating effectively and efficiently, while also ensuring that any deficiencies in the grantee’s processes are detected and corrected in a timely manner. 
Follow-up Accountability

Each grant application package will be reviewed in such a manner so as to ensure that all of the applicants for funds will have the capability to responsibly account for the funds and perform the desired outcomes.  In addition, Cal EMA will use the four tenets of monitoring to ensure that all grantees complete their projects on-time, on-budget and in a manner that achieves the desired outcomes.  The following four tenets of monitoring will allow Cal EMA to control, track and monitor progress on each of the grant through:

· Regular Contact – While the GAU has regular contact with the grantees this will ensure that Cal EMA is up to date on the status of each project.

· Printed Material – Both the GAU and the MAU will prepare printed material that defines how, when, and for what purposes the bond funding should be spent on.

· Workshops – Cal EMA will conduct grantee workshops that reinforce the printed material, prepare grantees for success on the projects and ensure accountability of the voter approved infrastructure bond funds.

· Onsite Monitoring – Cal EMA will ensure that every grantee is monitored on-site both during the grant and at the end of the grant to ensure accountability and expected outcomes associated with the grant.

If adverse performance occurs during the grant process, the grantee will demonstrate to Cal EMA that they have corrected the performance deficiency or the remainder of the grant will be withheld/cancelled.  In addition our grants will carry language that will permit the state/Cal EMA to seek reimbursement for any misappropriated funds.  In general, this corrective process will allow all of the projects to stay on track while allowing Cal EMA to have both a carrot and a stick to ensure proper expenditure of all bond funds.

In addition to the on-site monitoring that Cal EMA will conduct at the end of the grant, each grantee will be required to have an external Program Specific Audit done at the completion of the grant to ensure proper expenditure and accounting of the funds.  Our grants will stipulate that the auditing firm that conducted the grantees most recent A-133 audit should be the firm retained to audit the grant.  If the grantee has not required an A-133 recently they will be required to hire an outside audit firm that is qualified to perform A-133 and have them do a full-scope review of the bond funded grant.

Conclusion

The California Emergency Management Agency is committed to ensuring all infrastructure bond funds will be used in an effective and accountable manner.  All of the actions mentioned above will ensure that grant funds are expended in a manner consistent to applicable laws and invested efficiently, effectively and in the best interests of the people of the State of California.  Front-end accountability standards include processes that will govern the expenditure of bond funds.  Criteria and outcomes, will be derived in large measure, from the requirements of state and federal laws pertaining to homeland security and strategies developed by security, safety and emergency management experts from across California.  Cal EMA shall submit semi-annual reports to the Department of Finance regarding the actions taken to ensure bond proceeds are staying within the scope and cost that were identified when the decision was made to fund the project or activity.
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