
F.2.a   Procedure -  Agency Reviews and Monitoring Site Visits

Agency Compliance Reviews or Agency Comprehensive Compliance Reviews

Purpose

To ensure that agencies providing services comply with all legislation, with our senior funders’ requirements, the City’s service level requirements, and the City’s Grants and Contributions (G&C) Policy.

Scope

Housing Services Branch staff conducts periodic Agency Compliance Reviews at agencies that have funding contracts to provide ongoing services under the following funding programs: family emergency shelters, community emergency shelters, domiciliary hostels, Consolidated Homelessness Prevention Program (CHPP), federal Homelessness Partnering Strategy (HPS), Supports in Social Housing (SSH) and Housing and Homelessness Investment Plan (HHIP).  City staff monitor agencies by visiting each agency at least once every year, and completing all required aspects of a full agency review within every five-year period. (This may be every four-year period for wholly city-funded programs because a report must be sent once during each term of Council to recommend whether the program should be continued, ended or amended.)
Customizing of the reviews:  Many of the agencies we fund are also funded (often in larger amounts) by other funders such as provincial social services, the federal or provincial justice systems, and provincial medical programs.  Our reviews will always deal with the actual program that we fund, but the sections about the Board, management, and possibly finance will be abridged if these aspects are already dealt with by other funders.

Procedure from Point of View of HPU
City staff provide advice and support to assist service providers to comply with the contract, to carry out the funded activities, and to achieve the agency’s and the Housing Services Branch’s objectives of the activities. The City’s Program Coordinators (PCs) do this through periodic visits to the project site and other means such as telephone calls and emails, and requiring completion of forms. 

City staff conduct a comprehensive agency review every five years. The City’s Emergency Shelter Standards and the Domiciliary Hostel Standards provide the frameworks for their Compliance Reviews, and HPU has a format for its agencies, using an agency review tool to evaluate and record the findings.  Starting in 2011 as a result of Service Excellence goals, HPU staff are working to minimize the burden on agencies by coordinating the site visits to HPU-funded agencies that also receive per diem funding from as dom hostels and/or emergency shelters.
The Review includes on-site discussion of a Compliance Review form, a site visit including interviews with staff (and sometimes with clients), a Findings and Feedback Report (sent by HPU staff to the agency) following the site review, a Remedial Plan if any deficiencies were identified, and follow up by City staff until all required improvements have been made.
Preparation for Review

In preparation for the review, staff send the agency a Compliance Review Plan at least six weeks prior to the negotiated review date, showing the purpose and scope of the review, the framework, required document list and any other background material that may help them to prepare.

Review teams are made up of at least two PCs, with one team member assigned as the Lead to negotiate review dates, track all correspondence, prepare the Findings and Feedback Report, and to follow up with the agency afterwards. 

Findings and Feedback Reports

Following the review, the Lead prepares a written report on the findings of the review.  The report will indicate who was involved in the review from the agency, and the names of the City staff involved.  Prior to sending the results to the agency, a manager must approve a draft.
The report details areas where the agency was compliant with legislative requirements and/or met service requirements.  It also includes an action plan, or workplan to address any issues, non-compliance or missing documentation.  Timelines for remedial activities are negotiated with each agency and confirmed in writing in the action plan.

The Lead follows up with the agency regarding the fulfillment of the action plan.

Corrective action, if any

Should an agency not favourably respond to remedial action requests, the Program Coordinator is to inform management to determine follow up instructions and actions.
Regular Site Visits to monitor the agency
Site visits to ongoing funded programs are done in a thorough and consistent manner, a minimum of once per year, and are documented by the PC including the purpose, the results and any follow-up actions required.  The purposes of site visits are:

· To provide effective monitoring of funded agencies on an ongoing basis to ensure compliance with funded agreements, and to promptly identify any issues or opportunities related to client service or administration.

· To provide support to organizations as they deliver programs and services to the community

Scope

This procedure applies to funded service programs including domiciliary hostels, family emergency shelters, community emergency shelters and homelessness services.

Frequency of Site Visits:

At a minimum, each funded service will receive a formal site visit by a City staff member at least once each year.  The interval may be shorter in the case of a personnel change of the agency manager or the City’s PC; when the PC is monitoring an issue; or when a program has been evaluated to be at high risk of falling short of meeting contract requirements or some other City expectation. The minimum number of site visits will be more frequent if the Risk Assessment has determined that it is required. See F.1  Risk Assessment.doc
Purpose

Site visits are important in building and maintaining a business relationship between the PC as the City’s representative and each agency.  Visits may involve the agency’s Executive Director, manager of the funded service, finance personnel and as appropriate, front line staff.  

Site visits include review of the agency’s capacity to deliver and report on services, their collaboration with other agencies in the system of housing and supports, their submission of contract deliverables to HPU, and any identified challenges or opportunities related to the service or the service provider.

Preparation for Site Visit
For Support Services and domiciliary hostel site visits, the Program Coordinator prepares for the visit by reviewing:

· Narratives and briefing documents from previous years for historical information on program development, challenges, trends etc.

· Statistical, HIFIS data (if any) and financial reports from the previous year

· Current budget, spending patterns

· Logic models and workplans (if any)
· Findings and Feedback reports from Agency Compliance reviews,

· Contract and Business Documents Files, specifically the contract(s), addenda, & audited statements

· Any resources or research that may be able to support the project

Should the project be new to the PC, he or she should discuss the project with other staff members familiar with the agency for an overview of previous projects and any relevant issues, concerns or opportunities.  Ideally a PC would be accompanied on her first visit to an agency by another PC who knows the personnel and the program.
Make note of any missing documentation, inaccurate reporting, inconsistent submission of reports or client service issues to bring up during the site visit.

Discussion at Site Visit (or at a series of site visits):

Review the budget: 

· Ensure budget lines are realistic, discuss any changes that might be warranted

· If there is an anticipated funding surplus, discuss options for appropriate use

· If there is an anticipated deficit, discuss options to bring budget in line

· Determine the agency’s mid and long-term plans for sustaining its programs

· Stress importance of accurate and timely submission of financial reports

· With the appropriate staff, review the content of procedure F.4  Financial Reqs (Extl & Int).doc  including, at the end, the Verification of adequate policies and procedures
· Are P&Ps up-to-date, accessible to staff, and is staff reminded of them?
Review Client Services and determine whether:

· the service delivery is appropriate for the type of service(s) being offered

· services are provided in a timely manner

· staff are knowledgeable about services in the community that could further benefit their clients

· Management is engaged with management of other agencies providing like services to identify system-wide trends and gaps, capacity building and training needs 
· Gaps in own service and service system, and ideas to fill them.
· physical space is appropriate and adequate for service being delivered. Condition of facility.  Upcoming capital needs
Review organizational structure and determine whether, or to what degree:

· Agency has the capacity to deliver funded services

· Internal reporting relationship is clear

· Agency undertakes regular assessment (or evaluation) of its services, and does regular strategic or operational planning 

· Agency has the ability to respond to system-wide trends, gaps and challenges 

· What staff training is needed and provided?  Is training being done to meet the needs of funded staff.  Are they attending CCB Training? Do they have suggestions for topics for CCB Training?
· Financial and budget monitoring controls are adequate

· Any issues from a past Compliance Review continue to be on track

Optional activities at site visit:

· Tour of facility

· Discussion with clients (pre-arranged with agency)  (Usually reserved for 5-year review unless there’s an issue to investigate.)
After the Site Visit

Enter all pertinent information gathered at the Site Visit in the agency’s narrative, including in the summary at the top of the Narrative.  Include names and titles of all staff who participated in the site visit.

File any documents such as Annual Reports or Audited Statements received in appropriate files.

For major areas of concern, negotiate a work plan with agency showing items to be remedied, who is responsible, and due date.  (BF’ed until received)  PC to follow up on progress until completed.
If PC made any promises regarding making networking links or providing info, meet these commitments.
Inform supervisor of the results of the site visit.  Advise supervisor and team of any issues or news, as appropriate.
(See form on next page.  PC to have one form open per agency at all times.)

Form last updated Sept 8, 2011

This form is open / closed
Agency name: __

PC’s name: __
1.  Matters to review at least annually, before conducting site visits or meetings with agency staff:  (in additional to full Agency Compliance Review done every five years.)
	
	
	Date(s) reviewed

	1a
	Review the narratives and briefing documents from previous years for historical information on program development, challenges, trends etc. noted


	

	1b
	Statistical, HIFIS data (if any) and financial reports from the previous year have been reviewed and PC is familiar with patterns and ready to discuss knowledgeably

	

	1c
	Current budget, spending patterns are noted

	

	1d
	Logic models and work plans (if any) are reviewed and PC is familiar with the details of service(s) being provided

	

	1e
	Findings and Feedback reports from Agency Compliance reviews are reviewed and copies printed off to bring to visit if necessary

	

	1f
	Current Business Documents file is up-to-date and not missing any information, and audited statements are reviewed and signed by PC


	

	1g
	Current Corporate Contract Files contain all relevant contract(s), addenda


	

	1h
	Any resources or research that may be able to support the project are printed off and brought to the site visit

	

	1i
	Print a copy of F.4  Financial Reqs , review it, and bring to site visit for a discussion of it and to leave for the agency’s review and records


	

	1j
	Ask CCB training coordinator if agency’s staff are attending the sessions.

	

	1k
	Is continuous service being provided during staff gapping, holidays & sickness?
	

	1l
	Is the space to provide the program adequate and safe?
	

	1m
	Other (specify)
	


2.  Topics for discussion based on review above:

	
	Topic/Issue
	Comments, location of more info., and date
	“Done on” Date

	2a
	
	
	

	2b
	
	
	

	2c
	
	
	

	2d
	
	
	

	2e
	
	
	


3.  Other topics for discussion:

	
	
	Comments, location of more info.
	“Done on” Date

	
	Facility/Facilities
	
	

	3a
	Tour of each facility where funded program(s) offered
	
	

	3b
	Adequacy of amount/type of space and facilities
	
	

	3c
	Condition of facility
	
	

	3d
	Upcoming capital funding needs
	
	

	
	Budget:
	
	

	3e
	Budget lines are realistic; discuss any changes that might be warranted
	
	

	3f
	Anticipated funding surplus? Discuss options for appropriate use
	
	

	3g
	Anticipated deficit, discuss options to bring budget in line
	
	

	3h
	Discuss agency’s mid and long-term plans for sustaining its programs
	
	

	3i
	Stress importance of accurate and timely submission of financial reports
	
	

	3j
	Review content of procedure F.4  Financial Reqs
	
	

	3k
	Are P&Ps up-to-date, accessible to staff, is staff reminded of them?
	
	

	
	Client Service
	
	

	3l
	Service delivery methods are appropriate for the type of service(s) being offered
	
	

	3m
	Services are provided in a timely manner
	
	

	3n
	Staff is knowledgeable about services in the community that benefit clients Referrals being made.
	
	

	3o
	Management engagement w/service system
	
	

	3p
	Gaps in own service and service system; ideas to fill them
	
	

	3q
	Evaluation in place? Ideas for future (low cost)
	
	

	
	Organizational Structure
	
	

	3r
	Agency has the capacity to deliver funded services
	
	

	3s
	Internal reporting relationship is clear
	
	

	3t
	Regular assessment (or evaluation) of services conducted, & regular strategic/operational planning
	
	

	3u
	Agency has the ability to respond to system-wide trends, gaps and challenges
	
	

	3v
	What staff training is needed and provided? Attending CCB Training? Any topic ideas?
	
	

	3w
	Financial & budget monitoring controls are adequate
	
	

	3x
	Any issues from a past Compliance Review continue to be on track?
	
	


4.  After a site visit or meeting:

	
	Program Coordinator Actions
	Comments:
	“Done on” Date

	4a
	Updated Narrative including table at top of Narrative.
	
	

	4b
	Filed all docs rec’d.
	
	

	4c
	Sent E.D. a list of any matters for follow up.
	
	

	4d
	For major areas of concern, negotiated a work plan with agency showing items to be remedied, who is responsible, and due date (BF’ed until received)
	
	

	4e
	If PC made any promises regarding making networking links or providing info commitments are being met.
	
	

	4f
	Informed supervisor of the results of the site visit. Advised supervisor and team of any issues or news, as appropriate.
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