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BBMR-13-04 Management Research Project: Grants Management 

Why BBMR Did This Study 

The management of City grants is primarily the 
responsibility of the various City agencies receiving 
the grants. The purpose of conducting this study is 
to identify ways to improve the overall 
management and fiscal oversight of City grants to 
ensure: 1) City assets are safeguarded; 2) 
anticipated grants support the Mayor’s priority 
outcomes for the City of Baltimore; and 3) grant 
programs are managed efficiently and effectively. 

What BBMR Recommends 

To increase the overall management and fiscal 
oversight of City grants, BBMR recommends the 
following actions:  

1. Reconcile all grant accounts to determine 
actual grant deficits and General Fund 
liability. Pg 15. 

2. Evaluate existing grants policies and 
procedures and update the Administrative 
Manual (AM) as appropriate. Pg. 17. 

3. Instruct agencies in implementing new AM 
regulations. Pg. 18. 

4. Update procedures to improve compliance. 
Pg. 19. 

5. Develop procedures for sub-recipient 
monitoring. Pg. 19. 

6. Develop a grants handbook to provide 
simplified guidance for agencies and the 
Finance Department. Pg. 20. 

7. Update review of grant applications 
procedures. Pg. 22. 

8. Update approval of grant applications 
procedure. Pg. 23. 

9. Improve grant budgeting procedures to 
include grant budget training as part of 
Outcome Budgeting/General Fund training 
for agencies. Pg. 25. 

10. Streamline grant accounting procedures. Pg. 
29. 

11. Dedicate personnel primarily responsible for 
grants management. Pg. 33. 

12. Develop a grants management unit that will 
be supported by a director and grants budget 
analyst. Pg. 34. 

13. Enhance the accounting bureau by creating 2 
grants accounting analysts and a grants 
compliance analyst. Pg. 34. 

14. Explore the feasibility of assessing a grants 
overhead fee to help offset the cost of the 
new grants management unit.  Pg. 35. 

15. Develop a grants management database to 
track grant applications, awards, 
appropriations, expenditures and revenues. 
Pg. 40. 

 

DEPARTMENT OF FINANCE 
Bureau of the Budget and Management Research         
Andrew Kleine, Chief                  

BBMR Management Research Project  
Evaluating the Management of City Grants and Improving Grants Management Responsibilities 

What BBMR Found 
The fund balance for the Grants Revenue Fund is a deficit of $40.2 million 
based on the unaudited City’s Comprehensive Annual Financial Report as of 
June 30, 2012. The deficit may be related to a timing lag with revenue receipts, 
overspending of grant dollars, and/or accounting transactional errors. A 
detailed audit is required for all grant accounts to determine the causes of the 
deficit.  

The $40 million grants deficit is a potential liability to the General Fund and has 
prompted the need for this management research project. The Bureau of 
Budget and Management Research’s (BBMR’s) review shows that the 
management practices for City grants are deficient, and include: 1) outdated 
policies; 2) inconsistent accounting procedures; and 3) poor budgeting and 
fiscal oversight. 

This study shows that the City should improve the oversight and management 
of City grants by: 1) updating policies; 2) streamlining budgeting and 
accounting procedures; 3) allocating resources for the purchase and 
development of a database and; 4) dedicating personnel for overall fiscal 
oversight and monitoring of grants. 

 

Summary of the City’s Risk and Recommendations 
Over the past three fiscal years the Grants Revenue Fund deficit balance has 
grown from $38 to $40 million. The actual impact on the General Fund is not 
known, as this would require a detailed accounting of over 245 grants valued 
at $332 million. Nonetheless, the risk to City assets will continue to increase if 
current grant management practices are not improved to ensure the efficiency 
and effectiveness of grant programs.  

This research reveals that creating a grants management unit and a database 
for the fiscal oversight and monitoring of City grants could improve the 
management of grant programs and reduce potential liability to the General 
Fund. The cost for additional personnel to support the new grants 
management unit would be an annual expense, which may be offset by a 
grants overhead fee. The cost for a new database would be a significant initial 
one-time upfront cost followed by minimal annual maintenance expenses. The 
functionality of the CityDynamics grants management module will be explored.
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Bureau of the Budget and Management Research 

Andrew Kleine, Chief 

100 N. Holliday Street, Baltimore, MD 21202 

September 26, 2013 

The Honorable Mayor Rawlings-Blake, 

The management of City grants is primarily the responsibility of various City agencies, with minimal oversight by 

the Department of Finance. As of June 30, 2012, the City’s Comprehensive Annual Financial Report showed a 

deficit balance of $40.2 million for the Grants Revenue Fund, which includes federal, state, and special grants. 

The deficit could be caused by overspending of grant dollars, budgeting and accounting transactional posting 

errors, and/or timing lag with revenue receipts. The portion of the deficit resulting from overspending of grant 

dollars is a direct liability to the General Fund. 

This management research project on grants management was conducted upon your request for the purpose of 

identifying ways to improve the overall management and fiscal oversight of City grant programs. The authority 

to conduct this project comes from the Bureau of the Budget and Management Research’s (BBMR’s) mandate to 

provide policy and fiscal research and analysis on a variety of administrative, departmental and City issues. Key 

issues examined in this management research project include: 1) the estimated total grant deficits and liability 

to the General Fund; 2) the relevance of current polices and application of various procedures; 3) the budgeting 

for anticipated grants and the accounting for awarded grants; 4) alternatives to safeguard City assets by 

enhancing fiscal oversight and compliance monitoring; and 5) potential positive and negative outcomes for each 

of the alternatives.  

To determine the potential for improving grants management, BBMR analyzed financial reports from Fiscal 

Years 2001 through 2012 and interviewed agency representatives with operational knowledge of grants 

management. In addition, BBMR examined the grants management practices of other cities by interviewing 

officials from other jurisdictions: Howard County, MD; Houston, TX; Philadelphia, PA; Camden, NJ; Boston, MA; 

and Louisville, KY. To recommend alternatives to improve the City’s overall grants management, these 

jurisdictions’ practices and the recommendations of the Government Finance Officers Association were taken 

into consideration and explained for each alternative recommended.  

BBMR conducted this management research project from September 2012 to June 2013 in accordance with the 

standards set forth in the BBMR Project Management Guide and the BBMR Research Protocol.  Those standards 

require that BBMR plan and perform the research project to obtain sufficient and appropriate evidence to 

provide a basis for the conclusions and recommendations contained in this report.  BBMR believes that the 

evidence obtained provides a reasonable basis for the findings and conclusions in this report and those findings 

and conclusions are based on research project objectives. More information on the scope and methodologies of 

this project can be found in Appendix II, Scope and Methodology.  
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BACKGROUND 

GRANTS MANAGED BY CITY AGENCIES 

The number of grants managed by City agencies ranges from 1 to over 100 per agency. Table 1 displays the 

number of grants managed by each City agency for Fiscal 2013 as reported by the budget system versus the 

number reported by the agency during this study. An interview response of N/A means the agency did not have 

the information available or the agency was not interviewed.  

Table 1: Fiscal Year 2013 Number of Grants per Agency 

 

The difference in the number of grants budgeted and the number of grants agencies are actually managing 

indicates: (1) the budget may reflect expired grants if the budget number is more than interview response; (2) 

multiple grants may be reflected in unallocated grants if interview response number is more than budget; or (3) 

a combination of both. This study takes a closer look at unallocated grant funds in a later section, AGENCY 

PROCEDURES ARE INCONSISTENT, Grant Budgeting Procedures. 

The Fiscal 2013 federal, State, and special funds grant budget totaled $332.3 million. Most of the grant funds are 

housed in five agencies: Health, Human Services, Housing and Community Development, the Mayor’s Office of 

Employment Development, and Police. These 5 agencies account for 71% of the total grant budget. Chart 1 

shows the distribution of grant funds by agency. 

Agency
# of Grants, 

Built in 

Budget

# of Grants, 

Reported by 

Agency

Fiscal 2013 

Budget

Courts: Circuit Court 15 20-25 $6,502,132

Employees' Retirement Systems 2 N/A 9,543,997

Enoch Pratt Free Library 4 N/A 10,343,636

Finance 2 N/A 511,390

Fire 10 8 16,466,569

General Services 1 N/A 1,016,000

Health 110 100-140 96,862,820

Housing and Community Development 17 10-12 27,697,277

Law 1 N/A 11,903

Legislative Reference 1 N/A 11,582

Mayoralty 1 N/A 352,004

M-R: Cable and Communications 1 N/A 866,540

M-R: Convention Complex 1 N/A 5,060,910

M-R: Office of Criminal Justice 4 N/A 11,387,267

M-R: Office of Employment Development 6 27 21,594,976

M-R: Office of Human Services 19 9 69,640,265

M-R: Office of Information Technology 1 N/A 6,635,637

Office of Civil Rights 1 N/A 45,500

Planning 2 N/A 96,255

Police 10 50 21,018,008

Public Works 1 N/A 1,427,149

Recreation and Parks 9 6 2,703,160

State's Attorney 16 19 5,974,776

Transportation 13 3 16,525,067

Total 248 $332,294,820
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Chart 1:  Fiscal Year 2013 Distribution of Grant Funds 

 

 

STATUTORY HISTORY AND AUTHORITY 

The City Charter, Article VI Board of Estimates (Resolution 10-019, ratified November 2, 2010) provides authority 

for preparation, adoption, and enactment of the annual Ordinance of Estimates, which includes an operating 

budget of estimated appropriations needed by every municipal agency and the source of funds. This article also 

provides authority for supplementary appropriations and general uses of appropriations. A full copy of Article VI 

is available as Document 5 in Appendix I. 

Preparation, Adoption, and Enactment 

The Board of Estimates (BOE) is responsible for preparing its proposed Ordinance of Estimates consisting of an 

operating budget for the next fiscal year. The Board adopts a proposed Ordinance of Estimates by a majority 

vote of the members and submits to the City Council the proposed Ordinance of Estimates that is accompanied 

by detailed information about the sources of funds to meet the aggregate total of the appropriations contained 

in the proposed Ordinance of Estimates. The City Council enacts revenue ordinances as are necessary to produce 

sufficient expected revenues, as estimated by the BOE to cover the total anticipated expenditures authorized by 

the Ordinance of Estimates. Article VI was last ratified on November 2, 2010 by Resolution 10-019. 

Supplementary Appropriations 

Grants from private or governmental sources which were not anticipated during the formulation of the 

proposed Ordinance of Estimates may be made available to a municipal agency for expenditure by a 

supplementary appropriation recommended by the BOE to the City Council. The supplementary appropriation 

ordinance must be passed by the City Council by a majority vote of its members and be approved by the Mayor. 
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Further appropriations for programs (services) included in the proposed Ordinance of Estimates that are 

necessary because of a material change in circumstances, or additional appropriations for new programs 

(services) that could not have been reasonably expected at the time of the formulation of the proposed 

Ordinance of Estimates, may be made available to a municipal agency for expenditure by a supplementary 

appropriation recommended by the BOE to the City Council. The supplementary appropriation ordinance must 

pass the City Council by a vote of three-fourths of its members and be approved by the Mayor. 

Uses of Appropriations 

Once the Ordinance of Estimates has been passed and the revenue ordinances enacted, the appropriation must 

be used for the purpose that is named in that ordinance.  The BOE may increase the amount for a particular 

program (service), purpose, activity, or project or introduce an amount for a new program, purpose, activity or 

project by transferring thereto amounts already appropriated to that agency. 

Funds dedicated by any act of Congress or by State law or by the terms of any private grant to some specific 

purpose shall be carried over to the next fiscal year. 

 

ADMINISTRATIVE POLICIES AND PROCEDURES 

The City’s Administrative Manual is prepared and published by the Department of Finance, Bureau of the Budget 

and Management Research. Policies relating to grants are located in the Budget and Appropriations section of 

the Manual and are numbered as follows: AM 400-3, AM 402-2, AM 402-2-1, AM 404-1, AM 404-1-1, AM 404-1-

2, AM 404-4, and AM 405-01. A summary of each policy is described below. Full copies of these policies are 

available as Documents 6 through 13 in Appendix I. 

AM 400-3, Indirect Cost Reimbursement for Federal Grants and Contracts 

This policy references Federal OMB Circular A-87, which allows grant recipients to charge an overhead rate on a 

federal grant or contract. The City may use overhead as part of the local “match” and submit an overhead rate 

proposal to the federal government. Agencies are urged to work with the BAPS and Payroll Services (BAPS) in 

preparing the overhead rate.  

AM 402-2, Payee on Checks for Grant Program and  

402-2-1, Receipt of Checks Issued in Payment for Grant Program 

All grant checks should be sent directly to the Director of Finance, c/o Bureau of Revenue Collections (BRC). The 

BRC will complete the check deposit process. If a check is sent to the agency, then the agency must complete a 

Cash Deposit Slip and deliver the check to the BRC for deposit.  

AM 404-1, Financial Grants  

This policy encourages and provides guidance to agencies for seeking and applying for grants. It provides a list of 

grant sources and outlines grant responsibilities, which are delegated to the Departments of Finance, Law, 

Planning, and Civil Service Commission. Grant responsibilities are further examined and discussed in the next 

section, RESPONSIBILITY FOR MANAGEMENT OF CITY GRANTS. 



 

BBMR-13-04 Management Research Project: Grants Management                                                                  9  

If a grantor requires the City to officially approve the contracting agency as an authorized representative, the 

agency must submit the grant application to the BOE and request such approval and/or designation. All awarded 

grants must be submitted to the BOE for acceptance prior to legal execution and use of funds. 

AM 404-1-1, Applying for Grants  

This procedure provides step-by-step instructions for applying for or renewing grants once a decision is made to 

proceed. The agency must submit a copy of the grant application to the Mayor’s Office, BBMR, BAPS, the 

Planning Department and the Civil Service Commission. The Mayor’s Office may request the Law Department to 

review.  

Each department or bureau is required to review the application and return comments to the requesting 

agency. Once all comments are received and recommendations implemented, the agency may submit an 

application to the BOE for approval and/or to the grantor. Figure 1 shows the process flow for review of a grant 

application. 

Figure 1: Grant Application Review Process 

  

 

 

 

 

AM 404-1-2, Action upon Receiving Grant Approval 

This procedure provides instructions to the grantee agency and other designated City agencies of the 

notification and approval process for an approved grant application. A Grant Information Summary is submitted 

to the Mayor’s Office, BBMR, BAPS, the Planning Department, and Civil Service Commission if necessary. A grant 

package is submitted to the BOE for acceptance of the grant. Once a grant has been accepted, a Grant 

Management Conference is held, if necessary. The Grant Management Conference and additional required 

actions are discussed further in the next section, RESPONSIBILITY FOR MANAGEMENT OF CITY GRANTS. 
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AM 404-4, Outside Audits 

This policy reduces the duplication of audit efforts for grant funds.  As grant funds are subject to audit by federal 

or State representatives, the agency is responsible for notifying the City Auditor upon notice that a grant will be 

audited by an outside auditor. 

AM 405-01, Money Due the City 

This policy reiterates the City’s Charter provision that the Director of Finance shall receive, collect, and account 

for all moneys due to the City. Agencies are responsible for ensuring that grant agreements clearly state that 

payments shall be made to the Director of Finance and mailed/delivered to the Bureau of Revenue Collections. 

 

RESPONSIBILITY FOR MANAGEMENT OF CITY GRANTS 

Pursuant to AM 404-1 (Financial Grants), the responsibility for applying for and securing grants is assigned to the 

Departments of Finance, Law, Planning, and Civil Service Commission for review. 

 The Department of Finance evaluates several aspects of grant applications and awards including: the 

benefit to the City, whether the grant supports City priorities, the required commitments, duplication 

among agencies, inefficiencies, and the coordination of grant activities with federal and state agencies 

as necessary. 

o BBMR examines the budgetary and fiscal impact of grants, the availability of funds and 

appropriations, and required City resources/commitments. 

o BAPS manages the accounting and record-keeping required for billing and collection, calculates 

overhead rates, and monitors the collection of funds due. 

 The Law Department reviews the legal implications of each grant. 

 The Department of Planning reviews all grant applications and ensures proper coordination among City 

agencies. 

 The Civil Service Commission reviews grant applications that require personnel actions, such as creating 

a new position, in order to plan administrative actions to create the positions and recruit candidates. 

Grants Life Cycle 

AM 404-1 also describes the responsibilities of City entities for grant acceptance, management, reporting, and 

close-out. Figure 2 illustrates the life cycle of a grant, starting with the application process and ending with the 

close-out procedures. This section will describe the process flow for grants as established in the administrative 

manual. This study found that several key steps are omitted and are discussed further in FINDINGS. 
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Figure 2: Life Cycle of a Grant 

 

 

Grant Application 

The decision to apply for a grant or renew an existing grant is initiated by the agency.  The agency is responsible 

for understanding the requirements of the grants, including changes for current grants. Most federal grant 

applications include:  

 Project summary to explain what the agency will do; 

 Detail of how the agency will execute the project; 

 Detail of how the project will be paid for; and 

 The outcomes that will be accomplished. 

Grant Notification 

The agency completes the application and is required to provide copies to various City entities for review and 

comment pursuant to AM 404-1-1 (Applying for Grants). This study found that none of the agencies are adhering 

to this administrative manual procedure, which is discussed later in FINDINGS: Review of Grant Applications. 

Grant Negotiation and Award 

The application is submitted to the grantor. The agency and grantor may negotiate on items which they do not 

agree on, such as the process, funding source, or project outcomes. Once those matters are settled, the grantor 

issues an award letter documenting the terms of the grant including the grant period, special conditions, 

waivers, and/or negotiated items. 
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Grant Acceptance 

The agency prepares a Grant Information Summary form and submits copies to the Mayor’s Office, BBMR, BAPS, 

the Planning Department, and Civil Service Commission if necessary.  A sample of the Grant Information 

Summary form may be found in AM 404-1-2.  

BBMR is responsible for preparing an appropriation adjustment order (AAO), which transfers appropriation from 

unallocated funds to the detailed grant fund, if appropriation is available. If appropriation is not available, BBMR 

prepares a supplementary appropriation ordinance. 

BAPS creates grant revenue and appropriation account numbers. BAPS prepares an Account Change Notice to 

add new accounts to the City’s “Chart of Accounts” book and forwards a copy to the grantee agency. 

The agency prepares a grant package and submits it to the BOE for acceptance of the grant. The grant package 

includes: 

 A memo requesting approval to accept the grant;  

 Grant Information Summary; and  

 AAO or supplementary appropriation, if necessary.  

The BOE either approves or rejects the City’s acceptance of the grant. If approved, the BOE notifies the Mayor’s 

Office and requesting agency. If rejected, the BOE notifies all involved parties. 

Grant Management Conference 

Pursuant to AM 404-1-2 ( Action Upon Receiving Grant Approval), once a grant has been accepted by the BOE, a 

BBMR budget analyst is responsible for coordinating a Grants Management Conference if necessary with 

designated representatives from the grantee agency, BBMR, BAPS, Department of Audits, Civil Service 

Commission, and other agencies involved in administering the grant. The purpose of the conference is to 

develop a management plan that details accounting methods, reporting and record systems, reimbursement 

process, personnel action requirements, coordination among other agencies, and to resolve any problems. If a 

conference is not necessary, the BBMR analyst shall advise all others in a memo. 

Grant Reporting 

AM 404-1-2 mandates that the agency is responsible for preparing timely reports, including narrative reports, 

statistical reports, and statements required by the terms of the grant. The BAPS is responsible for general 

supervision and control of all accounting transactions relating to grants, including financial reporting. This 

responsibility may be delegated to the grantee agencies if proper safeguards are established and maintained. If 

financial reporting has not been delegated to the grantee agency, BAPS prepares all financial reports and 

statements required by the terms of the grant. 

Grant Close-Out 

AM 404-1 requires the grantee agency close a grant within the time limits of the grant and request a final 

inspection of the grant program/project. A final audit is conducted by the City Auditor. The agency must notify 

the City Auditor if an audit is being conducted by an external auditor. 
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If an exception taken to any City expenditure or practice by a non-City auditor is not resolved, the agency must 

notify the City Auditor and City Solicitor of the situation immediately. If an audit exception exceeds 5% of the 

grant or $5,000, whichever is less, the agency must immediately notify the Mayor’s Office, Attention: Chief of 

Staff. 

 

CITY’S COMPREHENSIVE ANNUAL FINANCIAL REPORTS: FISCAL YEARS 2010 - 2012 

Fiscal 2010 

The City’s Comprehensive Annual Financial Report (CAFR) for the fiscal year ending June 30, 2010 reported a 

deficit fund balance of $38.4 million for the Grants Revenue Fund. For this period the total grant revenues 

collected was $270.7 million and the total grant expenditures was $280.6 million, resulting in an annual deficit of 

$9.9 million1. Chart 2 displays Fiscal 2010 total grant revenues and expenditures. 

Chart 2: Fiscal Year 2010 Grant Revenues and Expenditures 

 

The CAFR for the fiscal year ending June 30, 2010 received an audit finding for grant funds accounting. The 

independent auditor, Ernst & Young, noted material errors related to the accounting for grants.2 According to 

the auditor, the City’s process for determining and reporting unearned grant revenue during the financial 

statement close-out process is manual and flawed. The City’s analysis was performed on each account 

individually and did not consider multiple accounts related to the same grant, resulting in improper accounts 

receivable and deferred income balances. A full summary of this audit finding is available as Document 17: Ernst 

& Young Audit Finding, 2010-4. 

Ernst & Young recommended that the City develop and implement effective practices for analyzing grant 

accounts that include, but are not limited to, the following: 

 Delineating the roles and responsibilities of City staff, including those at agencies receiving grants; 

                                                           
1
 A copy of the 2010 CAFR displaying the annual and fund balances is available in Document 14, Comprehensive Annual 

Financial Report for the year ending June 30, 2010. 
2
 Single Audit Finding 2010-4: Grant Funds Accounting, prepared by Ernst & Young, 2012. 
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 Evaluating staff needs to ensure grant policies, procedures, and internal controls are implemented; 

 Reconciling monthly grant accounts from subsidiary ledgers to the general ledger; 

 Reviewing monthly reconciliations and recording necessary adjustments in a timely fashion; 

 Reconciling grants details to the general ledger and amounts reported in the financial statements; and  

 Considering centralizing this process. 

The Finance Department’s response acknowledges the problems with the decentralized nature of grants 

management. This audit finding highlighted the need for this management research project. 

Fiscal 2011 

The CAFR for the fiscal year ending June 30, 2011 reported a deficit fund balance of $32.7 million for the Grants 

Revenue Fund. For this period, the total grant revenues collected was $292.9 million and the total grant 

expenditures was $292.5 million, resulting in an annual surplus of $390 thousand3. Chart 3 displays Fiscal 2011 

total grant revenues and expenditures. 

Chart 3: Fiscal Year 2011 Grant Revenues and Expenditures 

 

The CAFR for the fiscal year ending June 30, 2011 received an audit finding for lack of controls over grants 

receivable and deferred revenue. The independent auditors, KPMG, also noted the inefficiencies of the City’s 

financial reporting process for grants.4 The recording of grant revenues and expenditures for one project were 

being recorded in multiple projects, resulting in the miscalculation of accrual adjustments for specific grants. At 

the request of the auditors, additional analysis was conducted that resulted in adjustments to grants receivable 

of $56.5 million and grants deferred revenue of $57.6 million, resulting in an overall reduction to the deficit in 

the Grants Revenue Fund by approximately $114.1 million. A full summary of this audit finding is available as 

Document 18: KPMG Audit Finding, 2011-04. 

KPMG recommended the City take the following actions: 

                                                           
3
 A copy of the 2011 CAFR displaying the fiscal year-end and fund balances is available in Document 15, Comprehensive 

Annual Financial Report for the year ending June 30, 2011. 
4
 Single Audit Finding 2011-04: Lack of Controls over Grants Receivable and Deferred Revenue, prepared by KPMG, 2012. 
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 Ensure grants revenue and expenses are properly matched and recorded in the general ledger and other 

accounting records to avoid inconsistencies; 

 Properly review and approve accrual adjustments prior to posting in the general ledger and financial 

statements.  

Fiscal 2012 

The CAFR for the fiscal year ending June 30, 20125 reported a deficit fund balance of $40.2 million for the Grants 

Revenue Fund. For this period the total grant revenues collected was $285.2 million and the total grant 

expenditures was $298.3 million, resulting in an annual deficit of $13.0 million6. Chart 4 displays Fiscal 2012 total 

grant revenues and expenditures. 

Chart 4: Fiscal Year 2012 Grant Revenues and Expenditures 

 

*Unaudited 

In Fiscal 2012, the City managed approximately 240 grants. The total value of these grants is unknown, as the 

actual award amounts are not recorded in one shared database. The Grants Revenue Fund deficit balance is 

based on total life-to-date expenditures and revenues. The grant funds deficit is caused by at least three factors: 

1) timing lag between the expenditures of funds and reimbursement from grantors (cash flow deficit); 2) 

overspending of awarded or appropriated grant funds; and 3) accounting errors, such as misposting of revenues 

or expenditures. BBMR was not able to determine how much of the City’s grant fund deficit is attributable to 

each of these or other factors. BBMR recommends a full reconciliation of all grant accounts to determine 

actual grant deficits and the General Fund liability. 

  

                                                           
5
 As of August 7, 2013, the City’s Comprehensive Annual Financial Report for the period ending June 30, 2012 is unaudited. 

6
 A copy of the 2012 CAFR displaying the fiscal year-end and fund balances is available in Document 16, Comprehensive 

Annual Financial Report for the year ending June 30, 2012. 
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Fiscal Years 2010 - 2012 

Over the past three fiscal years, the City’s CAFR reports that the Grants Revenue Fund deficit has grown from 

$38.4 million in Fiscal 2010 to $40.2 million in Fiscal 2012. Chart 5 displays the annual cash flow balances versus 

fund balances for fiscal years ending 2010 through 2012. Between Fiscal Years 2011 and 2012, the annual cash 

flow deficit increased by $12.6 million; however, the fund balance deficit only increased by $7.5 million. As of 

the writing of this report, the Fiscal 2012 CAFR is unaudited and prepared financial statements are being 

reviewed by the BAPS.  

Chart 5:  Fiscal Years 2010 – 2012 Cash Flow Balances vs. Fund Balances 

 

The Grants Revenue Fund deficit of $40.2 million is a potential liability to the General Fund.  The actual impact 

on the General Fund is not known, as this would require a detailed accounting of over 245 grants valued at $332 

million. Research shows that a portion of the deficit is due to poor management practices and overspending. For 

example, BBMR researched grants managed by the Commission on Aging and Retirement Education (CARE) and 

discovered a $4 million deficit over a ten year period. At the closeout of Fiscal 2010, $2 million was transferred 

from the General Fund to offset the deficit. The City has not been able to address the remainder of the deficit. 

 

 

  



 

BBMR-13-04 Management Research Project: Grants Management                                                                  17  

FINDINGS 

CURRENT POLICIES ARE OUTDATED AND PROCEDURES LACK COMPLIANCE 

Many of the City’s grant policies and procedures are out-of-date. The oldest policy, AM 400-3, Indirect Cost 

Reimbursement for Federal Grants and Contracts, dates back to 1973. The latest revisions were completed in 

May 2012 to AM 404-4 (Outside Audits) and AM 405-01 (Money Due the City). However, prior to these recent 

revisions, the last grant policy update was completed on July 16, 1990, 23 years ago, to AM 404-1 (Financial 

Grants) which outlines grant responsibilities, the approval process, grant accounting, and close-out process.  

Certain Policies are Irrelevant 

AM 402-2 (Payee on Checks for Grant Program) and AM 405-01 (Money Due the City) appear to be duplicative. 

Both policies state that grant checks are to be made payable to the Director of Finance and mailed or delivered 

to the Director of Finance c/o BRC. Although the two policies support a Charter mandate, the duplication is not 

necessary and the two should be merged into one policy. 

AM 404-1 (Financial Grants) requires the review of the Department of Planning to ensure proper coordination 

among City agencies and the OMB Circular A-95 federal procedure when required. In 1969, the Federal Office of 

Management and Budget (OMB) issued Circular A-95 to provide guidance for State and federal review of federal 

grants and loan applications. Circular A-95 was revoked by Executive Order 12372 signed by President Reagan 

on July 14, 19827. This Order made States responsible for procedures governing regional coordination of federal 

programs and federal agencies would be responsive to State recommendations.  

Delete or Update Policies  

BBMR recommends a thorough evaluation of existing grant policies and an update of the Administrative 

Manual. Federal regulations have changed during the past 23 years but City policies have not kept up with those 

changes. A good resource for these changes is the Office of Management and Budget, 

www.whitehouse.gov/omb/circulars.  

Policies that are no longer applicable should be abolished, such as the AM 404-1 requirement for review by the 

Department of Planning. Although the City’s administrative manual policy was last updated in 1990, it still 

references a rescinded federal mandate. Many City agencies do not adhere to this section of the policy. Only 

one City agency interviewed during this study submits federal grant applications to the Department of Planning 

for review. Therefore, BBMR recommends updating AM-404-1 in accordance with current OMB circulars. 

The Government of Finance Officers (GFOA) is an additional good resource for best practices and advisories for 

grant policies. GFOA recommends establishing an effective grants policy that provides process guidance to 

maximize benefits and minimize risk8.  

                                                           
7
Executive Order 12372, Intergovernmental review of Federal programs,  http://www.archives.gov/federal-

register/codification/executive-order/12372.html  
8
 Additional background and recommendation for GFOA Best Practice for Grants Policy (2013)  is available at 

http://www.gfoa.org/index.php?option=com_content&task=view&id=2596 
 

http://www.archives.gov/federal-register/codification/executive-order/12372.html
http://www.archives.gov/federal-register/codification/executive-order/12372.html
http://www.gfoa.org/index.php?option=com_content&task=view&id=2596
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The policy should address a process prior to applying for or accepting grants and GFOA recommends the policy 

contain the following minimum components: 

1. Grants identification and application. Advance notice should be provided to an appropriate authority, 

such as Finance, to determine whether the effects on budget, cash flow, financial reporting, and 

compliance requirements are understood beforehand. 

2. Strategic alignment. Grants should align with the government’s mission. BBMR agrees that grants should 

support the Mayor’s goals and priority outcomes for the City. 

3. Funding analysis. A multi-year cost/benefit analysis should be prepared prior to a grant application or 

acceptance. The analysis should include matching funds, other direct costs, overhead costs, 

administrative costs, and costs beyond the grant period (maintenance of effort requirements). 

4. Evaluation prior to renewal of grant continuation. Grant-funded programs should be evaluated against 

established outcome measures to determine effectiveness. The analysis should also include a review of 

actual costs and the potential benefits of using associated general revenues for other purposes. 

5. Administrative and operations support. The government should obtain a detailed understanding of grant 

terms and conditions and specify how the grant will be monitored. 

Instruct Agencies in Implementing New AM Regulations 

Once the City’s grants policy is updated, BBMR recommends an initial training for fiscal officers and program 

managers for new regulations followed by routine training as a refresher. Over time, the City will experience 

transition in staff and loss of institutional knowledge by grantee agencies and grantors. Therefore, it is important 

for the City to maintain routine training for new employees and to make sure that staff is up to date on changes 

to regulations.  

Certain Procedures are Disregarded  

Several written operational practices are being routinely ignored to expedite applications for grant awards. The 

administrative procedure manual has not been updated to reflect current practices. The City’s grant policies and 

procedures should require steps that are efficient for the application and acceptance process for grants to 

encourage agencies to apply for grants and at the same time minimize the financial risk to the City.  

AM 404-1-1 (Applying for Grants) requires a city agency to submit a grant application to five agencies for review 

and comments. This administrative policy was last updated in 1990. The process is cumbersome, many agencies 

are not following it, and there is no City office that ensures its compliance. 

AM 404-1-2 (Action upon Receiving Grant Approval) provides specific responsibilities for the agency, BOE, 

BBMR, Grant Management Conferees, and BAPS. This procedure was last updated in 1990. Several action steps 

are not being performed due to changes in bureaus’ personnel and the accounting system.   

Procedures not being followed include the organization of Grant Management Conferences by BBMR. The 

purpose of the conference is to determine the details of grant management. The administrative procedure 

indicates that the conference may be omitted. Over the past five years, BBMR has not organized a single 
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management conference and was not able to determine when such a conference was last held from discussions 

with City representatives.  

Another procedure that is not being followed is the preparation of a Grant Information Summary by the agency. 

According to AM 404-1-2, the completed form is supposed to be circulated to the Mayor’s Office, BBMR, BAPS, 

Department of Planning, and Civil Service Commission, if required. This study finding is discussed further in the 

next section, AGENCIES’ PROCEDURES ARE INCONSISTENT. 

Develop and/or Update Procedures to Improve Compliance  

BBMR recommends developing and/or updating internal controls that improve grant accounting and 

compliance to minimize the liability to the General Fund. Grant policies and procedures should be reviewed on 

a regular basis to ensure compliance with federal, State, and City regulations. The City’s grant policies are long 

overdue for an update. A thorough review of Federal grants circulars are required to ensure the City’s policies 

conform to federal guidelines for grants management. The three circulars that are relevant to local governments 

are: 

 A-87, Cost Principles for State, Local, and Indian Tribal Government. Relocated to Federal Register 2 CFR 

Part 225. Effective August 31, 2005. 

 A-102, Grants and Cooperative Agreements with State and Local Governments. Last amended August 

29, 1997.  

 A-133, Audits of States, Local Governments and Non-Profit Organizations. Revised June 27, 2003. 

Missing Policies and Procedures  

The Administrative Manual does not include a process for sub-recipient monitoring nor is the process clearly 

defined within some agencies. This study looked at the monitoring process for two programs that award grants 

to sub-recipients, the Department of Housing and Community Development, Community Development Block 

Grant (CDBG) Office and the Mayor’s Office of Human Services (MOHS), Homeless Services. The CDBG Office has 

written monitoring guidelines that focus on programmatic and financial compliance. MOHS states that in recent 

years they have focused more on programmatic monitoring and less on financial oversight of sub-recipient 

awards. Due to recent audit findings, MOHS has partnered with United States Department of Housing and Urban 

Development for a series of trainings focused on fiscal monitoring. The MOHS Fiscal Office anticipates 

implementing new policies within the upcoming months and bringing the agency to full compliance by January 

2014. 

Additionally, there is minimal monitoring of sub-recipient awards for City grants. The City provides subsidies to  

16 non-profit organizations that support art, cultural, and civic promotion activities. BBMR manages the 

drawdown process for these grants. Of these grants only one sub-recipient submits quarterly expenditure and 

performance reports to BBMR for review.   

Develop Procedures for Sub-Recipient Monitoring 

BBMR recommends establishing processes for sub-recipient monitoring that include programmatic, 

administrative, and financial monitoring.  The grant policies should be updated to enhance monitoring activities 

to include: 
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 Coordination of periodic monitoring meetings with sub-recipients.  

 Submission of routine sub-recipient’s progress and financial reports to the grantee agency for review.  

 Assurance by grantee agencies that there will be timely submission of sub-recipients’ reports and 

adherence to compliance requirements.  

 Financial monitoring of sub-recipients should include a review of single audit reports.  

Develop a Grants Handbook  

BBMR recommends the development of a grants management handbook to provide simplified guidance for 

agencies and Finance. This research found that certain procedures are being ignored because agencies do not 

know all the policies and procedures mandated by the City’s Administrative Manual. Navigating through the City 

Charter and Administrative Manual can be tedious. Developing a handbook that consolidates and simplifies 

grants policies and procedures will increase compliance with grant management policies by the agencies and 

Finance.   

 

AGENCY PROCEDURES ARE INCONSISTENT 

The grant management process varies significantly among agencies. An interview was conducted with ten City 

agencies that manage grants. BBMR developed a questionnaire with fifteen questions, some focusing on certain 

AM procedures. Key procedures that vary among agencies include: 1) review of grant applications; 2) approval 

of grant applications; 3) grant budgeting procedures; and 4) grant accounting procedures.  

The following agencies were interviewed: 

 Circuit Court 

 Fire Department 

 Health Department 

 Housing and Community Development 

 Mayor’s Office of Employment Development 

 Mayor’s Office of Human Services 

 Police Department 

 Recreation and Parks 

 State’s Attorney Office 

 Department of Transportation 
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All agencies were asked the same questions and provided the opportunity to offer additional thoughts on how 

the City could improve its grants management. The agencies responded to the following questions: 

1. How many grants do you manage? 

2. Do you submit a copy of your grant application to the Mayor’s Office, BBMR, BAPS, Planning, and the 

Civil Service Commission? 

3. Does the Planning Department review all your grant applications to ensure proper coordination among 

City agencies? 

4. Does the Civil Service Commission review your grants which require personnel actions in order to plan 

administrative actions required to create a position, recruit candidates and/or prepare testing 

requirements? 

5. Upon notification from the grantor that the City’s grant application has been approved, do you notify 

the Mayor’s Office (Director of Public Relations)? 

6. How do you budget for awarded and anticipated grants? 

7. Do you meet with BAPS to prepare a Grant Information Summary? 

8. When do you request BAPS to create a grant account number? 

9. If the grant award amount is different than the appropriation, do you prepare Appropriation 

Adjustments Orders? 

10. What’s your closeout process? 

11. Do you have open grants with time limits that have expired by the specified grant? 

12. Do you notify BAPS to inactivate closed accounts? 

13. If so, why has the grant not been closed? 

14. How can a new budget system help you? 

15. Are there any other issues you’d like to address that should be considered during this study? 

Review of Grant Applications 

Of the ten City agencies interviewed, none submit copies of grant applications to the Mayor’s Office, BBMR, 

BAPS, Planning, and the Civil Service Commission for review and comments as instructed in Administrative 

Manual Procedure 404-1-1 (Applying for Grants). Housing and Community Development is the only agency to 

respond that their grant applications for federal Community Development Block Grants and state weatherization 

grants are submitted to the Mayor’s Office for review. However, none of the other bureaus and departments is 

provided a copy of the application prior to submission to federal or State grantors. 

The Planning Department’s role is to ensure proper coordination among City agencies. Recreation and Parks is 

the only agency to respond that it provides Planning copies of its grant applications for Program Open Space 
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(POS) for capital projects. The Department of Transportation indicated this is a procedural weakness that should 

be evaluated for improvement. 

The Civil Service Commission is supposed to review grants that require personnel actions in order to plan 

administrative actions required to create a position, recruit candidates and/or prepare testing requirements. 

None of the agencies is following this procedure during the application process. 

AM Procedure 404-1-1 (Applying for Grants), advises agencies to proceed with the grant application if a “review 

agency” has not responded in a timely manner. Based on this study’s findings, most agencies are not submitting 

the application to designated City agencies for review and comments. Many of the grant agencies were not 

aware of this grant procedure. The years of service for fiscal officers interviewed ranged from 3 to over 10 years. 

Many responded that they did not know grant policies and procedures are available in the City’s Administrative 

Manual. 

Update Review of Grant Applications Procedure and Communicate Update to Agencies 

BBMR recommends the grant application review procedure be updated to eliminate the reviews by Planning 

and Civil Service Commission. However, agencies should advise the Department of Finance and the Mayor’s 

Office of grants of interest prior to completing an application. BBMR and the Mayor’s Office will ensure the 

grants support the Mayor’s objectives and priority outcomes for the City. BBMR will also determine the effects 

on budget and the BAPS will determine the financial reporting and compliance requirements. 

BBMR also recommends enhancing the communication methods for Administrative Manual revisions. Currently, 

revisions are distributed to all City employees through e-mail. An additional way to communicate AM revisions is 

to incorporate them during routine fiscal officer’s status update meetings coordinated by BBMR. Another 

suggestion is for the Grants Management Unit to coordinate routine grants update meetings for fiscal officers 

and program managers. The recommendation for a Grants Management Unit is explained later in PRACTICES OF 

OTHER JURISDICTIONS CAN PROVIDE INSIGHTS TO ENHANCE EFFECTIVENESS FOR MANAGING CITY GRANTS. 

Approval of Grant Applications  

Administrative Manual Procedure 404-1-2 (Action upon Receiving Grant Approval) requires the grantee agency 

to take certain action once it receives notice of an approved grant application. These steps were summarized 

previously in the Administrative Policies and Procedures section. Figure 3 illustrates the process flow for 

notification and Board of Estimate approval of an approved grant application. 
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Figure 3:  Grant Approval Action Steps 

 

Agencies are required to meet with BAPS for preparation of the Grant Information Summary Form #28-1418-

5113. No agency is following this step. Agencies submit an e-mail to BAPS, with a copy of the grant award, 

requesting that a grant account number be created. For BOE approval, all agencies prepare a summary memo 

and a package including the grant approval notice from the grantor. The BOE package is reviewed by BBMR and 

approved; however, Grant Management Conferences are not being organized.  

Update Approval of Grant Applications Procedure and Communicate Updates 

BBMR recommends the grant approval action steps be updated to streamline the process. This process 

requires a closer look to determine which steps could be revised, replaced, or eliminated to ensure the 

appropriate City entities are receiving notice and responding accordingly. 

BBMR’s recommendation for communicating grant approval action steps revisions is similar to the 

recommendation for Review of Grant Applications. 

Grant Budgeting Procedures 

BBMR is responsible for preparing the City’s annual operating budget and providing guidance to City agencies 

for preparation of their individual budgets. In the recent years, budget guidance and oversight has focused 

primarily on the General Fund. A review of the grant budgets for the past three fiscal years and discussions with 

the agencies revealed that the budget system, Budget Planning Forecasting System (BPFS), is not being used to 

plan for grant funding.  
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For the agencies surveyed during this study, all use the prior year award amounts as the baseline for the next 

year’s budget; some agencies build in unallocated funding for unanticipated grants. Most agencies receive 

notification of federal award amounts for recurring grants in April or May, which is after the City’s 

recommended budget has been submitted to the BOE for approval. Poor planning has led to spending occurring 

without proper appropriation and fixed costs such as pensions being improperly allocated to positions that are 

no longer active. Of the City’s total grants budget, 14% ($46.5 million) is budgeted in unallocated grant funds. 

Table 2 shows unallocated appropriations by agency. 

Table 2:  Unallocated Appropriations by Agency 

 

 

A small number of agencies account for most of the City’s “unfunded” grant position vacancies. Table 3 displays 

the number of “unfunded” grant vacancies by agency. Grant positions that are vacant for more than a year 

would indicate that the position is not funded. The Office of Employment Development accounts for 57.1% of 

the grant positions that have been vacant for 2 years or more. 

  

Agency Detailed Fund Description

Fiscal 2013 

Budget

Courts: Circuit Court Unallocated State Grants $47,985

Courts: Circuit Court Unallocated Special Grants 91,578

Fire Unallocated Federal Grants 1,275,000

General Services Unallocated State Grants 1,016,000

Legislative Reference Unallocated Special Grants 11,582

M-R: Office of Human Services Unallocated Special Grants 81,810

M-R: Office of Criminal Justice Unallocated Federal Grants 9,683,719

M-R: Office of Criminal Justice Unallocated State Grants 1,263,248

M-R: Office of Criminal Justice Unallocated Special Grants 400,000

M-R: Office of Employment Development Unallocated Federal Grants 18,510,947

M-R: Office of Employment Development Unallocated State Grants 2,487,193

Police Unallocated Federal Grants 9,631,092

Public Works Unallocated Federal Grants 1,427,149

Recreation and Parks Unallocated Special Grants 126,424

State's Attorney Unallocated State Grants 48,340

Transportation Unallocated Federal Grants 225,000

Transportation Unallocated State Grants 150,000

Transportation Unallocated Special Grants 48,627

Total $46,525,694
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Table 3:  Unfunded Grant Vacancies by Agency 

 

 

Improve Grant Budgeting Procedures 

As a result of this study, BBMR initiated the first step in improving the City’s grants budgeting practices. A fiscal 

officers meeting was held in January 2013, which provided guidance for the Fiscal 2014 budget. Figure 4 is a 

summary of the budget instructions for Fiscal 2014. BBMR recommends for future budget cycles that similar 

instructions be incorporated into the Outcome Budgeting manual and discussed at the annual fiscal officers’ 

budget preparation meeting. 

Figure 4:  Fiscal 2014 Grant Budget Instructions 

  

 

  

Agency Positions
Vacant for 2 

years

Vacancy 

Rate

Courts: Circuit Court 45 1 2.2%

Enoch Pratt Free Library 63 2 3.2%

Finance 7 1 14.3%

Health 649 49 7.6%

Housing and Community Development 113 9 8.0%

Law 12 0.0%

M-R: Office of Criminal Justice 12 0.0%

M-R: Office of Employment Development 252 89 35.3%

M-R: Office of Human Services 92 4 4.3%

M-R: Office of Information Technology 51 0.0%

Police 120 1 0.8%

Recreation and Parks 15 0.0%

State's Attorney 65 0.0%

Transportation 14 0.0%

Grand Total 1,510        156           10.3%
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Figure 4:  Fiscal 2014 Grant Budget Instructions, cont. 
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Figure 4:  Fiscal 2014 Grant Budget Instructions, cont. 

 

 

Grant Accounting Procedures 

Prior to Fiscal 2010, the Department of Finance, BAPS and Payroll Services managed City grants through the 

grants accounting unit. The grants accounting unit’s primary roles included maintaining financial and accounting 

records for City grants. In Fiscal 2010, twelve accounting positions were abolished followed by the abolishment 

of 3 more positions in Fiscal 2011.  

Due to budget reductions and the abolishment of 15 positions over two fiscal years in the BAPS, the grants 

accounting responsibilities were minimized as the bureau shifted its resources to support other functions of the 

bureau, including the implementation of a new accounting system, CityDynamics. Over the past several years, 

the grants accounting responsibility has been diluted and by default shifted to City agencies. Based on the 

evidence gathered during this study, most agencies tend to focus more on the programmatic oversight and less 

on the financial oversight of grants.  

This research was not able to determine if the additional accounting staff and dedicated grants unit contributed 

to effective grants management practices for the City. A review of the CAFR Grant Revenue Fund balances from 
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Fiscal Years 2001 – 2012 shows a deficit balance each fiscal year. Table 5 (Fiscal Years 2001 – 2012 Annual Cash 

Flow Balances vs. Fund Balances) summarizes the balance and is available in the Appendix. Since it is unknown 

what portion of the deficit balance is caused by overspending or accounting transactional errors, there is no 

certainty that the grants management process was better prior to Fiscal 2010. 

The grant reimbursement / drawdown process is managed by the agencies. For reimbursable grants, most 

agencies are performing quarterly reconciliations of each grant. At the end of each quarter or after a grant has 

been fully spent, the agency generates an expenditure report using CityDynamics and prepares a quarterly 

performance report. The timeframe to prepare and submit reports to the grantor ranges from 30 to 60 days. 

Once the grantor receives the reports, reviews and approves them, a payment is mailed to the agency or 

submitted electronically to the City. The BAPS is not involved in the reimbursement process. 

For drawdown grants, the agency requests and receives funding at the start of the grant period. Payment is 

received by check or electronic funds. Quarterly expenditure and programmatic reports are prepared and 

submitted to the grantor following each quarter. At the end of the grant period, any unspent funding is returned 

to the grantor. The BAPS is not involved in the drawdown process. At the end of each fiscal year and in 

conjunction with preparation of the CAFR, BAPS projects the receivable and advance balances based on actual 

expenditures and revenues. If the expenditures exceed revenues, a receivable is recorded and if revenues 

exceed expenditures, an advance is recorded. 

The accounting system, CityDynamics, captures appropriations, revenues and expenditures. Grant award 

amounts are tracked by agencies on Excel spreadsheets, but the information is not captured in the City’s 

accounting or budget system. Agencies were surveyed to determine how many prepare appropriation 

adjustment orders (AAO) or notify BBMR that an AAO or supplementary appropriation ordinance is required for 

instances when the grant award falls short of or exceeds appropriation. All ten agencies surveyed responded 

that they do not prepare AAOs. Five of the ten agencies replied they historically prepared AAOs, but have not 

done so in the past four years or since the implementation of CityDynamics.  

An interview was conducted with BAPS. This interview confirmed that neither agencies nor BBMR were 

preparing AAOs for: (1) transferring appropriations between programs or unallocated/detailed funds; or (2) 

supplementary appropriations for new grants. The implementation of a new accounting system and staff 

transitions in both the BAPS and BBMR contributed to the neglect of this procedure.   

The closeout process varies among agencies. All agencies interviewed confirmed they have an internal process 

for “closing” grants which involves reconciling the expenditures and revenues at the end of the grant period. The 

agencies utilize CityDynamics for expenditures and compare those against their internal Excel spreadsheets used 

to track awards and revenues received. Only four of the ten agencies surveyed formally notify the BAPS that the 

grant period has closed, what the revenue and expenditure balances are, and that the grant account may be 

inactivated. 

Due to the number of agencies not properly closing grants with the BAPS, chargeback expenses often occur after 

the agency’s final reconciliation, causing grant deficits. The chargebacks are related to pension allocations from 

BBMR, fleet expenses from Department of General Services, or telephone expenses from the Municipal 

Telephone Exchange.   
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Streamline Grant Accounting Procedures 

BBMR recommends streamlining the grant accounting procedures to increase efficiency and reduce grant 

overspending by doing the following: 

 Establish quarterly reconciliation meetings with agencies and the BAPS to match grantees billings to the 

general ledger. 

o Currently, the grant reimbursement / drawdown process is managed solely by the agency; the 

BAPS is not involved in this process. 

o The grant agency and the BAPS should collaborate for a quarterly review of expenditures. 

o The improved coordinated effort will help to minimize future financial exposure to the General 

Fund. 

 Revise the closeout process as described in AM 404-1 (Financial Grants), develop procedures to enhance 

internal controls, and communicate new administrative manual procedures to agencies. 

o For drawdown of federal cash, the procedure for requesting cash advances should be as close as 

is administratively possible to actual cash outlays. 

o For reimbursement of grant funds, the procedure for requesting funds should be processed as 

soon as possible once the grant has been fully expended or immediately following the end of a 

quarter. 

 Revise the procedure for AAO or supplementary appropriation ordinance.  

o For AAOs, the agency should work with BBMR to prepare the AAO. BBMR will approve the 

prepared AAO. The agency should submit the AAO with BOE package for acceptance of the grant 

award. 

o For a supplementary appropriation ordinance, BBMR should work with Legislative Reference to 

prepare the supplementary appropriation. BBMR should submit a supplementary appropriation 

to the BOE for approval. The agency should work with BBMR to prepare the AAO. BBMR should 

approve the prepared AAO. The agency should submit the AAO with the BOE package for 

acceptance of the grant award. 

 Update AAO form to an “easier to understand” format. See Documents 1 and 2 for sample of the current 

form and a revised form developed by BBMR. 

The proposed updated AAO is an Excel form that has instructional comments built into the spreadsheet. 

Depending on the type of appropriation adjustment (i.e. transfer within service/agency, or supplementary 

appropriation) the user would need to enter the BOE or Ordinance approval date. The user could click on 

column headers with a comment for guidance on what information is required based on the type of adjustment. 

The form has been simplified to make it easier for utilization by agencies and BBMR staff. 
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Document 1:  Appropriation Adjustment Order (Current Form) 
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Document 2:  Appropriation Adjustment Order (Revised Form) 
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PRACTICES OF OTHER JURISDICTIONS CAN PROVIDE INSIGHTS TO 

ENHANCE EFFECTIVENESS FOR MANAGING CITY GRANTS 

Comparison of Management Practices to Other Cities 

The study looked at the number of positions assigned to the grants management (GM) or grants accounting (GA) 

unit within jurisdictions that centralize grants management responsibilities. Table 4 shows budget information 

obtained from the jurisdictions’ websites and/or representatives. 

Table 4: Other Jurisdictions’ Grants Management Staffing 

 

BBMR interviewed representatives from Howard County, MD; Philadelphia, PA; Camden, NJ; Boston, MA; 

Houston, TX and Louisville, KY. Each of these jurisdictions has a grants accounting or a grants management unit 

housed within the Finance Department. Most of these units are staffed by accountants and analysts with a 

primary focus on fiscal oversight of grant programs.  

Howard County’s grants management unit was created 2 years ago and the unit reviews all grant applications, 

establishes grant budgets and awards in its grants accounting system, develops grant policies and procedures, 

and prepares financial reports. Howard County anticipates expanding its grants management unit in Fiscal 2014 

to provide additional grant compliance support to the Grants Oversight Manager who reports directly to the 

Director of Finance.  

The Boston, MA grants monitoring program is within the Auditing Department. The office’s primary 

responsibility is to establish and monitor grants for all City departments and provide technical assistance in the 

process. All grant activities are channeled through Grants Monitoring. The program oversees and coordinates 

the City’s Annual Single Audit for Federal Financial Assistance Programs and produces the City’s Cost Allocation 

Plan. 

Houston, TX has a grants management office that administers polices and guidelines for grants management. 

The office is also responsible for grants accounting and auditing. Louisville, KY centralized its grants management 

2 years ago and the division oversees BAPS and grants financial management; prepares financial and audit 

reports; and monitors regulatory compliance for grant guidelines. 

The Philadelphia, PA Grants Accounting and Administration provides fiscal oversight for over 1,000 grants. The 

unit reviews daily grant receipts, analyzes grant accounting transactions on a monthly basis with agencies, and 

prepares yearly financial reports. The Camden, NJ Bureau of Grants Management oversees all grant applications 

Cities Fiscal  Total Budget  Grant Budget  Grants % 

# of 

Positions in 

GA / GM

Boston, MA 2013 2,467,009,886      316,756,786       12.8% 4

Camden, NJ 2012 167,232,861         14,806,634         8.9% 8

Houston, TX 2013 4,541,459,000      2,720,356,496   59.9% 5

Howard County, MD 2013 1,550,933,310      57,740,694         3.7% 5

Louisville, KY 2013 756,989,100         113,199,000       15.0% 17

Philadelphia, PA 2013 7,393,526,000      1,427,570,000   19.3% 5

Average 2,812,858,360      775,071,602       19.9% 7.33
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and awards, contracting, purchasing, receipts and the disbursement of grant funds. The bureau also manages 

the Community Development Block Grant, including monitoring of sub-recipient agreements.  

Government Finance Officers Association Recommendations  

The Government Finance Officers Association (GFOA) recommends governments improve grants management 

by establishing processes to9: 

 Ensure the efficient administration and operation of grant programs 

o Monitor changes in grant terms after acceptance of grant 

o Establish a project plan with timelines and responsible parties for implementation 

o Provide training for new programs 

o Provide continuing training for government and others 

 City agencies 

 Sub-recipients 

o Maintain a process to address personnel issues, such as eligible salaries and/or benefits  

 Ensure the efficient financial management of grants 

o Develop cash management procedures for drawdown, receipt, and disbursement of funds 

o Develop procedures to reconcile internal records with grantor reports 

o Maintain a process to ensure that costs charged to grants are allowable and consistently applied 

o Determine whether indirect costs will be allocated to grant programs, and if so maintain a 

process to make the allocation 

o Maintain a process to track local matching funds, including identification of the continuing 

source of such funds 

o Integrate grants into the annual budget process 

o Integrate grants into the cash flow planning 

o Develop a contingency plan for funding services that will be continued after elimination of grant 

funds.  

 Dedicate Personnel Primarily Responsible for Grants Management 

GFOA recommends a consistent and coordinated grant process through centralized review by finance, budget, 

or a central grants office. This coordination allows for the development of expertise in grant application, 

strategic alignment, funding analysis, grant evaluation, and operational support10.  BBMR recommends the City 

create a grants management unit within BBMR and a grants accounting unit within BAPS to provide fiscal 

oversight and compliance monitoring of City grants. The combined units’ responsibilities would include the 

following, but would not be limited to: 

                                                           
9
 GFOA presented its recommendation for improving grants management and grants best practices during its 107

th
 annual 

conference on June 4, 2013. A copy of the presentation is available at  
http://www.eventscribe.com/2013/GFOA/assets/pdf/67349.pdf 
10

GFOA recommendation for centralized grant process during June its 107
th

 annual conference on June 2, 2013. A copy of 
the presentation is available at http://www.eventscribe.com/2013/GFOA/assets/pdf/69476.pdf 
 

http://www.eventscribe.com/2013/GFOA/assets/pdf/67349.pdf
http://www.eventscribe.com/2013/GFOA/assets/pdf/69476.pdf
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 Review all grant applications to: 1) ensure they support the Mayor’s goals and priority outcomes for the 

City; and 2) understand the City’s financial commitment during and after the grant period. 

 Develop a detailed tracking system and a report related to the status of grants, including applications 

and awards. 

 Monitor expenditures, reimbursements, timely submission of financial reports, and completion of 

grants. 

 Formulate the annual grants budget in coordination with City agencies. 

 Ensure proper accounting and closing of grant accounts upon receipt of completed reports and 

documents from agencies. 

 Coordinate conferences to determine the management details of grants. 

 Maintain City’s Administrative Manual for grant policies and procedures. Communicate policies and 

procedures to agencies. 

 Provide technical and management assistance to City agencies in the operation of their State and 

federal grant programs. 

The recommended staffing level required to meet the new grants management responsibilities is 5 positions: 

Grants Director, Grants Budget Analyst, 2 Grants Accounting Analysts, and Grants Compliance Analyst. All five 

positions would work closely together to improve the City’s overall fiscal oversight, compliance monitoring, 

internal controls and financial reporting for Citywide grants. Of the other jurisdictions examined, grants 

management/accounting is housed in the accounting department and often managed by an accountant. This 

study recommends BBMR provide general oversight and management assistance for the operation of City grants 

and BAPS provide technical assistance and compliance monitoring of grants. The organization of the new units is 

illustrated in Chart 6, and the new positions are highlighted. 

Chart 6:  Proposed Grants Management Organizational Charts 

   

The creation of a grants director position is a new classification for the City. BBMR has developed a position 

description for a Grants Director position (see Document 3). This position description requires the review and 

approval of the Department of Human Resources (DHR).  

BBMR’s Fiscal 2014 budget includes funding for two new positions to support grants management. Once DHR 

has approved the new position description for a Grants Director, BBMR may begin recruitment activities for the 

position. A job opening announcement has been drafted (see Document 4). 
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The Grants Accounting Analyst position currently exists in the BAPS. The Fiscal 2013 budget included funding to 

create two new positions in BAPS to improve internal control over financial reporting as a result of recent audit 

findings. As of the writing of this report, only one of the two positions has been filled.  The Fiscal 2014 budget 

includes funding for two more positions to enhance the bureau’s fiscal oversight. BBMR recommends the BAPS 

establish a grants accounting unit and dedicate staff to support the unit’s core responsibilities. 

Of the other jurisdictions interviewed, none assess an overhead fee for grants management. BBMR 

recommends that the City absorb the cost to create the new positions to support grants management through 

the General Fund. The City should explore the feasibility of assessing an overhead fee once the new units are 

both in full operation. 
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Document 3:  Grants Director Position Description 
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Document 3:  Grants Director Position Description, cont. 
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Document 4: Grants Director Position Opening 
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Document 4: Grants Director Position Opening, cont. 
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Determine the Need for Technology to Improve Oversight 

The City does not have a comprehensive database to track grant budgets, awards, revenues and expenses. 

Grants budgets and appropriations are available in the budget and accounting systems. Revenues and 

expenditures are available in the accounting system. Individual agencies track their awards, expenses, and 

reimbursements on Excel spreadsheets, outside the central financial system.  

Of the six jurisdictions interviewed, two have a grants management system. Howard County uses SAP Financial 

Management and the City of Boston uses Oracle's PeopleSoft Financial Management. The City of Louisville uses 

an Oracle database that has a grants management module, but the module has not been activated. All other 

jurisdictions use spreadsheets for grants tracking and reporting.  

Both Howard County’s and the City of Boston’s grants management module is within the accounting system. 

Both financial systems allow the user to set up each grant with a unique identifier. The City of Boston also has a 

field to track the Catalog of Federal Domestic Assistance (CFDA numbers). The grants management application 

for both cities tracks the budget, award, expenses, revenues, journal entries, billings, etc.  Howard County’s 

budget data is pulled into SAP from the County’s budget system; users update the budget data once the award 

amount is available. Howard County’s system also has the capacity to store grant agreement documents.  

Develop a Grants Management Database  

BBMR recommends the City develop a grants management database to track grant applications, awards, 

appropriations, expenditures and revenues. The BAPS is planning to purchase a grants accounting module to 

augment the existing CityDynamics financial system. The bureau indicates funding for this project is available. 

The concept is in the early phases and a kickoff meeting was held in July 2013 to discuss the scope of the 

project. BBMR recommends the City conduct additional research of available grant management systems prior 

to moving forward with the project to ensure the City has a comprehensive knowledge of the options offered by 

similar systems. 
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CONCLUSIONS 

The responsibility for overall management of City grants is decentralized. This study shows that the fiscal 

oversight and monitoring is being performed inadequately by the BAPS, BBMR, and City agencies. An evaluation 

of the City’s grant management practices and other jurisdictions’ practices suggests that the City could improve 

the management of grant programs and safeguard City assets by creating a grants management unit and a 

database for the fiscal oversight and monitoring of City grants and programs.  

 

RECOMMENDATIONS 

To increase the overall management and fiscal oversight of City grants, BBMR recommends the following 

actions:  

1. Reconcile all grant accounts to determine actual grant deficits and General Fund liability. 

2. Evaluate existing grants policies and procedures and update the Administrative Manual (AM) as 

appropriate. 

3. Instruct agencies in implementing new AM regulations. 

4. Update procedures to improve compliance. 

5. Develop procedures for sub-recipient monitoring. 

6. Develop a grants handbook to provide simplified guidance for agencies and the Finance Department. 

7. Update review of grant applications procedures. 

8. Update approval of grant applications procedure. 

9. Improve grant budgeting procedures to include grant budget training as part of Outcome 

Budgeting/General Fund training for agencies. 

10. Streamline grant accounting procedures. 

11. Dedicate personnel primarily responsible for grants management. 

12. Develop a grants management unit that will be supported by a director and grants budget analyst. 

13. Enhance the accounting bureau by creating 2 grants accounting analysts and a grants compliance 

analyst. 

14. Explore the feasibility of assessing a grants overhead fee to help offset the cost of the new grants 

management unit.  

15. Develop a grants management database to track grant applications, awards, appropriations, 

expenditures and revenues. 
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APPENDIX I: TABLES, CHARTS, AND DOCUMENTS 

Fiscal Years 2001 – 2012 

This research study also looked at the annual revenues and expenditures for the past twelve fiscal years. Chart 7 

displays the grant revenues collected versus expenditures and the annual excess (deficiency) of revenues over 

(under) expenditures as reported in the City’s Comprehensive Annual Financial Reports (CAFR). The spike in 

revenue for 2009 was the result of the application of Governmental Accounting Standards Board (GASB) 

Statement No. 33 for rules on revenue recognition. 

Chart 7:  Fiscal Years 2001 – 2012 Revenues vs. Expenditures 

 

The City’s CAFR for the fiscal year ending June 30, 2001 reported a deficit fund balance of $47.1 million for the 

Grants Revenue Fund. Fiscal 2012 CAFR reports a deficit fund balance of $40.2 million, which indicates the fund 

balance deficit has been reduced by $6.9 million over the past eleven fiscal years. BBMR calculated the fund 

balances for Fiscal Years 2001-2012 based on the annual excess (deficiency) of revenues over (under) 

expenditures reported on the CAFRs. Table 5 displays the result of BBMR’s calculations.  

Table 5:  Fiscal Years 2001 – 2012 Annual Cash Flow Balances vs. Fund Balances 

 

Fiscal Revenue Expenditure

 Annual Cash 

Flow Balance 

Fund 

Balance Calculation Check Difference Notes

A B C  D = B - C 

Reported 

on CAFR

F = Prior Year 

Fund Balance + D  E - F

2000 $293,697 $272,900 $20,797 N/A N/A N/A

2001 $334,831 $298,551 $36,280 ($47,086) N/A N/A

2002 $287,578 $316,563 ($28,985) ($71,738) ($76,071) ($4,333)

2003 $340,989 $344,830 ($3,841) ($75,579) ($75,579) $0

2004 $324,317 $342,586 ($18,269) ($93,848) ($93,848) $0

2005 $263,542 $282,888 ($19,346) ($113,194) ($113,194) $0

2006 $280,232 $272,814 $7,418 ($105,776) ($105,776) $0

2007 $258,288 $257,756 $532 ($105,244) ($105,244) $0

2008 $231,047 $259,387 ($28,340) ($133,584) ($133,584) $0

2009 $338,749 $238,399 $100,350 ($33,234) ($33,234) $0

2010 $270,692 $280,603 ($9,911) ($38,385) ($43,145) ($4,760) $4.8 mill ion reported as Transfers To/From Other Funds

2011 $292,887 $292,497 $390 ($32,688) ($37,995) ($5,307) $5.3 mill ion reported as Transfers To/From Other Funds

2012 $285,240 $298,287 ($13,047) ($40,248) ($45,735) ($5,487) $5.5 mill ion reported as Transfers To/From Other Funds



 

BBMR-13-04 Management Research Project: Grants Management                                                                  43  

For fund balances, BBMR added the excess (deficiency) of revenues over (under) expenditures to the prior year 

fund balance as reported on the CAFR statements, Fund Balances - Governmental Funds - Last Ten Fiscal Years. 

For Fiscal Years 2003-2009, the BBMR calculated fund balance agrees with the fund balances reported on the 

City’s CAFRs. 

During Fiscal 2010, the City determined it had not been calculating the grant revenue accrual in a manner 

consistent with Government Accounting Standards Board (GASB) statement 33.  The City calculated the impact 

of the error on 2010 and prior years.  The resultant adjustment was reflected as a 2010 beginning fund balance 

adjustment and to the fiscal 2010 balances.  This correction explains the significant increase in fund balance 

between fiscal years 2008 and 2009.  

Fiscal 2010 Grants Revenue fund balance is a reported deficit of $38.4 million. The excess (deficiency) of 

revenues over (under) expenditures for Fiscal 2010 is a deficit of $9.9 million. BBMR calculates the fund balance 

for Fiscal 2010 to be a deficit of $43.1 million, which is $4.8 lower than the fund balance reported on the City’s 

CAFR. This difference is the amount transferred from the Parking Fund. 

BBMR’s fund balance calculations for Fiscal 2011 and 2012 resulted in similar differences as stated previously for 

Fiscal 2010. The difference of $5.3 million and $5.5 million for Fiscal 2011 and 2012 respectively, resulting from 

transfers from the Parking Fund. 

Chart 8 displays the annual cash balances vs. fund balances for Fiscal Years 2001 through 2012 as reported in the 

City’s Comprehensive Annual Financial Reports. 

Chart 8:  Fiscal Years 2001 – 2012 Annual Cash Flow Balances vs. Fund Balances 
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Table 6: Grant Budget Details for Fiscal Years 2010 – 2013 
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Table 6: Grant Budget Details for Fiscal Years 2010 – 2013, cont. 
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Table 6: Grant Budget Details for Fiscal Years 2010 – 2013, cont. 
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Table 6: Grant Budget Details for Fiscal Years 2010 – 2013, cont. 
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Table 6: Grant Budget Details for Fiscal Years 2010 – 2013, cont. 
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Table 6: Grant Budget Details for Fiscal Years 2010 – 2013, cont. 
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Document 5: Baltimore City Charter - Article VI. Board of Estimates 
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Document 5: Baltimore City Charter - Article VI. Board of Estimates, cont. 
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Document 5: Baltimore City Charter - Article VI. Board of Estimates, cont. 
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Document 5: Baltimore City Charter - Article VI. Board of Estimates, cont. 
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Document 5: Baltimore City Charter - Article VI. Board of Estimates, cont. 
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Document 5: Baltimore City Charter - Article VI. Board of Estimates, cont. 
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Document 5: Baltimore City Charter - Article VI. Board of Estimates, cont. 

 

  



 

BBMR-13-04 Management Research Project: Grants Management                                                                  57  

Document 5: Baltimore City Charter - Article VI. Board of Estimates, cont. 
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Document 6:  AM 400-3, Indirect Cost Reimbursement for Federal Grants and Contracts 
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Document 7:  AM 402-2, Payee on Checks for Grant Program 
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Document 8:  AM 402-2-1, Receipt of Checks Issued in Payment for Grant Program 
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Document 9:  AM 404-1, Financial Grants 

 



 

BBMR-13-04 Management Research Project: Grants Management                                                                  62  

Document 9:  AM 404-1, Financial Grants, cont.

 



 

BBMR-13-04 Management Research Project: Grants Management                                                                  63  

Document 9:  AM 404-1, Financial Grants, cont. 

 



 

BBMR-13-04 Management Research Project: Grants Management                                                                  64  

Document 9:  AM 404-1, Financial Grants, cont.
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Document 9:  AM 404-1, Financial Grants, cont.
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Document 9:  AM 404-1, Financial Grants, cont. 
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Document 10:  AM 404-1-1, Applying for Grants 
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Document 10:  AM 404-1-1, Applying for Grants, cont.
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 Document 10:  AM 404-1-1, Applying for Grants, cont.
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Document 10:  AM 404-1-1, Applying for Grants, cont.
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Document 10:  AM 404-1-1, Applying for Grants, cont.
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Document 11:  AM 404-1-2, Action upon Receiving Grant Approval 
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Document 11:  AM 404-1-2, Action upon Receiving Grant Approval, cont.
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Document 11:  AM 404-1-2, Action upon Receiving Grant Approval, cont. 
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Document 11:  AM 404-1-2, Action upon Receiving Grant Approval, cont.
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Document 11:  AM 404-1-2, Action upon Receiving Grant Approval, cont. 
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Document 11:  AM 404-1-2, Action upon Receiving Grant Approval, cont.
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Document 12:  AM 404-4, Outside Audits 
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Document 13:  AM 405-01, Money Due the City 
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Document 14: Comprehensive Annual Financial Report, Year Ending June 30, 2010  
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Document 14: Comprehensive Annual Financial Report, Year Ending June 30, 2010, cont.
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Document 14: Comprehensive Annual Financial Report, Year Ending June 30, 2010, cont. 
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Document 15: Comprehensive Annual Financial Report, Year Ending June 30, 2011 
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Document 15: Comprehensive Annual Financial Report, Year Ending June 30, 2011, cont. 

 



 

BBMR-13-04 Management Research Project: Grants Management                                                                  85  

Document 15: Comprehensive Annual Financial Report, Year Ending June 30, 2011, cont. 
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Document 16: Draft Comprehensive Annual Financial Report, Year Ending June 30, 2012 
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Document 16: Draft Comprehensive Annual Financial Report, Year Ending June 30, 2012, cont. 
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Document 16: Draft Comprehensive Annual Financial Report, Year Ending June 30, 2012, cont. 
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Document 17:  Ernst & Young Audit Finding 2010-4 
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Document 17:  Ernst & Young Audit Finding 2010-4, cont. 
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Document 17:  Ernst & Young Audit Finding 2010-4, cont. 
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Document 17:  Ernst & Young Audit Finding 2010-4, cont.
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Document 18: KPMG Audit Finding 2011-04 
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Document 18: KPMG Audit Finding 2011-04, cont.
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Document 18: KPMG Audit Finding 2011-04, cont.
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APPENDIX II: SCOPE AND METHODOLOGY 

 
The objectives of this study are to 1) determine ways to improve the overall management and fiscal oversight of 

City grant programs, 2) determine the relevance of current polices and the application of various procedures, 3) 

analyze the budgeting for anticipated grants and the accounting for awarded grants, 4) evaluate other 

jurisdictions’ grants management practices for comparison, and 5) recommend alternatives to safeguard City 

assets by enhancing fiscal oversight and compliance monitoring. 

To determine the potential for improving grants management, BBMR analyzed financial reports from Fiscal 
Years 2001 through 2012 and interviewed agency representatives with operational knowledge of grants 
management. In addition, BBMR examined the grant management practices of other cities by interviewing 
officials from other jurisdictions: Howard County, MD; Houston, TX; Philadelphia, PA; Camden, NJ; Boston, MA 
and Louisville, KY.  
 
To recommend alternatives to improve the City’s overall grants management, other jurisdictions’ practices and 
the best practices recommendations of the Government Finance Officers Association were taken into 
consideration and explained for each alternative recommended.  
  

BBMR conducted this management research project from September 2012 to June 2013 in accordance with the 

standards set forth in the BBMR Project Management Guide and the BBMR Research Protocol.  Those standards 

require that BBMR plan and perform the research project to obtain sufficient and appropriate evidence to 

provide a basis for the conclusions and recommendations contained in this report.  BBMR believes that the 

evidence obtained provides a reasonable basis for the findings and conclusions in this report and those findings 

and conclusions are based on research project objectives. More information on the scope and methodologies of 

this project can be found in the appendices. 
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APPENDIX III: BBMR CONTACT AND STAFF ACKNOWLEDGEMENT 

BBMR Contact and Acknowledgements   
 
Caroline Sturgis 
caroline.sturgis@baltimorecity.gov 
410-396-4952 
 
BBMR Mission    
 
The Bureau of the Budget and Management Research is an essential fiscal steward for the City of Baltimore. Our 

mission is to promote economy and efficiency in the use of City resources and help the Mayor and City agencies 

achieve positive outcomes for the citizens of Baltimore. We do this by planning for sustainability, exercising 

fiscal oversight, and performing analysis of resource management and service performance. We value integrity, 

learning and innovating, excellent customer service, and team spirit.  

Obtaining Copies of BBMR    
 
All BBMR reports are made available at no charge on Management Research Reports our website at: 
http://www.baltimorecity.gov/Government/AgenciesDepartments/Finance/BudgetManagementResearch. 
aspx. 

 
Contacting BBMR    
 
Please contact us by phone at 410-396-4941 or by fax at 410-396-4236.   
 

mailto:caroline.sturgis@baltimorecity.gov
http://www.baltimorecity.gov/Government/AgenciesDepartments/Finance/BudgetManagementResearch.aspx
http://www.baltimorecity.gov/Government/AgenciesDepartments/Finance/BudgetManagementResearch.aspx

