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Learning Objectives
After reading this chapter, you will be able to: 
· Describe the importance of programmatic monitoring to contract compliance.

· Identify four (4) aspects of paperwork compliance in the Department’s internal review of provider compliance with the terms/conditions of a contract.

·  Identify the 6 activities associated with site visits that will determine, document and follow-up on provider compliance with the terms/conditions of a contract.

The Importance of Program Monitoring

The Department of Human Services has a fiduciary responsibility to the citizens of New Jersey to ensure that publicly funded services benefit those individuals whom the Department is mandated to serve. 

It is the responsibility of the Contract Administrator and/or Program Specialist/Analyst to:
· maintain the contract and supporting documentation;
· conduct field visits and review reports;
· maintain the contract and supporting documentation;
· promote and ensure adherence to prescribed Department-wide contracting policies and procedures; and 

· ensure compliance with contract terms and conditions.

The provider is accountable for the following aspects of service delivery:
· quantity;
· quality;
· efficiency; and
· effectiveness.
Department Component staff conducts programmatic monitoring to ensure that the terms and conditions of the contract have been satisfied.  Their presence and attitude is the key to how much information is given, how much help they are able to give and how that help will be received.  It is important that staff have a monitoring style that is professional, fair and respectful. 
Types of Monitoring


There are two types of programmatic monitoring that Contract Administrators should employ.  Informal monitoring involves making phone contacts with providers, consumers, auditors, or State agency staff and/or informal site visits other than those associated with the formal monitoring process.  Formal monitoring involves the assessment of compliance with contract deliverables in accordance with the guidelines and requirements for reporting contained within the contract document. Further, formal monitoring must be consistent with a Departmental Component’s formal monitoring processes which may include an internal review of contract documents within the Component and a formal site visit at the contract provider’s place of service delivery.

Whichever type of monitoring is employed, it is important that the administrator document all contacts.  This includes those made with the provider and all other related persons or agencies whether made by phone, e-mail, or in-person.  Some contract administrators keep a “contact log” as a face sheet of their desk copy of the contract file for this purpose.  Recording such information is helpful as an information trail for anyone who may have to fill in for an absent administrator, as well as a refresher for administrators who are responsible for a large number of contracts.

General Phases of Monitoring

Paperwork Compliance
Monitoring for paperwork compliance involves the in-house review of the contract to determine that all relevant and required contract documents are on file and up to date.  Various forms and checklists exist for tracking compliance with required forms. Typically, the need for a contract renewal triggers a paperwork compliance check as a contract renewal package may not be sent out if there are still outstanding documents. 
There are four aspects of paperwork compliance in the Department’s internal

review of provider compliance with the terms/conditions of the contract:

1. Review of provider compliance with reporting data.  The required reporting data are specified in the contract.
2. Review of data reported to determine the level of service, performance outcome reports, and/or expenditures charged to the contract.  Level of service reports and/or narrative updates are used.

3. Review of payments made to the provider.  Expenditure reports are used.

4. Review of matters related to quantity, quality, efficiency and effectiveness of provider delivered contract services with Departmental Component staff who may have an ongoing relationship with the provider.  As part of this process, referral sources or other departmental and county representatives who interact with the provider may be consulted.

Site Visit Compliance
The purpose of a site visit is to meet with provider staff to assess administrative and service compliance with the terms and conditions of the contract, and to observe the routine operations of the provider in the delivery of services.

Site visits allow for personal interaction, and demonstrate the Department’s investment in providers, services and clients. Contract administrators are able to observe the clients and services being rendered, and to provide technical assistance to help the provider meet or exceed contract standards.
When a contract administrator is doing a site review with a team, each team member will have a different purpose and agenda making it easy to get sidetracked.  The following thought process is useful for staying focused in these circumstances. 
· Who?

· What?

· Where?

· When?

· Why?

Site Visit Process 
The following six activities are used in site visits to determine whether the provider is complying with the terms of the contract.

1. Administrative Review

Typically an administrative interview is conducted where areas of concern are discussed both upon arrival and at the exit interview. This review includes: 

· Administrative record keeping such as contract documents, service delivery documentation, and expenditure reports;  

· Staffing levels and any related issues such as sufficiency of salaries, adequacy of coverage, perks, and training opportunities (as they impact on contract performance); and
· Intake and client eligibility determination data by a review of client files and admission policies and practices to determine consistency and accuracy with any reports submitted. 

2. Program Service Review

Contract administrators should interview staff to assess their understanding of the goals and objectives of the contracted service and their role in providing that service.  The following tasks are part of a program service review:
· Observation of the actual delivery of program service; 
· Determination of whether or not targeted clients/populations are being served;
· Review of client eligibility determination data; and 
· Sample review of client case files and service plans.
3. Performance Review

Through interviews with staff and reviews of client services, the contract administrator can assess what is and is not working in the contracted program. The following determinations can be made as a result of a performance review:
· Whether the service provided benefits the clients and community that is being served.  For example, is the population served reflective of the community?  Is there an outreach to recruit staff and clients reflective of the community?

· What happens to the recipient of services?  Are the program goals and the individual client goals being met?  Goals are based on what the provider sets as a baseline.  For example, for the clients, is there:
· A change in circumstances?;
· A change in attitude or behavior?;
· A change in knowledge?; and
· A preservation of the client’s safety or maintenance of a desired situation?
4. Monitoring Exit Interview

Typically just the agency director and program(s) directors are present for the exit interview, however a board member may be included.  Depending on the anticipated cooperation of the agency director, contract administrators sometimes copy the Chairman of the Board on the report to educate them and also to promote accountability.
After assessing all phases of the monitoring, the contract administrator should:
· Meet with the contract provider to share findings;
· Discuss areas for improving performance; 
· Suggest a corrective action plan to the provider, if required; 

· Prepare a written report regarding the monitoring; and 
· When appropriate, ask for a formal corrective action plan from the provider.
5. Follow-up

Subsequent to the site visit, the contract administrator should ensure that the provider acts on its corrective plan by revisiting the program site at a later date.  Depending on agency compliance with the corrective plan, the administrator can recommend continuation, modification or termination of the contract to their supervisor.
6. Contract Close-Out
Monitoring at the time of contract close-out involves the review of the final report of expenditures and level of service or performance reports.  The contract administrator should also review the provider audit for significant related findings.  At this time, a determination is also made about any necessary contract close-out settlements. 
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