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Executive Summary

North Carolina’s decentralized management of federal grant funds undermines efficiency,
transparency, and compliance. Each state agency manages its federal grants independently,
without a central authority to coordinate efforts, ensure consistency, or provide technical
assistance. This fragmented method leads to delayed fund distributions, reporting
inconsistencies, and lost opportunities for federal investments. In fiscal year 2024, North
Carolina received more than $35 billion in federal grants, but subsequent audits revealed
notable oversight problems and capacity issues within the agencies.! For instance, the North
Carolina Office of the State Auditor reported an audit identifying $8.5 million in questioned
costs because the DOC misallocated unemployment insurance administration funds by
incorrectly charging expenditures to the wrong timeframes.? The DOC did not adequately
monitor $55 million designated for employment and training initiatives.?

The influx of emergency relief funding amid COVID-19 exacerbated these challenges,
particularly ARPA, CARES, and IIJA. SLPRs and subrecipients faced difficulties with
evolving compliance standards, data management, and technical workforce shortages.
Without a centralized office or uniform procedures, funds were often misallocated,
underused, or delayed, hindering the state’s recovery and preparedness efforts.

The research conducted for this report draws on semi-structured interviews conducted with
centralized grant offices in seven states: Arizona, Colorado, Indiana, Massachusetts, Ohio,
Rhode Island, and Wyoming. Policy manuals, organizational charts, and public reports were
reviewed to triangulate the interview and validate findings. The analysis employed a thematic
approach to reveal governance structures, funding models, technical assistance strategies, and
compliance mechanisms. The findings were synthesized to highlight best practices that
inform the recommendations for North Carolina in establishing a CFGMD. The report
outlines the following key success takeaways from secondary research and interviews, which
will benefit the North Carolina OSBM in establishing CFGMD:

Leadership support is essential for establishing and sustaining a centralized federal
grants management system office. Positioning the CFGMD within a key agency such as the
OSBM gives the office high-level support and visibility, allowing it to adopt a more holistic,
cross-cutting approach across the state government. The WGMO was established with strong
backing from the governor. In contrast, the Colorado Governor’s OFFSI is located within the
Governor’s office instead of being an independent body or part of a specific state agency.
This placement provides the office with elevated support and visibility, enabling it to
implement a more comprehensive, cross-agency strategy throughout the state government.

Collaboration Across SLPRs and Sub-Recipients Enhances Knowledge Sharing and
Prevents Overlapping. The COVID-19 pandemic underscored the necessity for coordinated
responses, indicating that cooperation between SLPRs and sub-recipients can effectively
meet public needs with federal grant funds. Colorado’s OFFSI approach, which involved
appointing “recovery officers” to different state agencies, is a good example of coordinated
funding opportunities across the SLRP, supervising the use of funds, comprehending federal
guidelines, and sharing knowledge.

Capacity building and technical support help SLRPs and subrecipients effectively
manage the federal grant funds. States like Ohio and Wyoming offer training sessions,
office hours, and tailored assistance for local governments and nonprofits. Ohio’s Grants



Partnership conducted more than 30 monthly training sessions and organized an annual
summit that attracted nearly 1,000 attendees.

Centralized grant management systems streamline workflows and improve
transparency. Rhode Island and Indiana implemented eCivis to manage the complete grant
lifecycle—from pre-award to reporting—while integrating it with financial systems like
PeopleSoft. In Rhode Island, eCivis replaced outdated Excel-based tracking, enabling
standardization and real-time oversight. Meanwhile, Indiana’s system offers cross-agency
visibility and supports cost-benefit analysis for proposed grants.

Sustainable funding and emergency preparedness are essential for maintaining
continuity and resilience. Rhode Island enacted a statutory Grants Management
Administration Fund, ensuring ongoing financial support for its office. In contrast,
Colorado’s grant oversight office faces long-term instability due to its reliance on temporary
ARPA funds. Ohio developed contingency plans and adjusted staffing during COVID-19 to
meet changing requirements.

To address North Carolina’s current federal grants management constraints and build a
sustainable, transparent, and effective grants infrastructure, the following recommendations
are proposed:

e Establish the CFGMD, housed within OSBM and supported by an executive order
or legislation. Define roles and governance structures, including interagency advisory
representation. Lessons learned from seven states with various staffing setups
indicated that inadequate staffing was a common obstacle; therefore, North Carolina’s
CFGMD should concentrate on a comprehensive team structure with clearly defined
responsibilities to enhance operational capability and collaborative effectiveness.

e Provide technical support and capacity-building initiatives for SLPRs and sub-
recipients, focusing on training, toolkits, and direct assistance. Additionally, enhance
their capabilities through courses, training sessions, workshops, office hours, and
webinars.

e Procure and implement a centralized grant management system (e.g., eCivis)
integrated with the state’s financial platforms. Ensure it supports full lifecycle
tracking and public transparency.

e Develop a sustainable funding model, such as a Grants Management
Administration Fund, to ensure continuity and independence from volatile federal
appropriations.

e Prepare for emergencies by establishing contingency protocols, surge staffing plans,
and a dedicated unit within the CFGMD to manage rapid-response funds.

i
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Introduction

Federal grant funds are a critical financial resource for state and local governments, enabling
them to implement programs and initiatives that address programmatic priorities and
community needs.* Federal grants to state and local governments help support critical
programs and services nationwide.’ According to the latest data, federal grants account for
about 31 percent of state budgets and 23 percent of the combined state and local budgets.
They support various sectors, including education, healthcare, infrastructure, transportation,
clean water, public housing, child care, community development, disaster response, public
safety, and job training.” Some grants are directly delivered to state agencies. Still, others are
“pass-through” grants that first go to state governments, which distribute the funds to local
governments and non-profit organizations.® Figure 1 shows a grant-funding pass-through
example program.

Figure 1. Federal Grant Funding Pass-Through

Congress appropriates funds to grant programs,

which are administered by federal agencies.

Federal Administering Agency awards grants to
primary grant recipients, which are frequently states.

States award subgrants States award subcontracts
to local level. to local level.

Local Local Local Local
subgrant subgrant subcontract subcontract

Local, tribal, nonprofit erganizations, and for-profit businesses
are generalfy subgrantees or subcontractors.

Source: Congressional Research Service, January 2024

North Carolina receives billions in federal assistance annually, distributed across various
state agencies — such as the Office of State Budget and Management (OSBM), Department of
Transportation (DOT), Department of Administration (DOA), Department of Commerce
(DOC), Department of Health and Human Services (DHHS), and Department of Public
Safety (DPS) that handle their grants independently.® In the 2024 fiscal year alone, North
Carolina received $35.4 billion in federal grants, which included $30 billion allocated to state
and local governments for education, workforce development, childcare, and more, along
with about $5 billion directed toward individuals (e.g., SNAP benefits, Pell Grants).!°

In thorough discussions with OSBM, the decentralized method of grant management in North
Carolina, despite a substantial influx of funds, has led to inefficiencies, coordination issues,
difficulties in tracking fund allocation, inconsistent adherence to federal regulations, and
deficiencies in transparency and oversight. For instance, the North Carolina Office of the
State Auditor reported an audit identifying $8.5 million in questioned costs due to the DOC
misallocating unemployment insurance administration funds by incorrectly charging
expenditures to the wrong timeframes.!'! The DOC did not sufficiently monitor $55 million



earmarked for employment and training initiatives.!? Likewise, the DHHS failed to
effectively oversee $106.5 million set aside for substance abuse prevention and opioid crisis
management, overlooking necessary on-site evaluations and risk assessments for various
subrecipients.'? Furthermore, relying on post-expenditure audits restricts the state's capacity
to recognize and resolve discrepancies promptly, often only uncovering inefficiencies after
the funds are spent.'* However, a centralized grant management system that monitors the
entire grant life cycle and consolidates reporting data will enhance oversight and visibility
throughout the federal grant management process, preventing inefficiencies. '

In addition to that, the COVID-19 pandemic highlighted the critical need to reform federal
grant management. The rapid influx of emergency relief funds, including the Coronavirus
Aid, Relief, and Economic Security (CARES Act), the American Rescue Plan Act (ARPA),
and the Infrastructure Investment and Jobs Act (IIJA), revealed the weaknesses of
decentralized grant management systems, resulting in delays, misallocations, and compliance
issues.!® These problems emphasized the necessity for a centralized oversight mechanism to
guarantee efficient fund distribution, reduce bureaucratic redundancies, and bolster state
readiness for future financial emergencies.

Considering all the constraints surrounding the management of federal grant funds,
increasing research indicates that centralized grant management systems at the state level can
effectively enhance efficiency, accountability, and transparency.!” Centralized grant
management promotes streamlined coordination, uniform reporting, and improved
compliance, ensuring a more effective and equitable allocation of federal funds (refer to
Figure 2 for a comparison of centralized and decentralized grant management).!®

This research thoroughly examines decentralized grant management practices, pinpointing
inefficiencies and challenges. It presents policy recommendations derived from insights
obtained through interviews with seven centralized grant fund offices to establish a
centralized federal grant fund office for North Carolina's OSBM.

Figure 2: Comparison Of Centralized Vs. Decentralized Grants Management

Feature Centralized Management Decentralized Management
Processes Standardized and consistent Varied and inconsistent
Oversight Clear, with a smgl_e? point of Fragmented, W|th shared
accountability responsibility
Efficiency High, thanks to unified workflows Lower, due to duplicate efforts
Supported through clearly defined Can lead to inconsistent practices
Flexibility workflows, responsibilities, and and difficulty adapting to changing
communication channels requirements

Source: Amplifund




Research Methodology

This report used a qualitative research method to investigate effective centralized federal
grants management practices. The methodology aimed to obtain detailed, contextual insights
from centralized state-level federal grants management offices throughout the United States
and to derive lessons relevant to North Carolina’s pursuit of a centralized model.

Arizona, Colorado, Indiana, Massachusetts, Ohio, Rhode Island, and Wyoming were the
states selected for the interview (Table 1 illustrates the interviewees’ details).

Table 1: Interviewed Centralized Federal Grants Offices

State Grants Management Office

Arizona Grants & Federal Resources Team (GFRT), Governor’s Office of
Strategic Planning & Budgeting (OSPB)

Colorado Governor’s Office of Federal Funds and Strategic Initiatives (OFFSI)

Indiana Grants Management, Indiana State Budget Agency (SBA)

Massachusetts Federal Funds Infrastructure, Healey-Driscoll Administration

Ohio Ohio Grants Partnership, Office of Budget and Management (OBM)

Rhode Island Grants Management Office, Office of Accounts and Control, State of
Rhode Island

Wyoming Grants Management Office, State Budget Department, State of
Wyoming

Source: Author

States were chosen for detailed analysis based on their diverse organizational frameworks,
the range of their efforts in offering technical assistance, the centralized systems or tools
implemented in managing federal grant funds, the difficulties encountered in fund
management, the strategies employed to address these issues, and how the office secured
funding (referring to Table 2 for the state selection criteria).

Table 2: States Selection Criteria
Criterion Indicators
Grant-management structure = Establishment process, governance structure,
roles & responsibilities

Pre-award technical Analysis, planning, implementation, evaluation,
assistance proposal-writing

Post-award support Reporting, audit, compliance & monitoring
Knowledge resources Workshops, trainings, office hours, webinars
Grant-management Software platforms, templates, guidebooks
system/tool

Funding model Office’s budget, source of funding

Source: Author

The research primarily involved semi-structured interviews with federal grants management
experts from the centralized grant offices in each state. The interviewees included directors,
senior grant managers, policy analysts, and compliance officers. Interview questions
featuring open-ended questions addressed office establishment, funding models,
organizational structure, technical assistance services, challenges encountered, and
recommendations.



In addition to interviews, document analysis was performed to supplement the qualitative
data. Publicly available state reports, grant office websites, training manuals, policy
documents, executive orders, and relevant legislation were reviewed to triangulate and
validate findings.

An iterative coding approach was employed for thematic analysis of the interview data
through Excel. Codes were generated deductively, following the preliminary framework, and
inductively, emerging from the data itself. Thematic categories comprised office formation
and structure, technical assistance, challenges in grant management, grant management tools,
best practices, and performance metrics. Additionally, subcodes broke down the data into
specific details, including grant writing, audit processes, and systems integration.

By analyzing states’ data comparatively, patterns emerged that highlighted shared strategies,
differing approaches, and specific contextual details. The researcher's findings were enhanced
by triangulating interview data with policy documents and secondary sources to ensure their
reliability and validity.

Interview Findings

Interviews with centralized federal grant offices across seven states provided valuable
insights into effective grant management. Most of these offices were established to address
the difficulties of handling the rise in federal funds, especially during the COVID-19
pandemic. For instance, the offices in Wyoming and Indiana were established through
executive orders or budget exceptions, while others, such as Rhode Island, were formalized
through state legislation.

Technical assistance was a collective focus for all offices. States such as Ohio and Wyoming
provide strong training programs, grant writing assistance, and compliance workshops.
Wyoming’s office, although small, delivers comprehensive support and has handled over 220
technical assistance requests within four months. Indiana utilizes eCivis and a standardized
cost-benefit analysis to guarantee systematic evaluation and reporting of grants. Funding
models varied: Rhode Island adopted a legislated, self-sustaining fund, while Colorado and
Wyoming rely on time-limited federal funds such as State and Local Fiscal Recovery Funds
(SLFRF). Offices also varied in software use—some, like Rhode Island and Indiana, use
eCivis integrated with financial systems; others, like Colorado, lack centralized grant
management tools.

Key challenges were insufficient staffing and financial resources, absence of centralized
software, high employee turnover, and fragmented agency structures. Nonetheless, notable
strengths like robust leadership support (Wyoming, Colorado), thorough training programs
(Ohio), and uniform grant lifecycle tools (Indiana, Rhode Island) surfaced as effective
practices. Many offices highlighted the necessity for clear authority, proactive assistance,
interagency collaboration, and long-term sustainability planning—essential elements North
Carolina can adopt when establishing its Centralized Grant Management Office. (See Table 3
for detailed findings)



Table 3: Interview findings from seven centralized federal grants fund offices

Arizona Grants and Federal Resources Team (GFRT), Governor’s Office of Strategic

Planning and Budgeting

Mission

When and how was the
office established?
Office’s organizational
structure

What technical
assistance do they
provide?

How is the office funded?

What central grant
management software do
they use?

Primary challenges for
office

To maximize the value of grant funding by applying a risk-
based, data-driven framework that balances compliance
requirements with demonstrating successful results for the
American taxpayer.
The office was established on October 28, 2013, by an
Executive Order 2013-09.
The overall office is structured into 5 divisions:
e 2 budget sections with 19 staff (includes 1 IT staff)
e Principal Economist
e GFRT Division with 17 staff broken into Grants,
Compliance, Reporting, Training & Communications
and Technology
o Statewide Strategic Planner with 2 staff.
The GFRT Section has a deputy director with 4 managers.
There are 2 sections of grants (1 for community & education
and 1 for state agencies), 1 section of reporting, training and
communications and then technology and data.
Grants Management Guidance:
e Help agencies understand how to set up and manage
federal funds
¢ Guidance on rolling out funds
e Advice on competitive processes
e Assistance in determining best paths for fund
distribution (contracts vs. sub-awards)
Training and Support:
e Regular training sessions for community agencies
e Training on federal funding requirements
e Workshops on writing grants
e Providing resources about managing federal funds
e Helping grantees understand their responsibilities
Monitoring and Compliance Support:
e Reviewing single audits
Conducting risk assessments
Providing corrective action plans for audit findings
Site visits and desk reviews for high-risk grantees
Helping agencies understand and correct disallowed
expenses
Currently funded through SLFRF funds. They will have to
request their legislators for more funding.
The office uses eCivis .

e QOutdated grants management system (ecivis)
e Inefficient tracking and monitoring capabilities
e Manual data management through spreadsheets



Strengths/ promising
features of the office

Whom do they support?

What was the office
recommendations for
North Carolina OSBM?

e High staff turnover
e Limited grants management expertise
e Widespread lack of federal funding experience among
agencies
e Frequent misuse of funds due to misunderstanding
e Comprehensive technical assistance for grantees with
no federal funding experience
e Adaptable organizational structure
e Flexible approach to changing funding landscape
e Robust monitoring capabilities such as risk assessment
processes, site visits and desk reviews, reviewing
single audits
The office assist state agencies, local governments,
nonprofits
e Conduct risk assessments
e Implement process to review single audits
Invest heavily in training and resources
e Be proactive in providing guidance

Colorado Governor’s Office of Federal Funds and Strategic Initiatives (OFFSI)

Mission/Background
information

When and how was the
office established?

Office’s organizational
structure

What technical
assistance do they
provide?

The Grants Unit provides strategic direction, policy and
guidance, and best practices for state agencies managing state
and federal grant funds. The Grants Unit also facilitates the
Statewide Grant Managers Group (SWGMG) which provides
quarterly training to grant managers and provides a forum for
financial and program grant managers to share and
collaborate on best practices in grant management.
Lastly, the Grants Unit provides user support and training on
the implementation and use of the CORE Grantee module.
The office website and the interview with the office did not
provide any details about the exact date of the office's
establishment. However, in the interview noted that the
office’s current structure and approach emerged during the
COVID-19 pandemic, around 2020-2021. The office as well
was not explicitly described as being created through a
specific executive order or comprehensive legislation.
Instead, its formation appears to have been an organic,
adaptive process primarily driven by the COVID-19
pandemic's funding challenges.
The office is housed within the Governor's office, with
oversight from the budget, policy, and operations teams.
There is a hierarchy of "recovery officers" embedded within
various state agencies to coordinate federal funds and ensure
alignment. The office also works closely with the State
Controller's office and the Department of Local Affairs to
provide support and oversight.

e Grant opportunity identification

e Application scoping

e Compliance guidance

e Project planning



How is the office funded?

What central grant
management software do
they use?

Primary challenges for
office

Strengths/ promising
features of the office

Whom do they support?
What was the office
recommendations for
North Carolina OSBM?

e Strategic alignment with state objectives
The office was primarily funded through SLFRF with an
annual budget of around $2 million, primarily used for
staffing. They later transitioned to one-time general funds,
securing funding through 2026, and supplemented this with
an additional $164 million Infrastructure Investment and Jobs
Act cash fund that allocated 5% ($8 million) for
administrative and technical assistance purposes.
The office does not currently have a centralized grant
management software.

e Reliance on time-limited federal funding sources

e Lack of a centralized grant management system/tool

e Limited team size (13-18 recovery officers)

e Uncertain long-term existence beyond 2026
Embedded within Governor's office, providing high-level
visibility and support

The office assist state agencies, local governments
NA

Wyoming Grants Management Office (WGMO), State Budget Department

Mission/Background
information

When and how was the
office established?
Office’s organizational
structure

The Grants Management Office serves the constituents of
Wyoming as part of our public duty. Our goal is to identify
the needs of our communities (or assist them in that process)
and match those needs with available and appropriate sources
of federal funding. This office was established to assist those
who are involved in grant management efforts complete the
necessary requirements from start to finish, cradle to grave, in
an attempt to reduce audit findings and risk while increasing
their skills and abilities to successfully manage these funds.
Our stakeholders are the community leaders at the local,
county, and state level. We are here to listen and respect the
voices of our communities, value the considerations and
contributions those communities and leaders make to the
State of Wyoming as a whole and assist them in securing
dollars to continue those efforts for future generations that
will benefit from them.

Wyoming communities are one of the state's greatest assets
and the Grant Management Office is here to strengthen them
and help everyone endure the influx of available federal
funds.

The Grants Management Office was officially established in
July 2024 through a budget exception request

The Grants Management Office is housed within the state
budget department, which is an important placement for
processing the governor's authorizations for federal funds.
Office Hierarchy



What technical
assistance do they
provide?

How is the office funded?

What central grant
management software do
they use?

Primary challenges for
office

Strengths/ promising
features of the office
Whom do they support?
What was the office
recommendations for
North Carolina OSBM?

Office Lead

Governor's Office Representative

Dual Role Position (Admin/Deputy Admin and
Budget Analyst)

Consulting Team Members

Core Office Staff (team of 3 within the state budget
department)

Help communities find relevant federal funding
sources

Assist in developing eligible and competitive
applications

Help grantees understand application requirements
Support in scoping and structuring grant proposals
Conduct local needs assessments

Help grantees understand 2 CFR 200 compliance
Support in preparing required reports and
documentation

The federal grants office was funded using ARPA dollars.
They office will need to ask for more future funding.

The office uses Grants Connect Hub to identify and track
federal grants opportunities relevant to Wyoming
communities.

Lack of fund to hire dedicated grant writers or grant
managers

Limited staff

Lack of cross-departmental communication and
collaboration

Limited budget

The office has strong leadership support from the governor’s

office.

The office assist state agencies, local governments.

Enhance communication and collaboration between
departments

Try to be housed within the budget office to have
visibility of all funds

Use the single audit to identify issues within the state
and step in when needed

Ohio Grants Partnership (OGP), Office of Budget and Management (OBM)

Mission/Background
information

When and how was the
office established?

Office’s organizational
structure

To maximize the value of grant funding by strengthening
accountability, transparency, collaboration, fiscal integrity,
and utilize innovation to maximize efficiencies.

The office began small in 2016, and based on the discussion
with the office, its creation resembled an internal policy more

than anything else.

The office has team of 10. The office is housed within the
Ohio Office of Budget and Management
Key Functional Areas:

ARPA Funding Management:



What technical
assistance do they
provide?

How is the office funded?

What central grant
management software do
they use?

Primary challenges for
office

e 3 employees focused on managing ARPA funding
allocations

e Monitoring and supporting state agency ARPA
programs

Compliance and Monitoring:

e Staff handling single audit reviews

e Monitoring grant program distributions

e Reviewing sub-recipient reports

Reporting and Administrative Support:

e Responsible for Cash Management Improvement Act
(CMIA) reporting

e Federal Funding Accountability and Transparency Act
(FFATA) reporting requirements

e One college intern assisting with reporting

The Ohio Office of Budget and Management's grants office
provides a significant amount of training and educational
resources, with the details as follows:

e They offer basic grants training, such as "Grants 101"
courses, that are available on-demand through a
citizen's portal.

e They have developed training on the pre-award,
award, and post-award grants lifecycle stages, such as
the Ohio grants summit.

e They have provided training on specific topics like
uniform guidance changes and FFATA requirements.

e They offer grant writing

e Help grantees understand 2 CFR 200 compliance

The grants office is funded through a checkoff rate system
within the Budget Office. The office mentioned that the
Budget Office has centralized services that support the entire
state enterprise, and the costs for these services are billed
back to the agencies through a checkoff rate.

The office does not use any centralized software. They only
use a grants portal serves as a centralized platform for grant
applications and reporting.

e The office has had to take on a significant amount of
COVID-related grant funding and reporting work,
which has impacted their ability to focus on their
original mission and goals.

e The office had planned to establish an advisory
committee prior to the pandemic, but did not have the
bandwidth to follow through on that during the
pandemic response.

e The office has had to manage special projects and
grant programs that were suddenly added to their
responsibilities, like a $700 million capital bill
program, which required them to quickly adapt.



Strengths/ promising
features of the office

Whom do they support?

What was the office
recommendations for
North Carolina OSBM?

The office is still somewhat limited in their
monitoring bandwidth due to the high volume of
COVID-related grant programs they are overseeing.
Fully integrated within the Budget Office, allowing
leveraging of broader organizational resources
Provides comprehensive technical assistance to state
agencies
Extensive training and educational resources
Maintains communication channels with various state
agencies

The office assist state agencies, local governments, and non-
profit organizations.

Establishing an advisory committee or collaborative
network with other states can help share best practices
and lessons learned.

Investing in the right technology, like a robust grants
management system, can streamline processes and
improve efficiency.

Promoting the office's services, like grant writing
assistance, and making them easily accessible can
increase utilization.

Maintaining flexibility in the face of changing
priorities, like the influx of pandemic-related funding,
is essential.

Having a clear mission and "playbook" that outlines
the office's goals, strategies, and priorities helps keep
the team focused and aligned.

Indiana Grants Management (IGM), Indiana State Budget Agency (SBA)

Mission/Background
information

When and how was the
office established?
Office’s organizational
structure

Following the conversation with the office, they indicated that
their mission is to examine all federal grants and pinpoint the
regulations and burdens linked to those grants.

The Office has been created in 2013 through an executive

order.

The office comprises seven Full Time Equivalents (FTEs) and
consists of two main sections:

1.

Federal Grants Policy Analysis Section
e Handles cost-benefit analysis for federal
grants.
e Currently staffed by one Federal Grant Policy
Analyst with support from leadership.

2. Grants Management Section

e Focuses on the implementation and
optimization of the e-Civis system.

e Responsible for training agencies on how to
use e-Civis for effective grants management.

e Provides process development and ongoing
system support.
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e Maintains engagement with both agency users
and sub-recipients through training,
communications, and office hours.

What technical Training:
assistance do they e The office provides training to state agencies on using
provide? the eCivis grants management system.
e They also provide training to sub-recipients on how to
use eCivis.

e Technical Assistance and Support:

e The office offers ongoing office hours and support to
both state agencies (grantees) and sub-recipients on
using eCivis.

e They help agencies develop communication plans and
training materials for their sub-recipients.

Grant Management and Reporting:

e The office helps state agencies manage their grants,
including the pre-award and post-award processes.

e They ensure agencies are using the eCivis system to
properly manage and report on their grants.

Oversight:

e The office conducts cost-benefit analysis on grants
before agencies apply for them.

e They review grants and provide recommendations to
the state budget director and governor's office.

How is the office funded? The office is funded through appropriations from the state
budget agency. Additionally, a portion of the appropriation
allocated for e-Civis implementation supports staff salaries
and operational needs. The office is exploring a fee-based
cost recovery model similar to SWICAP! for future funding

sustainability.

What central grant The office uses eCivis

management software do

they use?

Primary challenges for The office noted that Agencies sometimes submit grant

office applications at the last minute, which can make it difficult for
the grant management office to conduct a thorough cost-
benefit analysis. There have been instances where agencies
intentionally submit applications late, hoping to get approval
despite the office's reservations.

Strengths/ promising e Standardized cost-benefit analysis framework

features of the office e Successfully implemented eCivis grants management

system and integrated system with financial
management (PeopleSoft)
e Detailed website with uniform terminology
Whom do they support? The Indiana grant management office primarily supports state
agencies

I Statewide Indirect Cost Allocation Plan
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What was the office
recommendations for
North Carolina OSBM?

Grants Management System Implementation

e Early Hiring: Hire and onboard staff well in
advance of system launch for sufficient
preparation and to avoid last-minute issues.

e Internal Leadership: Assign internal team
members (e.g., an OCM lead) to drive
implementation and stakeholder
communication. Avoid depending on external
contractors to maintain continuity and build
long-term relationships.

Statewide Standardized Processes

e Clear Processes: Create consistent and
transparent grant management processes across
all state agencies.

e Collaboration Tools: Leverage systems like
eCivis to enable integrated financial and
program management, ensuring shared access
to grant lifecycle data.

Bridging Program and Finance Teams

e Unified Collaboration: Promote teamwork
between finance and program staff to align
their efforts and knowledge of grants
management processes.

e Comprehensive Training: Provide thorough
training to all stakeholders, emphasizing a
clear understanding of roles and the grant
lifecycle.

Communicating the “Why”

e Purpose Alignment: Connect grants
management initiatives to broader state
objectives (e.g., budget priorities, governor
initiatives) to gain stakeholder buy-in.

e Value Explanation: Articulate the benefits of
systems like eCivis for improved grants
management.

Lifecycle Transparency

e Educational Materials: Use resources such as
lifecycle diagrams and other visual aids to
clarify the grant process.

e Defined Roles: Ensure all parties (e.g.,
subrecipients, agency staff) understand their
specific responsibilities within the grant
lifecycle.

Policy and Continuous Support

e Ongoing Communication: Keep open
dialogue with stakeholders to address
questions, foster collaboration, and resolve
challenges.
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¢ Feedback Integration: Regularly gather and
incorporate stakeholder feedback to refine
processes and training materials.

Massachusetts Federal Funds Infrastructure (FFI10), Executive Office for

Administration

Mission/Background
information

When and how was the
office established?
Office’s organizational
structure

The Massachusetts FFIO has launched an ambitious inter-
agency strategy for the Commonwealth to successfully
compete for the historic levels of federal funding available
from the Bipartisan Infrastructure Law (BIL), Inflation
Reduction Act (IRA), the CHIPS? and Science Act?, and
more. Massachusetts FFIO is responsible for tracking federal
opportunities, facilitating the submission of successful
applications for federal funding, and advocating on behalf of
Massachusetts projects that advance key priorities including
infrastructure, jobs, economic competitiveness, affordable
housing, clean energy, decarbonization, resilience, equity, and
workforce development.

FFIO chairs the Advisory Council on Federal Funds and
Infrastructure which includes designees from each executive
office and serves as the government-wide coordinating body
for the Commonwealth's federal funds strategy.

FFIO also leads the monthly Massachusetts Federal Funds
Partnership meeting which provides updates and answers
questions on available federal funding opportunities and can
advise local government on which federal grant programs can
best help them meet their needs.

The office was established in October 2023 by Executive
order number 624

The office is housed within Executive Office for
Administration and comprises a team of 5 people that do three
things:

e ID opportunities, track them, communicate the
opportunities out to state agencies all the way to
local.

e Congressional briefing to meet and give updates- they
can also help push for applications. Little support of
grant development is available, but they can give
advice on labor provisions, highlight areas to focus on
in applications, etc.

e Elevate work through communications to 2 groups -
Cabinet Agencies via an Advisory Committee bi-
weekly meeting and Local Govts via monthly calls.

2 Creating Helpful Incentives to Produce Semiconductors

3 The CHIPS and Science Act is a U.S. federal statute enacted by the 117th United States Congress and signed
into law by President Joe Biden on August 9, 2022. The act authorizes roughly $280 billion in new funding to
boost domestic research and manufacturing of semiconductors in the United States, for which it appropriates

$52.7 billion
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What technical
assistance do they
provide?

How is the office funded?

What central grant
management software do
they use?

Primary challenges for
office

Strengths/ promising
features of the office

Whom do they support?

What was the office
recommendations for
North Carolina OSBM?

As per the office’s website!?, the office provides:

e Identifying and tracking key federal funding
opportunities and Massachusetts applications through
the State Clearinghouse

e Leading bi-weekly meetings of the interagency
Advisory Council on Federal Funds and Infrastructure

e Leading the Massachusetts Federal Funds Partnership
and other meetings to support local governments in
their applications for federal funding

e Implementing the Federal Match legislation (Chapter
214 of the Acts 0f 2024)

The Massachusetts FFIO receives funding primarily from the
Commonwealth Federal Matching and Debt Reduction Fund,
created by Chapter 214 of the Acts of 2024.2° This fund
designates up to $750 million, drawn from interest earned on
the state’s Stabilization Fund, to assist the state in accessing
federal funding opportunities such as those provided by the
Bipartisan Infrastructure Law, the Inflation Reduction Act,
and the CHIPS and Science Act.?!

NA

NA

Massachusetts State government has a strong Gov. model
and strong agencies. There is an Advisory Committee that is
comprised of state agency heads - they are not the board of
directors - they place more of a coordination role. They help
with coordinating all the agencies with grant applications.
The Massachusetts FFIO highlights and communicates the
opportunities to them via bi-weekly briefings. The agencies
then decide whether to dedicate resources to pursue grant.
FFIO works with all to help provide connections with non-
gov.

NA

Rhode Island Grants Management Office (GMQO), Office of Accounts and Control

Mission/Background
information

When and how was the
office established?
Office’s organizational
structure

The Grants Management Office provides administrative
support for the effective and transparent utilization of federal
grants, contracts and loans through timely guidance, technical
assistance, compliance and reporting oversight to State
agencies and their supported organizations.

The Grants Management Office administers the State of
Rhode Island eCivis grant management system.

The office was created in July 2022 by state statue Title 35-
1.1-5.

The office comprises of 4 FTE staff. The office employs
Policy Analyst, SMEs in grant compliance, and policy. They
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What technical
assistance do they
provide?

How is the office funded?

What central grant
management software do
they use?

Primary challenges for
office

Strengths/ promising
features of the office

Whom do they support?
What was the office
recommendations for
North Carolina OSBM?

offer consistent guidance to state agencies and provide user
support on the eCivis platform to subs and state agencies.
Additionally, consultants focus on data migration and
financial reporting.

e The GMO administers Rhode Island’s enterprise
grants management solution, eCivis, offering user
guides, tutorial videos, and resources to assist state
staff in utilizing the system effectively.

e The office provides training videos, presentations, and
updated materials for individuals new to grants
management and the eCivis system.

e The GMO offers guidance on federal reporting
requirements, FFATA and Uniform Grant Guidance
(UGG) updates.

The office is funded through grant management
administration

The office utilizes eCivis and SHERPA. SHERPA is the
budget/financial management system, eCivis the grant
management system (starts in SHERPA, then goes to eCivis).
Both are add-ons to state financial system. Currently In the
middle of implementing workday finance that will replace
some of the sherpa functions, but sherpa will still exist for
budget management functions (the Establishment of
appropriation code verified in workday finance).

NA

Rhode Island’s funding model is a promising aspect of their
office that aids in the permanency and continuation of its
operations.

The office support State agencies and sub-awardees.

e The need for leadership backing is key when claiming
the authority to get some agencies off legacy systems
and onto a new one.

e Socializing change management is necessary.

e Be clear about the staff and costs $$ to make this all
happen from the beginning to all stakeholders.

e Transparency is key from the outset.

Source: Author’s Analysis from interviews

Challenges in a Decentralized Grant Management System

Years of managing fragmented federal grants have highlighted shortcomings in the abilities
of grant recipients and grant-making agencies to access, manage, and effectively implement
federal funding programs.?? State Level Prime Recipients (SLPRs)* and Sub-recipients® need
more resources, expertise, experience, and personnel to obtain and oversee these funds.

4 Prime recipients obtain funds directly from the federal government. Subsequently, these prime recipients may
disburse a portion of the received money to other entities in exchange for goods or services.
> Sub-recipients are entities that receive funding from prime recipients.
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Following extensive discussions with OSBM, North Carolina faces several challenges due to
fragmented grant management. These challenges comprise difficulties in sharing grant
information among state agencies, potential loss of funds because of capacity constraints,
lack of a centralized source for grant data, and inconsistent reporting performance
compliance.

A comprehensive literature review of federal grant funds and key findings from interviews
with seven centralized grant offices has identified several significant challenges, including:

e (Capacity

e Inter-agency collaboration and communication

e Transparency and accountability

e Contingency plan for unexpected grant programs
Capacity

The capacity of SLPRS and sub-recipients is a pressing challenge in grants management that
significantly impacts program success.?> SLPRs and sub-recipients often need help
developing the internal capacity to support and oversee program implementation.?* In a
recent study, the Government Accountability Office (GAO) classified capacity constraints
using the following three categories, which this report will further detail below. The
constraints include aspects of:

e Technical capacity
¢ Financial capacity
e Organizational capacity

Box 1: Technical Capacity

State agencies, local governments, and other grant recipients require assistance in building their
internal capacity to support and oversee the federal grant’s implementation.?® Inadequate
capacity can negatively affect grant recipients' ability to manage, access, and execute grant
programs effectively.?® The GAQ’s earlier reports on municipalities in fiscal crisis indicated that
Flint, Michigan, faced challenges in generating local resources essential for competing for
certain federal grant funds.?” Federal agencies should provide technical support assistance to
grant recipients in overcoming capacity challenges.?

Furthermore, lacking technical staff frequently delays the programmatic execution of federal
grants, leading to unspent funds allocated initially for specific purposes.?’In an interview with
WGMO, the office has noted that a lack of expertise at the local government in has contributed
to the return of unspent funds to the federal government during the COVID-19 pandemic. The
office has noted that the state legislature had allocated $150 million in matching funds to assist
local governments in securing IIJA grants; however, this funding was not effectively utilized.
Consequently, the legislature reduced the matching funds to $75 million, as few local
governments actively pursued the IIJA dollars available.
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Box 2: Financial Capacity

According to GAO, Financial capacity refers to a grantee's or grant applicant's capability to
fulfill the financial obligations associated with federal grants.® Insufficient financial resources
can limit an organization’s capability to seek grants to acquire local investments or maintain
efforts provisions.?! The WGMO noted during the interview for this research that local
governments do not have the financial resources to employ dedicated grant writers or managers.
Small towns and offices typically operate with very limited personnel, making it difficult to
establish internal grant management capabilities.

Additionally, interview with Colorado Governor’s OFFSI Initiatives reveal that funding
limitations have presented a significant challenge to expanding operations and transitioning to a
permanent office. While the office indicated that it could utilize Coronavirus State and Local
Fiscal Recovery Funds to increase capacity, this funding is available only for a limited time.
Moreover, the office has highlighted its struggle with a shortage of fiscal staff to manage the
growing workload, as it cannot recruit new staff due to existing funding constraints.

Box 3: Organizational Capacity

In the context of this research, organizational structure refers to how well the grant-making
agency or recipient is equipped for grant management and implementation.*? This may include
having appropriate and empowered leadership, a well-defined management structure, and
adequate size to manage funds throughout a grant’s life cycle.>* As noted previously, a major
challenge in North Carolina's state government’s federal grant management is the lack of a
centralized structure. Conversely, responsibilities are dispersed across multiple agencies, and no
single authority exists to coordinate funds. To centralize grants management, an organization
must assemble a group of dedicated personnel to implement procedures to drive centralization.

Moreover, the size of the office is critical for effectively managing federal funds. WGMO reports
that a three-person team has been formed within the State Budget Department, which the office
considers having restricted capacity. Two staff members serve dual roles as grants managers and
budget analysts, indicating they frequently have to juggle budget responsibilities alongside the
demanding tasks of grants management. In just four months of operation, the office has handled
over 220 requests for technical assistance, highlighting a demand that exceeds current
capabilities.

In addition, an interview with the Arizona’s GFRT revealed that the team experienced significant
staff turnover due to the influx of APRA funds, resulting in a rapid workforce expansion.
Initially, the office had a small team of about 6 to 7 individuals. However, staff numbers
increased from 8 to 21 as responsibilities and workloads grew. This highlights the necessity for a
larger team to effectively manage unexpected surges in federal funds, particularly during
emergencies like pandemics or natural disasters, to prevent the forfeiture or management of
federal grants.

Inter-agency collaboration and communication

Interagency collaboration refers to the coordination among two or more government entities,
or within a single agency, to fulfill joint goals that individual parts cannot achieve
independently.** In the context of federal grants, this coordination is essential given the
multifaceted nature of grants administration, which spans agencies with differing missions,
sizes, and structures.®® Successful grants management depends heavily on horizontal
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coordination (across agencies at the same level of government) and vertical coordination
(across federal, state, and local governments), as well as with non-governmental recipients.3°

Insufficient collaboration and communication between federal agencies, state and local
governments, and non-governmental grant recipients present a challenge for effective grant
management.3’” The GAO report emphasizes that a lack of coordination and communication
results in fragmentation, overlaps, and duplication of federal grant funds.3® GAO reports
findings reveal that multiple federal grant programs have evolved without unified goals and
scopes, which may complicate grant management challenges. For instance, the GAO
testimony to Congress shows that over 133 federal broadband programs span 15 agencies and
lack a unified national strategy.?* Among these, 25 programs focus primarily on broadband,
with 13 overlapping in deployment funding, frequently aiming at the same service areas but
with varying standards and requirements.*’ This situation has led to confusion among
recipients and heightened the possibility of duplicate support, particularly in underserved
communities.*!

Additionally, discussions with WGMO and the Colorado Governor’s OFFSI emphasized the
importance of communication, noting that lacking it hinders effective federal funding
management and collaboration among agencies. This importance can further be detailed by
GAO, which states that agencies need to prevent duplication and unnecessary waste by
sharing data and holding regular meetings.*? For example, since 2014, the Federal
Communication Commission (FCC) and Rural Utility Service (RUS) — agencies that
traditionally fund broadband deployment — have had an interagency agreement to share data
regarding the locations of their funded broadband projects and have met regularly to
coordinate their efforts and programs.*

Transparency and Accountability

A significant challenge in federal grant management is the extensive compliance
requirements enforced by federal grant-making agencies.* These requirements ensure
transparency, accountability, and the proper use of taxpayer dollars.*> However, navigating
the complex web of regulations, policies, and reporting procedures can be overwhelming for
grant recipients.*® Compliance issues occur for various reasons, including outdated processes,
insufficient grant knowledge, misunderstandings of regulations, and inadequate internal
controls.*’

The GAO has frequently pointed out discrepancies in the information available on
USAspending.gov, which tracks federal expenditures.*® Inaccuracies and incomplete data
obstruct oversight, making it difficult for policymakers and the public to assess how funds are
allocated and utilized.** For example, an audit in North Carolina found that the Department
of Commerce poorly monitored $19.6 million in federal community development funds,
highlighting inadequate risk assessments and oversight shortcomings.® This example
highlights the urgent requirement for more vigorous enforcement, improved data accuracy,
and stricter oversight mechanisms at both the federal and state levels to guarantee responsible
and effective grant management of federal grant funds.>!

Contingency Plan for Unexpected Grant Programs

According to several state agencies interviewed for this research, the absence of a
contingency plan during emergencies or unforeseen surges of grants has posed significant
challenges for most SLPRs and sub-recipients in managing the grants. During the COVID-19
pandemic, SLPRs and sub-recipients faced unprecedented pressure to distribute funds quickly
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while maintaining compliance with complicated, ever-changing federal guidelines.> This
happened because of a sudden surge in federal funding, such as ARPA, I1JA, and SLFREF,
which required quick distribution and new auditing process requirements.>

The federal government allocated over $4.6 trillion to assist the nation in addressing the
COVID-19 pandemic (see Figure 3). °** However, state agencies and local governments faced
the challenge of managing this unexpected surge of federal aid while quickly prioritizing
responses to the public health and economic emergency. >

Figure 3. COVID-19 assistance led to a rise in Federal Grants to States in 2020
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In an interview for this report, the Colorado Governor’s OFFSI also pointed out that many
sub-recipients faced challenges managing an influx of recovery funds. The challenges
included:

e Agencies lacked previous experience in handling such a significant amount of federal
funds.

e Frequent changes in federal guidance

e Lack of existing infrastructure to manage the sudden influx

¢ Difficulties in hiring and maintaining specialized staff

Key Success Takeaways

The report highlights key success takeaways from secondary research and interviews that will
serve as valuable lessons for the North Carolina OSBM in creating a centralized federal
grants management office.

Key Takeaway 1: Leadership Support is Crucial in Establishing and Sustaining a
Centralized Grant Management Office

Conversations with multiple centralized grant offices and secondary research indicate that the
location of the federal grant fund office and backing from key figures like the Governor are
vital elements in setting up a centralized grant fund office.>® For example, the Colorado
Governor’s OFFSI indicated that it is situated within the Governor’s office rather than being
a standalone entity or housed within a specific state agency. This positioning gives the office
high-level support and visibility, allowing it to adopt a more holistic, cross-cutting approach
across the state government.
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Moreover, the WGMO emphasized the support from leadership in establishing a centralized
grant management office. The office stated that in 2015-2016, their office proposed hiring
two grants management specialists. The legislature rejected this proposal, misunderstanding
Wyoming's essential federal fund management support needs. Between 2017 and 2018, the
state hired Alvarez and Marsal Consultancy® to study Wyoming’s federal funding landscape
extensively. This research uncovered significant challenges for sub-recipients: difficulties in
applying for federal funds, limited success in securing available funding opportunities, and
inadequate capacity to manage grant processes effectively. The findings provided essential
insights into the systematic problems within Wyoming's grant management framework.

Furthermore, the COVID-19 pandemic revealed serious deficiencies in grant management
practices. The influx of CARES” and ARPA funding underscored local governments'
difficulties in creating competitive grant applications, managing requests for additional
information, and adhering to spending deadlines. Despite the legislature's efforts to assist by
allocating $150 million in matching funds for IIJA grants, these funds were ultimately
underutilized and reduced to $75 million.

Recognizing the urgent need for intervention, the state budget department, under the strategic
leadership of the governor's office, created a budget exception request. The Grants
Management Office was officially established on July 1, 2022, to become fully operational
within 90 days. Centralized within the state budget department and backed by robust support
from the governor, the office focuses on providing technical assistance and enhancing
capacity.

Takeaway 2: Technical Assistance and Capacity Building Enable SLPRs and Sub-
Recipients to Manage Federal Grant Funds Effectively

To address the capacity challenge of managing federal grant funds, enhancing the technical
skills of SLPRs and sub-Recipients will foster the effective and efficient utilization of these
funds.®” Providing technical assistance to assist SLPRs and sub-Recipients in developing the
technical skills necessary for managing federal grant funds is essential. This support will help
them understand the grant process, post opportunities, and apply for and manage grant
programs.®® Technical assistance may include, for instance, in-person and virtual training
sessions, workshops, office hours, webinars, and various guiding tools and resources that
contribute significantly to capacity-building for grant recipients and applicants.

The OGP is being analyzed for a success story related to capacity building and technical
assistance. This office delivers various training and educational resources, including
foundational grants training, such as the on-demand course "Grants 101," which is accessible
via a citizen portal. They have also developed training modules that address the grant
lifecycle’s pre-award and post-award phases. The office noted that approximately 30 training
sessions are conducted each month.

The Ohio Grant Summit is another technical assistance initiative by the OGP to build
capacity.> Typically held over two days as a live-streamed event, it connects SLPRs, sub-
recipients, and small business NGOs.®® According to the interview with the OGP, the summit

¢ Alvarez & Marsal (A&M) is a global professional services firm specializing in management consulting,
performance improvement, and corporate restructuring. Founded in 1983 and headquartered in New York,
A&M is widely recognized for helping organizations—both in the public and private sectors—navigate complex
operational and financial challenges.

7 Coronavirus Aid, Relief, and Economic Security
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aims to provide resources for professional development, share knowledge about grants
management, and enhance skills related to grant applications. The office reported nearly
1,000 registered participants for this event and an additional 350 on the waitlist, highlighting
its success and the strong demand for capacity-building opportunities.

Moreover, an interview with the WGMO indicated that it offers technical assistance to
enhance the long-term capacity of sub-recipients to manage their grants independently. The
office described its technical assistance approach as that of a call center. The office created a
centralized system for support requests, offering various communication channels, including
phone calls, email submissions, and official technical assistance request forms. They provide
a range of technical assistance services (See Figure 4).

Figure 4: The Wyoming Grants Management Office Technical Assistance
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Takeaway 3: An Efficient Grant Management System (GMS) Can Streamline the Grant
Management Process

An effective GMS can significantly streamline the management of federal grants by
automating workflows, enhancing data accessibility, and ensuring everything remains
organized on a unified platform.®' The GMS provides a comprehensive database of these
funds, improving awareness and visibility for federal grant applicants while enabling grant
offices to manage grants more efficiently across the state (See Appendix A).%? This benefit is
evident throughout the grant cycle, especially within the IGM framework.% The office
utilized eCivis to oversee the complete grant lifecycle, from application to post-award
reporting and compliance. ®*This tool gives the office access to extensive grant information,
allowing the office to review funding opportunity notices and federal resources rather than
depending solely on agency information.

The GMS is valuable not only for managing and tracking federal funds but also for financial
oversight. The IGM stated in the interview that eCivis is integrated with Indiana’s financial
management system, PeopleSoft, which improves the tracking and reporting of grant
expenditures. Consequently, this integration has strengthened the office’s ability to monitor
and manage the financial aspects of grant management.
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In addition to IGM, the WGMO uses the “Grants Connect Hub."® According to the interview
with the WGMO, the Hagerty Consulting team® developed this hub as a comprehensive tool
to identify and track federal grant opportunities. Currently housing 200 grant opportunities,
the hub mainly focuses on grants such as [IJA, IRA, and CHIPS, strategically curating
information directly benefiting Wyoming's local governments, nonprofits, and small
businesses.®

The interview noted that the hub features thorough research and filtering, guaranteeing that
only grants relevant to Wyoming are presented. The WGMO meticulously eliminates
opportunities restricted to other states or specific regions, forming a focused resource for
local organizations. The interview also noted that, unlike a standard grant management
system, the hub is not designed to manage funds directly but as an informational platform
that enhances awareness and accessibility to federal funding opportunities for grant
recipients.

Furthermore, a case study shows that Rhode Island struggled with an inefficient system
for managing federal awards and grants across its 30 agencies, like many states.®® Before
2021, grant management—with both programmatic and financial aspects—was done using
offline Excel workbooks, resulting in a fragmented and tedious process. This
inconsistency led to duplicate efforts and increased administrative burdens for
subrecipients. Additionally, there was no systematic approach for state leadership to
oversee all federal funding, as each agency manually populated data into Excel
spreadsheets annually.

In response to challenges, the Rhode Island Department of Administration partnered with
Witt O’Brien!? in 2021 to implement eCivis and enhance state government operations.
This included creating standard forms and training materials, migrating historical data,
integrating GMS with the state’s Financial Management System (FMS), and revamping
change management for 30 state agencies. The eCivis GMS offers capabilities such as
federal award research, pre- and post-award management of grants, a document repository
for award documentation, standardized application intake and review processes, and a
standardized closeout process for federal awards. Table 4 demonstrates the positive
outcomes of implementing eCivis, resulting in a notable transformation in grants
management by Rhode Island state agencies.

8 The Wyoming Grants Connect Hub is an interactive dashboard and grant data repository that helps users find
state and federal grant funding programs for Wyoming communities, ensuring transparency in available
opportunities.

% Hagerty Consulting is an emergency management consulting firm that helps clients prepare for and recover
from disasters. Established in 2001, Hagerty has worked on some of the nation's largest recovery and
preparedness projects across more than 30 states, including Hurricane Katrina and Hurricane Sandy.

10'Witt O’Brien’s is a crisis and emergency management consulting firm specializing in helping governments,
businesses, and communities prepare for, respond to, and recover from disasters and disruptions.
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Table 4: Centralized Grant Management System — Key Features and Benefits

Feature Benefit

Centralized software system Houses all federal award documentation and
provides easy access for state employees

Uniform reporting on federal grant awards and Enhances transparency and efficiency

sub-recipient activities

Simplified application forms and standardized Reduces burden for applicants and sub-

submission systems recipients, saving administrative time

Integration of GMS with FMS (Financial Enables seamless transfer of award and financial

Management System) data; improves tracking and payment processes

Source: Author’s Analysis of Witt O’Brien’s Case Study

Takeaway 4: Collaboration Across SLPRs and Sub-Recipients Enhances Knowledge
Sharing and Prevents Overlapping

Effective interagency collaboration is essential for the efficient use of federal funds during
both crises and routine governance. ® The COVID-19 pandemic highlighted this necessity,
demonstrating how coordinated, multi-stakeholder responses across state and local agencies
can significantly impact swiftly addressing public needs. % For example, during an interview
for this research, the Colorado Governor’s OFFSI Initiatives discussed how they addressed
the funding influx by assigning “recovery officers” to several state agencies. These officers
were key in monitoring fund use, understanding federal guidelines, and uncovering agency
funding opportunities.® For instance, the officers helped agencies discover funding
opportunities that could easily be missed. The interview highlighted cases where chances
could emerge between two departments, necessitating strategic collaboration to decide which
agency would pursue a grant. This approach ensured that potential federal funding was not
missed due to departmental boundaries.

The interview also noted that this model of embedded officers evolved beyond emergency
response. Now known as “strategy officers,” they support interdepartmental grant
applications, provide technical expertise, and facilitate knowledge sharing through tools such
as shared policy templates and cross-agency briefings. This approach allowed SLPRs to learn
from each other’s experiences and avoid duplicating efforts.

In another interview, the Massachusetts FFIO mentioned that their advisory committee,
consisting of heads of state agencies, meets biweekly. This regular meeting helps coordinate
efforts, identify grant opportunities, and prevent overlapping applications. This approach not
only enhances cooperation among SLPRs but also optimizes the use of federal resources.

Consequently, the Colorado and Massachusetts FFIO model demonstrates how sustained
interagency coordination strengthens emergency responsiveness and long-term grant strategy.
It offers a practical framework for states like North Carolina aiming to institutionalize
collaborative structures for federal fund management.

Takeaway 5: An Independent Funding Model Ensures Permanence and Expansion of a
Federal Grant Management Office

Sustainable funding is crucial for the office's continued operations, permanence, and
expansion. According to an Interview with the Rhode Island GMO, the Rhode Island General
Assembly established the Grant Management Administration Fund through legislative action.
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This fund was created under Title 35, Chapter 1.1, Section 5(c)!! of the Rhode Island General
Laws, detailing the state controller's responsibilities in managing federal grant applications
and associated administrative duties.

The interview highlighted that this legislative action guarantees that Rhode Island functions
with a dedicated funding source, fostering long-term stability and efficiency in federal grant
administration. By establishing a self-sustaining mechanism, the state lessens its dependence
on general fund appropriations, thus shielding the GMO from the uncertainties of variable
state funding budgets.

Takeaway 6: Flexibility and Adaptability Enable a Federal Grant Fund Office to Adjust
and Respond to An Emergency Swiftly

In the interview for this research, the OGP highlighted how crucial flexibility and
adaptability are in managing federal grant programs, particularly during funding surges
caused by crises like the COVID-19 pandemic. As per the interview discussion, flexibility
refers to an office's ability to alter internal processes swiftly, reassign personnel, and
implement temporary measures to handle new or increased funding sources effectively.
Conversely, adaptability involves establishing systems and staffing configurations that
efficiently respond to changes without disrupting operations.

During COVID-19, the influx of new and rapidly evolving federal grants, often with complex
and shifting compliance requirements, posed significant operational challenges.”® According
to the OGP, some grant fund offices, including their own, struggled due to the absence of an
apparent contingency or backup plan, meaning they lacked predefined strategies, surge
staffing mechanisms, or technology infrastructure to handle the unexpected workload. In
some cases, this led to delays in processing funds, failure to meet federal reporting deadlines,
inefficient fund distribution, and ultimately, returning unspent funds to the federal
government—a missed opportunity for community support.

The interview noted that in response to the increased funding due to the COVID-19
pandemic, the OGP displayed impressive adaptability by swiftly setting up a centralized
grants management function. They established the office in 2020, first utilizing internal staff
before bringing on more employees once ARPA funding became accessible. The team
implemented creative Strategies such as developing a grants portal, implementing data
analytics for monitoring, and providing extensive technical assistance to state agencies
navigating new funding sources, which were key components of the office's flexibility in
managing the increased workload. Staff members were cross-trained and willing to pivot
between various grant management responsibilities, with leadership prepared to engage in
hands-on work when necessary.

Takeaway 7: Centralized Reporting and Assessment of Federal Grant Funds Enhance
Accountability and Transparency

The IGM approach to federal grant management underscores the importance of centralized
reporting and thorough assessment to enhance accountability and transparency. According to

1" According to Title 35-1.1-5(c) of the R.I. General Laws, the Grant Management Administration Fund is
utilized to centralize services related to managing federal grant applications. It provides administrative
assistance to agencies regarding reporting requirements, offers technical support, approves agreements for
federal assistance under § 35-1-1, and may encompass costs associated with the development, implementation,
and ongoing operation of a grants management information technology system.
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the interview conducted for this research, the IGM stated that the office is required by
Indiana Code § 4-3-24-7 to maintain an information system and generate annual reports
detailing the state's federal funding.”' The office highlighted that statutory reporting
requirements are essential to its transparency strategy. The state requires a yearly report
outlining total federal funding received, acting as a public accountability tool.

The office uses the eCivis grants management system to ensure transparency and
accountability. The office acknowledged that before adopting this technology, it faced
challenges with limited visibility into grant activities, depending mainly on agencies for self-
reported information. The eCivis system changed this situation by offering direct access to
comprehensive grant data, allowing real-time tracking of grant opportunities, applications,
and expenditures.

The office further mentioned that financial integration and oversight represent key
accountability measures. By integrating the eCivis system with PeopleSoft, the state's
financial management platform, the office can cross-reference financial and grant data,
ensuring accurate and comprehensive tracking. The office conducts rigorous cost-benefit
analyses before approving grants, evaluating potential long-term costs and consequences.
This process allows them to deny or withdraw grant applications that may not align with the
state's best interests.

The IGM also conducts quarterly meetings with state agencies, tracks performance, and
ensures compliance with established guidelines. This proactive approach allows for
continuous improvement and helps identify potential issues before they become significant
problems. The office emphasized that these mechanisms, particularly the eCivis system, have
dramatically improved the state's ability to manage grants with greater transparency,
efficiency, and accountability than previous manual processes.

Recommendations for North Carolina

Based on insights from interviews and key success takeaways from a comparative study of
centralized federal grant management offices across seven states, along with the challenges
identified in North Carolina’s current decentralized system, this report presents the following
policy recommendations for establishing a Centralized Federal Grants Management Division
(CFGMD) and maintaining it within the North Carolina Office OSBM:

Governance Structure and Leadership

e The CFGMD should be established within the North Carolina OSBM with a well-
defined framework and designated roles. The CFGMD enhances coordination and
communication among relevant agencies while ensuring accountability through
clearly defined roles and decision-making processes.

e The CFGMD should be composed of a diverse, multidisciplinary team to effectively
handle the increasing amount and complexity of federal funding. Lessons learned
from seven states with different staffing setups indicated that insufficient staffing was
a common obstacle; thus, North Carolina’s CFGMD should focus on a comprehensive
team structure with clearly specified responsibilities to promote operational capability
and collaborative effectiveness (see Table 5 for the key roles and responsibilities).
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Table 5: Centralized Grants Management Office — Organizational Structure

Division

Leadership

Grant
Administration
and Technical
Assistance Division

Emergency &
Contingency
Planning

Compliance &
Oversight

Financial
Management

Role
Director of Grants
Management

Deputy Director of
Grants Compliance
and Operations

Political/Executive
Leadership
Representative
Senior Grants
Manager

Capacity Building &
Training Specialists
Grant Monitoring
Specialists

Grants Analysts
Grant Writers
Emergency Grants
Coordinators
Federal Relief Fund
Strategist
Compliance Officers
Audit and Risk
Manager

Reporting Analysts

Finance Director

Accountants & Fund
Managers

Key Responsibilities
Provides strategic leadership for the
CGMO and ensures adherence to federal
and state grant regulations; oversees
coordination among divisions and reports
to OSBM leadership; develops
grant-related policies, oversees fund
distribution, and ensures accountability.
Assists the Director with overseeing all
CGMO functions and operational
effectiveness; supervises division leaders
and ensures compliance with financial and
regulatory standards; coordinates with
federal and state partners to align practices
with national best standards.
Provides executive oversight and ensures
CGMO policies align with statewide
governance priorities.
Oversees grant lifecycle processes and
program operations.

Provides training to agencies, nonprofits,
and local governments.

Conducts post-award monitoring,
compliance reviews, and performance
assessments.

Reviews applications, verifies eligibility,
and tracks grant performance.

Supports proposal development and assists
applicants in preparing strong submissions.
Manages urgent-response funds for
disasters and emergencies.

Ensures compliance and strategy alignment
for emergency-related funding (e.g.,
ARPA, FEMA).

Monitors adherence to grant laws and
mitigates risk of non-compliance.

Conducts internal financial audits and
develops risk-management strategies.
Prepares all required federal and state grant
reports and oversees submission timeliness.
Oversees grant-fund flow, budgeting, and
coordination with state accounting systems.
Manages receiving, tracking, allocation,
and disbursement of grant funds.
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Reconciliation Ensures fiscal accuracy and addresses any

Specialists inconsistencies between program and
financial records.
Grant Systems Manages digital grant platforms, ensures
Technology & Administrator system interoperability, and leads IT
Data Management support.
Data Analysts & Analyzes grant data, ensures public-facing
Transparency Officers reporting, and promotes accountability.
State Agency Provides strategic guidance on statewide
. Representatives funding priorities.
Adyvisory . o\
. Local Government &  Advises on challenges and opportunities
Committee .
Nonprofit from the community and grantee
Representatives perspective.

Source: Author’s Analysis

Capacity Building and Technical Assistance

e The CFGMD should enhance capacity-building efforts, allowing the technical
assistance team to create accessible grant management tools, templates, and
guidebooks for applicants, available during training sessions and on their website. In
addition to that, the office should build the capacity of the SLPRs and sub-recipients
by offering courses, training sessions, workshops, office hours, and webinars. This
resource would allow grant applicants to ask questions or seek guidance during the
grant cycle process.

Streamlined Grant Management System with Transparency and Accountability

e The CFGMD should create a GMS to integrate federal grants management processes,
oversee the entire grant lifecycle, and improve coordination across SLPRs and
subrecipients.

e In addition to the grant lifecycle, this system must integrate with the state's financial
reporting system and offer transparency regarding grant opportunities, applications,
awards, and compliance statuses. It should feature dashboards (refer to Appendix B
for an example of a federal grants dashboard from NCPRO'?), templates, and forms to
lessen administrative burdens and ensure a user-friendly experience. Access should be
granted to SLPRSs and subrecipients, enabling real-time data entry and automated
reporting whenever feasible. To facilitate successful implementation, the CFGMD
should provide training, comprehensive system documentation, and a help desk for
technical assistance, as evidenced by best practices from states like Indiana and
Rhode Island.

e The CFGMD should also conduct internal audits or initiate risk-based monitoring
reviews to proactively identify and address potential issues. It should also prepare and
publish an annual report outlining all federal funds received, allocated, and spent,
thereby improving transparency and public accountability.

Inter-agency Collaboration and Communication

CFGMD should promote consistent communication and collaboration among SLPRs and
sub-recipients, helping to avoid duplication and fragmentation by:

12 North Carolina Pandemic Recovery Office
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Creating a “Grants Forum” like Ohio’s Office Enterprise Grants Forum, allowing
grant managers from various state agencies to exchange knowledge, address
challenges, and synchronize their strategies.

Designating specific liaison officers as “agency coordinators” in key state
departments to facilitate vertical coordination among agencies and the CFGMD.
Supporting collaborative submissions for competitive federal opportunities that
engage several SLPRs and subrecipients.

Developing standardized operating procedures and tools that ensure consistency
across the grant lifecycle.

The CFGMD should also promote shared learning across departments, SLPRs, and
subrecipients to identify overlapping grant opportunities and collectively pursue them with
support from CFGMD staff.

Sustainable Funding

The CFGMD should explore the funding model used by Rhode Island’s GMO, which
includes establishing a specific grants management administration fund via legislative
action. This fund should be set up separately to ensure the office's permanence and
efficiency. The Rhode Island GMO funding model provides a solid foundation for
long-term sustainability by ensuring that grant management is independent of
uncertain state budget allocations.

Flexibility and having a contingency plan for emergencies

To respond and recover from significant emergencies, such as the COVID-19
pandemic, the CFGMD must develop strategies and create backup plans to manage
the influx of funds during the crisis.

Strategies formulated at the state level before an emergency can offer a clear vision
and assist in executing a prompt response.’> Additionally, these strategies shape
federal departments' and agencies' emergency response plans, directing their response
efforts. (See Appendix C, which showcases effective emergency strategies)
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Appendices:

Appendix A: Grants Search Through eCivis

Agency eCivis users can create search agents after executing a search in the Search
For Grants page on eCivis. This function will allow saved searches to be executed
anytime and the option to set up automatic email alerts whenever there are updated

results. For assistance completing a grant search, refer to Step 1. Searching for a Grant.

1) Once the Agency eCivis user has executed a search on the Search Results page
they may click the Run Icon < in the Search Agent section.

See tudp papup for advanced search symss. i Run a= saising sesch sgeet. &)

Show all grasts 1agged wih Se keyword COVID 1S

Categones Hesuitz 1-28of 374 (0,623 seconds) * 1234587 1415
Geant Type and Actual
qw‘ B Soore - “ ot Titke Agarcy Fuads Rue Date
10080 USIT6X2  Cownaviess Captyl ‘:;}:;l:“u'd CLPF) for US Trewsury $100000000 V01472022 B
Ofter Critesia # TRl Sosemments xR

WA USISAD)  Cosonadoes | COVID. 19 Paodenmic. Pubiic USDHS Unepecied  07/DY/2022 3 B
Assmiaros Simotied Apcteation - FY 2022

BOGE  HETIST  Bismars Prmnesne Snrmons s ot Benerrs e € e 190 A

2) The Create Search Agent pop-up window will appear enter a Name* and select the
Send Search Agent Alert Email checkbox to receive automatic alerts whenever the

results are updated. Then click the Save > button “*? to proceed.

Create Search Agent

A search agent will be created with the current search criteria

Name* Coronavirus Search Agent

Send Search Agent Alert Email

I
| save ) Cancel )
|

3) The newly created Search Agent will now appear in the Search Agent dropdown
menu to utilize in the future by clicking the Run Icon .

Search Agent My Search Agents »

Run an existing search agent. &2

Coronavirus Search Agent el |8y g

Existing Search Agents
_ Coronavirus Search Agent

Source: Indiana State Budget Agency - Grants Management Website



a. Agency eCivis users can easily navigate to saved search agents in the future by
Research

clicking on the Research Find Grants button BEESSSEEE e Civis Homepage.
Then the Search Agent section will appear with a dropdown menu of existing
search agents.

Semich by Keywesd

Show all grants tagged with Se heyword COVID 19 Eipartisan rirastuciare Law Search Ageat |
Coronmveus Sesch Agent |}

AND / OR

Addtonal Search Critena

Find Geants Now! )

4) If the Agency eCivis user would like to update the email preferences of the Search
Agent Alert emails, click My Preferences under the Administration tab.

COVID-19 Grant Management Research Reports Administration

Tracking & Reporting Insight

Manage =gl

ation Libeary

Funding So

ount Manager

ap N

a. In the Email Preferences section update the Search Agent Email preference to
Daily or Weekly. Then click the Save Preferences> button
My Preferences

Take full advantage of Grants Network by setting your preferences below.

Save Prefeences )

Grant Listings per Page 25 v

Email Preferences

New Grants / Updates Email () None ) Daily @ Weekly
Saved Grants Email D None ) Daily @ Weekly
[Search Agent Email: @® Daily &) ‘.‘.‘eemd

Tasks Email; None ® Dally ) Weekly

Routed Grant Updates Email @ Yes () No



Appendix B: Federal Grants Dashboard

State Fiscal Recovery Funds Tracker

Filter by Agency: M
(A1) v

f &

Projects Total Budget Total Disbursements Total Expenditures
215 $5,439,309,692 $3492979.214 $3.479,581,996 Percent Expended

Project Name Disbursement Expenditure

Administrative Officeofthe  Court Overtime Expenses 43,936,330 $3,936,330 $3,936,330 $0

Courts
Human Trafficking Grants- Human Trafficking Commissic $8,800,000 $8,800,000 $6,357,582 $2,042,418
Mobile Wi-Fi Hotspot Equipment 4300,000 $300,000 $300,000 $0
Personal Protective Equipment-Courts $200,000 $200,000 $200,000 $0
Temporary Courthouse Resources 42,397,510 $2,397,510 $2,397,510 $0
Victims of Domestic Violence & Sexual Assault $14,035,320 $14,035,320 $11,711,092 $2,324,228
Video Conferencing for Courtroom Proceedings $4,755,600 $4,755,600 4,755,600 $0

Community College System  Apprenticeship Program Expansion $12,000,000 46,152,610 $5,448,562 $6,551,438
Cape Fear Botanical Gardens $321,000 $321,000 $285,977 $35,023
Community College Rural Broadband $15,000,000 15,000,000 $12,798,806 $2,201,194
Community College Stabilization $79,983 422 $79,983,422 $79,636,464 $346,958
Construction Training & Apprenticeship Program §1,000,000 $458,142 $477,097 $522,903
Longleaf Commitment Student Support Services 46,000,000 55,816,422 $5,439,886 §560,114

Department of Administration Cornerstone contract $562,500 $562,500 $562,500 $0
Division of Nonpublic Education - Data Improvement ~ $750,000 $750,000 $665,779 $84,221
Section 8 Housing Seftware Upgrade $200,750 $0 s0 $200,750

Source: NCPRO



Appendix C: Effective Emergency Strategies

Planning in advance

Collaborating with
response partners

Providing clear and
timely communications

Managing program
integrity risks

Collecting and
sharing data

Leveraging existing
infrastructure

Implementing
program flexibilities

Developing response plans before public health emergencies occur can provide vision for the federal

response and is critical to the nation's preparedness and ability to implement a timely response.

Agencies can further enhance their plans by

» clearly defining their roles and responsibilities and those of their response partners in response
plans, and exercising these plans prior to emergencies;

+ understanding their capabilities and limitations and those of their response partners, and reflecting
these capabilities and limitations in response plans; and

+ bullding their capacity and collecting lessons to inform and update plans.

Collaborating with federal and nonfederal partners before and during public health emergencies can
help federal agencies efficiently implement response aclivities and maintain their operations.

Providing clear and timely communications to the public, including applicants and recipients of relief
funds, during public health emergencies can help federal agencies effectively administer relief funds,
vaccines, and other critical resources.

Establishing controls and processes to mitigate and address financial risks can help federal agencies
reduce the likelihood of improper payments and fraud when they must disburse relief funds quickly
during public health emergencies.

Collecting and sharing data can help federal agencies effectively manage and evaluate response
activities, and make any midcourse adjustments, as needed; farget and administer relief programs;
and enhance the early detection of public health emergencies.

Leveraging the existing infrastructure—including programs, partnerships, and systems—can
help federal agencies implement timely activities in response to public health emergencies and
efficiently manage them.

Implementing program flexibilities can help federal agencies deliver services, maintain operations,
and pramote the safety of workers and the public during public health emergencles,

Source: GAD (text); Kinder/stock adobe com (icons). | GAO-24-107175
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