Negotiating a CARE Cooperative Agreement Work Plan
(Please note – Each Region may handle this work a bit differently.  Check with your CARE Regional Coordinator on your Region’s specific protocol re: this process.  This non-comprehensive document can serve as a guide.) 

Prepping

1. Read the RFP

2. Read your project's proposal.

· Highlight areas for discussion – questions, concerns, what a methodology  or process will be for an action

3. Read the Proposal’s Budget
· Understand what EPA is paying for

· Understand how much has been allotted for each action item
4. Create a log of your notes while reviewing those materials.  Keep in mind these questions:

· How will the grantee get thru the (CARE Roadmap and/or PACE-EH, etc.) What will their process steps be – write them out so that the Grantee and the Project Officer(PO) understands what work will be completed in each quarter (for L1 or L2).
· What are some of the end results for CARE L1 or L2 projects (e.g. a prioritized list of the community’s environmental concerns (L1) & for L2 – Implementing toxic reductions -- anything else?  Explain in the workplan how they will  get there?)

· How will they complete each task?

· Who will be completing each task?

· When will they be completing each task?
· Who is not involved in the project, but needs to be? 
· Has the grantee discussed with pertinent State agencies the details of their grant? Have they invited any State agencies to help them with any portion of the grant?  If not, the PO should recommend that they do.  The grantee should at least notifiy the State agencies, local elected officials and community leaders what they are implementing.

· Do you know people or organizations in that community that have the expertise to help with this project? Work with your grantee to connect them to each other.
· A quick Two-Question Test to determine involvement:  
· Is the entity a part of the problem? OR, Are they a part of the solution? If the answer to either/both question(s) is ‘YES’, then they need to be involved in your community group/project.

· What role will the EPA have in the grant?  Spell this out.  Scope out and understand approximately how much time both of you will talk during the week, month, quarter.

· How many site visits are possible in consideration of your CARE travel budget?  Make sure to involve your supervisor and your CARE Regional Coordinator regarding these travel discussions, so you understand what your budget is and that you are given the approval from your supervisor to devote yourself to this work.
5. Understand that once the workplan is completed and "awarded" (the work and the funds are a legally binding commitment).  
· The work items they have committed to do are "in stone." (e.g. working with the media, travel, outreach to community leaders, passing out radon kits, working with schools)    
· How they get the work items completed can change, as long as the budget can accommodate the change.
· Is the budget clear? Highlight what is not clear and discuss.  
· Do you know what your CARE funding dollars are paying for? 

· Make sure that your grantee understands how a federal grant works (e.g. what they are committing to do).
· Ask yourself, if you were paying for this out of your pocket, would you buy it? Is it a reasonable expense?

· Would the quality and cost of the work pass the "front page article on the Washington Post" test?

These are the types of questions that you need to discuss so that the grantee and you know what is expected of them and what they can expect from you, the PO and the Agency.

6. It is a good idea to circulate your grantee’s workplan around (BEFORE YOU SIT DOWN WITH THE GRANTEE TO NEGOTIATE).  Send it to your RC, other project officers, grants specialist, other technical program experts (i.e. recycling coordinator, indoor air, asthma, children’s health, and toxicologists) to get their ideas/input/specific details/advice re: how to develop the best tailored outputs and outcomes for the CARE workplan. 

Terms and Conditions

7. As a part of the IGMS grant software program, each cooperative agreement needs a "Terms & Conditions" document.  

· See the recommended DRAFT T&Cs document prepared for the CARE program.  These will be posted on the ESC.

· What are your Region's Terms and Conditions for your grants?  Some Regions are pre-set.  

· If your Region does not have a known set, what will your CARE cooperative agreement's Terms & Conditions be?

· Go through the grant’s Terms and Conditions point by point with your Grantee.  
· Ensure that they understand what these mean and what actions must be done based on the commitment to the Terms and Conditions (T&C).  
· These T&Cs will be used throughout your grant period to ensure what appropriate protocols are for the PO and the grantee.
Ensuring Community Involvement

8. Is it clear how the community at large & all state and local partners will be engaged into the project?  If not, gain clarity during the negotiation of how this will be organized and delivered.

Ensure Sustainability Efforts

9. How is the grantee building capacity within the community?  Detail how this will be accomplished throughout the 2 years (focusing on this will enhance sustainability).

Quality Assurance Plan

10. Does your work plan need a Quality Assurance Project Plan (QAPP)?  If yes, the following are some guiding steps you must know before pursuing a QAPP:

· A QAPP can be approved after the award but prior to work being started; 
· A QAPP must be approved before the grantee begins working on collecting data or doing work that would require a QAPP.
· Find out who your QAPP staffer is; Discuss your proposal with them as soon as possible.
· Check out other CARE QAPPs on the CARE Environmental Science Connector website page.  Example QAPPs are located under the Communities and Project Officer folders
Awarding your CARE Cooperative Agreement Grant
11. As part of the final award document you will need to:

· Begin with your Grants office and the IGMS system -- this is the electronic warehouse that houses all of our grants' paperwork.  
· You will need to attach your 
a. Region's Terms and Conditions
b. The CARE RfP from the following website: www.epa.gov/care
c. The current year’s Decision Memo and AA certification memo.  It  will be sent to each of you from your RC or from Marva King.  Attach these two documents within your grant “Funding Recommendation.”
Managing the CARE Cooperative Agreement

12. Once the award is final, it will be the Project Officer's job to manage the project as awarded --- that means: 
· Keep your CARE Regional Coordinator updated re: the project’s progress.

· Keep up with receiving/reviewing/posting the quarterly reports being submitted by the grantee.
· Conducting a Baseline Monitoring review and attaching it to the IGMS project’s database.
· Check in with your grantee, and make sure that the budget is being used according to their committed to workplan.  
· Checking the Financial Data Warehouse to determine that their use of funds is appropriate throughout the course of the two year project.
· Make sure that their workplan and Terms and Conditions are clearly understood.
Changes to the Workplan

13. Understand that if there is a need to change/amend the committed to award/workplan, this can be done.  
· However, any agreed to amendment cannot change the "spirit" of the original plan  
· How the grantee completes a task is not of concern (e.g. an outreach event is held at a “Riverfest” vs. a shopping mall), compared to refusing to do portions of your grant that were agreed to should be a concern for the Project Officer (e.g. committing funding for advertisements for public events and then refusing to do so.)
· Ensure there is clarity about the negotiation process ---There may be a need to further negotiate aspects of the awarded plan.    Communicate with your Grantee what that will entail.

· Discuss with your grantee how grant amendments to the plan can be made and how to make them.

· Discuss with your grantee how to ask for an “extension” for the grant, if needed.

Formal Amendments need to occur, if: 
· There is any change over 10% from any of the agreed-upon category items or if 10% of the overall cost of the project's budget is moved or changed somehow (e.g. the advertisement funds approved originally are now "not available" for use.)
· Note:  Just because they want to change/amend the project plan does not necessarily mean that they can.  It must start as a “request” and the Project Officer must decide if it is an appropriate request/amendment based on the original agreement.  Work with your Grant Specialist on any amendment.
· Any formal amendment will first be negotiated with the Project Officer and the Grantee and the Grant Specialist and Grants Manager will give any final approval.

Make New Friends
12. New ‘Friends’ you will want to make:  
· Your Grants Management Specialist
· Your IGMS staffer is invaluable in helping you maneuver through the IGMS "sea", and your Grants Manager will help you determine what your PO responsibilities are and how you can best manage your project based on the Grant CFR regulations.  
· Your RC, other CARE Project Officers, HQ CARE staff and your Region’s technical experts - all will be able to assist you regarding the CARE programmatic questions you might have. 
