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Proposed Action: Briefing 

Summary 
The Recreation and Conservation Office (RCO) hired Berk and Associates to examine 
the reasons for the occasional un-timeliness in completing grant projects as scheduled. 
When deadlines are missed, planned payouts do not occur and the agency must 
request that the Legislature re-appropriate the funds.  
 

Staff Recommendation 
The Director has established four internal work teams to analyze the 36 
recommendations provided by Berk and Associates. 
 

Background 
As reported at the January 2008 meeting of the Recreation and Conservation Funding 
Board (Board), the RCO asked Berk and Associates (Berk) to assess the re-
appropriation issue from two perspectives: internal policies and processes and 
grantees’ processes and realities. RCO also asked Berk to provide a workload analysis 
to help identify appropriate project workload size.   
 

Analysis 
RCO received the final report from Berk & Associates February 15, 2008. Findings 
included: 
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• RCO’s rate of re-appropriations is relatively high.  
o Adjusting for new programs, the RCO’s re-appropriation rate has 

remained relatively constant at 53%. Berk recognized that many re-
appropriations occur because projects take longer than four years to 
complete. Berk also found that 35% of the grants are to state agencies 
that also are struggling with project performance and re-appropriation 
levels. 

• Project delay is systemic across program, project, and sponsor type.  
o The Washington Wildlife and Recreation Program (WWRP) has the 

largest total number of late projects and Salmon Recovery Funding Board 
projects experience the greatest length of delay.  

o Three state agencies (Washington State Parks and Recreation 
Commission, Department of Natural Resources, and Washington 
Department of Fish and Wildlife) account for 47% of project delays.  

o Forty-nine percent of all acquisition projects experience delays. 

• Project delay is caused by many internal and external factors.  
o The report cites RCO workload as the most significant internal factor.  
o Many external factors are outside of RCO’s control. 
o The report recommends that RCO could address external factors and 

reduce re-appropriation by (1) ensuring appropriate scope and project 
readiness, and (2) proactively managing grants. 

• Grant managers’ workload influences project delivery and delay.  
o Grant managers have duties that are not “grant management” activities. 

These duties include assisting sponsors with application materials, hosting 
applicant workshops, and preparing materials and reports for board 
meetings.  

o The increased number of projects assigned to each grant manager and 
the increased complexity of their workload has made this degree of multi-
tasking more difficult over time. 

• Lack of standardization in internal processes and policies also contributes 
to delays.  

o The RCO has been flexible in how grant managers handle projects and 
approach their workload. Berk recommends concrete and universal 
protocols in business practices (having an “RCO way of doing business”). 

• There are no formal reporting and information systems in place.  
o The report finds that the absence of standard reports for grant managers 

and for executive management affects their ability to manage projects and 
operations. 

• RCO response to project delay helps perpetuate the cycle.  
o Project sponsors consider RCO to be one of the best grant-making 

agencies, in part because of the strong relationships that they develop with 
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individual grant managers. This, coupled with the lack of consequences for 
missing deadlines and milestones, contributes to re-appropriations. 

• Other grant agencies are experiencing similar project delay issues.  
o RCO is not alone in untimely project completion.  
o The report reviewed other model grant-making organizations and 

identified three best practices:  (1) emphasis on pre-planning and design 
through program policy; (2) electronic information systems that not only 
help with managing projects, but also standardize processes; and (3) an 
optimum grant manager portfolio that averages 65 projects.  

 
The Berk report provided the agency with 36 specific recommendations to resolve these 
findings.  
 

Next Steps 
The director has established four internal work teams to analyze the 36 
recommendations provided by Berk and Associates. These work teams are focused on: 

• Organizational Structure 
• Business Practices and PRISM 
• Policy Recommendations (both operational policy and board approved policy) 
• Grant Services Retreat Follow-Up 

 
The director assigned each recommendation to at least one of the teams. Each work 
team will provide the director with an analysis of the Berk recommendation and 
implementation suggestions. When two (or more) work teams are reviewing the same 
recommendations, the team leads will coordinate the response. 
 
The RCO will regularly update the Board of agency progress toward reducing re-
appropriations. 
 

Attachments 
A. Executive Summary to Final Report: Recreation and Conservation Office, Project 

Delivery and Grant Manager Workload Study, February 15, 2008 
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Kaleen has established Four Work Teams to analyze recommendations provided by Berk and Associates.  These 
work teams are: 
 

• Organizational Structure 
• Business Practices and PRISM 
• Policy Recommendations 
• Grant Services Retreat Follow-Up 

 
The Berk recommendations have been initially reviewed and “assigned” to at least one work team.  Each work 
team will provide the Director an analysis of the Berk recommendation and then a work team recommendation on 
what should actually occur.  When two (or more) work teams are reviewing the same recommendations, the team 
leads will coordinate responses.  In some cases, one of the work teams may need to take the lead and then pass 
its recommendations on to the other team. 
 
Some recommendations do not need to be addressed by the work teams.  In particular, the recommendations to 
increase communication both internally and externally are already either underway or being planned.  
Recommendations 17and 18 to increase communications internally are already implemented.  Kaleen is taking 
the lead on Recommendations 19 and 20 (communication with project sponsors and with OFM).  The actions 
taken will be evaluated in six to nine months to make sure they are working effectively. 
 
Recommendations Berk indicated as “high impact” are bolded. 
 
 
 



 
 

Work  
Team 

Team  
Members 

Recommendations Covered 

Organizational Structure Rachael, Mark, Marc, 
Darrell, Kammie, Tara, 
Brian, Marguerite, Patty 
Dickason, Rebecca 

1:   Creation of Grants Support Division and Five New Staff Positions 
3:   Matching Geographic Boundaries 
11: Assigning Grant Manager Workload and Program 
Specialization 
12: Creation of an Additional Senior Operations Grant Manager Position  
13: Access to Technical Review and Information  
14: Increase Lead Entity Involvement 
16:Determining Project Threshold 
 

Business Practices and 
PRISM 

Rachael, Mark, Robbie, 
Sarah, Patty Dickason, 
Jason, Tara, Susan, 
Scott 

2:   Develop agency-wide policies (and practices) 
4:   Operational Manual 
5:   Notification for Meeting Milestones 
6:   Baseline Milestone and Schedule Estimates 
8:   Project Status Reports for Grant Managers 
9:   Executive Management Reports 
10:  Project Status Reports for Sponsors 
13: Access to Technical Review and Information (if necessary) 
14: Increase Lead Entity Involvement (if necessary) 
21: PRISM Task Force 
22: Automated Requests and Notices 
23: Standardized Reports 
24: Dashboard system 
25: Application Information 
26: Total Cost Information 
27: Applicant History Information 

Policy Recommendations Jim F, Leslie, Myra, Jim 
E, Greg, Susan, Jason 

2: Develop agency-wide policies (and practices) 
4:  Operational Manual  



Work  
Team 

Team  
Members 

Recommendations Covered 

14. Increase Lead Entity Involvement (if necessary) 
15: Multiple Funding Dates 
29: Agency Response to Project Delay 
30: Factoring in Applicant History 
31: Readiness to Proceed 
32: Authorizing Amendments 
33: Terminating Projects 
34: Planning and Design Grants 
35: Encourage Project Phasing 
36: Align Phasing with Biennial Funding Cycles 
 

Grant Services Retreat 
Follow-Up 

Rachael, Brian, 
Marguerite, Mark (with 
others as identified by 
topic) 

4:  Operational Manual 
7:  Grant Manager Orientation and Training 
28:  Output Measures 
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