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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

1.0 EXECUTIVE SUMMARY
Background

This audit was undcrtaken at the request of scnior management. Hallux Consulting Ine. vas
contracted to undertake the work on behalf of the Audit and Evaluation Branch (AEB) with most
of the ficldwork conducted between March and May 2000.

The objectives of the audit were *o detcrmine:

o if managernent has rcasonable assurancc that programs arc well managed and arc being
implemented in a timely manner;

e if proper financial planning contiols cxist for the management of the programs; and

¢ if management has the necessary tools to cnsurc that Programs being delivered by third partics
(in particular with Alternative Service Delivery (ASD) arrangements) are implemented
cffectively.

The audit focused on four programs (Community Access Program, Learnware, NetCorps and
VoINct) within the Information Highways Applications Branch (IHAB). Thesc four programs
utilize grants and contributions cxtensively as part of program dclivery. They deal with relatively
small amounts dirccted to non-profit, community and cducation groups that in turn leverage
additional funds and provide public scrvices esscntial to the national and intcrnational suceess of
IHAB programs. Considcration was _Iso given to the contracting practices within the Branch
during the period 1995-2000.

Key Findings

IHAB’s contribution programs dcmenstratc many of the attributes of a well-managed program as
identificd by Industry Canada’s Practices for Grants and Contributions' and the Officc of the
Auditor General’. Staff arc enthusiastic about their work and arc working actively with program
participants to find solutions and to make nccessary adjustments to the program.

Nevertheless, comptroliership gaps were identified during the audit that offer opportunities to
improvc ovcrall program management:

s Funds claimed by recipients in advance of need and based on budget
A total of $1.3M of $36M paid during 1998-1999 and 1999-2000 was paid according to the
budget rather than actual activity levels,

o Funds were not always consistently administered in accordunce with terms and conditiony
set for contribution programs. CAP and VoINct programs arc currcntly being administered
more in linc with a grants program.

o [Inadequate adherence to requirements stipulated in government policy:

" As secout in Grants and Contributoons ai industy Canada Management Pracin es. March 2000,

© As detined in A Risk Asseasment Framework for Grane and Contribution Programs, Discussion Draft, March 7,
2000 prepared by the Office of the Auditor genceral in collaboration with Industry Canada.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

While there is no evidence of fraud or personal benefit associated with existing practices, there
were several cxamples of variance from Treasury Board policy noted during the audit.
Specifically:

o In terms of the application of contracting requirements, contracts examined did not
always identify clear deliverables and there were cascs identified that could casily
infer an employce-cmployer relationship;

¢ With respect to the management of financial requirements, staff in CAP and
VolINet focused more on whether claimed costs were within budget, rather than on
whether they met the definition of eligible cost.

o In terms of the allocation of expenditures to a fiscal year, auditors found cxamples
of advance payments in onc fiscal ycar which related to program activity in a
subsequent fiscal year (VolNet, CAP)

o When working with Alternative Service Delivery (ASD) partners, payment and monitoring
activities were inconsistent with government policy. Several instances were identified where
payments were made for costs not clearly defined as cligible, and where insufficient
consideration was given to the extent to which program targets were met.

Several key factors contributed to these practices. Within IHAB there is a strong focus on
achicving published targets without giving adequate attention to Treasury Board and departmental
financial management requirements. As well, staff do not clearly understand all administrative
requircments associated with contribution programs. Finally, insufficient resources were allocated
to IHAB's salary cnvclope, lecading to an cxcessive usc of contractors who are not as
knowledgeable of government financial management policics and practices.

CONCLUSION
Based on the audit work undertaken, we have concluded that:

e IHAB management was so focuscd on the attainment of the established performance targets,
that they gave inadequate attention to their comptrollership responsibilitics;

e While staff worked diligently to implement programs in a timely manner, the cvolving nature
of the program and thc time required to forge the nccessary partnerships with other
organizations resulted in IHAB being unable to implement the program within the cstablished
timeframes and according to departmental standards;

e While proper financial planning controls cxist within Industry Canada for the management of
programs, these were not adequately followed by IHAB,; and

o [HAB did not usc thc necessary range of tools and mechanisms to adequately cnsurc that its
programs, delivered by third partics, were being implemented effectively.

Industry Canada accepts the findings, conclusions and recommendations of the audit report, and
has developed an action plan to reinforce management accountability and practices through
control mcasures, training, monitoring, reporting, and further review and audit scrutiny.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE ITHAB PROGRAM

2.0 INTRODUCTION

In 1997, the Canadian government committed itself to making information and knowledge
infrastructure accessible to all Canadians by year 2000, therecby making Canada the most
connected nation in the world. This commitment has been reitcrated on numerous occasions since
that time including in the October 1999 Speech from the Throne. Industry Canada, through the
Information Highway Applications Branch (IHAB) in particular, has been at the forefront in
Jtriving to ensure that the government achieves objectives set out in the government's
Connectedness Agenda.

Several programs have been launched by IHAB in this regard:

o SchoolNet. Under this program, Industry Canada is working to incrcase the level of and
extent of connectivity within Canadian schools including First Nations schools and libraries.

e Community Access Program (CAP). The primary objective of this program is to create
universal public access to the Internet by establishing public access points in remote, rural and
disadvantaged urban communitics.

e Computers for Schools. Under this program, used computer cquipment is refurbished as
required and is then donated to schools, librarics and not-for-profit organizations.

e Learnware. Key objectives of this program include stimulating the growth and development
of Canada’s new media learning and Internet applications industries, populating Canada’s
Information Highway with high-quality Canadian Learnware and public access applications,
and 1mproving access to the Internet for schools, libraries, community access centres and
voluntcer organizations.

e VolNet. This program is targeted specifically at the voluntary, not-for-profit sector.  The
objective of the program is to provide access to computer equipment, the Internet, new
information technologies, network supports and training.

e NetCorps Internaticnal. Under this program, information technology graduates are sent to
third world nations to assist them in increasing their connectivity.

o Francophone Intranet. This program is to serve Francophone communitics throughout
Canada, especially those outside Québec.

e Canada’s Digital Collections. Through this program, Canadians 15 to 30 ycars of age arc
provided with entreprencurial and technology-based job experience by converting collections
of significant Canadian material into digital form for display on the Internet.

o Information Highway Science & Entrepreneurship Camps. Under this program, funding is
provided to organizations which run camps for young people focused on science, engineering
and technology-related ficlds.

Senior management requested that the Audit and Evaluation Branch (AEB) conduct an audit of

the management of these programs with a particular emphasis on financial management practices.
Hallux Consulting Inc, was contracted to conduct this audit on behalf of the AEB.
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MANAGEMENT AND FINANCIAL AUBIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

3.0 OBJECTIVES OF Ti!E AUDIT
The objectives of this audit were to determine:

e if management has reasonable assurance tha: programs are well managed and are being
implemented in a timely manner;

» if proper financial planning controls exist for the management of the programs; and

o if management has the necessary tools to ensure that Programs being delivered by third partics
(in particular with ASD arrangements), are implemented effectively.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

4.0 SCOPE AND METHODQLOGY

The audit focused on those programs with a significant grants and contributions componcnt to
program funding. Programs included:

e Community Acccss Program;
e Lcarnware;

« NetCorps; and

e VolNet.

The grants and contributions compoacnts of these four programs during the past two fiscal years
(1998-1999 and 1999-2000) was almost 90% of the total $36 million spent by IHAB'. Within
these programs thirty-seven contribution agrcemenis were sclected for review. Site visits were
also made to twenty-five erganizations receiving contribution payments cither directly or through
an Industry Canada scrvice dclivery partner.

The practices used for handling initial program cnquirics, proccssing applications, assessing
projects, arriving at a recommendation for funding, the establishment of a contribution agreement,
the administration of the agreement and the monitoring of projects were cvaluated against both
internal and cxternal criteria. Internal requirements for administering grants and contributions arc
contained in the Program Policics Manual and Program Procedures Manual, as supplemented by
Programs and Scrvices Board decisions which are circulated to Responsibility Centres. These arc
also set out in Grants and Contributions at Industry Canada—Management Practices, March
2000. The practices cmployed by IHAB werce also compared to hosc defined by the Office of the
Auditor General in collaboration with Industry Canada in A Risk Assessment Framework for
Grant and Contribution Programs, Discussion Draft, March 7, 2000.

As part of the audit, a samplc of contracts over the period 1995-2000 for all prograrns within
IHAB including the four listed above, was examined. During this period, 11,836 contracts were
issucd by IHAB with a total valuc of $157,323,823. Using judgmental sanipling techniques, 413
contracts with a valuc of $79,459,186 were sclected for review. The practices used in awarding
and adminictering these contracts were comparcd with the requirements as sct out in Treasury
Board Sccretariat’s Contracting Policy.

The audit also compared the obscrved management control framework within IHAB and its
programs with a framework dcveloped by Robert Anthony, John Dearden and Vijay
Goveindarajan in Management Control Systems (scc Anncx | for a bricf description of the
clements of this management control framcwork).

Most of the ficldwork related to this audit was conducted between March and May 2000.

" See Annex 4 for a breakdown of the contribution expenditures by program for the period 1998-1999 and 1999-
2000. Whiie the actual payments made under the Learnware program during this period were relatvely low, at the
time the audit sample was selected the budget was over S10 million. Much of this was reprofiled to 2000-2001.
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NMANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE lHAB PROGRAM

5.0 FINDINGS

IHAB’s contribution programs demonstrate many of the attributes of a well managed
program as identified by Industry Canada’s Practices for Grants and Contributions and the
Office of the Auditor General. Comptrollership gaps were identified in the areas of program
and financial management.

5.1 Overall Management of Programs

IHAB's practices for managing contribution programs werc compare ' with attributes outlined in
the Department’s Management Practices for Grants and Contribution., and with thosc established
by the Officc of the Auditor General. This comparison (sec Anncx 2 and 3 respectively) shows
that I[HAB has adopted many of the practices identified for well-managed organizations. These
practices include the following:

o An cxplanation of how rccipicnts are expected to benefit from funding is prepared for all
contribution programs and is included in the summary preparcd for Industry Canada’s
Programs and Scrvices Board. The report that socs to the Board must also provide a linkage
of the speeific project to overall program objectives.

e Detailed eligibility critcria have been established for all programs. The actual determination of
cligibility is generally made by third parties on behalf of Industry Canada.

* A widc range of approaches is uscd to advisc potential applicants of thc programs.

e Potential projects arc often rcviewed in batches so that the most suitable projects receive
funding.

e Signed agreements are in place between Industry Canada and rccipients. Agrcements clearly
describe respective responsibilities.

e Programs are rcadjusted vhen results are not consistent with initial expecetations.

e Management reporting is very focused on the achicvement of results (i.c., total money spent
to datc, number of organizations connected, number of young pcople signed up, ctc.).

There arc several arcas, however, where performance is not at the level identified for well-
managed programs. Arcas for improvement are as follows:

e Program officcrs improving confirmation that all funds claimed by program rccipicnts arc used
for eligible purposcs: Approximately S$1.3 million of the $36 million paid in contributions
during thc 1998-99 and 1999-2000 fiscal ycars, had not been used during the reporting period
strictly as originally intended. Payments corresponded with the original budgets rather than
actual activity levels as set out in the contribution agreements.

e The extent to which contribution programs arc managed more like grants programs: In two of
the four programs cxamined (CAP and VolNet), funds to recipicnts were administered in a
manncr morc consistent with a grants program, rather than according to thc agreed to terms
and conditions of the contribution program.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

Although staff are working hard to achieve the established program targets, several factors
have made the attainment of these targets a challenge.

It is clear from uur discussions with program managers that they are very focused on the targets
that have been set for their programs and are doing their best to ensure that they will be achieved
within the established timeframes. Staff are enthusiastie about their work. Audit team members
observed staff actively working with program participants to find solutions to issues thut
incvitably arise with new programs.

When one approach did not work as quickly as hoped, staff adjusted the program delivery
approach so that overall program targets could still be achicved within overall timeframes.  For
example, many programs arc being delivered in conjunction with provineial govemment
depa:tments. In some provinces, however, agreements could not be struck. In these provinces,
for programs such as CAP and Computers for Schools, partnerships for program delivery have
been struck instead with regional or municipal economie developrnent organizations or other third
parties.

Regular reports are provided to senior management within IHAB on the status of program
achievements in comparison to original targets. Targets have typically been established in terms
of the number of eonnections, number of young people placed, cte.

Notwithstanding these efforts, program implementation for programs examined in the eourse of
this audit has not proceeded as quickly as initially anticipated. The first projeets within Leamware
were just starting in the last quarter of the 1999-2000 fiscal year, a year after the program was
first announced. This neeessitated re-profiling most of the funding for the program to the 2000-
2001 fiscal year and beyond. A significant amount of funding for CAP lapsed and/or was re-
profiled over the past two fiscal years duc to difficulties in rcaching agreements with several
provinees. The numbes of connections in place and computers shipped under the VolNet program
is running at approximately 70% of initial targets. The level of aetivity in NetCorps is running
slightly behind schedule. The first half of the 1999-2000 fiscal year was spent putting the
neeessary infrastructure in place within IHAB and its delivery partner, thus dclaying cfforts o
identify young people to act as interns in other countrics.

IHAB management has not adopted scveral clements of the department’s management control
framework beeausc these were seen to be impeding achievement of targeted results within the
originally established timeframes. In comparison to the general model outlined in Annex 1, the
following elements were identified:

o External Environment. In large measure, all of IHAB's contribution programs arc delivered
through partnerships with other organizations, many of which are not-for-profit organizations
or other levels of government.  This is consistent with the government's stated objeetive of
program delivery through partnerships, as well as with the gencral recognition within the
public seetor that various levels of government must work together to address the complex
issues facing Canadians.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHASB PROGRAM

IHAB's ability to control these parties, however, i1s limited.  All partners to the agreement are
committing resources and thus want the ability to influence the overall direction. For some
programs, Industry Canada’s contribution is as low as 20% of the total necessary resources.
In such an environment, all partics must be convinced of the likelihood of overall objectives
being achieved. A considerable amount of time is often required before consensus can be
achicved amongst all the partners. Planning cycles and timelines can also be quite different for
cach of the partners in a particular program. All of these factors can have a significant impact
on the timelines necessary to implement a program.

e Organizational Structure: Over 200 individuals currently work within IHAB®. The salary
budget for the 1999-2000 fiscal year, including that for students, was approximately $6.7
million. For the 1998-99 fiscal year, it was almost $8 million. Base funding for the Branch
covers the salary for only 39 full-time indeterminate positions.

Developing parmerships and administering a range of contribution programs can be extremely
labour intensive. The funding envelope provided for salaries is insufficient for the number of
resources required. The relatively short furation of the funded programs (typically 3-4 ycars
maximum at a time), has also led to the use of a large number of sccondments ana term
employers. These employees tend to move on to other opportunitics where the tunding is
more stable. The high degree of turnover due to th  _vel of secondments, term cmployees
and contract resources results in a greater potential for corporate memory loss and difficulties
ensuriag continuity with potential partners.

o Rules, Factors and Influences: IHAB is delivenng its scrvices within a very dynamic
environment. One key policy objective is to ensure that all Canadians become connected. |t
has specifically targeted its programs to the disadvantaged who potentially could be
irrepirably left behind. Computers and web-based technology have had the fastest penetration
rate of any technology ever developed. Forty-seven days for an Internct-based company is
deemed to be equivalent to a year for an “old-economy” company.

In su:h 2n environment, an organization requires considerable flexibility to adjust quickly, and
to bring on board the resources it requires in a timely manner. As noted in the Auditor
General of Canada’s April 2000 rcport to Parliament’, the public service staffing system is
rule-bound and inerficient. Staffing for a new position that needs to be classified, which is the
norr for an organization such as IHAB, takes (on average) 230 calendar days. Such dclays in
getting positions classified and filled can seriously impede IHAB's ability to get a program up
and running in a timely manner.

*This sgure is based on the Indus'ty Canada Telephone Directory available un the World Wide Web as of May v,
2000,

2000 Report of the Auditor General of Canada-Chapter 9, Streamliing the Hwenen Resource VManuagement
Regime A Smdv of Changing Roles and Rexponsibilines
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

5.

Financial Planning Controls

At the individual transaction level, results achievement were considered most important.

In most programs examined, at the individual transaction level, the audit team found variations
from government policy. There was no evidence of fraud or personal benefit associated with
these practices. Rather, staff appeared to be motivated by a desire to achieve program objectives
within the required timeframes, leading to the observed shortcuts.

Specific examples of variance from Treasury Board policy were found in the following areas:

Application of Contracting Requirements: Government contracting is to “be conducted in a
manner that will stand the test of public scrutiny in matters of prudence and probity, facilitate
access, encourage competition, and reflect fairness in the spending of public funds.”™® A review
of contracting indicated an extensive usc of sole-source contracts and Advance Contract
Award Notices (ACAN). Rarely were contracts under $25,000 subject to a competitive
process, notwithstanding Treasury Board policy direction to use such a process whenever it is
cost effective to do so’. Several of these contracts were subscquently amended to up to
$100,000. In one case, the ACAN listed skills that were not included in the résumé of the
individual awarded the contract.

Contracts were not always structured to identify clear deliverables against which to report
progress and make payments. In one case, consultants were engaged on a verbal go-ahead
and when the invoice for the work was submitted, no written contract was found to be in
place.

Furthermore, the Contracting Policy requires that contracting authoritics ensure that an
employer-employee relationship will not result when contracting for the services of
individuals. As well, the use of temporary help services is to be confined to those situations
not exceeding 20 weeks, and for which it is not feasible to assign public services. In our
review of contracts over the period 1995 to 2000, more than ten instances were identified
where individuals had one contract after another, the longest of which covers almost five
years. The nature of the duties and the time commitment to [HAB was such that one could
casily infer an employee-employer relationship.

Muanagement of the Financial Requirements of Contribution Programs: All of the
contribution agrecments that Industry Canada has entered into in the course of delivering the
programs [HAB is responsible for have very clearly defined terms and conditions. IHAB's
partncrs are expected to commit certain resources to the endeavour and the targets to be

[ S - . . .
I'reasury Boaa scerctaniat, Contracting Policy

" Paragraph 1023 of the Contracing Policy states: “Exception (b) sets specific dollar limits [$25.000] below
which a contriacting authority may set aside the compenitive process. However, contracting authorities are expected
to call for bids whenever it 1s cost effective to do so. When the proposed contract is estimated to exceed the dollar
lints, the contracting authority 1s to call for bids.”

.....H'GRUX nvratitag v
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE EHAB PROGRAM

achicved arc sct out. All of the agreements describe the allowable costs for which recipicnts
may be reimbursed.

The audit team found that with two programs (CAP and VolNet), program staff focused more
on whether the claimed costs were within the identified budget, rather than whether they meet
the definition of specific costs. A heavy reliance was placed on the recipicnts to identity
cligible costs without follow-up or spot checks by program staff. Scveral VolNet recipients
claimed exactly what was budgeted, cven though actual costs were morc or Icss than costs
outlined in budgets. As a result of preliminary findings from this audit, NctCorps program
staff have alrcady taken steps to institutc spot cnecks of the financial records of program
rccipicnis. Some program participants had excellent financial records and were able to casily
identity their aliowable costs. Others need to enhance their own processes to mect Industry
Canada’s rcquircments.

o Allocation of Expenditures to a Fiscal Year. Government policy” rcquires that only under
cxceptional circumstances  should advance payments  for cxpenditures  cligible  for
reimbursement under a contribution agreement likely to be incurred in the next fiscal ycar, be
charged to a previous fiscal year. When this is done, it is not to cxceed the expenditures
expected to be incurred by the recipient during April of the following year. In the
administration of contracts for goods and scrvices, costs arc to be allocated to the year in
which the goods or scrvices arc received.  Progress payments arc to be made upon the
completion of defined milestones. Examples in variance with these policics were found both
in the administration of the contribution agrecements and in the administration of contracts for
goods and scrvices:

» Under the VolNet program, a payment was made in latc March 1999, in order to have
2,400 computers sct aside and reserved for delivery carly in the next fiscal year. The first
of these 2,400 machines was shipped in July 1999, and the last in March 2000. Additional
payments during the 1999-2000 fiscal ycar were sufticient to cover demand, based on
previous cxpericncee, for five months into the next fiscaf ycar.

» During the fourth quarter of the 1999-2000 fiscal ycar a commitment was cstablished with
another federal department in anticipation of signing an agreement for work to be carried
out during the 2000-2001 fiscal year. The funds were to go into a suspense account to be
drawn down upon as requircd. Any funds not cxpended by March 31, 2001 were to be
returned to {HAB in April 2001. The commitment was cancclled when the other
government department declined to sign the proposed agreement,

» A farge number of contracts associated with the CAP progrom were issued at the end of
the 1999-2000 fiscal ycar showing that 80% of the associated work would be completed
within a few days. The balance was to be completed before tue end of the following fiscal
year. Concerns with these contracts in the Comptroliers Branch resulted in few payments
being issued.

Treasury Board Secretariat Policy on Comptroliership, Chapter 2-120 Policy on Transfer Pavments, assued
October 15, 1996, The new Policv on Transfer Payments issued June 1, 2000 has a suntlar requircment.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE THAB PROGRANM

Several factors have contributed to practices being inconsistent with Treasury Board and
deparimental requirements for financial and program management.  These factors include the
following:

o Organizational Structure: As noted carlicr, there are a large number of contract resources in
IHAB. Contractors are much less likely to be aware of the government policy requirements
assoctated with contracting and the delivery of government programs, in particular
contribution programs thus contributing to the practices observed by the audit tcam. On the
other hand, such individuals, because of their lack of familiarity with government norms in
delivering these types of programs, may be better able to identify alternative methods to
achieving the desired program objectives when initial approaches prove insutticient,

*  Rales, Factors and Influences: The environment within which THAB is delivering programs
is constantly changing. In addition, all programs are new and results are difficult 10 predict,
especially in the short term.,

I such an environment, detailed fong term planning (1nore than a few months in advance) can
be problematic. Events are unlikely to unfold in a predictable manner. Any number of cvents
such as potential partners taking longer than anticipated to amive at a decision, or delays in the
approval process at all levels with respect to program design, can have a significant impact on
planned program timclines.

Federal government planning processes gencrally have a relatively long lead-time.  The
resource allocation  process typically starts in the Scptember prior to the next fiscal year.
Other than to reduce overall requirements, it is difficult to make substantive changes once
imitial projections have been provided.

For most program dchivery, these types of processes are adequate.  For 1HAB they have
proven to be constraints.  Staft have taken actions to cnsure that program objectives
continued to be advanced whife, at the same time, minimizing the amount of tunds that would
lapsc and would therefore be unavaitable to them over the life of the program.

o Culture and Climare: The staff and management within JHAB are very enthustastic about
therr work and the results of these programs.  Throughout this audit, audit tcam members
observed a “can do™ attitude on the part of managers and staft. Many commented, however,
ebout the volume of work and the lack of time to verify certain things. Time is considered to

be at a premium. They feel they do nat have the time to stop and confirm the requirements of

the pevernment policy framework as it applics to contracting and administering contribution
agreements. The high number of contractors acting as program ofticers. a- noted carlier, with
the resulting high level of turnover, exacerbates this problem.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

5.3 Program Implementation by Alternate Service Delivery Parties

Management is focused on how well ASD partners are assisting in the overall achievement of

program objectives. Insufficicnt awention is being given to whether implementation activities
are conducted in a manner consistent with the povernment’s management framework, and the
terms and conditions of ugreements.

[HAB manageracnt appears to be primarily interested in sccing marked progress towards
established targets with partners, rather than with ensuring that cach partner fulfills specific
contractual obligations. Monitoring of partners is very limited.  Insufficient information is
currently required by the CAP and VolNet programs to adequately support claims under the
contribution agrecments. As a result, program officers arc unable to make an informed judgment
as to whether ASD partners have carried out their responsibilitics in a manner consistent with the
terms and conditions of the agreements,

Several instances were identified where payments were made for costs not clearly defined as
cligible by the contribution agrcement:

e Payments to onc CAP partner were $646,000 more than Industry Canada’s <hare of the
cligible costs in 1998/99, und $35,200 morc than Industry Canada’s sharc in 1999/00.
Payments in 1998/99 matched the annual maximum sct out in the contribution agreement.
Based on direction from 1HAB, a sccond invoice in 1999/00 that would have matched
payments with the maximum st out in *h¢ agreement was not submitted by the CAP partner
as originally planned.

In cach year, the number of sites cligible for finarcial support was less than the target for the
period. It is understood that verbal agreements at the working level that were never
furmalized and approved by both partics, permitted more flexibiiity in how the funds could be
uscd and what was deemed acceptable as matching funds.

e Onc VoINct partner, whose records were examined as part of the audit, had been reimbursed
for some inadmissible costs. Discussions have been imtiated between the VoINet partner and
IHAB to recover these costs.

e Within NetCorps, onc coalition member had inadequate documentation to substantiate
expenditures claimed.

Other instances were noted of payments being made to ASD partners where insufticient
consideration appears to have been given to the extent to which the program targets were
reached:

e Payments to onc partner under the CAP Youth Program cxceeded costs incurred by more
than $100,000 in 1998/99. Payments were approximately $40,000 more thar actually
expended in 1999/00  Furthermore, the required hours provided were only about 75% of the
target et the average time per youth was significantly less than it was supposed to he - 1he
payments matched rather the annual maximums set out in the agreement.
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MANAGEMENT AND FINANCIAL AUDIF OF SELECTED PROGRAMS IN THE IHAB PROGRAM

e Onc CAP partner received over $16,000 to cstablish two sites in different municipalitics.
Only onc machinc was subscquently installed at cach location. In both cases availability to the
public was not advertiscd as requircd. No documentation detailing the agreement could be
found in IHAB’s filcs.

e In the first round of the VolNet program (which was completed in March 2000) the number of
conncctions achicved was approximatcly 70% of the original targets. Whilc some payments
to voluntary organizations were adjusted to reflect lower expectations, the reductions werc
not proportionatc to the actual number of connections in comparison to the original target.

Not all of the agreements cntered into for the programs cxamined as part of this audit had
provisions for adjusting payments if planncd targets were not achicved. Generally, cach partner
was to be rcimbursed for all of the cligible costs incurred up to a cciling amount without dircct
reference to attaining specific targets.

In both the CAP and VoINet programs, cxamples were found where expected results had been
overestimated in internal IHAB management reports although no instances of this were found in
external reporting.  CAP figures included sites for which payment had been made to the partner
but sites had not yet been cstablished.  Several different errors were found in the reported VolNet
conncction figures. Instances were found where the reparted number of conncctions as a result of
the VoINct program included: connections that were expected to happen several months after the
contribution agreement ended; organizations that alreu 'v had an Internet conncection at the outset
but participated in the traming; and projected figures ra r than actuals.

The key clements of the management control framework that contributed to these findings were
as follows:

o Rules, factors and influences: As noted carlier, staff took whatever action they felt they
could to ensure that program objectives continucd to be advanced while, at the same time,
optimizing the utilization of appreved resources.

o Culture and climate. Managers and staff within 1HAB have a “can do™ attitude. There is an
understanding that onc must be flexible when dealing with partners if onc wishes to have a
long-term relationship. Partners, especially those in the not-for-protit scetor, need to believe
that they will not be out-of-pocket as a result of participating in the delivery of a federal
government program.

There is also considerable pressure on staff to demonstrate that they arc making progress
towards the targets.  With Jimited time and resources, they focused on actions that would
help them achicve targets, and spent minimal time confirming that all delivery partners carried
out obligations to the fullest.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

6.0 CONCLUSIONS

IHAB’s contribution programs demonstratc many of the attributes of a well-managed program as
defined by Industry Canada management practices and the Office of the Auditor General. While
delays have occurred in program implementation, they are duc in large measure to challenges
inhcrent in working cxtensively with third partics and the growing pains associated with any new
and cvolving program.

There arc, howcever, opportunitics for improvement in {HAB's financial and program management
practices both in terms of contribution programs and contracting practices. Specific opportunitics
for change includc:

e Ensuring a better alignment between the applicable management framework and the
environment within which ITHAB is trying to deliver its program. HAB is trying to deliver
a new and cvolving program within tight timeframes. IHAB has broken new ground within
Industry Canada in terms of the manncr in which successful partnerships have been forged
with a range of not-for-profit and voluntary organizations.

The government recognizes that it needs to modernize the structures of government so that it
will have an administration rcady to meet the challenges of the twenty-first century’. As noted
by the Auditor General in his April 2000 rcport, however, this is not casily achicved.
Lecgislation, jurisprudence and ycars of parliamentary practicc have all shaped the management
framework within which programs arc currently delivered.

o Ensuring improved recognition of the human resource requirements associated with
delivering the range of programs IHAB utilized to achieve its targets: When the Program
was designed, insufficient resources werce allocated to the salary envelope. In dircet response
to this, management has uscd available operating funds and has hircd a significant number of
countract resources. To cnsurc continuity in program dclivery, and to bencfit from the
knowledge that thesc individuals have developed, several contractors have had a scrics of
contracts within thc Branch and have carricd out roles similar to that of government
cmployces.

The program could not have been delivered without relying on a significant level of contract
resources. However, there arc a number of risks associated with using contract resources in
this manner. Such resources are less likely to be awarc of government policy requircments for
contracting and for dclivering contribution programs. Training nceds to be provided to
overcome this lack of knowledge. This was precluded from happening duc to intensc time
pressurcs and the overall shortage of human resources. Turnover amongst these resources is
also likely to be significantly higher than amongst indcterminate cmployces.

Do ) . P : .
Genting Government Right. Governing for Canadians, February 20, 1997,
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

It should be noted that the rccently strengthened Treasury Board  Policy on Transfer
Puyments' requires that departments cnsure that a “capacity cxists to cffectively deliver and
administer the transfer payment programs including monitoring, lcarning and training™. The
implementation of this new policy by Industry Canada will serve to address scveral of the
issucs identificd by this audit.

o Ensuring a better understanding of the strengths and limitations of grants versus
contributions progrars, and the program structures required to successfully implement
each of them: Grants and contributions arce valuable toels used by the government to further
approved federal government policy and program objectives. Both arc considered to be
transfer payments and, when provided to non-commercial cnterpriscs, arc not expected to be
rcpaid. However, there arc significant diftferences in how cach type of program is
administered. Grants arc not subject to audit to verity that the funds were spent cxactly as
stipulated in the agreement but cligibility and entitiement may be verified. Contributions are
provided to individuals and organizations for spccific purposcs pursuant to a writtcn
agreement and are subject to audit.

A grant program rcquirces less infrastructurc to administer but decs not provide the same
degree of accountability. On the other hand, a contribution program is much morc expensive
to administer. Before cach payment is authorized, program staff must be satisfied that
amounts being requested arc consistent with the terms and conditions of the contribution
agreement,

Industry Canada chosc to cmploy contribution programs for the transfer payments
administered by IHAB, but the human resources allocated to support the program were not
commensurate with what was required. Government policy “to manage transfer payments in
a manncr scnsitive to risks, complexity, accountability for results and cconomical usc of
resources™'! nceds to be kept in mind at the outset when designing any program involving
grants and/or contributions and deciding which of the two funding mechanisms will prove

optimal.

e Greater recognition by staff at all levels within IHAB of their comptrollership
responsibilities. In recent years, the governinent has placed increasing cmphasis on managing
for results rather than on the resource inputs, activitics and the outputs. At the same time it
has made it clear that all managers have comptrollership responsibilitics so that the necessary
levels of control and accountability for the management of public funds can be achicved."

IHAB has focused very hcavily on the attainment of the targets sct for the program at the
expense of comptrollership responsibilitics. A better balance between achicving results and
respecting comptrollership responsibilitics is required before IHAB will have a management
framework consistent with that which has been sct out by the government in Results for
Canadians: A Management Framework for the Government of Canada.

" Treasury Board of Canada Seerctariat, Policy on Transfer Puvments, June 1, 2000,

YoSee the Report of the Independent Review Panel on Modermization of Comptrollershyy in the Government of
Cunuda, Oclober 1997.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE [HAB PROGRAM

In light of the above, we have concluded that:

e [HAB management was so focused on the attainment of the established performance targets,
that they gave inadequate attention to their comptrollership responsibilitics;

o  Whilc staff worked diligently to implement programs in a timely manner, the cvolving nature
of the program and the timc required to forge the nccessary partnerships with other
organizations rcsulted in IHAB being unable to implement the program within the cstablished
timeframes and according to departmental standards;

e  Whilc proper financial planning controls cxist within Industry Canada for the management of
programs, these were not adequately tollowed by IHAB; and

e |HAB did not usc the nccessary range of tools and mcchanisms to adequately ensurc that its
programs, dclivercd by third partics, were being implemented cffectively.

. Hallux ooy September 14, 2000 Page 14
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

7.0 RECOMMENDATIONS

Based on the opportunitics for improvement identified for IHAB's financial and program
management practices, the following recommendations arc put forward for consideration:

e The ADM, SITT and the Dircctor General, IHAB should cnsurc that an accountability
structure, in the context of modern comptroliership, is put in place to cnsurc that all staft
comply with the government’s financial managen. 1t policics and practices.

e The Dircctor General, IHAB, should submit a proposal to the Programs and Scrvices Board,
who would in turn provide advice to the Minister, on whether IHAB programs be delivered
utilizing grants or contributions, recognizing fully the risks and limitations of both, and should
scek to obtain the human resources commensurate with the option chosen.

e The Dircctor General, IHAB should ensure that all staff and contract resources administering
contracts and/or contribution agreements, arc familiar with and follow the applicable
government policy.

o The Dircctor General, IHAB should ensure that an adequate monitoring system is in place for
all IHAB programs.

e The Director General, IHAB should cnsurc that partners delivering a program on bchalt of
Industry Canada arc well informed of the financial management framework required for
managing the program.

..... Hollux oot September 14, 2000 Page I5
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

8.0 ACTION PLAN
Management Response - General Comments

Industry Canada accepts the findings, conclusions and recommendations of the audit report, and
has devcloped an action plan to reinforce management accountability and practices through
control measures, training, monitoring, reporting, and further revicw and audit scrutiny.

Notwithstanding the positive program outcomes of IHAB, the audit results indicate instances
where the department’s standards for financial and program management have not been met. The
audit found that IHAB’s contribution programs demonstratc many of the attributcs of a well-
managed program as identified by Industry Canada’s Practices for Grants and Contributions and
the Officc of the Auditor Gencral; nevertheless, comptrollership gaps were identified that offer
opportunitics to improve overall program managecment. These comptrollership gaps will be
addressed in the following action plan as an omnibus responsc to the rec ommendations made in
the audit report.

Industry Canada values highly the cssential rolc that the internal audit function plays in ensuring
that the highest lcvels of modermn comptrollership are met in the department’s financial and
program mailagement practices.

Action Plan
immediate actions:

1. All managers and staff will be reminded of their responsibility and accountability undcr the
Financial Administration Act and the Trecasury Board policy on transfer payments.

Financial, contracting and program authority will bc temporarily rcmoved from all
managers and administrators in the Community Access Program (CAP) and the VolNct
Program. Signing authority will be reinstated upon complction of wic Contracting and
Financial Signing Authoritics courscs provided by the Comptroller’s Branch as well as the
Program Delivery course provided by the Program Scrvices Branch. The department will
deliver this training to the appropriate staff in CAP and VolNet before the end of October
2000. All other IHAB managers, program officers, and administrators will also
participatc in this training within a reasonable timc frame.

In the interim, the Assistant Deputy Minister, Spectrum, Information Technologics and
Telecommunications (SITT) will exercise the required authoritics with respect to CAP and
VolINet.

In rccognition of the progress made in improving their financial and program management
practices over the past ycar, signing authority will be retained for the NetCorps and
Lcarnware programs, as the most scrious comptrollership gaps found in the audit did not
occur in these programs.

----- Hollux_croeiins September 14, 2000 Page 16
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MANAGEMENT AND FINANCIAL AUDIT GF SELECTED PROGRAMS IN THE lHAB PROGRAM

2. The Department will initiate a measured review from a legal perspective of IHAB projects,
agreements and contracts. A status report will be presented to the Departmental Audit
and Evaluation Committec (DAEC) by January 2001.

3. IHAB will review all payments against claims, identify any overpayments or
reimbursements of incligible costs, and provide the results of the review and an action plan
to the Program and Scrvices Board (PSB) by December 2000.

4. IHAB will scek the sign-oft of Industry Canada Legal Scrvices on all IHAB agreements
and contracts over $5,000 before they are signed by program managers. This arrangement
will be reviewed in July 2001.

5. All IHAB dircctors will engage in carly consultation with Industry Canada Legal Services
and the Comptroller's Branch on proposcd projects and contracts before any verbal or
written commitments arc made to third partics, and to cnsurc full compliance with
policics, guidclines and legal requirements as these agreement and contract projects are
developed.

6. The Dircctor General, Audic and Evaluation Branch will initiate an internal audit of a
sample of IHAB pilot projects, not covered by the scope of this audit, to be completed
within 60 days.

7. The hold-back percentag: for all IHAB programs will be 10%, as a minimum, in
accordance with conventional departmental practice. This offers the Department some
protcction if any overpayments arc made.

8. IHAB will complete as soon as possible, the staffing of a financial officer (FI-3) and a
contracting officer (PG-3) in order to provide expert, objective advice and support to
IHAB managers in cxcrcising their responsibilitics.  These officers will, as an interim
measure, report o the Comptroller’s Branch.  This reporting arrangement will be
reviewed in July 2001.

medium-term actions:

9. IHAB will review their organizational design and present a report to the PSB by
November 2000. The report will deal with issues such as whether an appropriate Icvel of
resources have been allocated to the salary budget, and whether the staff complement
model ensures the necessary competencics are present.  The PSB will review the report
and makc reccommendations to the DAEC.

10. IHAB will prepare an assessment of whether it is using the appropriate instrument (grant,
contribution, or contract) to deliver its programs, and present their findings to the PSB by
December 2000. The PSB will review the repori and provide advice to the Deputy
Minister on this issuc.
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

I, IHAB will cstablish a monitoring plan which complics with thc requircments of the
Treasury Board Policy on Transfer Payments. The monitoring plan will be presented for
approval by PSB in December 2000.

longer-term action:

12. A follow-up compliance audit of IHAB programs will be undertaken, with a final report
duc by Scptember 2001. In the interim, IHAB will provide written assurance, on a
quarterly basis, to thc Assistant Deputy Minister LITT, that its programs arc being
appropriatcly managed and that funds arc being disbursed prudently and in accordance
with the programs’ terms and conditions and all applicable legal and policy rcquirements,
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE IHAB PROGRAM

ANNEX I KEY ELEMENTS OF A GENERAL MANAGEMENT CONTROL
FRAMEWORK

Seven key clements of a general Management Control Framework'® (MCF) are:

o External factors. This first clement of the MCF asks overall how does the organization sense
and recact to its environment and what has been done to manage this environment,

v Organizational structure.  This clement of the MCF considers how authority and
responsibilitics arc aligned and how decisions are made.

e Rules, factors and influences. This clement asks what 1s the overriding policy framework
and docs it support the intended results.

o  Culture and climate. This clement of the MCF looks at the values and norms of the
organization and asks if it is consistent and supports intended results.

e Planning. This clement looks for gaps and appropriate linkages between strategic planning.
annual planning and the revision process.

o [Lxecution. This clement reviews the mechanisms used to ensure the cttective implementation
of operational activities.

o  Evaluation. This final clement considers how performance is evaluated, as well as the quality
of this information and what is dene with it.

1 . . . . .
Adapted from Anthony, Robert, John Dearden and Viyay Govindarajan, 1965 VManagement Control Svsiems,
Boston, Iiwain Press
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE lHAB PROGRAM

ANNEX 2:

IHAB’S ADMINISTRATION OF CONTRIBUTION PROGRAMS IN

COMPARISON TO MANAGEMENT PRACTICES FOR GRANTS AND
CONTRIBUTIONS AT INDUSTRY CANADA"

Attribute

IHA8’s Administration of its Contribution
Programs

o Initial Enquiry (Optional)

o]
o]
o]

Call, visit, letter, ¢-mail
Essential program information provided
Application form

e Information prov.ded 10 potential  program
participants in a vanety of formats. A key
mechanism is the contacts of the third party
delivery agents with potential target audiences.
Other mechanisms  utilized nclude  brochures,
direct contacts, and information on the SchoolNet
web site.

Formal Application

o]
o]

o
o]

o]

Application duly signed (could be a letter)
Supporting  information provided (as  per
program requirements)

File number assigned

Basic information  entered  into  corporate
information system

Letter sent to  applicant  listing  missing
information

e Application process for cach program that required
the submitting of supporting information

¢ Allsuccessful applicants receiving funding directly
from Industry Canada were assigned a project
number which could be tracked through the
Industry Canada financial system.  Individual
project databases were used to track performance
indicators.

e Project Assessment

00000

Eligibility of applicant/project

Viability

Incrementality

Benefits to Canada

Environmental assessment

Consultations  with  other  government
departments

o  Extensive use made of advisory groups made up of
knowledgeable individuals to e¢valuate individual
projects against established criteria that set out who
was eligible under what conditions, for what
purposes, and for what amounts.

¢ Recommenuation/Approval

o]

o]

Project Summary Form (PSF) completed and
signed by recommending officer

PSF must provide full justification for the
coniribution

PSF reviewed by delegated authority
Commitment of funds authorized under section
32 of the FAA by signature of delegated
authonty

If contribution is greater than $500,000, PSF
submuirted to Program and Scrvices Board
Integrity review performed by Programs and
Services Board

It Programs and Services Board supports
recommendation,  project submitted  to
delegated suthonity for approval

Corporate  information  system  updated  to
reflect pending transaction

e FSF completed and signed at required levels tor all
approved projects

e Corporate information systems updated as required.

o  Changes made verbally at the working level that
were not reflected in the approved agreement.

IR . . .
Project lite ~teps as set out in Grants und Contributiors at Industry Canadu Munagement Practices, March

2000
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Attribute

IHAB’s Administration of its Contribution
Programs

Letter of Offer/Contracting

o Standard letter of offer used, special conditions
added as appropriate

o Terms of the offers must be consistent with
PSF

o Letter of offer signed by delegated authority

o When accepted by applicant, monitoring
schedule establisned

e  Contribution agrecments in place for all projects
which are consistent with the information on the
PSF

e All agreements call for certain targets to be
achieved and regular rc_orts to be provided to
Indusiry Canada

Payment of the Contribution (Interim and Final)

o Claim documents received fiom applicant

o Claim reviewed by project  officer  for
completeness and accuracy

o Compliance with contribution  agreement
verified

o Site visit performed when appropriate to ensure
commitments are met

o Project officer recommends payment to
delegated authority

o Delegated authority reviews and signs  for
contract performance under section 34 of the
FAA

o Financial officer proceeds with  cheque
requisition

o Corporate information system updated to
reflect transaction

o Repayment schedule established (if applicable)

e Minimal verification undertaken of information
provided by claimants or ensuring compliunce with
the contribution agreement

e No formal plan for site visits. Some Regions have
implemented site visits on their own.

e Appropriate officials have signed off on payments
and cheque requisition.

o Corporate information system updated to reflect
transaction,

Proiect Monitoring
o Compliance with conditions verified (site visit
as required)

e Minimal cfforts made to verify compliance with
conditions. In some instances the information
requested from participants was inadequate for an

o Benefits reported informed decision to be made on compliance.
o Financial officer informed (repayable)
o Repayment made
o File closed
..... Holux ooz 2o September 14, 2000 Page 21
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ANNEX 3: IHAB’S ADMINISTRATION OF CONTRIBUTION PROGRAMS IN
COMPARISON TO THE ATTRIBUTES OF A WELL-MANAGED PROGRAM"

Attribute

IHAB’s Administration of its Contribution
Programs

I. Choosing the appropriate funding instrurnent grant
or contribution respects and achiceves a balance among
principles of accountability to Parliament, favourable
costbenefit, risk  management,  and - reasonable
treatient of program recipients.

«Chose contributions over grants because of general
preterence for contributions. No evidence of a detailed
analysis of the merits of the two.

«lhere is a requirement for repayient where the
contribution has been given to a business to develop a
product (Learnware). Most of the contributions (CAP,
VolNet, NetCorps are ultimately going to individuals
or not-for-profit organizations to carry out an activity
consistent with HIAB's program  objectives or to
administer the program on behalf of THA

2. Program management at all levels can explain how
recipients are expected to benefit from funding und to
what end.

*Program management can explain, and has done so in
the project summaries for Industry Canada’s Programs
and Services Board, how the ultimate recipients will
benefit from the funding.

«In all of the programs examined (CAP, VolNet,
Learnware, and NetCorps), HAB is using third party
delivery agents that are the direct recipients of the
contribution who then in turn enter into an agreement
with the ultimate recipient.

3. Program officers understand who is cligible for
funding., under what conditions, for what purposes,
and in what amounts.

+Detailed criteria have been defined for most of the
prograins cxamined that define who is cligibic Or
funding, under what conditions, for what purposes,
and for what amounts.

«the actual determination of cligibility 15 made by
third purty delivery agents on behalt of HIAB.  In
some instances (Learnware), Industry Canada will
receive a recommendation on who should reccive the
contribution and the Minister will make the final
determination.

4. Potential applicants are aware of the program.

A range oi approaches are used to advise potcntmr
applicants of the program A key mechanism is the
contacts o, the third party dehivery agents with the
potential target audience.  Other mechamsins mclude
brochures, direet contacts, and information on the
SchoolNet web site.

-l - . . . .
As detined in o Rosk s essment Framework for Grani amd Contribution Programs, Discussion Dralt, Nach 7,
2000 prepared by the Office of the Aaditor General in collaboration with Industry Canaday,
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MANAGEMENT AND FINANCIAL AUDIT OF SELECTED PROGRAMS IN THE THAB PROGRAM

Attribute

IHAB's Admiaistration of its Contribution
Programs

5 Fligible projects make sense for the appheants to
carry out (business case) and tor the program to fund
(program case).

0. More deserving projects are funded  at oan
appropuate level.

elThe design of all programs imvolving contributions
has been wubjeet to review by the Industry Canada
Programs and Services Board

*All programs 1eviewed have been nuplemented ina
manner consistent with the broad direction provided by
the Programs and Services Board.

sldentiticd progects have all been approved by the
Programs and Services Board  Justification including,
i appropriate, o busmess case was requieed i each
citse

Projects are typreally  reviewed in batches, 1e
Leamware, so that the noote desenving projects will
receive the fundmg

sbxtermal committees vhat anclude  subject  matter
experts  have been used w0 review  and make
recommendations  on - specttic projects. Where
potential confhicts mught exast (¢ g, with Learnware),
the  external  expert did not typreally  review
applications from their provinee

7. Funding is used for the purposes agreed.

8. Problems with project and program performance
careresoived quickly. e
9. Management reporting  demonstrates a4 good
know ledge of program performance

1O Money owed to the government is collected (in the
case of repayable contnbutions only).

*A signed agreement s in place between Industry
Canada and the reapient of the contnibution that
clearly lays out the respective responsibilities and the
right of the Crown to audit  Sinular provisions have
been made between the dehvery agents and the
wltinuate recipients

Program officers have not consistently confirmed that
all funds clammed were expended strictly as mtended
Several mstances were dentified 1n the course of the
audit where this had not oceurred.

*Verbal changes were made to terms and conditions of
conintbution agreements at the working level
changes were not documented or subjected to the
approval process.
«Programs are bemng readjusted when results were not
consistent with initial expectations, v CAPL VoINet
sManagement reporting s focused on total money
spent to date. number of orgamzations connected,
number of young people signed up. ete.

Fhese

I8N

«Not yet appheable.  The only program where there
will be repayable contributions is Leamware. it s not
yet at the point where there would be a potential for
rcpu.\ lllplllﬁ'. )
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ANNEX 4: CONTRIBUTION PAYMENTS BY PROGRAM FOR 1998-99 AND 1999-00"5

_ Program_ 1998-99 1999-2000
Number of Payments made Number of Payments made
_ Agreements Agreements
Community 15 $11,092,456 19 7,544,436
| Access Program o
Computers  for 7 $949,012 9 52,614,566
School o .
Francophone l $48,777 4 £903,527
Intranct
Information ] $690,000 l $345,000
Highway Scicnce
&
Entreprencurship
Camps
Learmnware 2 S128,343 4 $218,020
NetCorps - - - A $4,354,598
SchoolNect 4 $299,550 7 . $706,450
VolNct ] $1,200,000 33 54,941,396
Total 31 $14,408,138 78 $21,627,993

(K3

foken from the Project Expenditure and Forecast Cash Flow Report produced by the Program Information

Reporting Systetn (PIRS) using data as of May 16, 2000
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