
Preparing New GEAR UP 
Leaders for Success

Compliance and Administration
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Who We Are
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Preparing New GEAR UP 
Leaders for Success

Today
• Identify core administrative 

requirements related to effective 
GEAR UP management

• Discuss the primary challenges that 
GEAR UP leaders face in ensuring 
sound grant compliance

• Share solutions and lessons learned 
for managing GEAR UP programs 
more effectively

Tomorrow

• Explore foundational issues related 
to effective GEAR UP 
implementation

• Discuss challenges and lessons 
learned over the past two decades

• Create a forum for peer-to-peer 
discussions
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Before We Begin

• Compliance is hard—for everyone—but we’re all here to collaborate around potential 
solutions that can help mitigate potential weaknesses and gain efficiencies.

• Given the complexity of what we’re focused on, thoughtful collaboration is key; diversity 
of viewpoints is a good thing. 

• The leaders in this room are key, but there are other important stakeholders who aren’t 
here—we need to think of them too. 

• Despite the many, many pages of rules, there are still grey areas, so we won’t have all of 
the answers (heck, ED reverses themselves all the time); your compliance model will 
evolve.

• Attitude is everything! 
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We Good? 
Ready to do 
this thing? 
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Surfacing Issues and Concerns

• Grab a name tag, a pen, and identify yourself with the 
letter that best corresponds to your role:

• A=GEAR UP Director/Principal Investigator
• B=GEAR UP Program/Site Coordinator
• C=Institutional/School Administrator
• D=GEAR UP Implementation Staff
• E=Finance/Operations 
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Surfacing Issues and Concerns

• Next to your letter, identify yourself with the number that 
corresponds to how many years you have worked with GEAR UP

• 0 = You started this year
• 1 = One or less years of experience
• 2 = Two years, etc. 

• For example, a principal who has worked with GEAR UP for 4 
years = C/4 and a GEAR UP Coordinator who was hired last month 
= B/0
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Surfacing Issues and Concerns

• A = GEAR UP 
Director/Principal Investigator

• B = GEAR UP Program/Site 
Coordinator

• C = Institutional/School 
Administrator

• D = GEAR UP Implementation 
Staff

• E = Finance/Operations 

• 0 = You started this year

• 1 = One or less years of 
experience

• 2 = Two years, etc. 
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Surfacing Issues and Concerns

• For the next 7 minutes:
• Find two others that have the same letter label

• Introduce yourselves

• Share the administrative/compliance issue that concerns 
you the most or you have questions about

• Come back to your seat
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Administrative 
Controls in 
Context
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Admittedly, a tad dramatic—but balance is a struggle. 
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Striking the Right Balance

Ease of 
Implementation

Demands of 
Compliance
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Striking the Right Balance

Demands of Compliance

• Ensuring minimum audit readiness 
and compliance is a non-negotiable

• The partnership model of GEAR UP 
is especially challenging

• Perceived risk and uncertainty 
often leads to excessive demands

Ease of Implementation
• Effective compliance requires the 

active cooperation of partners
• Compliance demands can have 

unintended consequences
• Time is precious—if they don’t 

have time to implement 
programs to expectations, that 
can be an audit finding too
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The Constellation of Rules
• Defines goals, allowable activities, and specific requirements for the grant 

award.
Statute/Legislation

Higher Education Opportunity Act (HEOA)

• Provides deeper elaboration on specific GEAR UP-related issues pertaining to 
program management, allowable costs, scholarships, and waivers.

Program Regulations
Code of Federal Regulations (CFR) & EDGAR

• Broader regulations for receiving and using federal awards, including cost 
principles, procurement, audit requirements, conflict of interest, etc. 

Uniform Guidance
Office of Management and Budget (OMB)

• Additional administrative requirements imposed by LEAs, state agencies, or 
institutions of higher education.Institutional Policy

• Specific guidance provided by ED GEAR UP Program Officers—always ask for 
guidance in writing!

Program Officer 
Guidance
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It’s a LOT to Navigate

• The federal guidelines are dense and expansive, yet filled with gray 
areas

• Institutional/agency/district policies often differ from federal policy, so 
you are generally subject to whichever is more restrictive

• Your partners have their own policies too . . . 

• Relationships matter: become good friends with your sponsored 
programs and finance staff, they can help! 

• Learn from other GEAR UP leaders—we’ve all been in your shoes
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What is “Good Enough” is Slightly Subjective

• Federal regs. aren’t all encompassing—they set standards and 
expectations:

“Internal Controls means a process, implemented by a non-Federal entity, 
designed to provide reasonable assurance regarding the achievement of 
objectives in the following categories: (a) effectiveness and efficiency of 
operations; (b) reliability of reporting for internal and external use; (c) 
compliance with applicable laws and regulations” (200.61)

• Two well-trained professionals can disagree on what constitutes 
reasonable, effective, reliable, and compliant
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Your GEAR UP Program Will Change

• No 40-page GEAR UP application will perfectly describe your 7-year 
plan, it’s a framework:

• You’ll have some non-negotiables that you’ll have to live with

• You’ll have flexibility to adapt to changing conditions

• You will make hundreds of decisions where the application itself will 
provide little insight

• Know what you can and cannot do without the U.S. Department of 
Education’s (ED) approval, you’ll consult with them along the way
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Interacting With Your Program Officer
Uniform Guidance Part 200.308 and 200.407

Where You Have (Some) Flexibility

• Pre-award costs

• Carryover of funds from 
year-to-year

• Transferring funds from one 
budget line-item to another 
(there are some exceptions)

• No-cost time extension

Where You Need Prior Approval

• Changes to goals or objectives

• Changes to scope of your 
project—i.e. changing your 
activity type, number of 
participants, sequence of 
activities, serving new schools

• Changes in “Key Personnel”
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Check-In

Based on what you’ve heard so far, are there any specific issues 
you want to discuss now or put on the parking lot for later? 
(Think compliance balance, the constellation of rules, working with your program officers, etc.)
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Audit Risks & 
Vulnerabilities
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Common ED Audit Findings

• Time & Effort reporting
• Improper match documentation
• Cost allocation
• Insufficient monitoring of GEAR UP subrecipients
• Inadequate accounting systems
• Lack of written policies and procedures
• Unallowable costs
• Lack of equipment control
• Lack of internal controls (segregation of duties)
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What to Have on Hand to be Audit Ready
Uniform Guidance Part 200.501 – 200.512

• Original Grant Application

• Grant Award Notifications  

• Policies and Procedures Manual

• Time and Effort Reports

• Match documentation

• Annual Performance Reports

• External Evaluations

• Job Descriptions 
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• Financial Reports
• Contracts
• Inventory List
• List of All Students Served by School 

and Grade Level
• List of All Services and Recipients of 

Said Service  
• Proof of Participation
• Organizational Chart



Your Policies and Procedures Manual
(In many cases, you’ll just draw from pre-existing institutional policies)

• Description of organization, 
structure, and functions

• Human Resources
• Hiring practices & job descriptions

• Compliance with federal, state, and 
local policies (nondiscrimination, 
conflict of interest, etc.) 

• Grievance procedures

• Time and effort & payroll policies

• Processes for financial management
• Determining allowable costs
• Drawdown/cash management
• Recordkeeping requirements & 

retention
• Monitoring subrecipient funding & 

cost-share
• Financial controls, reconciliation, and 

reporting
• Independent audit requirements and 

audit resolution
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Your Policies and Procedures Manual

• Processes for procurement and 
purchasing

• Contract administration

• Solicitation/bidding requirements

• Procurement methods

• Code of conduct

• FFATA Reporting

• Inventory/property management

• Processes for grant performance
• Oversight and accountability

• Subrecipient performance 
monitoring

• Data collection & reporting

• Program/service records and 
retention

• Processes for travel
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Financial 
Controls & 
Recordkeeping
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Financial Control
Uniform Guidance Part 200.302 – 200.303

• Monitor Drawdowns (Red Flag—50% or more of the grant in the first quarter, 80% or more in the 
second quarter, and/or 100% in the third quarter)

• Monitor the Budget (recommend at least a monthly review)—ensure all expenses are allowable, 
reasonable, allocable, necessary, and consistent with your policies and procedures

• Retain documentation for all expenses charged toward your grant

• Reimbursements (if applicable)—document how you monitor and review

• Reconciliations (recommend monthly)—be able to reconcile all expenditures to financials

• Chart of Accounts—listing of all accounts used in the general ledger of your institution from which 
GEAR UP funds are expended
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Recordkeeping
Uniform Guidance Part 200.333 and EDGAR 75.730 – 75.732

• Your records should be sufficient to establish an audit trail (that shows how money was used and 
the results/efforts produced)

• Retain all financial records, supporting documents and all other pertinent records for a period of 
three years from the date of submission of the final expenditure report

• Have supporting documentation for all services and staff meetings 
(sign-in sheets, invoices, agendas, total cost of service, etc.…)

• Document everyone who received a service 
(student, teacher, parent/guardian)

• Agendas and original signatures are expected (sign-in sheets)

• Understand the APR requirements and have extensive supporting documentation

• Establish well-understood service definitions (see CCREC service definitions on NCCEP website)
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Subrecipient Monitoring
(Uniform Guidance Part 200.331)

• In GEAR UP, your participating schools are generally considered 
subrecipients if they receive subawards or contracts from GEAR UP

• Federal regulations require that you communicate specific information 
at the time of a subaward (2 CFR 200.311)

• The GU Fiscal Agent is responsible for monitoring/verifying:
• A subrecipient’s compliance with federal policies, program requirements, grant 

terms, and internal controls

• A subrecipient’s implementation of activities and reporting

• A subrecipient’s audit requirements, if applicable
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Table Talk

1. Based on what you heard, what specific challenges or 
issues give you concern? 

2. What practices are others using to help overcome known 
challenges? 

3. What resources exist within your agency, institution of 
higher education, or school district that could help?

4. What remaining questions do you want to pose to others?  
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Coffee Break!
(We’ll Start Again at 11:00 AM Sharp!)
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Procurement 
and Contracts
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Allowable Expenses
Uniform Guidance Part 200.302; 200.400 - 200.475

• Uniform Guidance specifies what cost categories are allowable, 
unallowable, or require approval (see handout)

• In addition, to being authorized under Uniform Guidance, you’ll hear 
ED talk about costs needing to be:

• Allowable: is necessary for the performance and administration of the grant

• Reasonable: the cost is not more than what a prudent person would incur

• Allocable: the cost is assignable to a specific federal grant award
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Procurement Standards
(Uniform Guidance Part 200.317-200.326)

There are general standards that cover the purchase of property, 
supplies, and contract services:

1. Establish written policies and procedures

2. Establish policies regarding internal and external conflict of interest

3. Open competition when a specific dollar threshold is reached

4. Document cost/price analysis and vendor selection process

5. Costs are necessary, reasonable, non-duplicative, and cost-effective

6. Encouraging small and minority business, women's business enterprises, and 
labor surplus area firms to compete
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Procurement Methods
(Uniform Guidance Part 200.320; OMB Memo M-18-18*)
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Procurement Type Dollar Threshold (Very) Basic Requirements—see 200.320

Micro-Purchase < $10,000 No bid or quote required if costs are reasonable based on 
past purchased, known market rates, and quotes

Small Purchase Procedure $10,001 - $250,000 Simple and informal process--must document quotes 
from at least two sources

Sealed Bid $250,001+ Highly structured, invitational bidding methodology, 
rewarding the lowest bidder

Competitive Proposal $250,001+ RFP process from an adequate number of sources, 
winner is that with the most advantageous proposal

Noncompetitive/Sole Source $10,001+ Only applicable when there an emergency, the item is 
only available from one source, or with ED approval

M-18-18 substantially increased the micro-purchase and small purchase procedure thresholds—make sure your 
finance office is aware of this



Funding Partner Schools/LEAs/IHE’s
(EDGAR 75.135; Uniform Guidance Part 200.22; 200.92; 200.330; 200.311)

• Making subawards or contracts to implementation partners in GEAR UP 
(subrecipients) to carry out the work of the grant, are generally exempt 
from competitive procurement methods if:

• They are in your application or subsequently approved by ED

• You adhere to conflict of interest requirements

• However, you must formally determine if the entity receiving funds is a 
subrecipient or contractor based on characteristics described in 2 CFR 
200.330

• 2 CFR 200.311 specifies the requirements to include in your contracts with 
subrecipients
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Table Talk

1. Based on what you heard, what specific challenges or 
issues give you concern? 

2. What practices are others using to help overcome known 
challenges? 

3. What resources exist within your agency, institution of 
higher education, or school district that could help?

4. What remaining questions do you want to pose to others?  
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Time, Effort, and 
Match
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Time and Effort
(Uniform Guidance Part 200.430 – 200.431)

• Time and Effort forms must be maintained for all individuals whose salary 
are paid in whole or in part with federal funds or through GEAR UP match

• Payroll allocations cannot be based on budgeted distributions/percentages 
alone but by actual hours worked, and those hours must be allocable to the 
grant

• If budgeted numbers are used to allocate salaries and wages among grant 
programs, the entity’s system of internal controls should include an after-
the-fact review of the grant programs. 

• If actual time worked differs from the budgeted allocations, adjustments 
should be made such that the final amount charged is accurate, allowable, 
and appropriately allocated
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• Must report the exact date, time and hours worked, and 
activities completed

• Hours reported must reconcile to actual wages paid

• Time and Effort form must be authorized 
(either signed or electronically approved by payee and an 
authorizing official from your institution)

• These same standards hold true for match/cost-share
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Time and Effort
(Uniform Guidance Part 200.430 – 200.431)



GEAR UP Match
2 CFR 694.7 – 694.9 and Uniform Guidance Part 200.306

• For every $1 in federal funds you must provide $1 in cash or in-kind 
contribution

• For audit purposes, match and federal funds require the same 
documentation 

• Document the process you use to identify, value, and record match
• Retain all records and supporting documentation used to verify 

reported match
• Matching funds may be accrued over the full duration of the grant 

award but you must demonstrate substantial progress on an annual 
basis

40



Table Talk

1. Based on what you heard, what specific challenges or 
issues give you concern? 

2. What practices are others using to help overcome known 
challenges? 

3. What resources exist within your agency, institution of 
higher education, or school district that could help?

4. What remaining questions do you want to pose to others?  
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Affinity Groups
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Role-Specific Dialogues

Self-Select into Groups

• Based on your role, move to a 
table to join your role-specific 
colleagues (bring your things)

• Introduce yourself and make 
new friends 

• The presenters will be available 
to join your discussions

Document Your Conversation

• Assign a recorder

• Capture Q & A on index cards

• Capture “parking lot” questions 
that we’ll try to answer later

• NCCEP will summarize notes and 
post to conference website
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Room Map for Roles
(Yes, Like GEAR UP, it Will Get a Little Chaotic)

GEAR UP Directors/Principal Investigators GEAR UP Program/Site Coordinators

GEAR UP Implementation Staff Institution/School Administrators 

Finance/Operations 

Front of the Room

Back of the Room
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Discussion Questions

• Based on what you learned, what additional questions or 
burning/unresolved issues do you have?

• What barriers or challenges are you dealing with for which 
others may have solutions?

• What are things you are doing really well that you think 
others may benefit from (i.e. a strategy, resource, or tool)?

• Be prepared to report out the major takeaways! 
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Discussion Questions

• Based on what you learned, what 
specific questions or 
burning/unresolved issues do you 
have?

• What barriers or challenges are you 
dealing with for which others may 
have solutions?

• What are things you are doing really 
well that you think others may benefit 
from (i.e. a strategy, resource, or tool)?

• Be prepared to report out the major 
takeaways! 

GEAR UP 
Directors/PI

GEAR UP 
Program/Site 
Coordinators

GEAR UP 
Implementation 

Staff

Institution/School 
Administrators 

Finance/Operations 

Front

Back
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Other Useful CBW Offerings

• Roundtable on the GEAR UP Match (Monday, 1:30 PM)

• Affinity Group Meetings (Monday, 3:30 PM)

• M4: Securing Buy-In through Effective Advocacy (Tuesday, 9:15 AM)

• The Ins and Outs of Federal GEAR UP Reporting: Lessons & Tips 
(Tuesday, 1:30 PM)

• Preparing New GEAR UP Leaders for Success, Part 2: Foundational 
Issues (Tuesday, 1:30 PM)
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Lois Bramwell, lbramwel@lausd.net

Linda Morgan, lmorgan@eosc.edu

Marcie Sample, MarcieS@wsac.wa.gov
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