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“lessons learned”



Assumptions

You may be new to the 
federal grant “world”.

You are committed to 
improving the health of your 
community and it’s a VERY 

big job.

Your community may be vax 
hesitant.

You submitted a work plan 
and a budget to improve vax 

confidence in your 
community – and you may 

need to make some 
adjustments – right away!

You have listened to and 
understand the information 
from the FORHP webinars.



Assumptions:  You’ve done the first things! 

1. Read the award letter and grant agreement.

2. Provide any additional information. 

3. Share the news.

4. Log into financial management and grants management 
system and know how funds are received.

5. Gather the team and partners to review all due 
dates/milestones and operating procedures. 



What we 
plan you will 
be able to do 
by the end of 
the webinar 
today: 

Tap Tap the expertise of technical assistance who will 
help your organization be successful

Utilize
Utilize required websites and basic tools to 
manage, track and report on all aspects of the 
grant program 

Implement Implement 5 simple “strategies” for successful 
grants management 

If time allows and you want to 
stay up till 3:30 we will answer 
SPECIFIC questions & do some 
follow up to help grantees who 
need to do budget or plan 
revisions.



5  “strategies” for effective grants management

Adaptability Communication Accountability 

Effectiveness Efficiency 



What is grants management? 
“Manage the day-to-day operations of your award-supported activities, the project's performance, and 
the payment of award funds.”

HRSA “How to Manage Your Grant” 

“Grants management relates to all of the administrative tasks required to handle the money, 
reporting, and program implementation in a way that meets generally accepted standards as 
well as the requirements of the funding source.”

The Grantsmanship Center 

Planning, organizing and controlling all aspects of your grant program to ensure accountability, 
communication, effectiveness and efficiency. 

Teryl Eisinger 



Adaptability 

Definition of adaptable:  
able to change or be 
changed in order to fit or 
work better in some 
situation or for some 
purpose

• Listen

• Read, read & 
read some more!

• Pivot



Rural Health Clinic Vaccine Confidence (RHCVC) Program | Official web site of the U.S. 
Health Resources & Services Administration (hrsa.gov)

https://www.hrsa.gov/coronavirus/rural-health-clinics/confidence






Grant managers are adaptable conductors! 

Marin Alsop 
Baltimore Symphony Orchestra

• Clinical and Support staff

• Accountant

• Project Officers

• Community including media  

• Partners 

• Contractors

• Technical Assistance 
Providers 



Ensuring Adaptability from the start
GATHER THE TEAM & PARTNERS

• Walk through – purpose, funding, 
requirements 

• Share the concept, budget and work 
plan goals

• Answer the hard questions 

✓Who leads the staff?  

✓Who speaks for the program?

✓How will funds be used? 

✓What will we measure?

✓When and what reports are due? 

Do we need 
to pivot? 



He who has the 
gold rules!

Golden rule of adaptability and 
communication with grant projects! 



What is communication? 

Sender

Perception

Receiver
(project officers, technical assistance 
providers team members, community, 
partners and others )

Feedback

Feedback

What’s your 
communication 

goal? 

Creating shared meaning! About your RHC Vaccine Confidence Efforts

Purpose 
Priorities
Progress



Check your language and 
use of terms and acronyms!

• The Payment Management System (PMS) cash report is due quarterly. PMS  calls it an 
FFR. (Federal Financial Report). 

• Health Resources Services Administration (HRSA) where Federal Office of Rural Health 
Policy (FORHP) is located)  generally calls the quarterly cash report a FCTR – Federal Cash 
Transaction Report.  

• HRSA also generally calls the annual report the FFR.

• PMS calls both the annual and quarterly report the FFR.



Consider the receivers: FORHP and TA 
providers



Consider the receiver: team and the 
program partners

• How will you communicate?
• Who: Point Person

• How: Phone, email, text, shared drive, software

• When: Schedule it! With project benchmarks? 

• Ask: “DOES THIS WORK FOR EVERYONE?”

• Communication - when things don’t go as planned or 
assignments are missed?



Grants management communication  …top 5

1. Keeping everyone informed 

2. Ensuring clear expectations of who is what 
is responsible for what 

3. Meeting timelines and deadlines

4. Maintaining shared value and appreciation

5. Being upfront and honest with feedback 
and reporting  and conflict - check your 
terms!



General questions on 
communication or 

adaptability?



Accountability 
“…..the quality or state of 
being accountable; 
especially: 
an obligation or willingness 
to accept 
responsibility…answerable, 
explainable”

Documentation

• Processes
• Tracking
• Transparency 

https://www.merriam-webster.com/dictionary/accountable


Accountability starts at the time of the application!  
Top 10 questions to ask yourself

1. Who is my “key customer” for this work?  Project officers, community (your neighbors), 
your partners 

2. What is the project period? 7/1/2021- 6/30/2022

3. What are grantee major financial reporting requirements? Quarterly cash transaction reports 
30 days after calendar quarter end (10/30/21, 1/30/22,  4/30/22, 7/30/22)  and a final report 
10/30/22). 

4. What is the approved budget for personnel, contractors, equipment, supplies, travel, indirect 
and other categories of expenditures? Check your Notice of Award!

5. What are the deliverables for sub-contractors or consultants who will be paid from the grant 
funds? What do your work plan and budgets say?

6. Will program income be earned? Know the rules for program income!

7. Does the work plan identify the responsible party and timeline? If not add those to make it a 
working tool.

8. What are the requirements for  evaluation including data reporting and analysis? No evaluation 
required and simple data reporting for the end of project period - to be determined. 

9. Who are the project staff and are they in place?  If not, who will do the work in the interim? 

10. What are the guiding “rules” federal circular etc.…?  



Guiding Rules

Manage Your Grant | Official web site of the U.S. 
Health Resources & Services Administration (hrsa.gov)

https://www.hrsa.gov/grants/manage-your-grant


Accountability: Who’s job is it?

Role Recommended Responsibility

Board (depends on the 
organization) 

Works with the staff to support the effort, ensures policies for 
accountability are in place, oversight and support and serve as 
“ambassadors” with the community and partners. 

Financial staff As defined by the organization – prepares budget and financial reports, 
pays all vendors, contractors and personnel, ensures receipt of grant funds. 

Program Staff Project Director oversight of all aspects of program and administrative 
functions, carries out and oversees the accomplishment of the work plan 
and the work of all project staff, contractors and partners. 

Contractors/Partners May include subject matter experts, provide evaluation, education, program 
or clinical services. Partners in a consortium may provide oversight of the 
project. 



Accountability: Personnel 

• Project director

• Follow the approved work plan and budget

• Tracking mechanisms are in place – payroll 
system can work 

• Notify FORHP if there is a change in project 
director (EHB)



Accountability: Contractors

• Is a bidding process required by your 
organization? 

• Complete agreements for contractors, 
consultants or partners including 
schedule of deliverables and payments.

• Recommendation: If partners or 
contractors have an indirect cost rate – it 
should not exceed your own. 



Accountability: Budget Monitoring
1. Accounting staff should have a budget narrative, 

code it with your chart of accounts

2. If budget changes by more than 25% of the total 
award approval is required. 

3. Monthly (recommended)
• Compare percent of YTD expenses with budget.

• Compare with prior month

• Is it allowable, reasonable and on track with what you 
expect?

• Take corrective action according to your policies.

• Inform partners and project officer as needed





General questions on 
accountability



Effectiveness
Definition of effective- producing a decided, decisive, or desired 
outcome –Work the work plan! 

POLL 
QUESTION

Does the work 
plan submitted 
with your 
application 
include any 
“measures of 
effectiveness”? 

a) Yes 

b) No

c) Unsure 

Activity Description Timeline 

Staff education Using free CDC protocols and resources, educate clinic team during four (4) in-

person sessions on importance of appropriate vaccinations including but not 

limited to COVID-19 and other infectious diseases as well as encouraging 

patients, neighbors, and community members to participate in vaccination 

schedules appropriate to their medical histories.

July 2021 – December 

2021

Engage local partners 

and community 

organizations (business 

and faith based)

Engage community influencers in the business and faith-based community to 

create a community culture of sustainable, equitable and inclusive vaccine 

confidence communication and strengthen the capacity of fact-based 

community conversations. Educate partners on importance of vaccinations for 

infectious diseases found in the local community and how comorbidities may 

make community members more vulnerable without appropriate vaccination 

interventions. Three (3) gatherings during the project period.

July 2021 – June 2022

Community outreach 

plan and individual 

decision for vaccination 

Develop and implement a community outreach plan building on the work with 

the engagement of local partners and community organizations. Include a 

decision aid that guides individuals through the vaccination decision-making 

process – based on free CDC templates and other resources as well as a 

confidence building text/patient portal messaging campaign

July 2021 – December 

2021

Posters, brochures, and 

flyers

Use graphic designer to develop and create for distribution and posting 

culturally tailored, community-centric plain language materials to support 

clinic and partners’ outreach to communities encouraging vaccine uptake 

(using free We Can Do This campaign and CDC templates and using graphic 

design to create individualized fact-based messaging)

July 2021 – June 2022



Considerations to identify program effectiveness
WHAT do you or your team want to know about the 
program? 

• Did those who received incentives have a higher vaccination 
rate?

• What types of vaccinations were the rates increased? 

• Did the number of vaccinations your clinic or partners give 
increase? 

WHO has the information? 

• Information can be gathered internally from your 
organization (e.g., program staff) and/or externally (e.g., 
stakeholders).

WHEN will the information be collected? 

• At the beginning, during the program or upon completion of 
the funding cycle, quarterly, semi-annually, annually, other?

33



Effectiveness: can be data driven 

Some simple ways to ensure data driven 
effectiveness using the work plan or 
other data:

• Quarterly: track if you’re doing what you 
said would do in the work plan?

• Ongoing, after activities:  Obtain feedback 
from the people served and other 
members of the community: what 
difference did your activities make?

• At program onset and at end:  Compare 
local data on vaccination rates from the 
beginning of the period to the rates at the 
end of the program period (for 
pneumonia, childhood immunization, flu, 
Covid-19 vaccination). 

NO 

EVALUATION 

PLAN IS 

REQUIRED 

FOR THE RURAL HEALTH 
CLINIC VACCINE 

CONFIDENCE GRANT 
PROGRAM!



Intentionally collect your “proud moments”!
 

A qualitative look at accomplishments …what the SORHs and partners say… 
 

Roadmap for Working with Vulnerable 
Hospitals and Communities 

 
"This is an exceptionally good resource and 
reference document. Thanks to your editor 
and writers. I cannot imagine the dozens if 
not hundreds of hours it took to piece together 
this intricate puzzle of tools and resources. I’ll 
be spending a lot of time with it."  

John Supplitt 
American Hospital Association 

 

Promising Practices 
 

“It’s so useful to see what is working in peer 
programs!” 

 
 

SORH  
Member Survey 

Report on Lessons Learned from Rural 
Opioid Overdose Reversal Grant 

Recipients 
 
"I'm a technical assistance consultant with the 
Georgia Health Policy Center and handle 
many SA/BH grants. I thought this 
presentation was EXCELLENT and I'm so 
glad I was privy!"  

Lynne Kernaghan 
Georgia Health Policy Center 

 

How to Write a Successful Rural Health 
Opioid Program Application 

 
“I want to thank you for putting together the 
Webinar on the RHOP grant. I thought it was 
excellent. I learned a few things and the 
resources and sample documents you shared 
are so valuable.” 

 

Mary Winar 

Connecticut Office of Rural Health 

Data Institute 

 

“I was not expecting the level of support for 
data visualization….I think the data institute 
was well designed.” 

 

Data Institute Participant 

 

NOSORH Annual Meeting 2016 

 

“Thank you for a wonderful NOSORH 
conference I came away with so much 
information that I can apply to my job and 
for our SORH.” 

Annual Meeting Attendee 

2016 

 



General questions on 
effectiveness?



Efficiency
Definition of efficient 

• achieving maximum productivity with minimum 
wasted effort or expense

• able to accomplish something with the least 
waste of time and effort; competency in 
performance.

• accomplishment of or ability to accomplish a job 
with a minimum expenditure of time and effort

Did you get it 
done without 
detriment to 

your 
organization, 

other 
programs or 

team? 

Keep it 
simple!



Efficiency tips

• You’re not making the world’s best pizza! 

• Work with what you have.

• Keep your eye on the goal!

You do NOT have to worry 
about this! Reports are read 

and used! 



Efficiency: Work with what you have!
Assets:

Simple accounting processes 

Existing financial reports 

Time keeping 

Filing system – passwords, reports etc.…

Your team! 

Might feel like a challenge:

HRSA approved budget & work plan

Payment Management System

Electronic Handbook





Challenge: Payment Management System 

Get and 
track the 
money!

• Set up authorizers

• Draw funds – recommendation do the 
draw when you get your monthly 
financials with documented expenses 
for the grant 

• Save copies of each draw receipt and 
accompanying financial statement.  

• Quarterly cash reports - save copies 
Quarterly cash transaction reports  due 30 
days after calendar quarter end (10/30/21, 
1/30/22,  4/30/22, 7/30/22) 

HRSA authorizes allowable pre-award costs 
incurred on or after 3/15/21! 







Payment Management System

DHHS, Payment Management System (PMS)
https://pms.psc.gov/

PMS Help Desk 1-877-614-5533
Contact the ONE DHHS Help Desk for issues regarding your draw-down requests, password resets, and the 

FFR. Always have your PMS PIN, payment account number (PAN), or EIN handy.

PMS Grant Recipient Online Training (2 hr.)
https://pms.psc.gov/training/grant-recipient-training.html
Learn how to: Access PMS, Complete a payment request, Complete Federal Financial Report (FFR)

https://pms.psc.gov/
https://pms.psc.gov/support/help-desk.html
https://pms.psc.gov/training/grant-recipient-training.html












HRSA – Electronic Handbook (EHB)

Electronic Handbook (EHB)
https://grants.hrsa.gov/2010/WebEPSExternal/Interface/Common
/AccessControl/Login.aspx

EHB Customer Support Center
Phone:877-464-4772
7:00 a.m. to 8:00 p.m. Eastern Time (ET)
Monday through Friday
https://www.hrsa.gov/about/contact/ehbhelp.aspx

HRSA YouTube Videos

Getting Started in EHB – YouTube video
https://www.youtube.com/watch?v=pBRhSkATjhQ

EHBs Resources for Grantees – YouTube video
https://www.youtube.com/watch?v=AmPk3VVqiWE

EHBs Help and Knowledge base for Grantees
https://www.youtube.com/watch?v=z2FgYkTwGd8

Contact Center

For navigation and 

system related issues

Time 8:00 a.m. to 

8:00 p.m. Eastern 

Time (ET),

Monday through 

Friday

Phone 877-Go4-

HRSA/877-464-4772

https://grants.hrsa.gov/2010/WebEPSExternal/Interface/Common/AccessControl/Login.aspx
https://www.hrsa.gov/about/contact/ehbhelp.aspx
https://www.youtube.com/watch?v=pBRhSkATjhQ
https://www.youtube.com/watch?v=AmPk3VVqiWE
https://www.youtube.com/watch?v=z2FgYkTwGd8


Efficiency:   Work with what you have!
Assets:

• Simple accounting processes – assign codes for the 
grant funds

• Existing financial reports – can set grant program up 
as a separate “center”;  if yours is simpler code the 
grant income line with VC and the expense lines 
with VC – for all payments including payroll.

• Time keeping – use what you have now for “payroll” 
and have a VC “code” 

• Filing system – passwords, reports etc.…agree to 
file names and places & who has responsibility to 
“file” 

• Shared calendar – add due dates for program 
activities, including contractor deliverable due dates,  
draws dates, quarterly and end of year reports, with 
names as needed

• Your team – keep the momentum going

“CHECKLIST”

✓ Systems/processes 
organized

✓ Delegate – to 
contractors and staff 

✓ Prioritize – be brutal, 
stop and think about 
when & who before 
you say “yes”

✓ CALENDAR due 
dates!





Efficiency: Keep your eye on the goal! 
• Program Purpose

• Implement the approved work 
plan & budget

• Efficiently deploy the grant 
resources to meet the needs 
of the community

• Ensure program and fiscal 
integrity 

“The purpose of the program is 
to address COVID-19 related 
health equity gaps & improve 
health care in rural areas by 
engaging RHCs to improve 
vaccine confidence & counter 
vaccine hesitancy in rural 
communities” 

Say “no”, “not today” “no thank you” 
“how does that relate to our work to build vaccine confidence?”  



Efficiency: Your team as an asset!  

Acknowledge & appreciate

• FORHP staff (requests and responses and 
recognition as) 

• Your staff (regular meetings? and appreciation) 

• Contractors & Partners (publicly recognize their 
contribution if appropriate)

• Community (your neighbors, you can’t do it 
without them) 



General questions 
about staying efficient? 





How to make the most of FREE
Technical Assistance

• Please read, share and use email information and resource

• Participate in Small Educational Exchange Development groups (SEEDs) 

• Tune in to webinars offered to support your work 

• Utilize 1:1 TA effectively
• When you email us, please include your grant number
• TA team will come alongside you to help you solve the problem, you can ask us 

anything, that helps implement your program.  
• Utilize the experts and the resources we share:  EHB, PMS, SAM.
• Be as clear as you can about what you are trying to accomplish and what you’ve 

done to try to solve the issue.
• Be patient – sometimes we have to wait for an answer.



Any general questions 
about how to get technical 

assistance? 



Improving health through grant program integrity! 

• Sometimes you start 
with scraps

• Piece things together 

• It gets crazy 

• Takes tenacity and 
attention to details 
and lining things up 
straight. 

Grants Management 101 for RHC Vaccine 
Confidence Program Survey (surveymonkey.com)

NARHC CEU CODE: Y2MX9

https://www.surveymonkey.com/r/TLM7MTR


Let’s take some time to get to some specific 
questions…as time allows..

PLEASE ENTER QUESTIONS IN THE 
CHAT

Or email…
Rhcvaxconfidence@nosorh.org

mailto:Rhcvaxconfidence@nosorh.org




Common fixes:

• Vaccine confidence funds cannot be used for administering 
the shot! No coolers, generators, syringes etc…

• Language in the budget justification and work plan must 
clearly reflect vaccine confidence activities. 

• All the forms and attachments must have the same numbers 
and reflect the activities in the work plan. 

• You must be set up in EHB in order to accomplish the required 
revision. 



Best of luck – we’re here for you! 

Email us: 

• rhcvaxconfidenceinfo@nosorh.org

• vaxconfidence@narhc.org

mailto:rhcvaxconfidenceinfo@nosorh.org
mailto:rhcvaxconfidenceinfo@nosorh.org
mailto:vaxconfidence@narhc.org

