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I.  PURPOSE OF THE ON-SITE MONITORING REVIEW 

Sections 706(c) and 722 of the Rehabilitation Act of 1973, as amended (Rehabilitation Act) 
mandate that the Rehabilitation Services Administration (RSA) conduct on-site reviews of 
centers for independent living (CILs) funded under Title VII, Part C, Section 722.  The 
objectives of on-site reviews are to: 
 

• assess compliance with the requirements of Section 725(b) and (c)(3) of the 
Rehabilitation Act and 34 CFR 366.60-366.63; 

• study program operations, organizational structure and administration of the CIL under 
Section 725(c)(1), (2), (5) and (6) of the Rehabilitation Act and 34 CFR 366.2 and 
366.50;  

• review documentation sufficient to verify the accuracy of the information submitted in 
the most recent 704 Annual Performance Report; 

• verify that the CIL is managed in accordance with federal requirements in the Education 
Department General Administrative Regulations (EDGAR); 

• assess CIL conformance with its work plan, developed in accordance with Section 
725(c)(4) of the Rehabilitation Act and 34 CFR 366.50(d)(2), conditions of the CIL’s 
approved application, and consistency with the State Plan for Independent Living (SPIL); 

• identify areas of suggested or necessary improvements in the CIL’s programmatic and 
fiscal operation and provide technical assistance resources available on the local, state, 
regional and national level; 

• identify areas of exemplary work, projects and coordination efforts and make this 
information available to the larger CIL community; and  

• provide an opportunity to share information with experienced nonfederal individuals 
involved in the operations of CILs and make available technical assistance to enhance 
CIL operations or to minimize or to eliminate problem areas. 

II. METHODOLOGY 

The on-site review of the North Central Independent Living Services, Inc. (NCILS) center for 
independent living (CIL), located in Black Eagle, Montana, and funded under Title VII, Part C of 
the Rehabilitation Act, was conducted from June 4-6, 2012.  The program review covered the 
independent living (IL) operations and activities of NCILS, and the financial review examined 
the center’s participation in Title VII, Part C, of the Rehabilitation Act.  RSA used the On-Site 
Review Guide (ORG) to conduct the on-site review.  During the review, interviews were 
conducted with the center’s management, staff, consumers, and members of the board of 
directors.  In addition to the interviews, program and financial documents were reviewed in 
accordance with the protocol required by RSA’s ORG, including written policies and procedures, 
a sample of consumer service records (CSRs), and other documents that verified compliance 
with standards and indicators.  CSRs were selected for review on a random basis.  The review 
team conducted an exit conference at the conclusion of the review to provide feedback on initial 
impressions from the review. 

The RSA review team included the following individuals: 

• Elizabeth Akinola, RSA program specialist; 
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• Wendy L. Gagliardo, nonfederal reviewer; and 
• Julie Clay, DSU representative (Montana Disability Transitions Programs) 

III. MISSION AND DESCRIPTION 

NCILS, Inc., was incorporated in 1989 for the purpose of providing access to a more 
independent lifestyle for persons with disabilities through advocacy, public education, 
coordination of services, and information as directed by consumer need.  NCILS serves the 
following counties in Montana:  Glacier, Toole, Hill, Blaine, Phillips, Valley, Daniels, Sheridan, 
Roosevelt, Pondera, Teton, Chouteau, Cascade, Judith Basin, Fergus, Liberty, and Petroleum.  

In addition to providing the four IL core services, NCILS is involved in the programs and 
projects described below on behalf of individuals with significant disabilities. 

• Living Well with a Disability Workshops:  This is a health promotion program developed 
by the Rural Institute on Disabilities at the University of Montana and the Research and 
Training Center on Independent Living at the University of Kansas through a grant provided 
by the National Centers for Disease Control and Prevention. Through workshops, the 
program provides guidance on how best to use the tools that impact skill levels of individuals 
with disabilities in order to develop healthy habits that influence personal and social lives 
within their communities of choice. 

• Social Security Administration Work Incentives Planning and Assistance Program:   
This program provides assistance to recipients or beneficiaries of Social Security Disability 
Income or Supplement Security Income under the Social Security Administration who may 
interested in pursuing and/or maintaining employment.  

• Self-Directed Personal Assistance Program:   This program is designed to assist 
consumers who receive Medicaid benefits to self-direct and manage their personal care. 

IV. ORGANIZATIONAL STRENGTHS AND EMERGING PRACTICES 

During its review, RSA identified the organizational strengths and emerging practices below 
implemented by NCILS to improve the provision and expansion of IL services to individuals 
with disabilities. 

• Systems Change:  As a result of NCILS’s system change advocacy with a consumer in 
one local area of the state, other consumers throughout the state benefited.  Specifically, 
NCILS worked with this consumer to pursue an amendment to state law requiring that a 
person operating a golf cart on the street must acquire a motorcycle endorsement on their 
driver’s license.  The consumer was unable to secure the motorcycle endorsement.  
However, the golf cart was an excellent vehicle of choice in meeting her local 
transportation needs.  The system change resulted in the passage of House Bill 213 that 
removed the required motorcycle endorsement, and defined a golf cart operating on the 
street as a low-speed electric vehicle.  This systems change activity not only benefits the 
particular consumer in her local area, but also provides increased access for all consumers 
to utilize additional modes of transportation for carrying out their activities of daily 
living. 
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• Montana Youth Leadership Forum (MYLF) Program:   This is a statewide program 
career and leadership training program for high school students with disabilities and is 
primarily state-funded.  By serving as youth delegates from their local communities at a 
five-day intensive training, youth with disabilities are trained to cultivate leadership, 
citizenship, and social skills.  These youth delegates gain access to vital resources related 
to assistive technology, community support, and self-advocacy. Successful men and 
women with disabilities serve as role models in helping youth realize their abilities and 
obligations to pursue meaningful employment and contribute to society. This educational 
and motivational forum operates on an intense schedule. Throughout the training, small 
work groups explore personal leadership and career plans. A key to the success of MYLF 
is its strong emphasis on leadership by example.  Adults with disabilities who have 
traveled the same path the young people are facing serve as faculty and staff.  Other 
volunteers, some with disabilities and some without, help to make the program a 
success.  Delegates have a one-year follow along upon completion of the program.  As a 
result of local fundraising activities throughout the year, youth delegates are able to 
participate at no cost. 

V. OBSERVATIONS AND RECOMMENDATIONS 

During its review activities, RSA identified the observations below and made recommendations 
that NCILS may consider for implementation to improve overall operations and service delivery. 

1.  Policies and Procedures 

Observation:  Based on RSA’s review of NCILS’s policies and procedures, the review team 
observed that NCILS has policies and procedures in place to guide its operations.  However, 
some policies and procedures do not provide sufficient specific guidelines that the center 
requires its board, management and staff to follow in performing their duties and carrying out 
procedural obligations and processes.  In other instances, policies are incomplete, missing or 
outdated. These policy deficiencies are identified below. 

Policy Deficiencies: 

•   Accounting Policy – Cash Draw Downs:  NCILS’s policy related to cash draw downs 
states that “Federal Funds:  NCILS will adhere to EDGAR 34 CFR 74.22 (b)(1)(ii) and 
34 CFR 74.52 (a)(2)(iii) and will not maintain cash for more than three days in account.” 
This policy provides the citations for the applicable federal regulations but does not 
specify what the requirements or center’s procedure to operationalize the requirement for 
making drawdowns that employees would follow in order to perform or complete the 
drawdown process.  

• Personnel policies – Expenses:  NCILS’s policy related to reimbursement of travel 
expenses states that “Meals will be reimbursed at current state per diem rates.  Lodging 
will be reimbursed at actual cost.  Direct bills for lodging are made available to staff 
whenever possible.  Mileage is reimbursed at current state rates.  Employees are required 
to submit a travel voucher documenting necessary travel to receive reimbursement.  
Based on Executive Director approval, staff may request a travel advance.  No Per Diem 
expense will be reimbursed for any travel which does not include an overnight stay.”  
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This policy does not state the specific dollar amounts for the state mileage or per diem 
rates at which employees will be reimbursed nor does it describe a process for seeking 
reimbursement.  For example, the approval granted by the executive director does not 
state to whom an employee submits vouchers, expense receipts and reimbursement 
requests. 

• Personnel Policies - In-Service Training:  NCILS’s policy related to in-service training 
states that “It shall be the policy of NCILS to encourage and train for the highest possible 
level of employee competence.  To this end, NCILS will provide in-service and staff 
development training and other learning opportunities whenever possible, and when 
consistent with NCILS goals and objectives.  This may include attendance at conferences 
and university and technical training programs.  All educational programs, training, 
conferences, and courses must be approved in advance, in the case of in-state, by the 
Executive Director, and in the case of out-of-state, by the President.  If such activities 
take place during normal working days, the employee will receive regular salary payment 
for time so spent.  Any employee participating in an educational program at NCILS 
expense will be required to submit a report at the conclusion of the program.”  This 
policy does not include a description of how an employee would request approval to 
attend training or the procedure for putting in such a request. 

Missing or Outdated Policies: 

• NCILS has travel policies for staff, but not for board members. 
• NCILS has a statement regarding conflict of interest in the center’s articles of 

incorporation but not in the personnel policies applicable to the staff, or in the 
bylaws applicable to the members of the governing board. 

• Neither of NCILS accounting policies or personnel policies provides guidelines to 
employees on what information is required in time and attendance sheets.  The 
review team observed that CIL employees include hours worked but not activities 
conducted during those hours in their time and attendance sheets.  

• NCILS has changed from using Peachtree to QuickBooks as its accounting 
system.  However, the center’s accounting policies have not been updated to 
reflect this change in software.  

Recommendation:  RSA recommends that NCILS: 
1.1 review all policies and procedures for adequacy and sufficiency of specific guidelines 

and revise those that lack specificity, including those identified in the observation, 
revise and/or develop policies as needed;  and 

1.2 provide the corresponding training to CIL board, management and staff to ensure that 
all policies and procedures are consistently implemented. 

NCILS Response:  NCILS will amend the required agenda items for our annual board meeting 
within its by-laws to include yearly review of all policies with addition of training needs that 
would need to be added to or included in the training calendar. 

Target date to be completed: November 9, 2012 
Responsible Party: All Board and Staff 
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2. Payroll and Accounting Services 

Observations:  NCILS has an arrangement with JCCS, an external firm, to provide 
payroll and other accounting services to the CIL.  However, there is no written contract in 
place that details the terms of this arrangement.  Without a written contract, NCILS is not 
in a legal position to protect the center’s interests should JCCS fail to meet its obligations 
under the existing arrangement. 

Recommendation:  RSA recommends that NCILS: 
2.1 develop a written contract with JCCS that details the terms and conditions of the 

existing arrangement between NCILs and the firm to protect the center’s legal 
interests and tighten fiscal controls; 

NCILS Response:  An Engagement letter with JCCS was completed and updated on July 5th, 
2012 

3. CSR Management 

Observation:  RSA randomly selected and reviewed 32 consumer service records (CSRs) at 
NCILS.  All the CSRs reviewed contained the basic information required in the regulations, 34 
CFR 364.53.  However, the CSR information and accompanying narratives were not always 
consistent in layout, format and quality. For example, placement of documentation and forms 
were not consistently formatted and placed in CSRs from staff to staff.  In addition, NCLIS does 
not have a process in place to ensure quality assurance of the CSRs. 

Recommendation:  RSA recommends that NCLIS: 
3.1 review and revise its training, supervision and quality assurance procedures related to case 

management and CSR documentation, including consumer forms to ensure uniformity in the 
placement and formatting of documentation in the files; and 

3.2 develop and implement a quality assurance methodology related to consistent management of 
CSRs. 

Technical Assistance:  RSA provided technical assistance to NCILS staff on CSR management, 
including the online CSR tutorial at:  http://ilru.org/html/training/rapidCourses/index.html. This 
module, the first in a three-part series, is offered by the Independent Living Resource Utilization 
(ILRU) and covers the fundamental federal requirements related to CSRs and Independent 
Living Plans (ILPs).  Specifically, the tutorial covers record keeping and reporting, the 
importance of CSRs in meeting the reporting requirements for the annual federal 704 report of 
services and activities, and useful practices for gathering consumer information, developing 
ILPs, and maintaining complete and accurate records. The primary audience is front line workers 
in CILs and it is designed to be used in orientation and training for new CIL staff and as a 
refresher for existing staff. 

NCILS Response:  NCILS has developed a middle management position and promoted 
Margaret Keener into this new position.  This position will be responsible for oversight on the 
CSR hard copy as well as the electronic data base and will assist in providing reviews on a bi-
monthly basis. The position will also have access to all Board and personnel files.  Current job 
description will be amended to include new duties. 
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Target date to be completed: August 31, 2012 
Responsible Party: Executive Director, Tom Osborn, CIL Site, Manager Keener 

4.  IL Goal Definition and Development 

Observation:  The review team observed that IL specialists at NCILS do not demonstrate a clear 
understanding of the distinction between an IL goal and the IL service(s) provided to consumers 
to achieve an IL goal.  For example, assistance in obtaining Social Security benefits was the 
predominant IL consumer goal in the 32 CSRs reviewed by the team.  In a majority of these 
CSRs, the goals did not address the broader goals or significant life areas (educational, 
employment, community based living, etc.) that IL services are intended to help the consumers 
reach.  The CSRs focused on the means (assistance in obtaining Social Security benefits) rather 
than the ends (life goals related to independent living and community integration).   
Moreover, the CSR narratives did not adequately describe NCILS’s role in helping consumers to 
develop and achieve their IL goals through the provision of the four IL core services.  NCILS 
staff explained that they do assist consumers in developing their IL goals and that they provide 
the four core IL services but indicated they did not see the need to document their activities in 
CSRs. 

Recommendation:  RSA recommends that NCILS: 
4.1 provide training to staff on the development of goals and the maintenance of CSRs; 
4.2 document goals and services appropriately; and 
4.3 review and revise its service delivery manual and publicity materials to emphasize the four 

IL core services. 

NCILS Response:  NCILS will identify within its training calendar and acquire training through 
IL-NET on CSR maintenance and Goal development.  

Target date to be completed: November 12, 2012 then ongoing through quarterly update on 
training calendar 
Responsible Party: All Board and Staff members 

5. NCILS Executive Director Performance Appraisal 
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Observation:  NCILS’s policy related to performance appraisals of staff and the executive 
director specifies that staff performance appraisals will be conducted annually by the executive 
director and the performance appraisal of the executive director will be conducted annually by 
the governing board.  The review team found that the staff evaluations had been conducted 
annually but the board had never conducted a performance appraisal of the executive director.  
The executive director indicated that there is no formal mechanism by which he receives 
feedback about his performance but rather, he receives informal feedback on an infrequent basis.  

Recommendation:  RSA recommends that NCILS’s governing board: 

5.1 conduct annual performance evaluation and review of the executive director in accordance 
with its established policy, and implement a schedule for the evaluations and reviews to be 
conducted consistently.   

NCILS Response:  Board will provide a performance evaluation on the Executive Director once 
a year. 

Target date to be completed: May 31, 2013 
Responsible Party: NCILS Board 

VI. FINDINGS AND CORRECTIVE ACTIONS 

RSA identified the compliance findings below.  Within 30 days of receipt of the final report, 
NCILS must submit a corrective action plan (CAP) to RSA for review and approval.  The CAP 
should include:  (1) the specific corrective actions that the CIL will undertake in response to each 
finding; (2) the methodology that the CIL will utilize to evaluate if each corrective action has 
been effective; and (3) the timetable for the implementation and evaluation of the corrective 
action. 

RSA reserves the right to pursue enforcement action related to these findings as it deems 
appropriate, including the recovery of funds, draw down restrictions, funds withholding, or grant 
terminations, pursuant to 34 CFR 74.60 and 34 CFR 74.62 of the Education Department General 
Administrative Regulations (EDGAR). 

Finding 1:  Staff Development and Training 

Legal Requirement:  

34 CFR 364.24 

The State plan must assure that the service provider establishes and maintains a program of staff 
development for all classes of positions involved in providing IL services and, if appropriate, in 
administering the CIL program. The staff development program must emphasize improving the 
skills of staff directly responsible for the provision of IL services, including knowledge of and 
practice in the IL philosophy. 

34 CFR 366.50(l) - To be eligible for assistance under this part, an eligible agency shall provide 
satisfactory assurances that— 
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(l) Staff at centers will receive training on how to serve unserved and underserved populations, 
including minority groups and urban and rural populations. 

Facts and Analysis:  Staff interviews, discussions with members of the governing board, and 
information from the employee handbook indicate that NCILS provides opportunities for 
training, but there is no formal ongoing annual staff or board development and training plan.   

Finding:  NCILS is not in compliance with the requirements of 34 CFR 364.24 and 34 CFR 
364.50(l) because the center does not have a plan for staff and board training and development 
and does not have policies or procedures that address staff training.   

Corrective Action:  NCILS must take the necessary steps to develop and implement a staff and 
board training and development plan based on staff needs consistent with the requirements in 34 
CFR 364.24 and 34 CFR 364.50(1). 

Technical Assistance:  NCILS may consider including such topics as CIL board roles 
and responsibilities, nonprofit governance, IL philosophy and history, program 
development and evaluation, as well as fundraising and resource development.  As part of 
its training and development process, NCILS may consider utilizing the training and 
technical assistance resources offered by the Independent Living and Resource 
Utilization, IL-NET.  Information about upcoming training can be obtained via their on-
demand training link which can be found at: http://ilru.org/html/training/index.html. 

NCILS Response:  NCILS will design an ongoing training calendar based on staff and 
board needs.  This training calendar will be developed within the update activities and 
goals that will be included in our tree year plant.  The three you plan will be updated at 
our retreat to be held October 29th and 30th, 2012, and revised on a yearly basis to 
coincide with your annual board meeting in May of each year.  All board members and 
staff will be attending the two day retreat.  The training calendar will be developed on 
both board and staff needs and responsibilities. 

Target date to be completed: November 12, 2012 
Responsible Party: All Board and Staff members   

Finding 2:  Ongoing Drug-free Workplace Program 

Legal Requirement: 

EDGAR 84.215 - You must establish an ongoing drug-free awareness program to inform 
employees about-- 

(a) The dangers of drug abuse in the workplace; 
(b) Your policy of maintaining a drug-free workplace; 
(c)  Any available drug counseling, rehabilitation, and employee assistance programs; and 
(d)  The penalties that you may impose upon them for drug abuse violations occurring in the  
 workplace. 
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Facts and Analysis:  NCILS states that it provides information to all staff about the 
requirements to have a drug-free workplace when the individual is hired but there is no official 
documentation that the employees had the policies explained to them.  The policies are also 
contained in the personnel manual that is provided to each employee of the CIL.  However, 
NCILS does not have any ongoing drug-free awareness program to remind and update the 
employees of the policies, resources and the consequences of not following the policies.  

Finding:  NCILS is not in compliance with EDGAR 34 CFR 84.210 and 84.215 because the CIL 
does not have documentation confirming that its employees received a copy of the drug free 
workplace statement nor that it has established an on-going drug-free workplace awareness 
program to educate its staff about the dangers of drug usage, CIL policies, resources, and the 
consequences they may face for not complying with the policies.  

Corrective Action:  NCILS must develop a means of documenting that the employees have 
been informed of the drug-free workplace policies and implement an ongoing drug-free 
awareness program that addresses the requirements in EDGAR 34 CFR 84.210 and 84.215. 

Technical Assistance:  One way the CIL could ensure compliance with the ongoing drug-free 
workplace awareness program requirement is to dedicate time periodically at staff meetings to 
conduct an overview of the CIL’s drug-free workplace policies and resources and document this 
activity in meeting minutes along with the list of staff participating in the meeting.  This 
documentation could then serve as the CIL’s official record that it meets the requirement to 
establish an ongoing drug-free awareness program.  

NCILS Response:  NCILS maintains a drug free workplace statement within its policies 
and provides an awareness program at the annual board meeting in May for all staff and 
board with an updated sign off on the Drug-Free Workplace Statement conducted yearly. 

Target date to be completed:  Each year at the annual board meeting within the Month of 
May 
Responsible Party: All Board and Staff members   

NCILS policy: 

XII. DRUG-FREE WORKPLACE 

A.In accordance with the Drug-Free Workplace Act of 1988, it is NCILS' policy 
to maintain a drug-free workplace.  Workplace is defined as NCILS' office, or any 
facility, location, or site at which the employee is engages in official NCILS 
business.  This means that at NCILS' office or any NCILS activity, employees are 
strictly prohibited from engaging in the unlawful manufacture, distribution, 
dispensing, possession or use of a controlled substance.  In addition, use of 
alcoholic beverages is not permitted while employees are on duty.  Violation of 
any part of this policy will result in disciplinary action for the first offense.  The 
Executive Director will meet with NCILS' Executive Committee to discuss the 
incident and to determine the appropriate disciplinary measures, which may 
include probation and/or recommendation for substance abuse counseling or 
treatment and/or termination of employment.  The disciplinary actions taken will 
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be communicated to the employee orally and in writing. 

B.NCILS has established a drug-free awareness program which is administered 
during employee orientation.  As part of this program, all employees are required 
to complete a Drug-Free Workplace Statement which is placed in the personnel 
file.  Ongoing drug-free awareness is conducted annually. 

C.Notice of this policy shall be posted in an area accessible to all employees. 

D.Employees are required to notify the Executive Director in writing of any 
criminal drug statute conviction for a violation occurring in the workplace no later 
than five days after such occurrence. 

E.The Executive Director shall notify the appropriate federal agency within ten 
days of receiving notice from an employee of a conviction for a violation 
occurring in the workplace. 

F.The Executive Director shall take appropriate disciplinary action within thirty  
(30) days of receiving notice from an employee of a conviction for a violation 
occurring in the workplace. 

G.The Executive Director shall complete a certification of compliance with the 
Drug-Free Workplace Act to accompany all federal grant applications. 

Finding 3:  Property Procedures 

Legal Requirement: 

EDGAR Sections 74.31 through 74.37 - establish uniform standards governing management and 
disposition of property furnished by ED whose cost was charged to a project supported by a 
Federal award. Recipients shall observe these standards under awards. The Secretary does not 
impose additional requirements, unless specifically required by Federal statute. The recipient 
may use its own property management standards and procedures provided it observes the 
provisions of Sec. Sec. 74.31 through 74.37. 

EDGAR 34 CFR 74.34(f)(3).  The recipient's property management standards for equipment 
acquired with Federal funds and federally owned equipment shall include a physical inventory.   
Equipment inventory must be taken and the results reconciled with the equipment records at least 
once every two years. 

Facts and Analysis:  NCIL has a written policy for purchasing property but the policy does not 
address EDGAR requirements outlined in 34 CFR 74.34 through 74.37 regarding federally 
established uniform standards governing management and disposition of property furnished by 
ED whose cost was charged to a project supported by a federal award.   Also, the center does not 
have policies and procedures in place to conduct inventory of all property purchased with federal 
funds at least once every two years as required in EDGAR 34 CFR 74.34(f)(3). 
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Finding:  NCILS is not in compliance with the requirements of EDGAR Sections 74.31 through 
74.37 because the CIL’s property policy does not address all federally established uniform 
standards governing management and disposition of property furnished by ED whose cost was 
charged to a project supported by a Federal award.  Also, the center does not have policies and 
procedures in place to conduct inventory  of all property purchased with federal funds at least 
once every two years as required in EDGAR 34 CFR 74.34(f)(3).   

Corrective Action:  NCILS must take the necessary steps to develop a property policy that 
addresses all federally established uniform standards governing management and disposition of 
property furnished by ED whose cost was charged to a project supported by a Federal award in 
accordance with EDGAR sections 74.31 through 74.37.  Also, the center must develop policies 
and procedures to conduct inventory  of all property purchased with federal funds at least once 
every two years as required in EDGAR 34 CFR 74.34(f)(3). 

NCILS Response:  NCILS will develop a separate property policy with Douglas Wilson & 
Company PC providing technical assistance.  Douglas Wilson & Company PC provides the 
yearly audits for NCILS. 

Target date to be completed: December 03, 2012 
Responsible Party: Executive Director Tom Osborn, All Board, and Staff member Rita 
Reck. 
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