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General Information

What is Challenge Cost-Share?
Challenge Cost-Share (CCSP) is a program for funding joint projects that further the National Historic Trail programs and the partner's programs. These are projects that the National Park Service and a partner will undertake together. In most cases, there will be significant involvement of the Long Distance Trails Group Office (LODI) staff in the planning and execution of the project. In some cases, such as an archeological investigation, we may be involved primarily in developing and/or reviewing plans, with less active involvement in the execution of the project.

Challenge Cost-Share is not a grant!
NPS Share Limit

Projects should be relatively small.  The NPS share of any one CCSP project cannot exceed $30,000. We can fund part of a project one year and another part the next year, and so forth, but the combined total still cannot exceed the $30,000 limit.

Due Date

Anyone interested in a projects for Fiscal Year 2005 should contact the Long Distance Trails Group Office first.  The deadline for project proposals is March 15, 2005. We may be able extend that date a little, if we have been actively involved in discussions and planning for a project with a partner.

Don't forget the due date: March 15, 2005
Save time. Call and discuss the project with us before you fill out the application.

Types of Projects

Background

The following examples illustrate the kinds of projects that may be funded.  A project need not necessarily fit any of these categories, which are intended only to present the broad range of project types that may be funded.

National historic trail projects are eligible if they are in support of trail goals and objectives. Site specific projects will generally be approved only for certified national historic trail sites. Projects for sites for which certification has been requested and is in progress, and projects that are regional or trail-wide will also be considered.

Cultural Resource Projects are those that preserve, study, use, manage, or interpret recognized cultural resources, within park boundaries or along national trails.  This would include historical research projects, historic preservation, archeology, and so forth.

Examples of projects: Painting a historic house; using remote sensing to find buried remnants of the Santa Fe Trail; archeological investigations of trail sites; research to determine the routes of the trail more accurately; land trust efforts to work with landowners for donation of conservation easements.

Natural Resource/Science Projects deal with science and technology, including the natural, physical and social sciences; scientific information; scientific equipment; inventorying, monitoring and the restoration, preservation or interpretation of recognized natural resources: mapping and Geographic Information Systems (GIS). 

Examples of projects: Planting native vegetation at a trail site; prescribed fire to restore native prairie grasses at a trail site; development of a computerized Geographical Information System database for the trail.

Recreation and Interpretation Projects provide for the enhanced use of recreational activities by the visiting public, including development of better access to resources, providing accurate information about the availability and character of trail related recreational activities, and providing new or enhanced trail related recreational opportunities to the visiting public.

Examples of some past projects: Developing museum exhibits; construction of a wheelchair accessible walking trail leading to an interpretive exhibit at a historic site; developing wayside exhibit(s) at a trail historic site; developing an interpretive and site plan for trail site.

If you have an idea for a project, please call first. We can help you develop the proposal. Contact John Conoboy, Chief of Interpretation and Resource Management for LODI, at 505-988-6733.

Project Selection

Eligibility

Our first step is to see if a proposal is eligible for funding. There are four criteria we will apply. If we develop the proposal with you, we will ensure these criteria are met.

Focus: The CCSP project involves the management, operation, or maintenance of a national historic trail administered by the Long Distance Trails Group Office – Santa Fe. National historic trail projects must be in accordance with certification or other agreements, and national historic trail policies and procedures.

Need: The project addresses a need identified in, and consistent with, an approved planning document. The more critical the need, the higher priority the project would receive. The planning document should be identified in question 6 on the proposal form. For trail projects this would generally be the Comprehensive Management and Use Plan for the trail.

Equal or Greater Non-Federal Contribution:  The non-federal partner(s) must contribute at least 50% of project costs.  See the section on Project Costs on page 5)  

The contribution may be cash or non-cash.  If you have an idea, even if you don't think you have matching funding, please contact us.  We can discuss with you various items that can counted as in-kind services.  We can also talk with you about the potential for finding other cash funding from grants, donations, or other sources. The funds do not have to be in-place to develop the proposal, but the project probably cannot be selected (see below) until the match is reasonably certain.

Legal requirements: The proposal must be consistent with federal, state, and local laws and regulations. For example, the National Park Service cannot provide funding for lobbying Congress.

Complete Proposal:  This consists of a Proposal form, a signed Detailed Budget, and any supporting information needed.

Selection

Our next step would be to prioritize projects using the following criteria. Because there is limited funding, not every worthy project can be funded in a given year. Eligible projects not funded in a given year will be given higher priority for the next years funding.

Merit: The project has technical merit evidenced by clear objectives, tasks, and activities, with a reasonable schedule of beginning and ending dates, and an approach that includes appropriate expertise available to assure applicable standards are applied and met. 

Stronger Partnerships:  All parties involved in the project benefits from its completion, with such work potentially strengthening a cooperative relationship between NPS and the partner(s).  

Tangible Results:  The project will produce tangible, preferably measurable, results or product(s).

Cost-Effective:  The project budget shows efficient use of funds, materials, and services to accomplish proposed objectives within the project period.  

NPS Staff Time and Funding: Challenge Cost-Share Projects require NPS staff to spend time working with the partner. For some projects this is a small amount of time For others, such as exhibit projects, it requires a great deal of time. Most projects will require us to travel to the project site for planning and to provide technical assistance. With limited funding and staff, we sometimes may not be able to take on new projects and will have to defer them to a later time. 

Other Considerations: There should be evidence that the project is within your and our capabilities. Matching funds should be in place. We generally cannot fund a project in the hope that the funds might be forthcoming in the future. We also have to look into the future. For example, if a trail is built, the partner must have the ability to maintain that trail in the future. The consequences of not doing a project would also be considered. For example, if matching funds would be lost if the project is not done right away, then it would probably be given a higher priority. There may be additional issues based on particular project types or purpose. For example, we would not want to do an expensive exhibit project at a site that is only open to the public once a year.

Project Costs and the Value of Donated

Services, Equipment, and Other Items

Background

There are specific rules, based on federal law, set forth by the federal government Office of Management and Budget (OMB) that tell us what can and cannot be legally considered as a cost in a Federal purchase or cost-share agreement and how to properly establish values for donated supplies, equipment, and services. These are written down in a series of documents called OMB circulars. 

The best way to know if a cost is allowable, and for how much, is to ask us. We frequently find that our partners underestimate their potential matching costs because they don't include something that is allowable, or value it at less than the cost that would be permitted. 

The Department of the Interior also has regulations in Part 12 of Title 43 of the Code of Federal Regulations, and the National Park Service has an internal guidelines, which gives further information. The Long Distance Trails Group Office staff can provide information about these circulars and other documents and their requirements. We may not know all the answers, but we do know who we can ask. The following are important basic elements:

Regulations

There are five OMB circulars that have information that applies to cost-share and cooperative agreement projects. You can't assume that the rules are the same for all. In some cases, something that is allowable for a university, for example, may not be allowable for a city government or private organization.

A-21  -- for educational institutions. 

A-87  -- for governments;



A-102 -- for governments and Indian tribes

A-110 -- for universities or non-profits

A-122 -- for non-profit organizations;

You can find information about these circulars on the internet at www.whitehouse.gov/OMB/grants. Don't be discouraged if you find these documents to be heavily bureaucratic. We can help you make sense of it all.

Matching Funds
Partner matching share may be in cash or in-kind (i.e., non-cash) for goods, volunteer labor or services, equipment, or other necessary items that would have had to be purchased to carry out the project if they were not donated. For example:

Donated supplies or loaned equipment:  Donated supplies, are valued at the retail market price.  A donated piece of equipment, such as a backhoe, is valued at what it would cost to rent that equipment.

Volunteer services: Donated services are valued at the rate for "similar work."  That is:

1.  If a partner agency, organization, or institution has paid employees, then the value of in-kind services provided by the employees would be based on their regular pay rate.

2.  If organizations other than the partner provides, the services of an employee at no cost, these services are valued at the employee's regular rate of pay, as long as the services are in the same line of work for which the employee normally is paid. If the services are in a different line of work, then the rules for volunteer work apply. 

3. Volunteer services are based on what someone would be paid to do the work in the geographical area in which the work is being done. For example, if you had to pay a carpenter $20 per hour but a volunteer does the carpentry job, then the value of the volunteer's time would be calculated using a rate of $20 per hour. For early planning estimates, you can use $15.39, which is a national average value of one hour of volunteer time.

Fund source: For National Park Service Challenge Cost-Share projects, Federal funds cannot match Federal funds.  To be counted as matching CCSP cost-share, the contribution may come from any non-federal government agency, tribe, private individual, organization, philanthropic or charitable group, or private business.  Funds provided directly from Federal sources or Federal agencies are not eligible to be counted as matching share or cost-sharing, but these contributions may be separately listed to the extent those contributions contribute to the project (see the sample Detailed Budget).  

In a few cases, money that originally came from the Federal government can be counted as matching funds, if these funds are considered to have lost their "Federal character." This usually occurs by that program's legislative wording stating that its Federal funds may be considered non-federal funds able to match other Federal money.  For example, Community Development Block Grant funds are Federal money stated in law to have lost its Federal character upon receipt by a local government.  Also, in some cases, a State agency may show that the Federal funds reimbursed prior expenditures, and thus the proposed CCSP match has come from the State's General Funds account.

In sum: A partner organization that receives, or an individual who is paid by, Federal non-CCSP funds may be a project partner and listed in the project budget, but the contribution cannot be claimed as matching share.  

Prohibited Uses

Generally, CCSP money shall not be used to fund "regular" National Park Service operational activity.  This includes routine maintenance or other normally budgeted operational activity.  The following also cannot be charged to a CCSP project: Salaries or wages or day labor of National Park Service staff, including supervisory costs; NPS travel unless part of the project work plan; computer equipment purchase unless justified in the proposal; and day-to-day operating costs for trail sites or segments. The latter is specifically forbidden by the National Trails System Act.

Record Keeping
If the NPS does not transfer the funds to the partner then the NPS will keep track of the federal portion of the project. It is the partner responsibility to track and keep records of all expenditures it makes of federal and non-federal money and all in-kind services and donations. For example, if you claim 100 hours of volunteer time was spent on a project, you should have a record of who the volunteers were, when they worked, and what they did. If you purchase supplies or rent equipment, you should have a receipt. If a local firm donates supplies to you, have them provide you with a letter documenting the retail value of the material. Other costs should have appropriate documentation. If you do not have such records and there is an audit of the Challenge Cost-Share Program, you could be liable for any costs that you can't document.

Important reminder: Keep good records. You will need them when the project is done

Credit and Visibility

There will be a clause in the scope of work for the cooperative agreement or purchase order in which the partner assures that NPS support will be identified as such in publications, film, signs, and other materials produced for the project.

If a partner disseminates the findings or project products developed from the project in professional journals, books, film, video tape or conferences, a copy of all such materials should be sent to the NPS as these become available, even if they appear after completion of project work.

In a very few cases, we may ask you to include a disclaimer on such publications, films, etc. such as: 

"This [research][project] was supported by the National Park Service. Points of view are those of the author(s) and do not necessarily represent the position of the Department of the Interior."

However, because most CCSP projects are cooperative ventures, we will all be in agreement with the final product.

Copyrights
In some cases, a project may result in the production of material that can be subject to copyright protection. There will be a clause in any cooperative agreement or purchase order scope of work regarding copyrights on CCSP funded materials. At a minimum, the National Park Service will reserve rights to use all materials, data, and so forth for any official national historic trail purpose and to provide those materials to others to use for the benefit of the national historic trail.

Project Proposal

Background

The Challenge Cost-Share Program proposal is not difficult. It consists of a two item "package" and any required supporting material. Further guidance on filling out the proposal form is provided in a later section.

Proposal Form: Attachment A includes instructions and the proposal form. You can attach supporting materials if needed and you may need more space for explanations and descriptions than the form provides. We can provide you with a hard copy of the forms or a copy in Microsoft Word 97. 

Detailed Budget:  The budget is one of the most important parts of the proposal. Attachment B includes instructions for completing the detailed budget. This is usually only one or two pages and details the calculations and cost assumptions for estimated project costs.  This detail is needed so that reviewers can clearly relate proposed costs to the planned work, verify costs according to the OMB Circulars, and verify reasonableness based on the calculations. This detailed budget will also be the basis for any purchase order or cooperative agreement developed to transfer the funds from the NPS to the partner.

A signature line is provided at the bottom of the detailed budget. This signature is your commitment to the complete project proposal and your assurance as to the costs.

Supporting Materials: For some projects these may be needed. For example, if there are already detailed plans for a proposed site development project, then inclusion of these in the proposal would allow reviewers to assess the quality of the plan, accessibility for visitors with disabilities, adequacy of design, and other factors. Letters from potential donors who will provide matching funds if the project is selected for CCSP could also help. If grant funds have been obtained for the project from other agencies or organizations, a copy of that grant application could help.

Paperwork

Agreements
A General Agreement (formerly called a Memorandum of Understanding) or Certification Agreement can be used to establish the partnership and the intent of the partnership (i.e., type of project to be undertaken).  Such an initial agreement is not always needed for CCSP projects. If CCSP funds are transferred to a partner, a Cooperative Agreement or Purchase Order must be used. 

In general, a cooperative agreement is used when (1) the principal purpose of the agreement is to provide financial assistance to the partner in order to support or stimulate a public purpose authorized by Congress; and (2) there is substantial NPS involvement during the project.  

We will use cooperative agreements for most Santa Fe and Trail of Tears National Historic Trail CCSP projects. Again, we would like to remind you that Challenge Cost-Share Program funds are not a grant. The Long Distance Trails Group Office will be working closely with you to complete the project. In some cases, it may be easier for the National Park Service to expend the Challenge Cost-Share funds directly without giving them to a partner.

When a cooperative agreement is used, we may, in some cases, be able to provide advance funds to a partner if the partner does not have the capability to pay first and then be reimbursed later.

Purchase Orders

Purchase Orders can be used for projects that do not require extensive involvement of the NPS staff. A purchase order will have a scope of work, a schedule, specifications, and other requirements attached. When we use a purchase order we cannot provide funds in advance.

Project Completion/Status Form

Upon completion of projects, a Project Completion Form (Attached) must be submitted to the Long Distance Trails Group Office, who then has to send it to the NPS Regional Office's CCSP Coordinator and to the National Park Service CCSP Coordinator in Washington. The form is intended to show that funds were accounted for and spent for planned results.

The Project Completion Form also provides information to help the National Park Service and trail offices to publicize their programs and allows the NPS to provide information about the program.

If a project is not completed at the end of the Fiscal Year in which the funds have been made available (Federal fiscal years end on September 30), then the Project Completion/Status Form should be completed by the partner to document how much of the project has been completed, what remains to be completed, and how much money has been spent. There may be other interim reports required in conjunction with cooperative agreements.

NOTE: The signatures of the Partner Project Manager and the NPS Superintendent/Program Chief on the Completion Form means that these persons attest that all project work has been accomplished in a manner consistent with the CCSP Proposal and award agreement.

Other Forms

You may receive a number of forms along with a cooperative agreement or purchase order to  meet Cooperative Agreement or other purchase regulations. Some of these forms may need to be filled out and returned immediately and others are for later use. When you get the documents, call, and we will guide you through. If you fail to return certain documents the project funding could be lost. When you get the completed Cooperative Agreement or Purchase order, it is important to read everything and return the appropriate forms completely filled out and, if necessary, with the appropriate signatures.

Why All The Paperwork? Challenge Cost-Share funds are monies provided by Congress to the National Park Service for a specific purpose. Congress requires that the NPS handle the money in accordance with law and policy. All of the various forms have been developed to meet specific requirements of the laws.

While these forms may seem formidable and confusing, keep in mind that you are not expected to be the experts. We have the expertise to help you complete any of the necessary paperwork. Don't try to figure it out, call first and discuss it with us. We may not know all the answers, but we know who to call.

Whether the funds are provided by Cooperative Agreement or Purchase Order, remember that you are assuming responsibility to ensure that the money is spent in accordance with the scope of work and all applicable federal law.

Getting Started

When can the project work start? Partners should refrain from taking actions toward completion of the project until the agreement or contract is signed. Expenditures of cash or in-kind services that are completed before the signing of the cooperative agreement or contract cannot be counted as matching funds for the project.  

Don't start your share of the

project until we are all ready!
When can we start? The contract or cooperative agreement must be fully executed before the partner receives funds. First we receive the proposal form. Then, we will review the forms, and, if necessary, contact you to clarify information. Next, we evaluate and prioritize the projects. If we decide to fund a project, we must develop a cooperative agreement or scope of work and request for a purchase order. This is then submitted to our contracting office. They must review the documents to ensure that they are correct. If a purchase order is used, it will be sent to you along with some forms to complete and return. Then the project can begin. If a cooperative agreement is being used, it is sent to the local office of the Department of the Interior Solicitor for review to be sure that everything that is proposed meets federal law. The solicitor has 30 days to respond. The contracting office will then send the agreement to you. You return the cooperative agreement to the contracting office, where it is signed and then sent to us for our signature. A completed agreement will be returned to you, and then the project can begin.

Can we get the money in advance? The cooperative agreement or purchase order will contain the requirements as to when and how much of the total will be provided to the partner. Usually, payments will be tied to specific milestones in the project, such as completion of a plan, completion of part of the work, receipt of a draft report or final report, and so forth. In some cases, funds can be advanced if a cooperative agreement is used as the legal funding document. However, advancing funds is discouraged and we will only use it when the partner is not able to do the work without receiving funds first. If a purchase order is used, funds cannot be advanced to a partner. In this case, the partner must pay for items and then provide an invoice and request for reimbursement.
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