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Purpose
To establish the procedure for planning and executing on-the-spot checks by MA.

Background

The MA must conduct a schedule of regular on-the-spot checks for each ISPA FM assigned to the MA. On-the-spot-checks performed by the MA serve (among others) to:

· correlate the reality with the details given in the reports,

· monitor the execution of CF (CR 1164/94)/ISPA measures at the level of the Intermediate Body, Final Beneficiary, PIU and to control the implementation of any task / responsibility assigned to the Intermediate Body and Final Beneficiaries,

· support the analysis of suspected irregularities. 
On-the-spot checks are performed on the basis of plan but also when and where a project / an operation / a situation requires particular attention (i.e. investigation of a suspected irregularity). On-the-spot checks by MA may be scheduled to coincide with the Site Progress Meeting held between the Contractor and Engineer. The scheduling of on-the-spot checks by MA should be co-ordinated with all departments of the MA in order that any specific issues, that may need checking, are identified.

Procedure

	#
	Action
	Function / Person responsible
	Timing / Deadline
	Standard Form / Template

	1 
	PLANNING THE ON-THE-SPOT CHECKS : Preparation of the Annual Plan for on-the-spot checks by MA

	1.1 
	· Collects and reviews information relating to the CF/ISPA projects managed by the MA  (i.e. list of measures, monitoring / progress / financial reports, audit reports, minutes of meetings, etc…)   
	Head of Monitoring Unit
	Every year, during the 2 first weeks of December
	

	1.2 
	· Discusses with other Heads of Deptartment/units and the MA  Director any specific issues that may need checking and/or particular attention
	
	
	

	1.3 
	· Prepares the Annual Plan for on-the-spot checks by MA (to be implemented during the following year) :
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Standard format : Annual Plan for on-the-spot checks by MA

	
	· If the number of measures handled by the MA is so limited that the human resources of the MA  are sufficient to ensure a systematic visit to all projects,  ensures that the plan covers all measures accordingly (minimum spot-check one per year and per measure)
	
	
	

	
	· If the number of measures is too important to be covered systematically in the plan, applies a risk analysis to determine the sample of measures / beneficiaries which should be covered by the visits for the year (minimum on-the-spot-check one per year and per measure). The main aim of the assessment of risks is to know which Final Beneficiaries and ISPA FM and related contracts are of higher risk. The result of this exercise will target the monitoring function in those Final Beneficiaries / Measures / projects to initiate corrective actions.
· 
	
	
	

	1.4 
	· During the elaboration of Annual Plan for on-the-spot checks by MA, a special attention should be drawn to the IB and the ISPA FMs, which are under its responsibility. The scope of the planed on-the-spot checks for the IB and its projects should cover the implementation of delegated responsibilities from the MA to the IB. The Annual Plan could envisage the on-the-spot checks:
· on the level of IB, 
· on the project level (site visits) 
· and combination of the both levels.
According to the risk analysis and the availability of human resources of the MA for performing on-the-spot checks should be defined the number of the checks and their level. 
	
	
	

	1.5 
	· Submits the Annual Plan for on-the-spot checks by MA to MA Director
	
	No later than the 3rd week of December  of each year
	

	2 
	Review of the Annual Plan for on-the-spot checks by MA

	2.1 
	· Gets acquainted with the Annual Plan for on-the-spot checks by MA
	MA Director
	Date of receipt + 3 WD
	

	2.2 
	· Discusses any relevant issue (i.e. justification of the sampling, availability of staff, practical arrangements, actions to take, etc…) 
	
	
	

	2.3 
	· Provides for instructions to make changes / adjustments, if relevant
	
	
	

	2.4 
	· Makes changes and modifications to the draft Plan as instructed 
	Head of Monitoring Unit
	Date of receipt of instructions + 3 WD
	

	2.5 
	· Finalises the Annual Plan for on-the-spot checks by MA
	
	
	

	2.6 
	· Endorses the final version of the  Annual Plan for on-the-spot checks by MA
	MA Director 
	Date of receipt + 2 WD
	

	2.7 
	· Ensures :

· the implementation and the follow-up of the Annual Plan for on-the-spot checks by MA
· the record and documentation of the on-the-spot checks by MA
	Head of Monitoring Unit
	
	

	2.8 
	· When additional ad-hoc on-the-spot checks are required (i.e. in case an irregularity is suspected / noted) ensures the modification / endorsement of the Annual Plan for on-the-spot checks by MA
	
	
	

	3 
	Execution of the on-the-spot checks by MA

	3.1 
	· Consults with the MA Director for assigning the relevant staff to perform the preparation of on-the-spot checks 
	Head of Monitoring Unit
	
	

	3.2 
	· Prepare the on-the-spot checks by :

· Reviewing any delegation of responsibility between the MA and the Intermediate Body/Final beneficiary as defined in Operational agreements or any other format, 

· Reviewing the performance indicators of the relevant measure(s) / projects

· Reviewing any available and recently issued report (audit report, Monitoring /Progress / Financial report, evaluation report, etc…)

· Identifying issues to discuss

· Confirming the visit schedule to the Intermediate Body or relevant beneficiary 

· Ensuring logistics issues are sorted out
	Staff (as assigned)
	15 WD before visit execution
	

	3.3 
	· Prepare a Check-list for the preparation and execution of on-the-spot checks by MA/IA
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Check-list : preparation and execution of on-the-spot checks by MA/IA

	3.4 
	· Formalise the control of each step of the on-the-spot checks preparation on the check-list and signs-off the check-list 
	
	
	

	3.5 
	· Transmit to the Head of Dept the check-list and discuss any relevant issue
	
	
	

	3.6 
	· Formalises controls / comments on the check-list and signs-off the check-list 
	Head of Monitoring Unit
	
	

	3.7 
	· Execute the on-the-spot checks by MA
	Staff (as assigned)
	No later than 5 working days after execution the visit
	G05 - 03
Standard format : Report on execution of on-the-spot checks by MA/IA
PIM

Chapter J

Irregularities
.

	3.8 
	· In case of irregularities, initiates relevant procedures
	
	
	

	3.9 
	· Formalise the controls of each step of the on-the-spot checks execution on the Check-list for the preparation and execution of on-the-spot checks by MA and signs-off the check-list
	
	
	

	3.10 
	· Provide for an oral feed back to the Head of Department 
	
	
	

	3.11 
	· Prepare the Report on execution of on-the-spot checks by MA
	
	
	

	4 
	Review of execution of the on-the-spot checks by MA

	4.1 
	· Reviews the Report and check-list
· Discusses with the staff that performed the visit any relevant issue (i.e. actions to take, etc…)
	Head of Monitoring Unit
	Date of receipt + 3 WD
	

	4.2 
	· Formalises controls / comments on the check-list and signs-off the check-list
	
	
	

	4.3 
	· Transmits the package to MA Director
	
	
	

	4.4 
	· Discusses any relevant issue (i.e. clarification of the findings, actions proposed, etc…)

· Endorses the signed off check-lists and the Report
	MA Director 
	Date of receipt + 3 WD
	

	4.5 
	· Ensure that :

· recommendations are transmitted to the Final beneficiaries’ management 

· Project files are updated and on-the-spot checks by MA + follow-up documented
	Head of Monitoring Unit + staff (as assigned)
	Date of receipt + 3 WD
	

	5 
	Follow-up

	5.1 
	· Follow-up on corrective measures to be implemented and report to the MA Director
	Staff (as assigned)
	
	

	5.2 
	· Discuss the follow-up during the regular meetings (internal and other monitoring meetings)
	MA/IA Director + Heads of Dpts + staff (as assigned)
	On a continuous basis
	


Annual Plan for on-the-spot checks by MA
Year : <insert as relevant>

	
	PRPJECT IDENTIFICATION


	
	On-the-spot checks planned

	
	
	
	First visit planned
	Second visit planned

	
	Reference  number
	Title
	Final Beneficiary
	Risk level (if sampling selection  has been applied)
	Date planned
	Comments (check purpose, specific needs,  etc…)
	Date planned
	Comments (check purpose, specific needs,  etc…)

	1. 
	
	
	
	
	
	
	
	

	2. 
	
	
	
	
	
	
	
	

	3. 
	
	
	
	
	
	
	
	

	4. 
	
	
	
	
	
	
	
	

	5. 
	
	
	
	
	
	
	
	

	6. 
	
	
	
	
	
	
	
	

	7. 
	
	
	
	
	
	
	
	

	8. 
	
	
	
	
	
	
	
	

	9. 
	
	
	
	
	
	
	
	

	10. 
	
	
	
	
	
	
	
	


	Version n° __
	Name
	Position
	Signature
	Date

	Prepared by
	 
	Monitoring expert
	 
	

	Reviewed by
	 
	Head of Monitoring Unit
	 
	

	Approved by
	 
	Head of Monitoring Department
	 
	

	
	
	Director of CPP Directorate
	
	


	HOW TO USE THE CHECK-LIST : 

- 
The boxes  ( represent mandatory checks to be performed.

- 
All persons assigned to perform controls must, for each control, tick the boxes in the column corresponding to their respective position.

- 
Comments/notes may be added on the last page of the Check-list and must be cross-referenced (numbered) in the column “Note Ref.“

- 
The check-list must be signed by the performers of controls and reviewers once all controls are performed


	Stage 1 
Preparation of the on-the-spot-check

	Preparation started on :  
Date : __ / __ / ___ at __ : __ 


	Control #
	Items to be checked 


	Preparation 
	Supervision 
	

	
	
	
	
	Note Ref.

	1 
	Date planned for the visit : __ / __ / ____
	
	
	

	2 
	The following activities have been performed :
	
	(
	

	2.1 
	Reviewing any delegation of responsibility between the MA and the Intermediate Body/Final beneficiary as defined in  Operational agreements or any other format
	(
	
	

	2.2 
	Reviewing any available and recently issued report (audit report, Monitoring /Progress / Financial report, evaluation report, concerning the road projects - IB’s on-the spot checks, etc…) and identifying any issue to be monitored
	(
	
	

	2.3 
	Reviewing the performance indicators of the relevant measure(s) / projects and identifying any issue to be monitored
	(
	
	

	2.4 
	Reviewing the financial status and identifying any issue to be monitored
	(
	
	

	2.5 
	Discussing with the MA Heads of Department to check if they have identified any issues which may require particular attention
	(
	
	

	2.6 
	Drafting the agenda of the visit
	(
	
	

	2.7 
	Ensuring logistics issues are sorted out
	(
	
	

	2.8 
	Informing the relevant institutions (Final Beneficiary / Contractors / Engineer) of the visit schedule
	(
	
	


	3 
	Preparation finalised on :  
Date:                                       Hour :      :       .   




	Stage 2 
On-the-spot-check execution

	On-the-spot-check started on :  
Date : __ / __ / ___ at __ : __ 


	Control #
	Items to be checked 


	Preparation and 1st control
	2nd control
	Supervision / Approval
	

	
	
	
	
	
	Note Ref.

	4 
	FM conditionalities
	
	
	(
	

	4.1 
	Check the respect on site (if relevant) of any Specific conditions related to the Measure (Article 8 of ISPA FM)
	(
	(
	
	

	5 
	Intermediate Body level (this section should be filled in if relevant to the performed on-the-spot check)
	
	
	(
	

	5.1 
	The Intermediate Body has created procedures for project Management and implementation (Procedure manual of IB)
	(
	(
	
	

	5.2 
	The Intermediate Body has assigned appropriate staff to the project activities (when performing the check, review the  requirements of the ISPA FM and / or Operational Agreement)
	(
	(
	
	

	5.3 
	The staff assigned by the Intermediate Body:
	(
	(
	
	

	5.4 
	· is sufficient for project implementation
	(
	(
	
	

	5.5 
	· has clearly defined responsibilities (check job descriptions, orders, etc)
	(
	(
	
	

	5.6 
	· Has good understanding of the procedures, guidance and instructions 

· 
	(
	(
	
	

	6 
	Staff (at the level of the Final Beneficiary)
	
	
	(
	

	6.1 
	The Final Beneficiary has assigned appropriate staff to the project activities (when performing the check, review the  requirements of the ISPA FM and / or Operational Agreement)
	(
	(
	
	

	6.2 
	The staff assigned by the Final beneficiary :
	(
	(
	
	

	6.3 
	· is actually available on the project site
	(
	(
	
	

	6.4 
	· has clearly defined responsibilities (check job descriptions)
	(
	(
	
	

	6.5 
	· is provided with appropriate / guidance / procedures / work instructions 
	(
	(
	
	

	6.6 
	· properly documents activities performed on the project site including interaction (if any) with Contractors / Supervision Engineers 
	(
	(
	
	

	7 
	Audit (this section should be filled in if relevant to the performed on-the-spot check) 
	
	
	(
	

	7.1 
	Has any audit been recently performed by national and / or EC control authorities ?

References (dates / reference number / audit institution) of the Audit reports must be reported here :

…………………………………………….

……………………………………………


	(
	(
	
	

	7.2 
	Were the audit recommendations taken into account by the Final Beneficiary ?
	(
	(
	
	

	7.3 
	Does the Final Beneficiary ensure a proper follow-up of implementation of corrective measures ?
	(
	(
	
	

	8 
	Irregularities (this section should be filled in if relevant to the performed on-the-spot check)
	
	
	(
	

	8.1 
	· Are there any record of irregularities detected / reported by the Final Beneficiary?
	(
	(
	
	

	8.2 
	· Were the related reports such irregularities reported to the Head of MA/IA. Are there any record of irregularities detected / reported by the Final Beneficiary ?
	(
	(
	
	

	8.3 
	· Were any measures taken by the Final Beneficiary to correct detected / reported ?
	(
	(
	
	

	8.4 
	· Were any measures taken by the Final Beneficiary to prevent the recurrence of the detected / reported irregularities (Provide for a description of the measures and their results / impact) ?
	(
	(
	
	

	9 
	Publicity Panels for temporary display and commemorative plates
	
	
	(
	

	9.1 
	· Panels are put in place on the project site
	(
	(
	
	

	9.2 
	· The format of the panel(s) comply with EU requirements in terms of :
	(
	(
	
	

	9.2.1 
	· Sizes, format , colours and logo
	(
	(
	
	

	9.2.2 
	· Minimum information / wording to be displayed on the panel, including Project title, number, value and deadlines, Construction permit references, Contact information, etc..
	(
	(
	
	

	9.3 
	· Ensure that pictures of the panels are taken to document the project files in the MA/IA
	(
	(
	
	

	10 
	Control of the physical implementation  status
	
	
	(
	

	10.1 
	Construction Authorisation / Permits / Licences / Authorisations are put in place and are valid
	(
	(
	
	

	10.2 
	Material rented or bought
	
	
	
	

	10.3 
	- Is any material rented or bought available and used under the project as planned ?
	(
	(
	
	

	10.4 
	Do the works checked on site :

· reconcile with description available in reports ?

· conform to the Contract Scope of Works

Is the work executed in accordance with the :

· approved design

· Engineer’s Site Instructions

· Variation Orders (if applicable)

[Check for each category of work as relevant]
	
	
	(
	

	
	
	
	
	
	

	10.5 
	Civil works
	
	
	
	

	10.5.1 
	- excavations
	(
	(
	
	

	10.5.2 
	- foundation works
	(
	(
	
	

	10.5.3 
	- reinforcement works
	(
	(
	
	

	10.5.4 
	- concreting works
	(
	(
	
	

	10.5.5 
	- water tightness test for water retaining structures
	(
	(
	
	

	10.5.6 
	- other civil works
	(
	(
	
	

	10.6 
	Mechanical Works
	
	
	
	

	10.6.1 
	- pipe works
	(
	(
	
	

	10.6.2 
	- pipe line pressure test
	(
	(
	
	

	10.6.3 
	- mechanical equipment tested at the factory
	(
	(
	
	

	10.6.4 
	- mechanical equipment stored on site, adequate conditions
	(
	(
	
	

	10.6.5 
	- mechanical equipment installed
	(
	(
	
	

	10.6.6 
	- other mechanical works
	(
	(
	
	

	10.7 
	Electrical and ICA Works
	
	
	
	

	10.7.1 
	- electrical equipment tested at the factory
	(
	(
	
	

	10.7.2 
	- electrical equipment stored on site, adequate conditions
	(
	(
	
	

	10.7.3 
	- electrical equipment installed
	(
	(
	
	

	10.7.4 
	- other electrical works
	(
	(
	
	

	11 
	All issues have been reviewed as per agenda ?
	(
	(
	(
	

	11.1 
	Add any additional point if needed
	
	
	(
	

	11.1.1 
	<Insert as relevant>
	(
	(
	
	

	11.1.2 
	<Insert as relevant>
	(
	(
	
	

	11.1.3 
	<Insert as relevant>
	(
	(
	
	

	11.1.4 
	<Insert as relevant>
	(
	(
	
	

	11.1.5 
	<Insert as relevant>
	(
	(
	
	


	12 
	On site work finalised on :  

Date:                                       Hour :      :       .   





	Stage 3 
On-the-spot-check report

	Preparation of report started on :  
Date : __ / __ / ___ at __ : __ 


	Control #
	Items to be checked 


	Preparation and 1st control
	2nd control
	Supervision / Approval
	

	
	
	
	
	
	Note Ref.

	13 
	Oral feed-back is given to the MA/IA management on :

Date:                                       Hour :      :       .   


	
	
	(
	

	14 
	Corrective actions have been agreed on including :

· Actions

· Responsibilities assigned

· Timetable
	(
	(
	(
	

	15 
	The report properly reflects 
	(
	(
	(
	

	15.1 
	Findings documented during the visit
	(
	(
	(
	

	15.2 
	Recommendations in accordance with corrective actions agreed on 
	(
	(
	(
	


	16 
	Preparation and first control finalised on :  

Date:                                       Hour :      :       .   




	Second control by : 

	
	Documents received on :  
Date : __ / __ / ___ at __ : __ 
	
	
	
	

	
	Controls started on  :   
Date : __ / __ / ___ at __ : __ 
	
	
	
	


	17 
	Performs controls as assigned in column “Second control”
	
	(
	
	


	18 
	Transmission to Supervision / Approval
Date:                                       Hour :      :       .      

                                                                                      Approved by:  (

 


	Supervision / Approval by : 

	
	Documents received on :  
Date : __ / __ / ___ at __ : __ 
	
	
	
	


	19 
	Review performed as assigned in column “Supervision”
	
	
	(
	


	20 
	Approval : 
Date:                                       Hour :      :       .      

               


NOTES / COMMENTS / INSTRUCTIONS :

	<insert as relevant>
	<insert as relevant>

	Reference (to be reported in the column Note Ref) and Content of the notes / comments / instructions :
	Reference (to be reported in the column Note Ref) and Content of the notes / comments / instructions :

	<insert as relevant>
	<insert as relevant>

	Reference (to be reported in the column Note Ref) and Content of the notes / comments / instructions :
	Reference (to be reported in the column Note Ref) and Content of the notes / comments / instructions :

	Director of ISPA IA
	Head of MA/IA

	Reference (to be reported in the column Note Ref) and Content of the notes / comments / instructions :
	Reference (to be reported in the column Note Ref) and Content of the notes / comments / instructions :


	INTERNAL AUDIT : This area is dedicated to comments / notes / references / etc…. of internal auditors

	Ref
	Date
	Name
	Comments
	Signature

	
	
	
	
	


REPORT ON 
ON-THE-SPOT CHECKS 
performed by the MA/IA
	On-the-spot-check  #:
	
	
	Type :   
	(  Planned            ( Ad-hoc     


	CF/ISPA Project Code and Title : 
	

	Final Beneficiary :
	


	Date of report :
	


	On-the-spot-check  performed on :
	

	On-the-spot-check  performed by :
	

	Location :
	


I.
Objective / Description of the On-the-spot-check  :

· Describe the type of visit performed (random visit, special request).

· Identify the operation(s) being checked and provide any background information (documents reviewed / examined before and during the visit, persons met, etc…)

II.
Findings and Recommendations

1) Findings : Describe what was actually observed and/or the results of the visit. 

2) Summarise the correct way of doing things and contrast with the way things are actually being done. Establish the real cause of the problem.

3) Recommendations : What should be done? Who should do it?  When should it be done ?

III.
Status of recommendations relating to previous visits 

· Refer to prior visits if applicable, and discuss status of prior recommendations that have not been implemented, if necessary.

	
	Name
	Position
	Signature
	Date

	Prepared by
	 
	
	 
	

	Reviewed by
	 
	
	 
	

	Approved by
	 
	
	 
	


Name / Monitoring expert in Monitoring unit / Signature 





Name / Monitoring expert in Monitoring Unit / Signature 





Name / Monitoring expert in Monitoring Unit / Signature 





Name / Monitoring expert / Signature 





Name / Head of Monotoring Unit  / Signature 








Name/Head of Monitoring Department /Signature:








Name / Director of CPP Directorate / Signature 











