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Section 2. ORGAN ZATI ON MANAGEMENT AND PERSONNEL FUNCTI ONAL AREA
2-1 Ceneral .

The OWP function within the PHA | eads and directs the activities of the
agency operation. OW addresses, through its sub-functions, those
fundanmental el enents, which formthe foundation for success or failure
within a PHA' s operation.

2- 2SUB- FUNCTI ON/ COMPONENT DESCRI PTI ONS. The OWP function is divided into
the followi ng seven sub-functions:

. Board of Conmi ssioners: Selection and Qperation
. Organi zation

. Managenent

. Adnmi ni stration, Personnel and Training

. Public/Private Partnerships

.Legal Adm nistration

. Managenent | nformati on Systens

~NOoO O, WNBE

The following is a brief description of each sub-functional area with
descriptions of the conponents for each sub-function. Detailed guidance
on assessing these areas is provided throughout this OV Gui debook

A SUB- FUNCTI ON 1: Board of Conmi ssioners: Selection and Operation.

Final authority, legal and fiduciary responsibility for the PHA lie
with the Board of Comm ssioners, making the selection of Board
menbers and its operations critically inportant. Core Principle:
The Board shoul d establish a clear mssion for the PHA, setting
broad policy, and should obtain a flow of critical information with
whi ch to eval uate nanagenent.

1. Conmponent s:

a. Board Conposition and Selection. Determine if the Board
nmenbers possess the requisite know edge, skills,

dedi cati on and experience; whether potential conflicts of
interest are present; and whet her appointing authorities
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have carefully consi dered appointees. The reviewer
shoul d use the opportunity of the review to point out the
benefits to the PHA of having diverse representation on
the Board, and nmenbers with expertise related to the PH s
managenment of public housing such as individuals with
property managenent; financial; |egal; personne
managenent /| abor rel ations; community relations and
security. The benefits of having resident representation
on the Board should al so be addressed.



b. Board Functionality. Determne if the Board is fully
functional by exam ning whether all menbers are in place,
nmeetings held per bylaws, neeting nminutes and resol utions
fully docunmented, acting in all areas where Board
authority is required. A determ nation should also be
reached on whether the Board is routinely receiving key
i nformati on on which to make policy decisions and on
whi ch to eval uate upper nanagenment; e.g. , unit turnover
and vacancy rate, operating income and expenditure data,
noder ni zati on progress reports, work order backl ogs,
maj or changes in HUD s regul ati ons/requirenents, security
probl ems, etc. The enphasis should be on the inpact of
the Board's operation on the operations of the PH
Det ai |l ed review of adherence to bylaws, etc. would only
be necessary if the legitinmcy of the Board' s | ega
authority cane into question

c.Board Effectiveness. Determine if the Board is fully
engaged and effective in setting policy, nonitoring and
eval uati ng upper nanagenent, allow ng the Executive
Director and staff to exercise proper authority over the
PH s daily operations, and acting as an advocate for the
PHin the |arger community to gain outside support.

B. SUB- FUNCTI ON 2: Organi zati on.

The PHA organi zation shoul d be designed, and periodically eval uated
and redesigned, to efficiently acconplish its goals and m ssion
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The goal s and workl oad shoul d determ ne the nunber and |evel of
skills of enployees. The PHA should decide what it needs to
acconplish and how it intents to get there. This sub-function
enconpasses the areas of organizational structure, coordination
and comuni cation. Core Principle: The organi zational structure,
fl ow of comuni cations and the interaction of the organization's
conmponents shoul d support the achi evenent of the PHA's nission and
core functions.

1. Conponent s:

a. Organi zational Structure. The primary purpose of the
reviewis to determne if the organi zational structure,
formal and informal, is functioning so that it provides
a rational framework to facilitate the flow of work.
There is no best structure suitable to all situations.
Centralized or decentralized, hierarchical or flat,
whet her divided al ong functional or divisional |ines,
what is appropriate is what works. Generally, a
decentral i zed operation provides for nore accountability
of staff and a highly centralized operation requires nore
expertise and invol verrent on part of executive director.
| ssues of lines of authority, delegation of authority,



conmuni cati on, span of control
centralization/decentralization, specialization

aut onony, and accountability can be considered in
assessing the effectiveness of the organizationa
structure. Where significant organi zational problens are
evident in large PHAs, rather than to extensively revi ew
the problens, it may be nore appropriate to go into
enough detail to substantiate the broad problem and then
recomend the PHA obtain outside expertise on

organi zati onal devel opnent issues from professionals in
that field; e.g., consultants, universities, foundations.

b.Staffing. Analysis of the selection, nunber, type,
supervi sion, deploynent and eval uation of staff, trends
in staffing, and conparative analysis of staffing |levels
are perforned to determ ne the adequacy and efficiency of
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staffing. It is inportant to tailor the assessnent to

the needs of the PHA. Factors such as geographic

di spersion of units; the age, size, type and condition of
units; crime in neighborhood of units; relationship with
resi dents; workload by functional area; personnel policy
on | eave, holidays, hours of work and overtine; and
applicability/effect of unionization, or city or state
civil service; and the extent of outside contracting for
servi ces nust be consi dered when assessing staffing
rati os or expenditure levels. Staffing ratios norns and
expenditure norns are to be viewed strictly as a guide;
only the begi nning point for assessnent.

c. Conmruni cati on. Determ ne how managenent comuni cates the
PHA' s mi ssion, goals, objectives, performance, policies
and procedures, particularly PHVAP results and progress,
t hroughout the organization. Determ ne how the
organi zati onal make-up of the PHA facilitates inter-
departnental conmmunications.

C SUB- FUNCTI ON 3: Managenent .

Thi s sub-function includes the key responsibilities of upper
managenment i ncludi ng, establishnent of a clear nmission, goa
setting and nonitoring, planning and anal ysis, resource generation
and allocation. The depth and detail of the review w |l be
dictated by the size of the PHA and the nature and extent of any
probl ems. The sophistication of the review function should be
adjusted to the size and sophistication of the PHA. Aside from
core principles, what follows will be used largely in the review of
medi um (500-1, 249) and large (1,250 or nore units) PHAs. Core
Princi pl e: Managenment and the Board shoul d devel op a cl ear m ssion
for the PHA, conmmunicate this to staff, and ensure that the PHA's
operations and systens work together to acconplish the m ssion

1. Conponent s:
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a. Goal s/ Perfornmance Managenent. Setting goals,
establishing systens to nonitor rel ated performance, and
followi ng through to pronptly react and adjust in |ight
of actual performance is anong the nost critical of
managenent functions. This area enconpasses how
nmanagenent sees to it that the job is getting done. In
addition to attaining broad strategic goals, nmanagenent
must ensure that critical tasks get done tinely and
properly. For exanple, preparing the budget; devel oping
and submitting grant applications; and maki ng sure
noder ni zati on funds are being spent on tine. Deternmine
how managenent is organi zed to ensure follow through
i.e., managing the day-to-day details of seeing to it
that deadlines are net, and comrmitnments to those within
and outside the organization are fulfilled The difference
bet ween success and failure often is not in the design of
the solution or in developing a plan, although both are
inmportant, but in the ability of nanagenment to actually
execute the plan, to be task oriented and focused. There
is acritical interface between goal s/ performance
managenent and i nformati on managenent. Senior managers
nust ensure that program know edge is interfaced with
i nformati on systens know edge, and field | eve
operational know edge. Identifying critical informtion
needs, establishing necessary frequency of reports or
ongoi ng accessibility to data, the acceptance and use of
common definitions and programinterpretations, and the
monitoring of the quality of the data (starting with
source docunents and tracing the information through the
informati on systemto the manual or automated reports)
are indispensable if senior managenent is to have the
tools for effective goal s/ perfornmance nanagenent.
Management shoul d periodically evaluate its prograns to
determine if they are successful

b. Managi ng Processes. A PHA's operational activity can be
viewed as a series of processes, anpbng them
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(1) Unit turnaround
(2)Rent collection
(3) Lease enforcement/ Eviction
(4) Rent reexam nation
(5) Applicant intake/resident selection
(6) Moderni zati on
(7)Routine and preventive mai nt enance
(8)Inventory
(9) Pur chasi ng
(10)Grants application



(11) Comunity and resident relations

(12) Fi nance and budget

(13) Security

(14)H ring, firing, and evaluation of staff
perf or mance

Assessing the PHA's ability to manage processes is
a key responsibility of the OW reviewer. This is
| ess about the reviewer trouble shooting an

i ndi vidual process, than it is about deternmining if
the skills are in place at the senior nmanagenent

| evel to manage processes. Anobng the elenents to

| ook for in the managenment of processes are:

(1) The devel opment and nai nt enance of procedures
whi ch clearly organize and spell out the
process: who, what, when, where, why and how.

(2) Assuring, through training and hiring
practices, that those with responsibility to
carry out the process understand what is
expected of them

(3)Managi ng the interface between departnents
that nmust work together to conplete the
process. This is the area where there is often
the greatest opportunity for inprovenent, the
nost common exanpl e being the coordi nation of
mai nt enance and resi dent selection as part of
the unit turnaround process.

(4)Defining the informational needs of
7/ 95 2-6
7460. 9

managi ng the processes and assuring that

i nformati on systens support the processes and
seni or managenment's nonitoring of the
processes.

(5)Monitoring the processes established to assure
that staff are perform ng, and | ooking for
procedural and organi zational inpedinents so
that the process can be changed as needed.
Because nmany of the processes cut across
functional and departnental lines, it is

i mportant that the review team closely

coordi nate their exanination of those
processes. The focus should be on those
functions related to areas of deficient
performance or deficient conpliance. Fl ow
charting these high risk, cross-functiona
processes should be a joint review team
exercise. The OW reviewer should be | ooking
for organi zati on/ managenent issues that revea



the PHA' s capacity to nmanage processes
coordi nate departnents, and indi cate whether
the organi zational structure is effective or
i npedes the process.

c. Pl anning and Analysis. The PHA's ability to analyze its
needs, perfornance, denographics, and trends along with
the conplimentary function of using that information to

ef fectively conduct short term internediate and

strategi ¢ planni ng shoul d be exam ned.

d. Resource Ceneration and Allocation. Although closely
line to the Finance and Budget functional area,
allocating resources is primarily a managerial decision
that flows fromsetting goals and prioritizing anong
needs. Determ ne whet her the budget process supports
legitimate PHA objectives, is appropriate to neeting the
needs of the PHA and is consistent with the requirenments
of efficiency and effectiveness. Conparative anal ysis and
trend analysis are anong the tools used. (See the
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Renote Monitoring Wrksheets, Appendix 2, and On-Site
Revi ew Wr ksheets, Appendix 3, for nore details on
comparative and trend anal ysis.)

An inportant budget issue that cross-cuts Finance and
Budget and OWP is the adequacy of the PHA cost allocation
pl an, particularly the allocation of salaries and
benefits across programlines and perhaps even non-
federal PHA activity.

CGenerating resources is a nmanagenent function that

i nvol ves outreach to other sources of funds, private and
public, as well as maximzing primary sources: dwelling
rents, operating subsidy, nodernization funding, drug
elimnation grant funding, resident-related funding,
energy conservation savings, etc. The conpetency of the
PHA in accessing resources is critical

e. Coordination. Deternmine if policies, procedures and
practices are coordinated to achieve the nission and
obj ectives of the Authority, whether there are conflicts
in the PHA's basic objectives and policy, or if different
el ements of the organization are working at cross-
pur poses, or are not synchroni zed. Determ ne whether the
organi zation, as a whole, is working together in a
coherent and effective fashion, and whether managenent is
fully cognizant of the interrelationship and
i nt erdependenci es of policies and practices anmong the
different PHA functions. For exanple, a failure to
initiate or be effective in pursuing for-cause evictions
may result in disruptive residents staying in
devel opnment's, causing good tenants to | eave in higher



nunbers. This in turn increases the nove-out rate,
creating a unit turnaround burden and eventually a

mar ket i ng probl em because of the undesirability of the
devel opment. Coordinati on problens are frequently
mani fest in the inability of maintenance and occupancy
staff to coordinate units being prepared for occupancy
with the waiting list, so that a resident is ready to
nmove in when the unit is ready to be occupi ed.

D. SUB- FUNCTI ON 4: Adm ni stration, Personnel and Training. This
area enconpasses hunman resource devel opnent:
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recruitment, training, evaluation, conpensation, adninistration

| abor relations, and PHA administration, e.g., overseeing travel
of fice support functions, and records nmanagenment. Core Principle:
Al'l the PHA s human resource practices should be internally
consistent and part of the |larger strategy of neeting the PHA' s

m ssi on and goal s.

1. The fundamental purpose of this area of reviewis to determ ne
the extent to which the adm nistrative function enhances the
PHAs ability to acconplish its m ssion and objectives.

Adm nistration is a support function. It does not exist for
its own end. Determine if the organization gets what it needs
fromAdmi nistration, i.e. conpetent enployees with the

required skills, an effective and tinely disciplinary process
to deal with problem enpl oyees, adequate pay scales to attract
and retain conpetent workers, and constructive |abor relations
i ncludi ng, where applicable, union agreenments that facilitate
productivity. The organization and formality of how all of
this is done will vary greatly depending on the size of the
Authority. In snmall PHAs these functions nmay be collatera
with the duties of the Executive Director. In large PHAs this
is normally a specialized function

2. Conponent s:

a. Personnel Policy and Procedures. The PHA shoul d have
personnel policies and procedures that are reasonable in
content and practice, and pronote the agency's efficient
and econoni cal operation. Procedures outlining hiring,
pronotion, affirmative action, disciplinary processes, an
enpl oyee eval uation system tine and attendance
requirenents, etc. should be eval uated

b. Recruitment and Hiring. The quality and integrity of the
hiring process is of nmajor inportance. A PHA cannot neet
its mssion without skilled and tal ented enpl oyees. The
revi ewer should determne if the PHA has an open, and
adequate qualifications-based selection process that is
effective in attracting and retaining qualified staff,
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c. Training. Assessing training needs and addressing those
needs are essential nanagenent requirenments. The
sophi stication of this process will vary greatly with the
size and situation of the PHA, but nanagenent nust ensure
PHA enpl oyees have the skills necessary for the PHA to
succeed. This conmponent is closely linked to the process
of evaluating enpl oyee performance and to the quality of
job descriptions.

d. Labor Relations. A constructive and nmutually respectfu
rel ati onshi p between enpl oyee and enpl oyer is necessary
for the productive and effective functioning of the PHA
The purpose of the reviewis to determ ne whether or not
the PHA's ability to operate efficiently and effectively
and to properly serve its residents is facilitated by
| abor relations. While HUB does not generally question
provi sions agreed to by managenent and | abor in
col l ective bargai ni ng agreenents, the reviewer should
determine if any agreenent provisions materially
interfere with the effectiveness and efficiency of PHA
operations. It may be appropriate to recomend that the
PHA obt ai n outsi de assistance in negotiating future
agreenent s.

e. Conpensation Adnministration. This area covers the PHA' s
admi ni stration of pay and benefits. The perfornmance-
rel ated i ssues enconpassed within this conponent concern
whet her: sufficient conpensation is provided to attract
and retain conpetent staff, conpensation is excessive
causi ng inefficiencies and draini ng needed resources from
ot her areas, and whether the system of conpensation has
integrity and is nmerit based. Circular A-87, Appendix 1,
shoul d be referred to on conpensation and fringe
benefits, as the requirenents of this Grcular are
generally nore conprehensive than were heretofore
appl i cabl e under the Annual Contributions Contract (ACC)
or HUD Handbook requiremnents.

In terns of conpliance, conpensation nust be docunented
to be reasonable in accordance with the provisions of
Circul ar A-87.
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f. Enpl oyee Eval uation. Evaluation of enployees by their
supervisors, usually in the formof some periodic, at
| east annual, performance report is an inportant function
for ensuring accountability and assessing and addressing
enpl oyee skills devel opment needs. The PHA shoul d ensure
that enpl oyee eval uation are based on identifiable
targets and that evaluations are fair. Evaluations that
are not scrupul ously conducted becone a disincentive for



enpl oyees.

g.Job Descriptions. Accurate descriptions of the duties of
positions in the organi zati on are necessary for purposes
of recruitment and enpl oyee eval uati on.

h. Enpl oyee Discipline. The reviewer should determine if
the PHA has the capacity to discipline and termi nate, as
necessary, those enpl oyees who have not net m ni mum
standards. A determnination nust al so be made on whet her
the procedures and practices in this area will withstand
| egal scrutiny. A clear, objective, witten policy on
enpl oyee discipline and termnation is critical and
shoul d be included in the assessnent of this area.

B. SUB- FUNCTI ON 5: Public/Private Partnershi ps.

1. This sub-function enconpasses the PHA' s rel ati onships with
| ocal government, nonprofit organizations, social service
organi zations, state and federal agencies and the private
sector. Core Principle: The PHA should | everage the resources
and cooperation of private and public entities to ensure that
the PHA neets its m ssion and goal s.

2. Conponent s.

a. Local Governnent Cooperation Agreenent. At a m ninmum
the provision of services required under the Cooperation
Agreenent between the PHA and the Gty nust be assessed.

The role of the Mayor and Gty Council is vital to the
success of a PHA. It is inportant therefore for the
reviewer to determne the overall tenor of the

rel ati onshi p between the PHA and | ocal government and
whet her needed support is being sought/given to the PHA
Security may be particularly inportant to assess.
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b. Social Service Providers. Determine if the PHA has nmade
hi gh | evel organi zational |inkages to social service
providers to assure that critical services are provided

to residents. Success in this area is generally a
function of high level collaboration between the PHA and
soci al service organi zation | eadershi p.

c. X her Community Leaders. Determine if the PHA has
know edge of centers of expertise and assistance inits
communi ty, including foundations, the chamber of
comrerce, universities, etc., and whether the PHA has
attenpted to enlist the resources available fromthese
groups as well as their aggressive civic support.

F. SUB- FUNCTI ON 6: Legal Administration

1. This sub-function enconpasses nmanagenent's use of | egal



resources to nmeet the PHA's needs, such as routine evictions,
personnel related |aw suits, the witing and enforcenment of
contracts, litigation, and the advice and counsel provided to
PHA managenent and the Board. Area Ofice Legal Counse
shoul d either take the lead in making this assessnment or be
consul ted throughout the assessnent. Core Principle: Like all
other PHA functions, the legal function is an area to be
managed by PHA executives to ensure the PHA is neeting its
objectives. It must receive managenent scrutiny as to
efficiency and effectiveness.

2. Conponent s:

a. Organi zati onal Approach and Cost Effectiveness. Determn ne
how the PHA neets its legal needs; i.e., through
contractual relationship with outside counsel, the

enpl oynent of counsel or a conbination. Conpare the

PHA' s expenditures for |legal activity with those of

simlar sized PHAs, and if there is a wide disparity
attenpt to determ ne why.
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b.Litigation. Determine if HUD authorization has been
sought per the Litigation Handbook 1530.1, as anended.

c. Managenment. Determne if managenent feels it is well-
served by its providers of |egal services and how
managenent has assessed whether it is being well-served;
whet her managenent has considered the conplete array of
options for nmeeting its | egal needs and whether it has
considered the relative efficiency and effectiveness of
the options. Deternine if managenent has sufficiently
integrated the legal function with operations and ot her
support divisions. For exanple, are devel opnment nmanagers
and | egal counsel closely coordinating eviction actions,
is the construction departnent closely coordinating with
| egal counsel on construction contracts and enforcenent
actions against contractors; and have those initiating
personnel actions been advi sed of the necessary | ega
requi rements so their actions can be successfully
def ended?

d. Effectiveness. Deternine the effectiveness of the
provision of |egal services. What is the rate of success
in processing evictions and what is the average tine to
evict? How successful has the PHA been in litigation?
Have personnel actions been sustained in court? Has
managenent recei ved sufficient guidance to avoid
unnecessary litigation? Howis the PHA viewed in the
| egal conmunity?

G SUB- FUNCTI ON 7: Managenent | nformation Systens.

1.Introduction: Because of today's highly conpetitive business



environment and the need to do nore with | ess, conputer-based
managenent information systens (MS) are becom ng increasingly
i mportant to PHAs that want to remain competitive
Consequently, nmore and nore PHAs are relying on information
systens to effectively manage their operations. For this
reason, functional reviews of a PHA's operations shoul d

i ncl ude an assessnment of any M S which supports that

functional area. The review should be sufficient to determ ne
that effective PHA managenent controls are in place, including

2-13 7/ 95
7460. 09

procedures to guarantee the integrity, security, and
reliability of the MS. Core Principle: PHA s Managenent

I nformati on System shoul d provide the necessary information to
support acconplishment of the PHA's m ssion and objectives.

2. Detail ed Guidance For On-Site Revi ews.

Information presented on the MS sub-function is for use by
the functional specialists as a part of their review, rather
than for a separate review of the overall MS operations of a
PHA. Appendix 5 contains the On-Site Wrksheets and Appendi x
6 contains the Problem Anal ysis Wrksheets. Should the
circunstances require an in depth review of a PHA's M S
detai |l ed gui dance is given in Appendi x 8 of this Quidebook
Thi s gui dance is very technical and conprehensive and shoul d
be tailored for use with the PHA selected for a M S review.
For many PHAs, the MS nmay consi st of one or nore conmerci al
software packages installed and operated on a persona

conput er.

a. Overall Control Conponents.

(1)Internal controls for the MS established by the
PHA shoul d cover five (5) major, critical areas of
operation. The controls should be sufficient to
ensure managenment, control and auditability of

i nformati on systenms. They are:

(a) Devel opnent and Mai nt enance Control Conponent.
The devel opnent and mai nt enance process
requires a series of defined and disciplined
steps in order to ensure that prelininary
studies are conplete and accurate, and that
they forma sound basis for managenent

deci sions. These controls guarantee a sound,
wel | - organi zed approach to the work preceding
the systemand or programinstallation and
mai nt enance and can be categorized into four
(4) areas; Prelimnary Studies,

7/ 95 2-14

7460. 09



Acqui sition/Sel ection (hardware/software),
Devel opnment St andards and Mai nt enance, and
Change Procedures.

(b) Adm ni strative Control Conponent. These are
controls over the PHA environment in which

M S's exist and can be categorized into three
(3) areas; Executive Administration, Personne
Pol i ci es and Long-range Pl anni ng.

(c)Operation Control Conponent. Methods and
procedures are established for the operation
of the MS in order to produce an environnent

i ntended to ensure effective production by the
PHA staff and to provide security for the data
maintained in it. These can be categorized
into three areas; Security, Probl em Managenent
and Conti ngency Pl anni ng.

(d) Application Control Conponent. Application
controls for specific prograns are needed to
ensure that authorized, valid, conplete and
accurate information is produced on a tinely
basis. The controls can be categorized into
four (4) areas; Input, Processing, Qutput and
St or age.

(e) Docunent ati on Control Conponent. Adequate
docunent ati on of a system application
operating and other related procedures is
necessary for a conplete and accurate
under st andi ng of M S processing activities and
the inpact of such processing on end users.
The M S areas that require docunentation are
devel opnment, applications and operations.

Appendi x 8 of this Guidebook covers each of these
controls in detail. The functional specialists
shoul d refer to the appendix if they are intending
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to include an assessnent of the PHA's MS in their
review. The Quidebook will assist themin
determ ning what to review

(2)Essentially the scope of MS controls should be
broad, yet deep enough to ensure that the integrity
of the systemis nmaintained. An inportant
consideration in the reviewis the inpact the
system has on the PHA. Al though the size and cost
of the systemare inportant, other factors such as
its strategic inportance to a specific functiona
area or the overall operation of the PHA nust be



consi der ed.

b. Control Objectives. It is up to the PHA to determne its
M S policies, practices, and procedures. The ultimate
obj ectives to be achieved with the MS are:

(1) Operational Efficiency. Does the systemreduce
costs and/or inprove productivity?

(2) Conpetitiveness. Does the systemallow the PHA to
effectively remain abreast of the demands of HUD or
to respond to housing denands in the comunity?

(3) Managenent Effectiveness. Does the system provide
managenent with the reliable information that it
needs to make fundanmental business decisions? A
key attribute of the MS should be its ability to
consistently deliver accurate and tinely
i nf or mati on.

(4)Protection of Assets. Are there sufficient
safeguards to protect the physical assets (i.e.
comput er hardware and communi cati on equi pnent) as
well as the information contained in the systenf
Information is a valuable asset to the PHA and nust
be protected from abuses such as inadvertent
m suse, disclosure and fraudul ent activity.

(5)Continuity of Business. In the event of a system
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failure or significant interruption, does the PHA
have a contingency plan for continued operations?

c.Results. The results of the operational review of
the MS as a part of a functional review should
provi de reasonabl e assurance that hardware and
software are safeguarded and information is tinely
and accurate. The review should be able to confirm
that the underlying information systemused by the
PHA in each functional area neets its needs.

3. Renote Mnitoring

a. The i mportance of objective evaluations of the MS sub-
function increases as a PHA becones nore reliant on its
data processing. It is obvious that a regular renote
noni toring schedule is desirable, although the need
clearly depends upon individual circunstances.

b. The M'S sub-function primarily focuses on the revi ew of
M S controls; however, MS controls are difficult to
nonitor renotely. For that reason, the renote nonitoring
strategy for MS sub-function is different than the other



OWP sub-functions in that there are no Renpte Mnitoring
Wor ksheets. Instead, guidelines are provided on how to
use the information available in the Area Ofices to
detect situations that would require a cl oser exam nation
of the MS functions.

c. Typical situations that trigger such concerns are these

(1) Receiving PHA reports consistently |ate and/or
contai ning i naccurate infornation.

(2) A proposal for a nmajor hardware or software upgrade
or acqui sition.

(3)Cost for MS services that appear excessive.
(4) An excessive or increasing nunber of conplaints.
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(5)An ability to attract and retain conpetent MS
per sonnel .

(6) A proposal to consolidate or distribute MS
resour ces.

(7)Maj or systenms that appear unresponsive to needs or
are difficult to enhance or maintain.

d. Several renpte nonitoring resources are available in the
Area Ofice. Following is a non-exclusive listing with
brief description of those resources listed. Specific
data, reports, and other information that should be
included in the renbte nonitoring may be on hand in the
Area Ofice.

(1) Aut omat ed Reports

(a)Virtually every day the Area Ofice receives
information froma PHA. Mst of this
informati on comes fromthe PHA itself in the
formof reports, policies, and/or documents.

If any of themare produced fromthe PHA s

aut onat ed managenent infornmation system they
can be used to neasure the systenis

ef f ecti veness.

(b) An anal ysis of PHA reports, policies and/or
docunents enabl es the reviewer to develop a
feel for the agency's operating environnent,
specific informati on needs and thus, the
parameters of the PHA's existing MS
Additionally, it will provide the reviewer
with an objective frane of reference which can
be used during the initial assessnent to



exam ne the PHA's perceptions of its MS
requirenents.

(2)MS Contracts/ Specifications. |f the PHA purchased
the MS, a review of the approved contract and/or
request for proposal will reveal the system
characteristics. However, if the PHA devel oped the

M S, the system specifications my need to be

obtained fromthe PHA. The revi ew should focus on
how t he system was i ntended to function
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(3)M S Policies/Procedures. Every PHA utilizing an
M S shoul d have devel oped various policies,
procedures, rules or processes to assist in
controlling the system This includes controls
dictated by standard ADP practices and those that
are discretionary on part of the PHA. Revi ew of
these policies is a very useful renpte nonitoring
exercise, therefore if the HUD Area Ofice does not
have recent copies of the PHA's M S policies and
procedures, they should be requested fromthe PHA

(4) Organi zational Chart/Position Descriptions. The
organi zational chart and position descriptions
shoul d indicate the M S personnel structure, lines
of communi cation, authority and responsibilities.
The reviewer can use this information to get a
feeling for the PHA's M S admi ni strative controls.

(5)Prior Reviews and Audits. Past reviews and audits
can offer insight into historical problens and
issues at a PHA. Information contained in these
reports can be used to get a perspective on how the
M S has performed in the past. However, keep in
mnd that a PHA' s situati on may have changed
dramatically since the last review, due to turnover
in staff, system enhancenents, etc.

(6) M scel | aneous Correspondence/ & her Information
This category refers to any ot her correspondence,
records, and reports which may give additiona
information on the M S s perfornance.

4. Probl em Anal ysi s
The M S Probl em Anal ysis Wrksheets (Appendix 6) are avail able
tools to assist in the process of analyzing the problens uncovered,
regardl ess of the formof nonitoring, and devel opi ng appropriate
strategies. The Quidebook is structured by first identifying the
2-19 7/ 95
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problemitself, then listing the possible causes behind these
probl emrs, possible strategies for addressing these causes, and
ot her functional areas which inpact on the problem

Problem Il dentification. Problens identified by the Gui debook
i nclude the follow ng:

a. Erroneous record keeping is the recording of transactions that
are contrary to established policies. This may involve the
timeliness, accuracy and conpl et eness of infornation/data.

b. Busi ness interruptions may include anything froma tenporary
suspension to a termnation of the MS

c. Erroneous nmanagenent deci sions are objectionable in thensel ves
but may al so | ead to other problens. Such decisions may arise
due to msleading information or errors in judgenent.

d. Excessi ve costs include any expense of the PHA which could be
readi | y avoi ded.

e. Loss or destruction of assets refers to the unintentional |oss
of physical assets, nmonies, or information assets.

f.Conpetitive disadvantage relates to the inability of an
organi zation to effectively remain abreast of the demands of
HUD or to respond effectively to housing demands.
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