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Section 12: Monitoring Standards and Procedures

Introduction

As the lead agency for the 2003-2008 Housing and Community Development Consolidated
Plan for the Los Angeles Urban County, the Community Development Commission (CDC)
has the responsibility to ensure that the Urban County’s CDBG, HOME, and ESG
programs follow applicable laws and regulations. Therefore, the CDC continually hones its
monitoring procedures. It views monitoring as an opportunity to provide ongoing technical
assistance and support to help its grantees and participating cities reach project goals,
achieve Consolidated Plan goals, and improve service.

INSIDE THIS SECTION

This section describes how the CDC monitors all projects funded by the Community
Development Block Grant (CDBG) Program, The HOME Investment Partnerships
Program (HOME), and the Emergency Shelter Grant (ESG). It also describes the
monitoring procedures the CDC uses to ensure progress on Consolidated Plan strategies
and activities.

Project Monitoring

Monitoring by the CDC is not just a regulatory process or a fact-finding mission. Rather, it
involves effective communication and cooperative, problem-solving relationships between
the CDC and its partners.

MONITORING OBJECTIVE

The CDC'’s principal monitoring objective is to ensure that Federal funds received from
HUD are used only for approved activities and are administered according to all applicable
statutory and regulatory requirements. This established monitoring approach provides an
early indication of problems or potential problems in meeting applicable requirements.
This approach also helps to prevent fraud, waste, and mismanagement.

To achieve this monitoring objective, the CDC uses an interactive, ongoing process. This
approach includes instructional training, ongoing technical assistance, routine site visits,
quarterly reporting, and annual monitoring. The CDC promotes efficient and effective
grantee performance.

MONITORING STANDARDS

To achieve the stated objective, the CDC maintains a qualified professional monitoring
staff, which conducts thorough financial and programmatic monitoring on an annual basis.
The monitoring process utilized is designed to incorporate a variety of monitoring
techniques and tools into a coordinated effort, which ensures that all funded activities
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receive an appropriate level of review. Currently, the following five types of monitoring
techniques are incorporated into the CDC's comprehensive monitoring approach.

Individual Project Monitoring

This is the primary technique used for monitoring and reviewing funded activities
implemented by the CDC and its subrecipients. Principally, in-house staff is assigned
specific agencies or projects with the responsibility to conduct comprehensive reviews of
either active or completed projects on an annual basis.

Team Monitoring

A supplementary technique used by the CDC allows staff the opportunity to schedule
monitoring reviews in groups of two or three persons. The tool is effective for conducting
in-depth financial and construction compliance reviews. These teams may be comprised of
generalists and specialists including general program managers, accountants, and a
construction contract compliance officer. Finally, this technique is utilized to provide
ongoing training opportunities for new and inexperienced monitoring staff.

In-House Monitoring

This approach provides a greater level of flexibility for the CDC, and allows for some
projects to be reviewed through an in-house process. It provides for agencies to bring
project documentation into the CDC for review. The technique is used only for very simple
projects and in the course of providing technical assistance.

Desk-Top Monitoring

This fourth monitoring technique is used on a routine basis and provides staff with another
tool for examining ongoing project activities. Through this review process, agencies are
required to submit quarterly reports that identify ongoing activities. CDC staff then analyze
and assess this information and make decisions regarding the need for additional technical
assistance or future on-site visits. Desk-Top reviews include an analysis of an agency’s
accomplishments-to-date and rate of expenditures. This review is documented in the
CDC’s project files, and serves as a source of information utilized during the final
comprehensive review of program performance.

Comprehensive Technical Assistance (CTA) Visits

This monitoring technique is used to assist agencies with their ongoing projects. If an
agency is encountering project implementation problems, CDC staff will visit the agency
and conduct a comprehensive review of programmatic and financial records. CDC staff
also conducts mid-year technical assistance visits for all community based non-profit
organizations administering CDBG-funded programs.

Los Angeles County Housing and Community Development Consolidated Plan Page 12-2



Section 12: Monitoring Standards and Procedures

Based on a review of the records and an examination of the program, technical assistance is
provided and a follow-up letter may be sent to the agency. The issues addressed during the
CTA visit are maintained in the CDC’s project files and the information is used as
reference material during future monitoring visits.

Monitoring Strategy

The CDC's monitoring plan establishes some general criteria against which funded
activities can be evaluated to determine both the necessity for and the appropriate level of
review. This approach is based on both our past monitoring experience and a "Risk
Analysis" approach. Overall, this approach focuses primarily on reviewing completed
projects. However, it also incorporates two levels of review for ongoing or active projects:
the desk-top monitoring review, and the on-site monitoring review, which is used
depending on the determined need. Using these approaches, the following general
assumptions have been made regarding monitoring activities administered by cities, county
departments, CDC divisions, and community-based organizations:

PARTICIPATING CITIES

Participating cities, which have been involved in the CDBG Program since its inception,
are thoroughly acquainted with the program and generally have the most experienced staff.
They generally fund continuing activities that change little from year to year and, if costs
are questioned, have access to other funding sources that can be utilized to readily repay
disbursed funds.

Based on these facts, cities represent the lowest risk potential as it relates to monitoring
findings or disallowed costs. For these reasons, it has been determined that some
monitoring emphasis can be shifted away to other areas where the potential for problems is
higher. To accomplish this, the CDC has determined that ongoing city projects, those
activities that are funded annually, can be reviewed every other year, should the following
specific conditions exist:

= Either minor or no programmatic or financial findings were identified and resolved
during the last review.

= The scope of the activity has not substantially changed.

= There have been no recent staff changes within the program that would jeopardize
project integrity.

= A review of previous program operations indicates a good expenditure and drawdown
record with no glaring project/program design deficiencies.
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COUNTY DEPARTMENTS

A majority of Los Angeles County Department funded activities are one-time capital
improvement projects or continuing activities that change little from year to year. Some
specific ongoing public service activities, such as youth programs operated by the County
Sheriff's Department, are candidates for in-house monitoring. Depending on their size and
scope, other County projects will primarily receive individual or group monitoring visits.

COMMUNITY-BASED ORGANIZATIONS

Community-Based Organizations (CBOs) are funded for a wide variety of CDBG- and
ESG-funded activities, especially public services. However, their experience and training
in implementing these activities in compliance with applicable statutory and regulatory
requirements vary widely.

In addition, some projects are a one-time CDC effort while others are ongoing activities.
Based on this diversity, the CDC has determined that some of these projects can represent
the highest potential for risk, while others represent a very low risk. Therefore, completed
projects will be candidates for the full range of monitoring tools, from intensive individual
reviews to limited reviews conducted within the context of the in-house monitoring
approach. Monitoring of CBOs has been augmented by mid-year technical assistance visits
that are provided to every CBO in an effort to enhance programmatic compliance. Further,
ongoing CBO projects receive annual on-site monitoring visits.

COMMUNITY DEVELOPMENT COMMISSION’S DIVISIONS

Through its internal divisions, the CDC implements a wide range of diverse projects that
include both ongoing and one-time effort activities. The CDC also maintains experienced
staff to implement these activities. However, just as outside agency projects are assessed
and the appropriate monitoring strategies used, the CDC also conducts the same analysis to
determine the level of monitoring necessary for its internal divisions.

The CDC’s administrative CDBG Division conducts this analysis and monitoring. The
CDBG Division maintains a separate and independent relationship from the other internal
divisions. Drawing from all available monitoring tools, the CDBG Division closely
monitors completed and ongoing projects implemented by the CDC’s other divisions.

HOME-ASSISTED ACTIVITIES

As a condition of receiving HOME funds, recipients agree to maintain all HOME-assisted
units as affordable housing and in compliance with Housing Quality Standards (HQS). A
site visit is made to each development and multifamily rehabilitation project in order to
conduct mandatory tenant file reviews and physical inspections. The greater of 10 units, or
10 percent of the total development units are inspected and tenant files reviewed. All
sampling is performed randomly. Tenant file reviews consist of evaluating documentation,
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verifying rent amounts, conducting income calculations, and lease review. On site
inspections are performed in accordance with HQS.

All deficiencies encountered are referred to the property management company and owner
for corrective action. A recommended plan of action is also made available to the property
management company and owner. Additional site visits are made at a later date to ensure
all deficiencies have been addressed.

Additionally, first time homeowner units are monitored. Annually, each homeowner is sent
a letter requesting verification that the home continued to be their primary residence and
that they were maintaining the property. Also, title reviews are completed on a sampling of
the units monitored and random curbside visits are also made to ensure the sites were being
maintained.

CONCLUSION

Based on the monitoring tools available and the general assumptions made above, the
CDC's monitoring staff work to develop an annual monitoring schedule that determines the
level of review necessary. Staff then uses the appropriate monitoring tools available and
ensures that all funded activities receive a professional monitoring to ensure compliance
with all CDC and HUD requirements.
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