7460. 09
Chapter 6. ON SITE REVI EWS
Section 6. ON-SITE REVI EW6

6- 1General. Chapter 5 of the Field Ofice Mnitoring of Public Housing
Agenci es Handbook 7460.7, as amended, addresses the requirements comon
to the on-site review of any one or nore of the five (5) functiona
areas at a PHA. Chapter 5 covers key information pertinent to planning
for an on-site review, devel oping a review schedul e, conducting an on-
site review (in-office preparations, arranging the on-site review, entry
and exit neetings, and coordination anong revi ew team nenbers), and
preparation, issuance and distribution of the reviews final report.
This chapter contains valuable informati on and shoul d be closely

revi ewed prior to conducing an on-site review of OW. The information
which follows in this paragraph highlights concerns of particul ar
interest in perform ng an on-site review of any of the sub-
functions/conponents within OW

A. Because assessing the OW function is so reliant on obtaining
information through interviews, it is crucial that the reviewer be
as organi zed as possible in arranging the on-site discussions,
particul arly where ongoing access is linmted, e.g., loca
governnent officials, Board nenbers, the I PA auditor, etc. Through
the use of the Renpte Monitoring Wrksheets, and prior review of
the On-Site Wrrksheets, a list should be devel oped of those

i ndi vidual s that should be interviewed, along with key issues and
questions to be discussed. (It may be possible through prelimnary
di scussi ons by phone to narrow the focus for on-site discussions.)
It is recomended that a wide array of PHA staff be interviewed,
particularly front |ine supervisors and those coming in direct
contact with residents, including devel opnent managers, naintenance
wor kers, service providers, etc. Those delivering the product are
particularly well placed to shed |ight on how the organization is

i mpacting on their delivery of PHA services. |n addition, an
assessment of OVP woul d not be conplete without interviews with the
customer, the residents and their elected representatives. It is

recommended that resident interviews and interviews with those PHA
personnel on the front line (in the devel opnents) take place early
inthe review It may provide valuable information to use in

subsequent interviews at higher levels within and outside the PHA
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B. Empl oyee Surveys. Valuable information about OW (in all but smal
PHAs) can be derived fromthe use of anonynous enpl oyee surveys.
Such surveys are being increasingly used within organizations to

| earn about how to inprove operations, enployee satisfaction

enpl oyee effectiveness, and neet other critical nmanagenent

obj ectives. One of the nore prom nent standardized surveys, the

I ndex of Organi zational Reactions, is attached as Appendix 7, for
use inits entirety. Mean Scores, emanating fromthe results of
over 40,000 individual surveys, are provided for each of the seven
categories; i.e., supervision, kind of work, amount of work,



cowor kers, physical work conditions, financial rewards, and career
future. Also included in Appendix 7, are categorical questions on
job satisfaction, hierarchy of authority, participation in decision
maki ng, and supervisory | eadership. Portions of either the Enpl oyee
Questionnaire or the Categorical Questions can be selected to
tailor the survey to the particular area(s) of interest or concern
Use of either the Enpl oyee Questionnaire or the Categorica
Questions shall adhere to the foll ow ng:

1. Agreenment nust be sought fromthe PHA's executive director to
use either the Enpl oyee Questionnaire or the Categorica
Questions. Wthout such agreenent, neither shall be used--
either in whole or in part. Agreenment is an inportant
prerequisite.

2. All PHA enpl oyees participating in the survey should be
advised that it is being undertaken with the PHA' s consent,
and that the intent is to identify opportunities to inprove
PHA performance, not criticize the PHA or its enployees. A

f eedback process should be considered to share survey results
wi th enpl oyees.

3. Proper adm nistration of the survey is inportant if the

results are to be reliable. The survey should be admni ni stered
t hrough an anonynobus questionnaire to either all enpl oyees, or
a valid random sanpl e of enployees. A table of statistically
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valid sanple sizes is provided as part of Appendix 7, to
assist the reviewer in determ ning the appropriate nunber of
enpl oyees to be surveyed.

4. Revi ewers should bear in mnd that while statistically valid
results can be produced in terns of the nunber of enpl oyees
surveyed, other factors nust be taken into consideration when
assessing survey results. For instance, a planned or recently
executed reorgani zation of a PHA's internal functions nay have
resulted in feelings anong enpl oyees of uncertainty and/or
resi stance to change. Likew se, a high |level of loca
unenpl oyment (job security being of preem nent inportance),
ongoi ng | abor uni on negoti ati ons/ disputes, and other
circunstances can affect survey results. Reviewers should
nake certain they are know edgeabl e of such circunstances in
order to place survey results in the appropriate context.

C. Coordination with Gther Review Team Menbers. A review of OW
requires intensive and ongoing input fromthe reviewers of the
ot her functional areas, since the other functions are substantially
derivative of the PHA's OW performance. OWP issues nanifest
thenselves in the other functional areas. Review Team nenbers
attenpting to determine contributing causes to problens in their
functional areas will be encountering the inpact of OW
deficiencies; e.g., lack of training, organizational delays, |ack
of goal s nanagenment, hiring problens, resource allocation issues,



the inability to inprove or renpve probl em enpl oyees, inadequate
supervision, etc. It is the role of the OW reviewer to ensure
that the manifestation of OVP problens are identified as such and
that connections are nade across functional areas when OW probl ens
are the common thread. The OWP reviewer should also alert the
other reviewers to apparent OV probl ens and issues arising from
the OWP reviewer's research, so that the other reviewers can
confirmif these issues are manifesting thenselves in that
reviewer's functional area. Interaction with the rest of the review
teamis therefore critical

D. Use of On-Site Review and Probl em Anal ysi s Wrksheets.
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1. The Renpte Mnitoring Wrksheets and On-site Revi ew WrkSheets
(Appendices 2 and 3, respectively) are used in conbination to
prepare for, and carry out on-site review The use of the
Renote Monitoring Wrksheets helps to identify problem areas
and areas of uncertainty that, after applying the risk
anal ysis nodel, determ ne which problens will be concentrated
on and the appropriate depth of analysis. (Note: The MS sub-
function has its own separate set of On-site Review and
Probl em Anal ysis Wrksheets. See appendices 5 and 6.

However, the guidance provided in this paragraph Dis equally
applicable to the M S Wrksheets.)

2. The On-site Review Wirksheets help with both conducting on-
site reviews and preparing for them Using the On-site Review
Wor ksheets is not mandatory, but is encouraged. Reviewers
shoul d feel free to supplenment any category. An expl anation
of the use of the On-site Review Wrksheets and their
relationship to the Probl em Anal ysis Wrksheets, Appendi x 4,
is as foll ows:

The On-site Review Wrksheets are divided into the follow ng
cat egori es:

a. Sub- Functi ons and Conponents. The OWP functional area
has a series of worksheets that divides it into its
various parts: sub-functions and w thin sub-functions, by
components. Based upon the results of renpte nonitoring,
the reviewer |ocates the conponent(s) within the sub-
function(s) identified as being related to the probl em
or area of uncertainty. (see also the guidance bel ow on
the use of the information in the category entitled
"Possi ble Problems. ")

b. Ref erences. Adjacent to the conponent category are
references. These references |ist handbooks, noti ces,
the ACC, sections of Federal regulations, or other
docunents that contain information on HUD requirenents
and the gui dance HUD has provi ded regardi ng the component
bei ng eval uat ed.
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c.Information Sources. This is a guide to the source
docunents, files, policies, staff, etc., needed to carry
through with review actions and questions necessary for
eval uating the conponent that is the focus of concern

In some instances, information sources will be HUD file
material, but usually will be primarily sources at the
PHA, or within the conmunity.

d. Review Actions. Review actions |listed on worksheets are
directly related to the information sources. They

provi de the reviewer wth guidance on sonme of the
appropriate on-site actions that should be taken using

the informati on sources. For instance: interview ng PHA
staff, reviewing certain PHA policies, review ng specific
types of PHA files, etc.

e. Revi ew Questions. These questions follow fromthe review
actions described above, and represent inquiries to which
the revi ewer needs answers. An inportant part of the
review preparation process is for the reviewer to decide
whi ch review actions and rel ated questions will be used.
This assists to advise the PHA, before the review, about
the particular staff nenbers to be interviewed and policy
docunents that should be provided at the outset of the
review, or made available during its course

f.Notes. Space is provided on the On-site Review
Wor ksheets for reviewers to record the nanes of
i ndi viduals interviewed, answers provided to questions,
results of file and policy docunent reviews. Anything
the reviewer feels is inmportant shoul d be entered.
Fol | ow-up questions, listings of additional review
actions to be pursued, and any other such pertinent
thoughts and informati on may be entered.

g. Possi bl e Problens. This category on the worksheet lists
the problens that might result if a particular conponent
within a sub-function is not operating efficiently and
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and effectively. Once renote nonitoring has reveal ed the
probl em areas and areas of uncertainty, they can then be
mat ched with the possible problens listed on the On-site
Revi ew Wrksheets. This points to conponents and sub-
functions that should be considered for on-site review
Thi s process may suggest that conponents within the sub-
functions of two or nore functions require reviewto
arrive at a conprehensive identification of sub-
functional conponents in which corrective actions are
needed to resolve the identified problem The next step



is using the Problem Anal ysis Wrksheets to arrive at
appropriate strategies for corrective actions to be
recomended to the PHA

4. Probl em Anal ysi s Wrksheets. See paragraph 5-B2 for
informati on on the use of the Problem Anal ysis Wrksheets
during both renpote nonitoring and on-site review.
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