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Presenters and Q&A Format
• Moderator

– Shawna LaRue Moraille, ICF International
• Presenters

– Aisha Williams, ADW & Associates LLC, subcontractor to ICF 
International

– Phyllis Ford, Division Director, HUD, Office of Oversight and 
Accountability 

• Questions – supported by Lee Turner, ICF International
– Written Questions Box: You may enter your question into the question 

box at any time during the presentation.  The questions will be read 
aloud at the end of each section

– Audible Questions: If listening to the presentation over the phone, make 
sure to press in your audio pin provided (#xx#).  Please raise your hand 
and we will unmute your line to ask your question.  
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Webinar Series Overview
1. Agency Roles and Responsibilities (10/15/14)

- http://portal.hud.gov/hudportal/HUD?src=/program_offices/housing/sf
h/hcc/OHC_TRAINARC

2. Network Monitoring (today)

3. Network Evaluation and Expansion (2015)

4. How to Apply for HUD Approval (new, 2015)

5. Grant Administration (2015)

6. Performance Reviews (new, 2015)

http://portal.hud.gov/hudportal/HUD?src=/program_offices/housing/sfh/hcc/OHC_TRAINARC


Webinar Agenda
• Part 1: Review Key Concepts from Webinar #1 
• Part 2: Network Monitoring Goals, Definition, 

and Activities 
• Part 3: Quality Control Plan
• Part 4: HUD Evaluation of Oversight Agencies
• Part 5: Network Monitoring Examples from HUD 

Handbook 7610.1



Part 1:
Webinar #1 

Review of Key Concepts



Agencies with Network Oversight 
Responsibilities

• Agencies who provide counseling through and 
oversee a network (i.e. branches, affiliates, or 
sub-grantees; funded and non-funded)

– Intermediary 
– SHFA
– MSO
– LHCA (w/ branches)



Key Oversight (Network Monitoring) 
Activities

• Oversight and monitoring activities fall into 
four activity buckets:
1. Ongoing monitoring (compliance monitoring)
2. Periodic reviews (compliance monitoring)
3. Financial Monitoring  
4. Technical support



Quality Control Plan Purpose
• HUD requires a quality control plan

• “Grantee must have in place a quality control
plan that specifically outlines how Grantee
monitors the performance of its Sub-grantees.
This quality control plan shall be available to
HUD upon request”
– FY 2014 Housing Counseling Grant Agreement, 

Parent Agencies



Quality Control Plan Purpose 
(cont.)

• Outline network monitoring policies and 
procedures (and other activities)

• Identify roles, responsibilities, expectations, 
and authority

• Define quality metrics and evaluation strategies
• Describe how quality issues will be managed
• Encourage transparency, accountability, and 

“Do it right the first time (DIRFT)”



Part 2:
Network Monitoring 

Goals, Definition and Activities



Network Monitoring Goals
• Preserve program efficiency, effectiveness, 

productivity and compliance 
• Reduce the likelihood of an event/action that 

may negatively impact program



Network Monitoring Definition

• Network monitoring means supervision and review of 
program activities and performance

• Focus on requirements, mandates, expectations, etc.

• At minimum, monitoring requires
– Check-ins (e.g. phone calls, emails)
– Observation (e.g. performance reviews)
– Documentation (e.g. performance review records)



Network Monitoring Definition
(cont.)

• Network monitoring key questions
– Were requirements met? (e.g. counseling 

production targets and procedural requirements)

– Were mandates fulfilled? (e.g. AFFH, compliance)

– Were expectations met? (e.g. were quality 
standards achieved)



Basic Network Monitoring Activities
Activity OM PM FM TS

1. Collect and review Form HUD-9902s X X

2. Collect and review HUD PARs X X
3. Ensure counseling and education activities are 

properly reflected in CMS X X

4. Monitor financial performance and use of pass-
through funds (i.e. perform accounting of admin 
costs; verify documentation of expenses)

X X X

5. Ensure compliance with federal regulations, OMB 
Circulars A-110, A-133 , A-122 (e.g. review source 
documentation of direct  and indirect costs)

X X

OM = Ongoing Monitoring    PM = Periodic Monitoring   FM = Financial Monitoring 
TS  = Technical Support



Basic Network Monitoring Activities 
(cont.)

Activity OM PM FM TS

6. Conduct onsite and remote performance reviews X X X
7. Ensure counseling activities, services and 

program operations are compliant (e.g. 
Handbook 7610.1 paragraphs 3.5, 6.1 and Ch. 5)

X X

8. Provide training and TA (i.e. facilitate peer-
learning; share best-practices) X

9. Regularly communicate with network agencies X X X X
10. Follow-up and follow through X X X X
OM = Ongoing Monitoring    PM = Periodic Monitoring   FM = Financial Monitoring     
TS  = Technical Support



Additionally Recommended 
Monitoring Activities

Activity OM PM FM TS

1. Conduct webinars X
2. Create self-guided resource materials X
3. Host monthly or quarterly calls X X
4. Randomly check client files or do counselor file 

peer review X X
5. Document performance review findings in a 

letter
X X

`OM = Ongoing Monitoring    PM = Periodic Monitoring   FM  = Financial Monitoring      
TS  = Technical Support



Additionally Recommended 
Network Monitoring Activities (cont.)

Activity OM PM FM TS
6. Review housing counseling work plan; compare 

to 9902 and other reporting documents X
7. Request pictures when conducting remote 

reviews X
8. Have a checklist on the cover of each counseling 

or education file that shows its contents, the 
location, and the last internal or oversight agency 
audit

X X

OM = Ongoing Monitoring    PM = Periodic Monitoring   FM  = Financial Monitoring      
TS  = Technical Support



Pop Quiz
• Which of these is NOT a reason to conduct 

network monitoring?

a. Reduce likelihood of a negative action/event 
b. Surprise network agencies with random compliance 

tests
c. Increase transparency and accountability
d. Preserve program strengths



Part 3:
Quality Control Plan 



Quality Control Plan Background
• Technical Definition

– Description of the methodology an oversight agency follows 
to ensure achievement of quality standards 

– Description of testing/checking activity outputs and 
products

– Used in conjunction with methodologies for

• Quality Assurance
• Quality Improvement



Quality 
Assurance

Quality 
Improvement

Quality 
Control

Quality Assurance 
Technical Definitions

Quality Control Plan Background

Standard practices and 
processes to achieve 
quality products/outputs

Processes, tools, etc. to 
test and check 
product/output quality

Processes, tools, etc. to 
improve quality problems

Quality
Assurance

Quality 
Control

Quality 
Improvement



Quality Control Plan: Our Working Definition

Quality 
Assurance

Quality 
Control

Quality Control Plan 

Quality 
Improvement

Outlines the network monitoring plan
AND integrates key quality concepts

Quality
Control



Quality Control Plan Critical Elements
1. Roles, responsibilities, and authority
2. Standards, expectations, policies, procedures
3. Risk and risk management (coming in 2015)
4. Quality control focus areas and metrics
5. Quality control evaluation and analysis methods
6. Quality improvement and corrective action
7. Rewards and consequences



1. Roles, Responsibilities, 
Authority

HUD
• Standards, Procedures
• Guidance
• Authorization
• Audits and Evaluations
• Technical Support
• Decide/Implement Penalties 

Oversight Agency
• Standards within HUD parameters
• Technical Support
• Authorizations
• Partner and Coordinate with HUD
• Act on behalf of HUD
• Performance Reviews
• Implement Penalties
• Subject to HUD’s Authority

Quality Control Plan: 7 Critical Elements



1. Roles, Responsibilities,
Authority

Network Agency
• Implementation and compliance
• Self monitoring, oversight and 

quality control
• Communication and coordination 

with oversight agency

Quality Control Plan Critical Elements
(cont.)

Resources
• HUD Handbook 7610.1
• Grant Agreement
• HUD Act of 1968
• 24 CFR 214
• Federal Register

2. Standards, Expectations, 
Policies, Procedures



Focus Area Examples
• Counseling services
• Program operations
Metric Examples
• Client outcomes
• Production/output achievement

Quality Control Plan Critical Elements
(cont.)

Activity Examples
• Client file review
Evaluation/Analysis Methods
• Year-over-year comparison
Tools
• 9910, PAR, 9902, CMS
Documentation
• Letter documenting observations

4. Quality Control Focus 
Areas and Metrics

5. Quality Control Evaluation 
and Analysis Methods



Core QI and CA Activity Categories
• Technical Assistance
• Training
• Capacity Building
• Corrective Action Steps

Quality Control Plan Critical Elements
(cont.)

Reward/Consequence Examples
• Funding recapture or

reallocation
• Reduction of or increase in

future funding awards (e.g.
performance based awards)

• HUD approval suspension
• Revocation of HUD approval

6. Quality Improvement 
and Corrective Action

7. Rewards and
Consequences



• Do you already have a quality control plan in 
place?
– Yes, we have a full QCP
– Yes, we have a partial QCP
– No, we do not have a QCP
– Other monitoring document

Poll Question



• Which quality control plan critical element
do you need the most help with?
– Roles, Responsibilities, Expectations, and Authority
– Standards, Policies, Procedures
– Focus Areas and Metrics
– Evaluation and Analysis Methods
– Quality Improvement and Corrective Action;

Rewards/Consequences

Poll Question



Part 4:
HUD Evaluation of Oversight Agencies



Quality
Control
Records

• Quality Control Plan
• Monitoring Strategies
• Quality Control Records

– Do you document quality control 
plan activities and outcomes?

Monitoring 
Strategies

Quality 
Control 

Plan

HUD Evaluation of Oversight Agencies



Quality
Control
Records

• Training
• Peer Sharing
• Technical Assistance

– Do you provide technical assistance 
in preparation for audits and other 
HUD requirements?

Monitoring 
Strategies

Quality 
Control 

Plan

HUD Evaluation of Oversight Agencies
(cont.)

Training

Technical 
Assistance

Peer 
Sharing



Network
Satisfaction

Quality
Control
Records

Monitoring 
Strategies

Quality 
Control 

Plan
TrainingTechnical 

Assistance
Peer 

Sharing

HUD Evaluation of Oversight Agencies
(cont.)

• Network Satisfaction
– Do you conduct network agency 

satisfaction surveys?



Quality 
Counseling

Quality
Control
Records

Monitoring 
Strategies

Quality 
Control 

Plan
TrainingTechnical 

Assistance
Peer 

Sharing
Network

Satisfaction

HUD Evaluation of Oversight Agencies
(cont.)

• Quality Counseling
– Is quality counseling being provided 

in your network?



Part 5: 
Network Monitoring Examples from 

HUD Handbook 7610.1



Case Example 1: Conflicts of Interest
• Overview of Mandate(s) and Requirement(s)

– Avoid conflicts of interest; implement quality control activities to 
help avoid potential conflicts of interest

– Disclose conflicts of interest to HUD and clients

• Potential Monitoring and Performance Review Strategies
– Review client disclosures 
– Review list of other community resources for clients

• Potential Quality Control Documentation and Follow Up 
Activities
– Employee policy statement based on CFR 214.303(f) 1,2,3,4,5
– QCP conflict policy and documents to support the policy



• Scenario

– An agency has received a grant from a lender for 
clients that obtain a mortgage with that lender.  
The manager has directed counselors to discuss 
this loan product option with all pre-purchase 
clients.  

Pop Quiz



• What actions must the agency take to ensure that 
they meet HUD requirements concerning conflicts 
of interest?

a. Include the lender relationship in the agency’s disclosure 
b. Ensure counselors discuss at least three mortgage options 

with clients
c. Ensure client files contain documentation that alternative 

lending products were discussed, including FHA
d. Ensure lender agreement includes language that the agency 

will discuss other lending options clients
e. All of the above

Pop Quiz



• Overview of Mandate(s) and Requirement(s)
– Integrate AFFH into counseling work plan, program and services
– Set goals, identify activities, provide evidence

• Potential Monitoring and Performance Review Strategies
– Review work plan
– Check reports for achievement of Chart F goals 

• Potential Quality Control Documentation and Follow Up 
Activities
– HUD Form 9910 
– Copies of agency documentation with mark-ups as needed
– Performance review letter

Case Example 2: AFFH



Sample AFFH Activities 

• Reasonable steps to AFFH can include outreach to 
population groups with characteristics  protected by the 
Fair Housing Act

• Provide translated marketing materials and/or language 
translations 

• Train counselors and outside entities (e.g. workshops) on 
fair housing



Case Example 3: Counseling/Education
• Overview of Mandate(s) and Requirement(s)

– Monitor the work of the housing counselors to ensure quality
– Ensure the quality of network agencies’ services

• Potential Monitoring and Performance Review Strategies
– Review counseling/education files and CMS
– Observe a counseling session; review course goals and outline

• Potential Quality Control Documentation and Follow Up 
Activities
– HUD Form 9910, file checklist, performance review letter
– Provide verbal and written feedback on counseling session
– Provide training on quality counseling – e.g. creating and 

discussing an action plan with clients – or quality supervision.



Sample Checklist 
for Client Files



Sample Checklist 
for Education Files



Sample 
Performance 
Review Letter



Sample Performance Review Letter



Additional Resources
• Model Compliance Monitoring Procedures that Comply with OMB 

(will be updated per new Omni-Circular)
– http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_mfp

2_100612.pdf
• Agency Disclosure Forms – Required Elements and Best Practices

– http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_adf0
62512.pdf

• Model Personal Information and Data Release Forms
– http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_mpi

062512.pdf
• Model Personnel Activity Reports (PAR) that Comply with OMB 

Circular A-122 (will be updated per new Omni-Circular)
– http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_mpa

r080112.pdf

http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_mfp2_100612.pdf
http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_adf062512.pdf
http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_mpi062512.pdf
http://portal.hud.gov/hudportal/documents/huddoc?id=ohc_mpar080112.pdf


Wrap Up and Final Q and A

• Evaluations on this webinar
– https://www.surveymonkey.com/s/55SSJB8

• Questions?
– Email: housing.counseling@hud.gov

https://www.surveymonkey.com/s/55SSJB8
mailto:housing.counseling@hud.gov
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