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TECHNICAL PROPOSAL SUMMARY
Introduction and Background for A-76 Study and the Technical Proposal Summary
The reinvention of the Federal Government has been a high priority on the President’s multi-pronged Management Agenda.  HUD, as with other domestic agencies, is in the position where financial resources are at a premium, and will grow scarcer through the foreseeable future.  Therefore, federal agencies have been directed to find ways to streamline their operations, reduce cost, find new and better ways, and explore the use of different business models.  Agencies have made many attempts to reduce costs in the past.  Cost reduction programs have taken the form of business process reengineering, privatization, organizational restructuring, and efforts to obtain reimbursements from customers.  However, this Agency Tender is a result of another method to reduce cost and introduce innovation: the Office of Management and Budget (OMB) A-76 Cost Comparison approach.

In 1966, the OMB established Federal policy on a method of cost reduction involving the use of OMB Circular A-76 Commercial Activity (CA) Studies.  This method specifically calls for an examination of Government-operated activities that could potentially be operated by a commercial source.  Changed by OMB in 1996 and 2003, the A-76 study process has historically been effective in reducing costs because it forces the Government to directly compete with the private sector on the basis of cost, quality, and performance.

For the Government agency to compete in the A-76 competition, it must produce a Most Efficient Organization (MEO) which forms the basis for the Agency Tender and an Agency Cost Estimate (ACE), the A-76 term for Total Government Cost.

Introduction to the Multifamily Housing Agency Tender/ Technical Proposal Summary

As required by the solicitation (RFP number R-OPC-22640) for the Boston-New York Service Area and A-76 Competitive Sourcing regulations, the MEO Team respectfully submits this Agency Tender.  This Agency Tender was prepared by a team of highly experienced HUD staff over many months, after much deliberation, and with the assistance of external support.

The Agency Tender itself contains all of the details of the MEO Team’s proposal.  Part I contains the Technical Approach and Part II contains the costs of the MEO and its associated costs for an entirely new operation.

The proposal contains a new organization, a new approach, new processes, new technology, and a new orientation to HUD Multifamily Housing (MFH) activities.  It is a careful and well thought out blend of some effective existing MFH program business practices and streamlined versions of other business practices.  The Technical Approach introduces technology enhancements used by cost conscious private sector companies to conduct the required work at a higher level of efficiency.  It also introduces staff specialization, a new organization and staffing structure, and subcontracting for certain activities as a means to efficiency and greater effectiveness.

This Agency Tender will spell out, in great detail, all of the elements required by the Performance Work Statement (PWS), including the technology used to meet the quality and timeliness standards of the PWS.  The Agency Tender will spell out the elements of staffing, responsibility, and management authority of the MEO.  The Agency Tender will also detail its quality control philosophy and approach, and describe all of the steps and elements of the Phase-In process for this new organization, HUD, and its customers.

The fundamental cornerstones of this MEO are:

· The MEO staffing can meet all PWS task requirements and is staffed to perform all the stated PWS workload.

· The MEO Team used a rigorous methodology in viewing each and every task individually, dissecting the tasks to sub-activities to gain a clear understanding of exactly what needed to be accomplished, and using employee suggestions and its own experience to propose new methods of operations.  The MEO can meet or exceed all standards in the PWS for timeliness and quality.

· The MEO staffing plan provides for staff and task specialization to increase expertise, target skill development, and ensure individual and collective accountability.

Highlights of the Agency Tender

The approach taken by the MEO Team is a novel one.  It contains a mix of time tested processes and procedures, some practiced at many MFH offices today, and new processes drawn from HUD’s best practices, Performance Based Contract Administrators (PBCA) best practices, and other industry best practices.  It is a mix of new position types and grades for HUD federal staff from those who perform MFH activities today; it contains a novel proposed mix of federal and subcontractor staff and targets their efforts on what each do most efficiently and effectively.  The Agency Tender places the correct types of positions at the most logical and cost effective locations to perform the broad range of new and traditional MFH tasks contained in the PWS.

Highlights include:

· The MEO consists of 26.75 FTE (Full Time Equivalent), including a Program Manager (GS-14), a Supervisory Financial Analyst (GS-13), a Supervisory Program Specialist (GS-11), and a Supervisory Quality Control Analyst (GS-13/14) who will also serve as the MEO Deputy Program Manager.  All of these positions reflect key personnel and will make up the MEO’s management structure.

· A movement to a Service Center approach which is currently practiced within HUD, as well as in other federal agencies, successfully and efficiently.

· The consolidation of a Service Center for MFH operations in Providence, an existing HUD MFH location, and the combining of operations that are presently located in New York, Boston, Hartford, and Manchester.

· A staffing structure that creates specialized cadres of financial staff, and program compliance and monitoring staff, some with new position series and grades.

· The incorporation of one position (Quality Control Analyst, GS-12/13) dedicated solely to quality control within the MEO, plus a Supervisory Quality Control Analyst/Deputy Program Manager partially focusing on Quality Control.  All Supervisors also have significant hours built into their respective positions to focus on front-line quality control.

· A shift of appropriate duties to more cost effective lower graded MEO staff while keeping major oversight, financial reviews, and analytical duties with more highly graded staff.

· The use of remotely placed staff in MOR Teams that places MEO staff in locations that warrant a concentration of staff resources.

· The use of new, commercially available hardware, software, digital imaging, and general technology that does not exist today within HUD MFH.

· The assignment of staff to perform 100% Management and Occupancy Reviews (MORs) of all properties on a yearly basis, and perform 100% Compliance Reviews on Use Agreement properties.

· The implementation of a training plan (and its associated costs) designed to supplement the existing skills of MEO staff to ensure that all quality and timeliness standards are met.  The MEO seeks to build upon the President’s Management Agenda initiatives related to “Strategic Human Capital Management.”  Consequently, the MEO Team has focused on training new and existing staff, and developing up-to-date skill sets to meet HUD’s new and existing responsibilities.

· The revision of processes and operating procedures to reflect best practices of HUD MFH today and for the future demands of the PWS.

· The incorporation of paperless processes, improved technology, workflow changes, lower grades, consolidated locations, specialization, analyzing, and creative management approaches (i.e., outstationed staff, part-time staff, and rewards).

The MEO team was driven by the need to identify ways to perform the PWS required work tasks more efficiently and economically in order to reduce costs.  Several of the major changes which yield cost savings are:

· Geographic consolidation to one primary office site in the Service Area, with the use of outstationed staff in metropolitan areas having a high concentration of multifamily properties.

· Using improved and modified work processes, drawn from the expertise of staff in the field and the expertise of the MEO Team, as the basis for the MEO’s operations.  The processes that the MEO will use to accomplish the work are listed in later proposal sections.

· Re-aligning and specializing of job tasks into two major position classifications: Program Specialist and Financial Analyst.  The MEO Team recognized an opportunity to consolidate similar tasks requiring similar skills under the umbrellas of Program Specialist and Financial Analyst.  The benefits of such an approach are detailed later in the proposal in sections relating to staffing and training.

· Properly aligning grade structure with the activities contained within the PWS.  An appropriate and functional grading structure was determined by human resource professionals, an external analysis of all of the PWS tasks, and the years of hands-on management experience of staff serving on the MEO Team.

· Introducing improved information technology, such as an automated workflow tracking system.  The advantages of providing management and staff with real time property and specific task assignments, due dates, and related information are described in more detail later in the proposal.  In short, the technology allows management to balance workload, put the correct persons on the most logical properties, and know the status of all associated tasks as never before within MFH. Technology plus management structure and responsibilities equals staff accountability.

· Using the expertise and efficiency of outside contractors.  By deciding to use a subcontractor for voucher processing, the MEO uses the proven expertise and efficiencies of firms that have already invested in advanced information technology and have based their business on having a trained staff to perform these very activities.

This Agency Tender will demonstrate that the MEO’s staffing plan and processes can thoroughly and completely fulfill all of the requirements of the PWS, and it will show how the MEO Team arrived at the structure and staffing levels.

Background Information on Program Area under Study and Scope

Placing the development of the Agency Tender in context is an important starting point.  On April 1, 2004, HUD announced its intentions to conduct a competitive sourcing effort under OMB Circular No. A-76 to determine the most efficient and cost-effective means of administering the Office of Multifamily Housing’s non-Section 8 rental housing assistance contracts and Section 236 and Section 221(d)(3) BMIR subsidized properties.  As regulations require, this will be accomplished by conducting a competitive procurement between HUD’s MEO and other Federal and non-federal sources.  The Agency Tender for the Boston-New York service area is in direct response to the competition.

The Agency Tender covers workload and programs as included in the PWS.  The programs covered in this competition are: (1) Section 202 Projects for the Non-elderly Handicapped Families and Individuals—Section 162 Assistance; (2) Section 202 Supportive Housing for the Elderly; (3) Section 811 Supportive Housing for Persons with Disabilities; (4) Section 221(d)(3) Below Market Interest Rate (BMIR); (5) Section 236; (6) Rental Assistance; and (7) Rent Supplement.

Specifically excluded were Section 202 properties funded before FY 1989 and other properties subject to the provisions of a Section 8 Housing Assistance Payment Contract; HUD-owned properties; the Section 8 Moderate Rehabilitation Program; Public Housing; the Housing Choice Voucher Program; the Enhanced Voucher Program; and unassisted FHA insured market rate properties and health care facilities.

The Differences between an Agency Tender and a Private Sector Bid

It is important to distinguish the Agency Tender from other private sector bids.  Because the Agency Tender is the official government bid, it must comply with an additional set of rules in its creation, as well as its personnel, hiring, recruitment, wage rates, etc.

Personnel. The Agency Tender cannot specify federal personnel for specific positions in the MEO.  HUD and OPM determine the proper and legal approaches to fill MEO positions in accordance with personnel and union rules.

Subcontractor Details. While a private bidder can provide an exact name of a subcontractor, the Agency Tender cannot include such detail.  Because any subcontract must be procured through the federal procurement process, the MEO will not know the exact subcontractor until the procurement process is seen to its conclusion, during the Phase-In period.

Costing the Bid. The Agency Tender must cost elements in its bid that may or may not be specifically costed in private sector bids.  The Agency Tender must be costed using COMPARE software, a government-sanctioned and regulatory required costing mechanism.  It is very detailed and rigorous to ensure complete and accurate government costs are presented to the Source Selection Board, reflecting total government cost down to the pencils and paperclips.  COMPARE presents a bottom line number without profit factors.  Private industry does not have to comply with this strict regulation.

Experience. Unlike a private bidder, the MEO has the opportunity to tap into the years of staff experience in its midst.  As the incumbent service provider, the MEO anticipates utilizing existing staff who are knowledgeable and experienced in the business of HUD and more specifically: its multifamily asset management programs, including its mission; the multifamily policies and procedures; the portfolio of properties; its owners; its management agents; and in some cases, even the residents.  The MEO also is in the position to make for a smooth Phase-In given its potential staff knowledge of existing practices, files, owners, tenants, and how properties are managed.

Rigorousness in Determining Needed Service Provider/MEO Staffing. The MEO Team used a detailed methodology that combined the expertise and front-line experience of HUD staff throughout the country along with industrial engineering techniques, and the watchful eye of the MEO Team.  The MEO Team has a thorough and fundamental understanding of the work counts and work measures in the PWS and further researched all of the numbers used in its bid.  This understanding is unlikely to be possessed by a private sector bidder.

Major Differences between the PWS and Current HUD Work Activities

It is important to note that the PWS includes work activities and requirements that are not currently being performed by MFH staff, and it also specifies work activities at an increased level than currently required and performed by MFH staff.  By far, the three most significant task activities/workload increases are:

· The requirement to review and approve all monthly vouchers before payment of the subsidy to an owner.  This step to foster closer monitoring of HUD resources will contain a personnel and technological cost.  This will require considerable additional work, including establishing a voucher payment baseline and reviewing all changes occurring to resident certification activity during the month.

· The requirement that all properties identified in the PWS (with the exception of those assigned to a PBCA) must receive a detailed and yearly MOR.  Currently, HUD staff conducts MORs on approximately only 10% of the inventory and only evaluates a small sampling of the tenant files during the review.

· In addition, compliance reviews are required for 100% of all non-insured/assisted properties that have HUD use agreements or deed restrictions.  Very few of these properties are currently being reviewed.

These three additions are a substantial increase to the type and scope of activities that MFH staff currently perform, and as a result will increase the staffing/cost requirements for both areas over current practices.

TECHNICAL APPROACH
1.1  Introduction to Technical Approach

The following sections will address the fundamental elements of the Technical Approach, providing insight into MEO staffing, the reasons and details of the organizational structure, the MEO Team’s understanding of the PWS requirements, the methods of operations, the tools and equipment needed, and the recruitment and retention approaches that make the MEO very different from current HUD organizations.

1.2  The Methodology to Move from the Current Model to a New Model of Business

Understanding the current landscape in MFH allows the MEO to best reflect the level of effort and evolution required to meet the PWS requirements.  The MEO Team had the advantage of knowing the current operating and policy landscape of MFH in intimate detail.  This knowledge is reflected in the Technical Approach, which details the MEO’s processes, its staffing, the Phase-In, the choice of technological and management tools, and many other sections.

The MEO Team examined the existing MFH organizational structure, staffing, and program delivery to identify potential changes that would reduce effort and staff workload, improve the work processes and environment, and/or reduce costs.  The MEO Team did not stop with its existing knowledge to arrive at an effective, efficient, and innovative MEO.  A series of data collection techniques were implemented, each having its own purpose and each answering a different set of questions that provided the MEO Team with insight and solutions for the MEO.

The MEO Team devoted months to understanding, dissecting, analyzing, and constructing the Agency Tender and its MEO.  The following steps are a summary of the systematic, analytical, and disciplined approach taken by the MEO Team:

Personnel Interviews — The MEO Team conducted several interviews with managers, team leads, supervisors, and employees to identify process and organizational weaknesses, and potential areas of improvement for the organization.  These interviews established how PWS work tasks are currently being performed throughout the country.  The interviews and survey questionnaires provided a mechanism to collect information and suggestions from MFH staff currently performing the very work tasks identified in the PWS.  Questions posed included: Can you recommend any changes to the organizational structure that may be beneficial?  What barriers do you face when you have an assignment to complete?  Are there tasks currently performed that are no longer necessary?  What are some of the most significant work process concerns that you have about the current organization?

Examination of Reports, Schedules, Logs, Records, Automated Databases, and Other Sources of Current and Historical Data — The MEO Team reviewed significant amounts of Real Estate Management System (REMS) information and other reports to gain greater insight into the current operation, the nature of its properties, and other data sources.  Information identifying the locations, the distribution of properties by county across the area, and troubled and potentially-troubled properties was targeted.  PWS workload indicators provided the basis for this analysis.  A map of the Boston Multifamily Hub and A-76 covered properties is located in Appendix E, and a map of the New York Multifamily Hub and A-76 covered properties is located in Appendix F.

Analysis of Geographic Information – The MEO Team provided the Office of Policy Development and Research (PD&R) with the addresses of covered properties and used PD&R’s Geographic Information System (GIS) to help determine the location of the single Service Center and the placement of outstationed MEO Staff, and to estimate travel costs for conducting MORs and compliance reviews.

Review of Standard Operating Procedures, Regulations, and Publications. — The MEO Team reviewed the many different standard operating procedures, checklists, and other documents that dictate what or how work should be accomplished, and inquired as to whether any of the procedures are no longer applicable.  This information was used by the MEO Team to revise processes in order to create a more efficient organization.

Process Improvement Discussions — The MEO Team used interviews and a survey to: Elicit and develop ideas for improving how PWS tasks are performed; Develop a future organizational structure; Recognize where to focus quality control activities; and Identify how to group properties.  A detailed, step-by-step approach was used by the MEO Team to ensure accurate and thorough information and a complete analysis.
1.3  Highlights of the MEO Staffing Structure and Organization

Each of these highlights is explained more fully, specifically in Section 1, Technical Approach, Section 2, Management Approach, Section 3, Past Performance, and Section 4, Key Personnel, but warrant highlighting upfront.  The MEO:

· Will draw from a pool of HUD MFH experienced professionals with an average of ten years of experience and in-depth knowledge of the complex MFH program requirements.  The MEO anticipates drawing from a pool of employees who have the knowledge and experience to meet the exact requirements stated in the PWS in this new operating environment.

· Will grow in size each year, the direct result of increases in MFH workload.  The MEO will consist of 26.75 FTE in Year 1, 27.75 FTE in Year 2, and 28.25 FTE in Year 3.  The MEO will grow to 29.25 FTE in Year 4, and consist of 29.75 FTE in Year 5.

· Has a management structure constructed with clear lines of authority that provides MEO management with the ability to direct and supervise staff, and includes an automated system to track workflow.  The MEO Team views the new lines of authority as essential given the combination of HUB areas as listed in the PWS, the new groupings of MEO staff by specialty, and new tasks under the responsibility of the MEO’s management.

· Consolidates most of the servicing activities related to the properties under this PWS.  In the proposal, the benefits of the organizational structure will be discussed.  The MEO Team emphasized that, given the new set of responsibilities and operating environment, standardizing specific activities provides the best conditions for accountability, high quality, and timely work.

· Relies on the use of outstationed staff to monitor properties.  The staff will be located in geographic locations where properties can be more easily reached and where MEO staff can efficiently travel between HUD properties.

· Will use outstationed staff located throughout the jurisdiction of the Providence Service Center, supervised by the Supervisory Program Specialist.

· Will utilize outside subcontractors to perform a new, large, and required work task: voucher review.  The requirement, as described in the PWS, does not exist today in Asset Management.

· Recognizes the emphasis on quality products, verified financial results, and verification of HUD’s regulatory requirements.  Consequently, the MEO structure includes a Supervisory Quality Control Analyst/Deputy Program Manager and a Quality Control Analyst devoted to ensuring quality and timely products in accordance with PWS standards.  All supervisors also have dedicated hours for quality control responsibilities.

· Recognizes and incorporates into its costs an enhanced training emphasis.  The MEO Team viewed this as essential as the nature of the MEO is oriented towards financial and regulatory oversight, quite a different orientation from what exists today within HUD MFH.

1.4  Description of the New Organization
1.4.1  MEO Organizational Chart

Table 1: PROVIDENCE MEO (Year 1)


[image: image1]
1.4.2  Rationale for the Structure of the MEO

This Agency Tender reflects a significant re-design of HUD’s current MFH organizational structure, as well as its positions and grade levels relative to performing the services specified in the PWS and its lines of authority.  The primary driving force of the organizational structure and staffing types and levels is to meet the combination of demands in the PWS.  The re-design of the organizational structure is the product of a deliberative study that relies on substantial re-engineering of key business processes required for performing the specified financial and oversight roles of the organization.

The Program Manager directs the entire organization with the assistance of a carefully planned and qualified management team.  The MEO management team includes the Supervisory Quality Control Analyst/Deputy Program Manager (GS-13/14), Supervisory Financial Analyst (GS-13), and Supervisory Program Specialist (GS-11).

The relationship of the Supervisory Quality Control Analyst/Deputy Program Manager to the Supervisory Financial Analyst (Financial Processing Division) and the Supervisory Program Specialist (Program Compliance and Monitoring Division) has been created for specific purposes.  Further emphasizing the interdependence of the management structure, the Supervisory Quality Control Analyst will also serve as the Deputy Program Manager of the Service Center and a central figure in internal and external communications.  This structure fosters collaborative decision-making led by senior experts.

The placement of the quality control function in the Office of the Director is based on important core concepts.  MFH programs have been singled out for issues relating to the oversight of properties and for financial control reasons.  Supporting all HUD efforts to increase and improve oversight was part of the entire organizational design.  Quality must be a primary responsibility, not a secondary responsibility.  The proper types of dedicated staff need to be placed in a section of the organization with the ability to oversee and monitor the quality of program compliance issues and more traditional financial management and analysis issues in a direct and timely manner.  Information technology and human resources support services will also be aligned with the Office of the Director.

The placement of Program Specialists in a separate and distinct Program Compliance and Monitoring Division is influenced by the volume of MOR workload and its importance on every other aspect of the PWS tasks that need to be accomplished.  Specialization, combined with direct supervision and the use of team leads when appropriate (i.e. with certain troubled properties), drives the organizational structure decision.

The placement of Financial Analysts in a separate and distinct division is based on the number of financially-related tasks in the PWS, the demands for accountability and quality checks of all of the numbers that the owners and agents submit, and the need for more highly skilled and focused financial priorities in the MEO.

1.4.3  Description of MEO Organizational Structures

The MEO organizational structure will consist of two distinctive areas: the Financial Processing Division and the Program Compliance and Monitoring Division.  Table 2 shows the MEO staffing in Year 1; and Table 3 shows MEO staffing in all of the performance periods, Years 2 through 5.

1.4.3.1  Office of the Director

This office is responsible for oversight of the entire organization, as well as providing general support services and maintaining accountability for the quality control duties described in great detail in the Quality Control Section of the Management Approach.  The office is headed by the Program Manager, the highest-level position in the organization.  The Program Manager is responsible for the direct supervision and oversight of the MEO, including its two divisions, and has ultimate review and sign-off authority of all reporting requirements associated with PWS tasks.

The Supervisory Quality Control Analyst/Deputy Program Manager will provide guidance and direction to MEO staff, and assume the duties and responsibilities of the Program Manager when required.  The position will directly supervise the Quality Control Analyst, the Management Analyst (Information Systems) (also referred to as Management Information Specialist), and the Administrative Specialist (also referred to as Administrative Staff Specialist).  Additionally, the Supervisory Quality Control Analyst/Deputy Program Manager will partner with the Quality Control Analyst (GS-12/13) to perform independent reviews of all major assigned task activities of the MEO.  At a minimum, the Quality Control Analyst will focus on the details within the MOR products produced and their findings, the thoroughness of the financial analyses, and the thoroughness and accuracy of the subcontractor’s work on vouchers.  The Supervisory Quality Control Analyst/Deputy Program Manager will monitor, actively intervene and meet with the Quality Control Analyst when subcontractor errors in voucher processing are discovered during monthly reviews.  The source of errors will be identified during the meetings/calls.  If the root cause of the errors cannot be identified, the Quality Control Analyst will work with a subcontractor point-of-contact to perform analyses to determine the root causes.  The Quality Control Analyst will follow-up with the subcontractor until process errors are resolved.

An equally important role of the office will be to provide general support to the MEO in the form of information technology and human resources services.  The Management Analyst (Information Systems) (GS-12/13) will maintain responsibility for all MEO hardware, software, telecommunications infrastructure, and support contracts.  A part-time Administrative Specialist (GS-11) will provide information to experienced and new MEO staff, counsel newly moved or transferred staff on rights and responsibilities, interface with the larger HUD Federal human resources infrastructure, and assist with training.

1.4.3.2  Financial Processing Division

The Financial Processing Division is responsible for almost all of the traditional MFH HUD servicing activities, except for conducting MORs.  The staff will consist of a Supervisory Financial Analyst (GS-13), six Financial Analyst’s (GS-12/11/9), and two Program Assistants (GS-06/07).  Each Financial Analyst and most Program Assistants will have an assigned portfolio of properties (so all assigned properties will have a specific MEO staff person who has ownership and responsibility for those properties) and will perform annual financial statement and Monthly Accounting Report (MAR) reviews, process rent increases, process reserve for replacement and residual receipt release requests, process contract renewals, and perform other servicing activities.  For greater detail, Appendix A-1 shows exactly which positions are assigned to each task.

Additionally, the division will be responsible for tracking, responding to, and resolving external calls related to health and safety issues and customer inquiries.  Operating a toll-free number for customers and recording and tracking calls, complaints, and problems is a PWS requirement.  The Program Assistants will enter all incoming customer calls into the call monitoring software for tracking, documentation, and follow-up purposes and will contact staff in the Service Center with health and safety issues immediately so that follow-up can commence.  One Program Assistant may provide administrative support to the Office of the Director on an as needed, part-time basis.

1.4.3.3  Program Compliance and Monitoring Division

The Program Compliance and Monitoring Division, as the name implies, will be responsible for performing all of the MORs and use agreement compliance reviews.  This structure is warranted given the volume of workload and the need for an entirely new operational approach A new approach is required because of the volume of workload, the depth and regulatory requirements of the reviews, and the high concentration of aged properties in urban areas.

Staff of this division will primarily be Program Specialists.  Led by a Supervisory Program Specialist (GS-11), eleven Program Specialists (GS-09/07) will be out-stationed from the Service Center and work from their homes.  Each will be assigned specific properties to review on an annual basis and conduct all activities related to MORs and use agreement compliance reviews, including planning, conducting, documenting, and following-up on findings and observations.  One of the Program Specialists (GS-09) may assume Team Lead responsibilities.  The Team Lead designation will be dependent on workload levels, certain troubled properties, or other division needs.  The Supervisory Program Specialist and Program Assistant (GS-06) for this division will be located in the Providence Service Center Office.

The Providence Service Center will have an MOR team responsible for the various properties located in current MFH Hub jurisdictions.  The MOR Team is not tied to a specific geographic location since staff will be dispersed throughout the area.  The team will contain a mix of GS-07 and GS-09 Program Specialists, and will be supervised by the Supervisory Program Specialist who will review and sign the MOR before it is issued, provide training to team staff, and conduct some reviews.  Table 4 shows the probable location for MOR Team staff (based on an analysis of where covered properties are concentrated geographically).

Table 2: Providence MEO by Division, Position, Grade, and Number of FTE – Year 1

	Position Title and Grade and Division
	Adjusted FTE 
	Location of Staff

	Office of the Director
	 
	 

	Program Manager GS-14
	1
	PROVIDENCE

	Supervisory Quality Control Analyst/Deputy Program Manager GS-13/14
	1
	PROVIDENCE

	Quality Control Analyst GS-12/13
	1
	PROVIDENCE

	Management Analyst (Information Systems) GS-12/13
	1
	PROVIDENCE

	Administrative Specialist GS-11
	0.75
	PROVIDENCE

	
	
	

	Financial Processing Division
	 
	 

	Supervisory Financial Analyst GS-13
	1
	PROVIDENCE

	Financial Analyst GS-12
	2
	PROVIDENCE

	Financial Analyst GS-11
	2
	PROVIDENCE

	Financial Analyst GS-9
	2
	PROVIDENCE

	Program Assistant GS-07
	1
	PROVIDENCE

	Program Assistant GS-06
	1
	PROVIDENCE

	
	
	

	Program Compliance & Monitoring Division
	 
	 

	Supervisory Program Specialist GS-11
	1
	PROVIDENCE

	Program Specialist GS-09
	2
	Outstationed

	Program Specialist GS-07
	9
	Outstationed

	Program Assistant GS-06
	1
	PROVIDENCE

	
	
	

	TOTAL
	26.75
	 


Table 3: Providence MEO by Division -Staffing Year 1 through 5
	Position Title and Grade and Division
	Year 1 FTE 
	Year 2 FTE 
	Year 3 FTE 
	Year 4 FTE 
	Year 5 FTE 
	Location of Staff

	Office of the Director
	 
	 
	 
	 
	 
	 

	Program Manager GS-14
	1
	1
	1
	1
	1
	PROVIDENCE

	Supervisory Quality Control Analyst/Deputy Program Manager GS-13/14
	1
	1
	1
	1
	1
	PROVIDENCE

	Quality Control Analyst GS-12/13
	1
	1
	1
	1
	1
	PROVIDENCE

	Management Analyst (Information Systems) GS-12/13
	1
	1
	1
	1
	1
	PROVIDENCE

	Administrative Specialist GS-11
	0.75
	0.75
	0.75
	0.75
	0.75
	PROVIDENCE

	Financial Processing Division
	 
	 
	 
	 
	 
	 

	Supervisory Financial Analyst GS-13
	1
	1
	1
	1
	1
	PROVIDENCE

	Financial Analyst GS-12
	2
	2
	2
	3
	3
	PROVIDENCE

	Financial Analyst GS-11
	2
	2
	2
	2
	2
	PROVIDENCE

	Financial Analyst GS-9
	2
	2
	2
	2
	2
	PROVIDENCE

	Program Assistant GS-07
	1
	1
	1
	1
	1
	PROVIDENCE

	Program Assistant GS-06
	1
	1
	1
	1
	1
	PROVIDENCE

	Program Compliance & Monitoring Division
	 
	 
	 
	 
	 
	 

	Supervisory Program Specialist GS-11
	1
	1
	1
	1
	1
	PROVIDENCE

	Program Specialist GS-09
	2
	3
	3
	3
	3
	Outstationed

	Program Specialist GS-07
	9
	9
	9.5
	9.5
	10
	Outstationed

	Program Assistant GS-06
	1
	1
	1
	1
	1
	PROVIDENCE

	TOTAL
	26.75 
	27.75 
	28.25 
	29.25 
	29.75 
	 


Table 4: Providence MEO – Location of Outstationed Staff by Grade

	Position Type and Grade
	FTE
	Probable Location*

	Program Specialist GS-07
	1.0
	Boston, MA

	Program Specialist GS-09
	1.0
	Boston, MA

	Program Specialist GS-07
	1.0
	Long Island, NY

	Program Specialist GS-07
	2.0
	New Haven, CT

	Program Specialist GS-07
	2.0
	New York City, NY

	Program Specialist GS-09
	1.0
	New York City, NY

	Program Specialist GS-07
	1.0
	Providence, RI

	Program Specialist GS-07
	1.0
	Springfield, MA

	Program Specialist GS-07
	1.0
	Concord, NH

	Total-FTE
	11.0
	


* Location signifies the geographic region (not only the city mentioned in the table) where hiring will be targeted.

1.4.4  MEO Staffing in Performance Years 2 through 5

The position structure and staffing of the MEO will change after the initial performance year as a result of fluctuations in MFH workload.  The amount of staff needed to perform the tasks identified in the PWS is directly related to the workload requirements provided for each performance year.  Data provided in the PWS denotes fluctuations in workload for certain activities throughout the five-year performance period.  These workload fluctuations have a direct impact on the MEO’s number of FTE.

During the initial performance year, 26.75 FTE will be required for the MEO to complete the work activities outlined in the PWS (an organizational chart reflecting Year 1 of the Providence MEO is also located in Appendix D-1).  In each year thereafter, the MEO will experience an increase in FTE.  In Performance Year 2 (see Appendix D-2), the MEO will receive an additional Program Specialist (GS-09) for a total of 27.75 FTE.  In Performance Year 3 (see Appendix D-3) the MEO will receive 0.50 FTE of a Program Specialist (GS-07) for a total of 28.25 FTE.  Workload demand in Performance Year 4 (Option Year 1) will see the MEO grow to 29.25 FTE (see Appendix D-4) as a result of adding a Financial Analyst (GS-12).  During Performance Year 5 (Option Year 2), the MEO will receive 0.50 FTE of a Program Specialist (GS-07) for a total of 29.75 FTE (see Appendix D-5).

1.4.5  The Process of Staffing the Most Efficient Organization 

The MEO did not take lightly the magnitude of creating this new organization shown in the preceding sections.  With federal jobs at stake and with the responsibility to create a functioning, efficient, and complementary HUD organization, the MEO Team realized that the stakes of being thorough and correct could not be greater.

Realizing that the proper types of staff and justifiable numbers of staff were cornerstones of the MEO, the MEO Team embarked on a methodical process to make certain the 

correct type and number of staff was proposed for the Providence MEO.  The approach is rooted in a detailed methodology used to construct other highly successful MEOs, as well as knowledge of the current MFH offices under study.  The analysis started with a very detailed analysis of all workload captured in the PWS, as well as non-PWS supervisory and administrative workload.  Appendices A-1 through C-5, and the following sections, provide full visibility into the analysis.  The result is the staffing assigned to the MEO.

A cornerstone of creating an appropriate and comprehensive MEO is an examination of how long it takes staff to perform a defined PWS task and its subtasks.  The analyses performed by the MEO Team used a variety of sources to determine how long it took staff to perform tasks.  The MEO Team discussed and reached agreement on how to define tasks, when to break tasks into sub-tasks, including reviewing the workload measures in the PWS, and determining which measure best addresses the level of staff effort on any given task.

Numerous approaches were undertaken to determine the time requirements needed to completely fulfill the PWS requirements by the properly graded personnel. The approaches include: 1) Examination of PWS Workload; 2) Technical Estimates; and 3) The Assignment and Analysis of Grades and Series.  Below is a summary of the comprehensive approach.

1.4.5.1  Examination of the PWS Workload – Understanding the Type and Volume of Activities under the Solicitation

Analyzing PWS workload is essential to determining the size and composition of the MEO workforce.  Particularly for this solicitation, which combines a range of existing and new activities under the Service Provider’s responsibility, it was vital to have a concrete analysis of the universe of activities to be performed.

First, since the PWS workload in the solicitation varied from current work counts, the MEO Team spent considerable time understanding and questioning the workload. Without a doubt, workload drives the staffing numbers contained in the MEO.  PWS workload was reviewed for completeness and accuracy, and to understand what tasks are intended to remain with the Continuing Government Operation (CGO) and are not part of the PWS.  When the MEO Team had questions with the workload counts and/or the description of the tasks, or when tasks were omitted, the issues were raised for clarification purposes through the Contracting Officer for the A-76 Competition.  Through this analysis and clarifications, the MEO arrived at a thorough and fundamental understanding of the work counts and work measures in the PWS, an understanding that a private sector bidder is unlikely to possess.

1.4.5.2  Technical Estimates – Determining the Level of Staff Effort Required to Perform All Work under the Solicitation

As any bidder must do, the MEO Team had to determine the level of staff effort for each and every PWS task.  The MEO Team used its expertise, HUD staff expertise in the field, and rigorous analytical techniques to determine what level of staff effort is required for each task in the PWS.

Experienced HUD staff and MEO Team members’ technical estimates were the primary method used to determine the amount of time required to perform each of the PWS tasks.  Functional experts are often the best source of technical estimates of how long it takes to complete a given task.  Technical estimates are also useful tools when estimating tasks that are integrated in the midst of many other tasks, such as analysis, customer service, oversight, and other administrative tasks.  Ultimately, these technical estimates were the drivers of MEO staffing.

The MEO employed a very rigorous, industrial engineering-based approach to tap the knowledge of functional experts in MFH offices.  The MEO obtained technical estimates from 137 different staff from 37 offices, representing all MFH Hubs.  Approximately 6,700 technical estimates for the PWS tasks were gathered and analyzed as part of this rigorous examination to reach appropriate MEO staffing.  A master database was created with additional coding to assist in the analysis.  Duration times provided by staff at each location were reviewed for internal and external validity.  Outliers were denoted and excluded from the calculations of appropriate task times.  The technical estimate survey was supplemented by face-to-face interviews at two MFH offices.  The MEO Team used all of the data to view the time and process differences among locations, the types of staff performing the work, and other factors.

The MEO Team analyzed the data and made the final decisions related to how long each assigned task would take.  A major factor in the decision making process was the efficiency that the MEO plan will bring to accomplishing these tasks; efficiencies brought about by work task specialization, automation, and improved business practices.

These technical estimate times were then applied to the provided PWS workload to create total unadjusted required hours.  Appendices A-1 through A-5 show the required hours calculations in the column labeled “unadjusted total required hours.”  Appendices C-1 through C-5 summarize the PWS workload requirements by functional area and by position and grade.

1.4.5.3  Assignment of Appropriate Grades and Series – Ensuring that Proper Types of Positions and Grades are Responsible for the PWS Tasks

The right type of position performing the tasks affects the efficiency of the entire organization, its approaches to quality control, and ultimately the reliability that HUD will place on the tasks and activities performed by the MEO.  The importance of this effort cannot be emphasized too much.  Another aspect of MEO development is assigning the appropriate grades to the tasks performed by the organization and making certain that the MEO staffing contains the proper grades to do the work in the PWS.

The MEO Team chose to use techniques common to building an MEO.  The MEO Team viewed each and every task in the PWS independently.  When the tasks were grouped together under the general categories of compliance review, quality control and administrative support, and financial analysis, these same tasks were re-reviewed regarding the federal series and grades that could fully perform the work.  The MEO Team had the knowledge to ask: What types and grades of current employees are performing this work?  The Team used the Technical Estimate survey mentioned above to further examine the current grading reality within HUD by task.  Then, the MEO Team discussed the possible grades for each task and reached an agreement on the grade.

OPM standards drove the decisions to create the grades for the MEO staff.  It is important to note that each task was viewed independently and all grading was subject to the guidelines set forth in OPM position classification standards.  In a very different, more detailed and diligent process from the private bidders, the Human Resource Advisor (HRA) and MEO Team members have reviewed and certified position descriptions and grade levels for the proposed MEO staffing.

Appendices A-1 through A-5 contain a column that identifies the position and grade performing the PWS Task.  This shows the decisions of the MEO Team in terms of the chosen grades to perform the PWS work.

1.4.5.4  Determination of MEO Staffing Requirements

The MEO Team answered each of the important questions when it comes to staffing an MEO: 1) What activities does the MEO need to be staffed to, not based on historical operations within HUD MFH, but based solely on the workload in the PWS and related activities? 2) What is the level of staff effort required to complete each and every task in the PWS to the many new and existing quality and timeliness standards? and 3) What is the proper and appropriate type of position (grade and series) to perform the PWS specific activities?

In addition to the activities specifically listed in the PWS, the MEO Team determined the proper span of supervisory control to accomplish the PWS tasks.  This entailed determining the proper grade of supervisors (GS-11, GS-12, GS-13, and GS-14), their locations (Providence or outstationed), and exactly whom these positions would be supervising.  Since the nature of the work contains many administrative steps, the MEO Team determined that numerous GS-06 through GS-07 Program Assistants were necessary to perform tasks and more general activities such as filing, answering phones, coordinating travel, coordinating training, and other like activities.

While the need for Quality Control positions was directly driven by the tasks in the PWS and the MEO’s new organizational structure and responsibilities, the exact number of Quality Control Analysts was not driven directly by the workload.  The MEO Team determined that quality control would be based on statistical sampling of many of the GS-07, GS-09, GS-11, and GS-12 work products.

Yet another factor in determining MEO staffing requirements is the unique characteristics of the covered properties in the area.  The MEO reflects a combination of the specific number of properties, their geographic locations, and their risk factors.  For the Providence MEO, a number of factors required acknowledgement and impacted the MEO itself.  First, the number of units per property was significantly higher in this region than elsewhere and the time required to perform an MOR is higher in this area.  

The MEO’s staffing also reflects the acknowledgement of the number and location of Troubled or Potentially Troubled properties in each county and their assigned coverage.   With the HUD goal of mitigating risk to the agency, MEO staff resources are deployed in a manner to provide a different level of monitoring of high risk properties.  GS-09’s are placed in specific geographic areas with high concentrations of high risk properties, including New York City and Boston.
Each of the above-mentioned factors was utilized to determine the optimal staffing to fulfill the requirements of the PWS in the most cost effective manner.  Appendices B-1 through B-5 show the basis for determining adjusted hours, by position, for the MEO.

1.4.6  Staffing Summary by PWS Task

The proposed MEO can successfully perform the work in the PWS with a total of 26.75 FTE in the first year.  The staffing and grade levels, relative to the current organization, are attributable to efficiencies gained through organizational realignment and economies of scale realized through centralization of workload.  Moreover, the MEO’s compressed organizational structure will facilitate the more effective utilization of management and resources.
Below is a summary of Unadjusted Required Hours by PWS Tasks to demonstrate that MEO hours have been dedicated for every task (and sub-task) in a systematic way.
Table 5: Unadjusted Required Hours and Unadjusted FTEs by PWS Section

	PWS Paragraph
	Total Unadjusted Required Hours (1)
	Unadjusted FTE by Task (2)

	4.1
	1,112.00
	0.63

	4.2
	15,242.59
	8.58

	4.3
	398.06
	0.22

	4.4
	344.51
	0.19

	4.5
	983.00
	0.55

	4.6
	562.96
	0.32

	4.7
	642.80
	0.36

	4.8
	539.58
	0.30

	4.9
	55.10
	0.03

	4.10
	4,643.36
	2.61

	4.11
	375.30
	0.21

	4.12
	212.33
	0.12

	4.13
	157.30
	0.09

	4.14
	678.84
	0.38

	4.15
	12.10
	0.01

	4.16
	582.93
	0.33

	4.17
	934.50
	0.53

	4.18
	544.17
	0.31

	Grand Total
	28,021.42
	15.78


1. Required direct hours drawn from analysis of technical estimates (time per task) multiplied by the number of PWS tasks in each category.

2. Unadjusted needed staff FTE derived from dividing Required Direct hours by 1776 - the number of productive hours per FTE according to A-76 regulations. 

* This is not the MEO.  This chart does not reflect the full staffing of the MEO, only DIRECT workload linked to PWS tasks.

1.4.7  Staff Work Schedules

Staff work schedules are another area where the Agency Tender differs from a private bid to some extent.  MEO staff are required to be afforded the same staffing flexibility (Alternative Work Schedules, Flex Time, etc.) as other HUD employees, however these flexible approaches must be approved by supervisors and the Program Manager.

The Program Manager, Supervisory Quality Control Analyst/Deputy Program Manager, and Supervisors will implement work schedules that permit staff to efficiently cover the PWS workload, and more specifically meet the more extensive MOR requirements.  As a management tool, the MEO will use a mix of staff work schedules, for example five traditional eight-hour days and four ten-hour days.  For the Program Compliance and Monitoring Division, use of a four day, forty hour week schedule will be more prevalent since Program Specialists will be in the field performing lengthy reviews which may carry past the traditional eight-hour day.

1.4.8  Location of the Performance of PWS Activities

Where MEO activities will be performed is dependent on the type of PWS Activities.  Table 6, Locations Where PWS Activities will be Performed, shows this by task.

The Service Center will be located in Providence, Rhode Island.  Commercial space will be sought to house the core Financial Processing Division, the Office of the Director, and the Program and Compliance Division’s Supervisory Program Specialist and Program Assistant.  The exact location of Service Center activities cannot be provided with certainty at this point in time for the MEO.  The reason that these cannot be determined is directly related to federal procurement policy and A-76 regulations.
As indicated previously, most MEO assigned tasks, specifically those related to servicing activities and quality control, will be located in the Service Center.  The staff that perform the MORs are assigned to the Program Compliance and Monitoring Division.  They will be out-stationed and work from their homes.  Most of their time will be in the field conducting MORs.  Physically, most of their oversight and regulatory roles will take place at the specific properties that are considered part of the study for the Boston-New York service area.

Voucher processing is slated to be performed by private subcontractors.  Federal procurement rules require that the exact subcontractors be chosen after the MEO is selected to perform the activities in the solicitation.  Based on interviewing prospective subcontractors, the MEO Team envisions that these operations will be performed at the subcontractor’s own facilities and with a staff level to be determined.

The chart below shows, in detail, where the activities are performed by Service Center and/or at the outstationed locations.

Table 6: Locations Where PWS Activities will be Performed

	PWS Task Para.
	PWS Activity
	Service Center
	Out-stationed Staff

	4.1
	SPECIAL CLAIMS PROCESSING
	 
	 

	 
	Processing special claims: Processing special claims for rent-up vacancies; regular vacancies; for unpaid rent; for tenant damages, etc.
	YES
	NO

	4.2
	MANAGEMENT AND OCCUPANCY REVIEWS (MORs)
	 
	 

	 
	Create a MOR Work Plan. 
	NO
	YES

	 
	Conduct a Desk Review.
	NO
	YES

	 
	Conduct an On-Site Review.
	NO
	YES

	 
	Conduct Post-Review Activities.
	YES
	YES

	 
	Appeal-Related Activities with Review.


	YES
	YES

	4.3
	RENEWAL & AMENDMENT OF PRAC AND PAC CONTRACTS
	 
	 

	 
	Prepare PRAC and PAC Contract Renewals when funds are needed or not needed.  
	YES
	NO

	 
	Process PRAC and PAC Contract Amendments.
	YES
	NO

	4.4
	CONTRACT RENT ADJUSTMENTS
	 
	 

	 
	For all Contract Rent Increases, this includes: Receiving a request from the owner; Budget-based rent increase spreadsheets; Performing the Complete Financial Statement Review; Notifying owners, etc.
	YES
	NO

	 
	This includes, but is not limited to: Preparing the rent decision letter and rent schedule; Entering data into REMS; Mailing the decision letter; Sending an executed rent schedule to the owner; Preparing and sending the denial letter; Filing related paperwork; Reviewing appeals; and Contacting the owner.
	YES
	NO

	4.5
	HEALTH & SAFETY ISSUES OR OTHER COMMUNITY/RESIDENT CONCERNS
	 
	 

	 
	Initial Identification and Response to Health & Safety Concerns.
	YES
	NO 

	 
	Follow-up on Health and Safety Concerns.
	 NO
	 YES

	4.6
	PHYSICAL INSPECTION
	 
	 

	 
	Physical Inspection related to EH&S Issues.
	YES
	YES

	 
	Physical Inspection related to Substandard Properties.
	YES
	YES

	4.7
	REPORTING REQUIREMENTS
	 
	 

	 
	Reporting Requirement - Monthly submission.
	YES
	YES

	 
	Regular Reports; Monthly Accounting Reports from Watch list Properties; FASS Findings-Compliance issues.
	YES
	YES

	 
	Regular Reports.
	YES
	YES

	4.8
	APPEALS: process owner appeals, including rent increases, budgets, occupancy, etc.
	YES
	NO

	4.9
	WAIVERS: Occupancy Waiver; Re/ Signature Authority Waiver.
	YES
	NO

	4.10
	REVIEW ANNUAL AUDITED FINANCIAL STATEMENTS
	YES
	NO

	 
	Perform an Annual Audited Financial Statement Complete Review.
	YES
	NO

	 
	Follow-up after Complete Annual Audited Financial Statement Review.
	YES
	NO

	 
	Perform an Annual Audited Financial Statement Compliance Review.
	YES
	NO

	 
	Follow-up with Compliance Review in Enforcement Action Required.
	YES
	NO

	4.11
	MONTHLY ACCOUNTING REPORTS (MARs)
	 
	 

	 
	Planning to Obtain MARs.
	YES
	NO

	 
	Review the Monthly Reports.
	YES
	NO

	
	Follow-up with Owners after MARs Review.
	YES
	YES

	4.12
	MANAGEMENT CERTIFICATIONS
	 
	 

	
	Receipt and Review of Management Certificates.
	YES
	NO

	
	Follow-up with Disapproved Management Certificates.
	YES
	NO

	4.13
	HUD 2530 PREVIOUS PARTICIPATION CERTIFICATIONS
	 
	 

	
	Tracking, Verifying, and Explaining HUD 2530s.
	YES
	NO

	4.14
	EXCESS INCOME REPORTS
	 
	 

	 
	Review Excess Income Reports Yearly.
	YES
	NO

	 
	Review Excess Income Reports Occasionally and Monthly.
	YES
	NO

	4.15
	RESIDUAL RECEIPTS
	 YES
	NO 

	4.16
	RESERVE FOR REPLACEMENT
	YES
	NO

	4.17
	SERVICE COORDINATOR
	 
	 

	
	Service Coordinator Process Vouchers.
	YES
	NO

	 
	Service Coordinator Renew Grants.
	YES
	NO

	 
	Review Semi-Annual Performance Reports.
	YES
	NO

	 
	Service Coordinator Review Semi-Annual Financial Status Reports.
	YES
	NO

	 
	Process Budget-Based Rent.
	YES
	NO

	4.18
	Use Agreements
	YES 
	YES 

	
	Supervisory/Administrative/Other
	
	

	Super-visory
	Supervisory Responsibilities
	YES
	NO

	Administrative
	Administrative Activities
	YES
	NO

	Other
	Quality Control Activities
	YES
	NO


1.4.9  Determination of Criteria for Site Selection for the MEO

Providence was chosen over its larger neighbors because of its lower labor costs and lease rate compared to Boston, New York, and Hartford.  The jurisdiction also contained a significant number of properties that would need to be serviced.  Further adding to the decision was that Boston properties are located 1 hour away, southern New Hampshire projects are 1 ½-2 hours away, and a significant number of southern Connecticut properties are 1-1 ½ hours away.
The MEO Team understood that choosing a specific site for the Service Center location would be a difficult and important decision for HUD, for its current employees, for the future staff of the MEO, and for servicing the many geographically dispersed customers of MFH.  A variety of factors came into play when choosing Providence as the Service Center location for the Boston-New York service area.

Since this Agency Tender is in response to a low cost, technically acceptable solicitation, the MEO Team would be remiss if it did not use cost as the number one criteria in determining the location.  Cost was viewed from two primary perspectives.  Because of locality pay within the General Services (GS) schedule for federal pay, the cost of staff at the same graded position can vary by over 15% depending on if the location is a high cost location or typical location (referred to as Rest of United States in all OPM material) without locality pay.  Choosing a high cost city over a low cost city, based on A-76 COMPARE costing rules, would have raised the labor cost of the MEO by at least many hundreds of thousands of dollars to over a million dollars over the five-year life of the PWS.

Another lesser-cost criterion was the cost of leasing office space.  The MEO must fully cost its offices space due to the fact that space was not Government-furnished in the PWS.  The MEO Team did considerable research to determine which areas had high, medium, and low rental rates.  Staffing cost and lease costs were combined for review with the site selection decision.

In numerous cases, two or more locations contained exactly or essentially the same costs for a Service Center.  When more than one low cost site was present, other criteria were applied.  The site then needed to have a significant amount of covered properties in its region.  This correlated to potential workload and the number of HUD Multifamily staff in the region to tap for the MEO.

The MEO Team also decided that only locations with existing HUD MFH offices would be considered.  The primary reason for this criterion is that it is vital for the MEO to tap the pool of existing, experienced staff as its own.  To increase the chances of tapping this pool of knowledge and experience, the MEO Team realized that no matter the location of the Service Center, it needed to be near an existing HUD location.  The MEO Team strongly weighed the disruption any move or consolidation would cause HUD employees who would become part of the MEO.  While disruption of current HUD employees is probable, the MEO Team aimed to minimize it.  Additionally, convenience to other HUD functions was a secondary factor.
1.5  Attract and Retain Qualified Staff
1.5.1  Recruitment and Retention Plan

The MEO Team realizes that anytime there is a major disruption to the structure of an organization, (particularly a disruption to offices with long histories and with many experienced staff), retention becomes a major challenge.  This is a byproduct of A-76 studies that the MEO Team has taken into account and attempts to minimize as much as possible.  Certain policies and approaches that could limit turnover and foster recruitment are HUD policies, not MEO decisions, and so until these decisions are made, a more targeted strategy by position and by geographic location cannot be formulated.

1.5.1.1  Recruitment Strategies

As required by the solicitation, a discussion of recruitment strategies is required.  For the MEO, recruitment is very different by regulation, OPM policy and procedures, as well as HUD specific requirements, from private bidders.

HUD, as a federal agency, will make many determinations that will directly impact the MEO’s recruitment and hiring strategies.  The MEO is not privileged to be part of this discussion despite its potentially adverse impact on the implementation of the MEO itself.  HUD may choose to transfer existing HUD employees into the MEO with affected employees, if eligible, retaining their grade and salary to limit the financial impact of the transfer.  HUD may require that existing HUD employees apply for MEO positions on a competitive basis.  HUD may decide to permit or encourage external hiring into the MEO’s federal workforce.  All three avenues may be used.  HUD’s decisions will cause the MEO to emphasize different strategies for hiring, retention, and most importantly, training.

Recruitment of outstationed employees may be required since the Program Specialist positions (GS-07 and GS-09) are new to HUD MFH.  This recruitment, after qualified HUD staff are offered the positions, would target the geographic areas where properties are concentrated.  For the Boston-New York service area, this would entail targeting Boston, Long Island, New Haven, New York City, Providence, Springfield, and Concord for Program Specialist positions.  The federal hiring process, in close concert with the MEO’s Human Resource Specialist and the nearby Hub’s human resource staff, would be followed.

Certain senior management positions, such as GS-13’s and GS-14’s, are expected to be drawn from the existing pool of experienced HUD managers.  These would be the first hires of the organization at the start of the Phase-In period.  These key personnel would then facilitate and take an active part in the hiring of other MEO employees.

1.5.1.2  Strategies for Staff Retention and to Mitigate Turnover

The MEO will have to face staff turnover after start-up in the first performance period and thereafter.  This is expected, particularly with a new organization, formed from existing stable HUD offices, and in the midst of an A-76 competition.  Historically, MFH has retained personnel through career progression and personal growth.  The MEO will emulate the current organization with respect to retaining qualified and experienced staff and use other strategies.  The MEO will use career ladders, the enticements of career development, a progressive organizational structure, telecommuting, and part-time options to focus on retention, enhanced financial rewards, and other factors.

Career Ladders

The MEO Team has built the grade structures in the MEO to address one of the causes of turnover: lack of career promotion.  The Program Specialist position has a career ladder from GS-07 to GS-09.  For the Financial Analyst positions, the ladder stretches from GS-09 through GS-13.  For the Program Assistant, the ladder stretches from GS-05 through GS-07, and allows the MEO to tap a pool of recruits just out of school.  Combined, this makes it possible for a GS-05 to climb through the entire MEO structure over time.  It will be possible to start with the organization out of school and progress upward to a senior position.

There will also be opportunities to be promoted to Supervisor or other management positions as vacancies become available.  Training opportunities and mentoring at all levels will be provided to each employee.

The MEO senior management will also work closely with its Administrative Specialist to fill vacancies promptly.  The Administrative Specialist will coordinate with HUD human resources to ensure access to on-going job announcements to fill MEO vacancies.

Career Development

The MEO will be structured in a way that provides opportunities for career advancement through grade progression (see Training section 2.3 for more details).  MEO personnel will also have the opportunity to participate in conferences, seminars, and educational courses designed to promote professional growth.  Cross-training will also provide staff with a more diverse work experience and permit the acquisition of new skills and expertise.

Telecommuting and Out-stationing

The MEO will also use a Work at Home program for all Program Specialist staff.  The ability to work from home and not commute into an office in some of the most congested regions of the United States will foster retention and serve as an enticement to come on-board to the MEO.  This will appeal to those employees who are self-starters and like to work independently.  Self-direction and self-scheduling are cornerstones of many of the more successful private corporations in America in 2005.  Taking this approach in 2005 makes sense, because the MEO is now competing on this playing field. Program Specialists located remotely will still be required to meet certain requirements that will provide a guide for performance expectations while making the work more appealing.   Fully half of the staff associated with the Providence Service Center will not be located physically in or near Providence.

For staff working in the Providence Service Center, a telecommuting arrangement would allow staff to work from home in accordance with HUD guidelines.  The employee will be given an agreed upon set workload, based on average time to complete a task.  The supervisor and employee will know the expectations and expected production based on their telework schedule.  This will continue to be offered to the employee as long as their work is performed as required and the products receive passing marks from Supervisors and the Quality Control Analyst.

A Progressive Organization Structure

Yet another condition of the MEO fosters recruitment and retention: the MEO’s organizational structure.  With the MEO’s organizational structure being fairly flat, MEO staff will have more direct communication with supervisors and colleagues which will foster a more creative atmosphere.  The MEO will also be able to offer positions that have clear expectations and measurements of success.  Traditional HUD staff often have the problem of choosing between their normal work and “other duties” which can cause a conflict with completing their required work.  In the MEO, staff will only have to perform the PWS-specified tasks which will eliminate “other duties”, thereby making their work more manageable and satisfying.

Part-time and Flexible Work Options

Another means of improving retention will be the opportunity for Program Specialists and Financial Analysts to work part-time and have personally flexible schedules.  This would not impact the total FTE count, but allow for partial FTE where they are needed and where the workload permits.  This approach should lower the risk of “burnout” of Program Specialists and may increase the pool of employees (such as returnees to the workforce and those who aim for seasonal work only) from which the MEO could tap.

Flexible work schedules will also be encouraged when possible given the nature of the PWS work performed by the MEO.

Better Tools to Perform the Job

To address one of the frustrations voiced by current HUD employees, the MEO will provide a more technologically advanced and modern work environment.  The MEO will attract and maintain staff through the use of better technology than currently exists at HUD.  The MEO staff will have state of the art computers, document scanners, software, phones, and other equipment.  The improved technology will foster an environment that is more similar to that of a private company.  Scheduled replacement plans (with specific costs included in the Agency Cost Estimate) will allow MEO employees to know that they will get new equipment as technology changes.  In the MEO, employees will not be forced to make due with equipment or software that is clearly out of date.

Communications Strategies and Retention

The MEO will implement a well thought-out, multi-element Communications Plan (please see the Communications Plan in section 2.2.5 of the Management Plan).

A Fair and Equitable System for Staff Rewards

A clear system of reward is essential for retention in any organization, from Microsoft to General Electric.  When the rules for being rewarded are clear, one potential cause of staff dissatisfaction is addressed.

Employee performance will be monitored through the use of automated workflow tracking software that will indicate which staff is excelling and which staff may be underperforming.  Steps will be taken to increase the skill levels of those that are lagging behind so that everyone meets at least the minimum standard.  The MEO will reward high-performing staff by providing them with opportunities for advancement, time-off awards, and larger bonuses.  Under HUD’s current system, it is very difficult to distinguish levels of performance.  As a result, many staff receive awards based on seniority or other criteria rather than work performance.  Since the MEO’s work will be quantifiable, MEO Management will be able to effectively implement a more progressive bonus system that distinguishes between employees that are not meeting expectations, employees that are meeting expectations, and employees that are exceeding expectations.  The improved structure will allow for greater flexibility in rewarding performance-based bonuses to employees.

A Range of Methods for Staff Recognition and Rewards

MEO staff will take part in all current HUD benefit and rewards programs.  As federal employees, MEO staff are entitled to take part in these agency-sanctioned programs.  However, a more targeted reward approach is envisioned.  They include:

Individual and Team Recognition Awards: The MEO Team envisions that metrics will be developed that reward individual and team performance of their respective assigned PWS activities.  This would encompass meeting the PWS timeliness and quality standards for all MORs, financial processing, and quality control.  The details of the plan will be worked out with the assistance of HUD’s human resources staff during the Phase-In period.  A lump sum has been included in the ACE to implement this program. Two percent of wage base is the standard amount of funds set aside for employee rewards.

Performance Awards: Timeliness is vital as a reward philosophy.  The MEO will also reinstate Spot Awards, which will be distributed throughout the year.  The MEO Team envisions using spot awards and off-cycle rewards at the time when outstanding performance occurs.  Staff will be rewarded for providing documented and outstanding MOR reviews, for example.  Spot Awards recognize employees who take the initiative to make improvements to processes which save time or money, or are exemplary performers.  One hundred dollars ($100) per Service Center employee has been included in our cost estimates for spot recognition for performance.

Employee Laptop Ownership: As another benefit, MEO Program Specialists will have the opportunity to keep their MEO purchased laptops every two years.  After a two-year period when the laptops require replacement and are fully depreciated, the current employee using that laptop in the field will retain the laptop.  Laptop Computers have been costed based on a complete turnover and repurchase every two years of the solicitation’s five-year performance period.  Replacements occur in year 3 and year 5.

1.5.1.3  Summary of Recruitment and Retention Approaches

In summary, the MEO’s unique atmosphere will offer opportunities for advancement, provide greater flexibility, and create an environment that will attract and retain staff.  MEO Management will continually look at ways to revamp the organization to allow it to capitalize on any new retention initiative that is created.  Significant funding will also be allocated for staff training, including courses highlighting the latest technology, as well as for award.  Ultimately, the MEO will create an organization that is progressive and a place people want to be associated with.

1.6  Understanding and Meeting the PWS Requirements
The PWS was subjected to an analysis to ensure that the MEO addressed each and every requirement in a performance-based format.  The amendments to the solicitation and the responses to industry questions are also fully accounted for in this Agency Tender. The Agency Tender Appendices referenced in the previous sections all show how staffing, positions, and total resources are directly tied into the MEO Team’s interpretation of the PWS tasks.

Appendices A-1 through A-5 are crosswalks that permit the reader to follow, by PWS task, the MEO staffing hours associated with that task.  This describes the direct relationship between the PWS and the MEO.  Most importantly, the MEO Team breaks out tasks into sub-tasks, further demonstrating the detailed analyses performed to get at the entire picture of the task, from start to finish, and when an apparent task really is multiple tasks requiring different measures and different types of staff based on complexity or responsibilities.

1.6.1  The Interrelationship of PWS Tasks and Services

The MEO organization is characterized by significant task inter-dependence.  Staff will be divided into the functional areas of Financial Processing and Program Compliance and Monitoring.  The work of each is reliant on the other functional areas completing their required reviews, processing financial actions, reviewing property issues, and documenting these activities in the appropriate information systems.

Specifically, the Program Compliance and Monitoring Division will perform the MORs on each property.  In order to complete the MORs, the Program Specialists will need to know what the Financial Analysts found when reviewing the MARs, budgets and annual financial statements.  The Program Specialists will also use information from the Program Assistant to determine what reserve for replacement releases have been approved and if there were any problems with the voucher reviews.  The Financial Analysts will use the last Management Review in their review of the financial statement and the budget.  The Financial Analysts will also use information from the Program Assistant to verify the reserve for replacement balance, residual receipts balance and the excess income deposits and withdrawals.  The Program Assistants will receive information from the Financial Analysts regarding any capital items included in the budget in order to assure that the owner does not bill the reserve for replacement account for the same items.  The Program Assistants will also receive information about any increases in deposits to the reserve for replacement to cover specific replacement items.  The Program Assistants will receive information from the compliance monitoring staff regarding their inspection of the Reserve for Replacement items when on-site.

The MEO Team analyzed every PWS task in each functional area to determine the nature of synchronization and required level of interaction with other functional areas and processes.  The MEO is the result of this analysis and is structured to optimize inter-group teamwork.  By centralizing the work, the MEO will foster synergies among and between functional areas and permit the efficient and effective performance of all PWS tasks.  In addition, the planned electronic task-management system and new virtual storage systems will allow all functional areas to access information quickly and electronically.

1.6.2  Understanding the Technical Requirements and Regulations in the PWS

The MEO must abide by a range of regulations and guidelines as part of HUD.  The MEO Quality Control Analyst will have responsibility for maintaining continuous web-based access to electronic databases associated with the numerous entities responsible for establishing and/or revising Federal regulations.

While policy development will remain a CGO function, and not part of the MEO responsibility, the Program Manager and Supervisory Quality Control Analyst/Deputy Program Manager will be responsible for interpreting policy, promulgating revisions to regulations throughout the MEO, and assuring compliance.  The Supervisory Quality Control Analyst/Deputy Program Manager position has been created with the expectation that he/she will have the ability to interpret complex regulatory policy for the MEO and assist in engineering efficient and streamlined approaches to meeting both current and evolving regulatory requirements.

The MEO has been developed to effectively perform the work of the PWS.  The MEO organizational structure has been designed to establish direct lines of authority between HUD CGO, the Service Center senior management and the three Division Directors responsible for managing the many MFH programmatic tasks in the PWS.  This functional consolidation, while achieving significant efficiency, will also enhance the distribution, implementation, and execution of policy, procedures, and business processes within the MEO.  It is anticipated that this will help foster continuous operational improvement while assuring on-going compliance with these policies and procedures to assure meeting or exceeding the quality standards identified in the PWS.

1.6.3  Performing the Specific PWS Requirements

The following sections provide a detailed and step-by-step view of the MEO’s planned approach to meet each and every PWS requirement.  Each of the sections below relate to a specific part of Section C-4 of the PWS.  When the MEO Team envisions sub tasks to accomplish the work or has broken the PWS section into subcategories, this too will be discussed.

Specific staff resources for each of the PWS sections are summarized in Table 3 of the Technical Approach.

1.6.4  Monthly Vouchers (PWS Section 4.1.1)

Purpose.  The purpose of Section 4.1.1 of the PWS is for HUD to ensure that payments made to owners are not only correct, but that they occur in accordance with the required time-frames.  To ensure the validity of claims and protect HUD’s financial interests, numerous steps are performed and cross-checked with each other.  The MEO will verify the accuracy of 100% of monthly voucher payment requests.  The MEO will analyze all data contained in the Monthly Assistance Payment Request Voucher and tenant certifications, make corrections/adjustments when required, notify owners and/or agents, in writing, of corrections/adjustments, update TRACS, review vouchers and recommend payment through TRACS, and ensure that subsidy payment approvals and recommendations are accurate and occur within the required time-frames.

The MEO’s voucher processing responsibilities will be performed by a subcontractor, one that will be chosen through the federal procurement process during Phase-In.  The quality control of the subcontract will be performed by senior federal staff in the MEO, more specifically, the Quality Control Analyst located in the Office of the Director of the new organization.

Steps.  The following steps will form the basis for the standard operating procedures for the voucher-processing portion of the task, regardless of the subcontractor chosen.  The MEO Team considered the steps below to be essential to ensure quality in terms of accuracy and timeliness under tight performance standards.

The subcontractor will, at a minimum:

· Ensure that owner/agent submitted tenant certification and recertification data is reviewed and submitted to TRACS.

· Receive a hard copy of Monthly Assistance Payment Request Vouchers from the owner/agent by the 10th business day of the month, and download, on a daily basis, electronic tenant and voucher files from TRACS-Mail.

· Compare the electronic and hard copies of Monthly Assistance Payment Request Vouchers.  If the copies differ, the subcontractor will contact the owner/agent for clarification and require a resubmission, if necessary. The subcontractor will use auto-generated reports to match against the grounded data generated through a combination of tenant data and accepted rental rates.

· Determine if the Monthly Assistance Payment Request Voucher is supported by data in the subcontractor’s database and in TRACS.  If there are discrepancies, the owner/agent is contacted to quickly resolve the problem.

· Process the Monthly Assistance Payment Request Voucher, check it for errors or missing data, and create a system generated voucher and a comparison report that identifies any errors or discrepancies.

· Approve and verify the accuracy of the Monthly Assistance Payment Request Voucher, as well as the system-generated voucher, comparison report, and HUD payment recommendation.

· Review the system-generated voucher and comparison report, and determine if an adjustment to the prior months voucher is necessary.

· Determine if there is a difference between the owners’ voucher and the system-generated voucher.  If so, transmit the comparison report to the owner identifying all errors and discrepancies and require the owner/agent to submit the corrected data.

· Make every attempt to obtain required and correct data from owners/agents.  If unable to obtain the necessary data, ensure that the HUD recommended payment amount is based on the subcontractor’s system generated voucher which is based on tenant certifications that are verifiable in the subcontractor’s database.

· Verify that payment request does not include any units where assistance has been suspended.  A master list of suspended units will be available and provided to the subcontractor by the Quality Control Analyst in charge.  Each month, aside from the internal subcontractor controls to prevent payment, the Quality Control Analyst will review all payment data to further protect HUD from financial errors.

· Send the owner/agent a reconciliation report that details all adjustments and recommendations.

· Submit updated tenant certifications and vouchers to TRACS.  Also, receive, review and verify the accuracy of the TRACS submission report.

· Verify the timely and accurate implementation of authorized rent or utility allowance adjustments.  The subcontractor is the first line of responsibility to check the allowed adjustment amounts.  When a clear-cut decision cannot be made, the Quality Control Analyst will become involved to provide guidance.  This data also will be reported on a monthly basis, and ultimately used as part of the monthly report the MEO must submit to the Contracting Officer Representative (COR).

· Notify the owner, in writing, of any corrections required in the voucher and track and verify that corrections are made.   At that point the subcontractor will notify the owner of the errors and then create a master list to ensure the errors are corrected.  All errors each month that are not corrected, and all errors by owner and type of error will be reported to the Quality Control Analyst to determine if other actions are required.

In regards to quality standards, the measurements will include if payments are made for correct vouchers and only authorized on eligible units, if adjustments are accurate and discrepancy notices are sent to owner and HUD, and if payments of valid special claims are authorized on eligible units.

The goal remains for authorized vouchers to be processed so that monthly payments to owners are recommended to HUD within 20 calendar days of receipt from the owner.  In an effort to ensure that delays do not occur, the PWS timeliness standard that the MEO (or its subcontractor) notify owners of discrepancies within 10 calendar days after receipt of the voucher will require strict adherence.

1.6.5  Special Claims (PWS Section 4.1.2)

Purpose.  The purpose of Section 4.1.2 of the PWS is to verify the accuracy of all monthly special claims requests and recommend payment to HUD within the required time-frame.  To ensure the verification and payment of special claims, all claims will be tracked and monitored, evaluated in their own right for adherence to HUD regulations, and the individual agreements with owners. The MEO will analyze, verify and approve/adjust/disapprove owner claims in accordance with HUD directives using TRACS and information provided by the owner.  The accuracy of the activity is directly related to the completeness and accuracy of TRACS data.  Financial Analysts will notify the owner of approved or adjusted claims, and recommend payment of the claim to HUD.  The MEO will also enter data into the Special Claims spreadsheet program for monitoring, as is current practice in many HUD offices.

Steps.  The following steps, performed by a Financial Analyst, will form the basis for the standard operating procedures for processing special claims. The MEO Team considered the steps below to be essential to ensure financial accountability, quality in terms of accuracy and timeliness under tight performance standards.

The MEO will:

· Review all acceptable claim packages in accordance with HUD Special Claims Processing requirements.  All special claims requests will be processed within 45 days of receipt.  If a special claim request is received for debt service, it will be forwarded to the appropriate HUD field office by the close of business on the day the request is received.

· Ensure that each request receives a date-stamp on the day it is received and that it is entered into an electronic log.  The log will include the following information: the property name, contract number, date on which the claim was received, type of claim, amount requested, number of units; approval status, claim identification number, date approved, and amount approved.  If the claim request is rejected, the reject date will be included.

· Enter, only after a special claim request has been reviewed and found to be acceptable, the contract number, claim type, and approved amount in the Special Claims Approval module of TRACS.  Also, send the owner the approved claim, an approval letter, and the unique claim identification number that was assigned by TRACS, along with instructions on how to include the claim in the Monthly Assistance Payment Request Voucher.

· Determine if a claim package is complete.  If determined to be incomplete, it will be returned to the owner without being reviewed, along with a letter stating the reason the package is incomplete and giving the owner 30 days from the date of the letter to resubmit a complete package.

· Determine if the amount claimed should be reduced.  If the amount claimed is reduced, the approval letter will notify the owner of the reason(s) for the reduction and of the owner’s right to appeal the decision.  The letter will include the name and address of the person to whom the appeal may be made. All appeals received from the owner will be processed within 45 days of receipt.

· Determine if a claim request is unacceptable. If the claim request is unacceptable, the Financial Analyst will deny the request and return it to the owner. The denial letter will notify the owner of the reason(s) for the denial and of the owner’s right to appeal the decision.  The letter will also include the name and address of the person to whom the appeal may be made. All appeals received from the owner/agent will be processed within 45 days of receipt.

· Retain copies of claims and all supporting documentation for three years.  The owner/agent will enter several pieces of information for all approved claims on the next Monthly Assistance Payment Request Voucher including, the claim type, claim identification number, and claim amount.  When the voucher is processed by TRACS, TRACS will pay the claim only if this information matches what was previously entered into the Special Claims Approval module of TRACS.

The timeliness standard is dependent on the responsiveness of the owner to some extent.  The goal is to verify the accuracy of all monthly special claims requests and recommend payment to HUD within the required time-frame.  There will be times wherein the lack of a response from the owner might delay this process.  In an effort to ensure that delays do not occur, the PWS timeliness standard that Special Claims are processed within 45 calendar days of receipt from the owner will require strict adherence.  Owners will be notified multiple times when a lack of information risks delaying the processing of Special Claims.

1.6.6  Management and Occupancy Reviews (MOR) (PWS Section 4.2)

Purpose.  The purpose of Section 4.2 of the PWS is for HUD to schedule, conduct, and complete management review reports that assess owner/agent operations.  MORs identify areas of non-compliance with HUD regulations and other requirements, and provide the owner with a corrective action plan to resolve any problems identified during the review. To ensure accuracy and completeness in the performance of this task, several steps are required.  The Program Specialists will schedule and perform an on-site MOR of all initially assigned existing properties within 12 months after being assigned, and annually thereafter.  MORs will be conducted by Program Specialists, who will be out-stationed from their residence, and most of their communication with the Service Center will be by email, phone, and fax.  For projects in the Departmental Enforcement Center (DEC), the Program Specialist will consult with HUD prior to scheduling and conducting an MOR.  Appendix L-2 shows the form used to document findings for MORs.

Steps.  MORs are conducted annually in three stages: the Desk Review; the On-Site Review; and Post Interview Activities, including write-up, follow-up, and close-out actions.  The following steps will form the basis for the standard operating procedures for a conducting an MOR.  The MEO Team considered the steps below to be essential to ensure quality in terms of accuracy and timeliness under tight performance standards.





Desk Review – The Program Specialist will:

· Review the last MOR, as well as any follow-up correspondence.

· Contact the Financial Analyst, by email or phone, to determine if there are any outstanding issues related to the audited financial statements; to determine if the project has a Service Coordinator; and to determine if there are any other issues of concern such as excess income owed HUD.  The Financial Analyst will also provide an analysis of the Reserve for Replacement account to ensure that the account is adequately funded, to provide information concerning recent releases from the account, and to advise if there are any items that should be verified during the review.  The Financial Analyst will provide similar information concerning the Residual Receipts account.

· Review the last REAC physical inspection report and determine if any units should be inspected during the on-site review.

· Review TRACS reports such as the Move-In/Move-out Report, Tenant Certification Reports, Certifications with Discrepancies, Project Evaluation Report, Multiple Occupancy Report, Verification Report, and Assistance Payments Report.

· Contact the voucher-processing unit for a report of current tenant certifications and voucher issues such as late submissions, and prepare worksheets for completion during the review.

· Review the tracking log for recurring tenant complaints and review the project file to determine if there are other outstanding issues that should be addressed during the review.




On-Site Review – The Program Specialist will:
· Ensure that the corrective action for all “M” findings from the previous MOR, which must be fixed within one year, have effectively corrected the deficiency identified.  If the finding has not been corrected, it is a repeat finding.  It will become an “I” finding in the current report, and may result in an Unsatisfactory Rating.  “I” findings require immediate action.

· Make certain that Exigent Health & Safety (EH&S) issues from the last physical inspection report that the owner has certified to be corrected have actually been addressed, and that other REAC physical inspection Level 3 findings have been corrected.  This will be done through a sampling of the findings noted in the report.  If the owner has certified that all EH&S findings have been corrected, and the review indicates that they have not been corrected, this will become an “I” finding in the current report, and may result in an Unsatisfactory Rating.

· Verify that the HUD-approved lease is in place and that management adheres and enforces the terms.  Also, verify that a tenant selection plan is in place and is in compliance with HUD requirements, such as the Affirmative Fair Housing Marketing Plan.

· Ensure that management practices are consistent with HUD requirements and that an adequate record keeping system is in place.  Also, ensure that expenditures are documented with invoices.

· Make certain that staffing is sufficient to provide adequate management and maintenance, and that staff is adequately trained.

· Ensure that tenant payments are accurate and that rents are consistent with the current HUD-approved Rent Schedule.  Also, ensure that rental collection procedures are adequate, that there is follow-up on delinquencies, and that evictions are enforced when necessary.

· Verify that appropriate documentation is on file to support Reserve for Replacement releases, based on information provided by the Financial Analyst prior to the review.  Also, make certain that appropriate documentation is on file to verify required deposits to the Residual Receipts account, if applicable.

· Ensure that house rules for pet ownership for the elderly and handicapped are in accordance with HUD regulations.

· Verify that tenant files contain the following documentation: signed consent forms for verification of income and assets; signed declaration of citizenship forms; documentation of social security numbers; and third party verification of assets and income.  If any life-threatening situations are identified during the course of the review, the owner/agent will immediately resolve them prior to close of business.  In addition, if any instances of potential fraud or illegal activity are identified, the Program Specialist will immediately report the situation to the MOR Team Supervisor (GS-11) and provide supporting documentation so that immediate action can be initiated.  This may include contacting local police for illegal activity or notifying the Inspector General in cases of potential fraud.  The potential fraud or illegal activity will also be included in the MOR written report.

· Hold an exit conference with the owner at the completion of the review and perform the following tasks: Identify and explain each preliminary finding; Discuss the appropriate corrective actions and timing; Advise the owner that other findings may result after a review of additional materials provided during the review (if time did not allow for review of the documents while on-site); Resolve differences regarding findings; and Encourage the owner to begin implementing corrective actions immediately.  If it is determined that the overall rating may be Below Average or Unsatisfactory, the Program Specialist will discuss the format of a Corrective Action Plan, if findings cannot be resolved within 30 days of the report.




Post-Interview Activities – The Program Specialist will:

· Enter the date the MOR was conducted in REMS, prepare a written report addressing all identified findings and observations, and provide corrective actions.

· Assign one of four ratings to the MOR, in accordance with HUD Handbook 4350.1, Chapter 6.  A Superior Rating will be assigned when the owner is providing well-maintained housing and displays proper use and concern for Federal Subsidy funds, there is low incidence of errors, and there are no major adverse findings.  A Satisfactory Rating will be assigned when the owner is providing well-maintained housing and displays proper use and concern for Federal Subsidy funds, requires improvement to ensure compliance with controlling documents, and is willing to make adjustments to resolve the findings presented.  A Below Average Rating will be assigned when the owner is not providing well-maintained housing and does not display proper use and concern for Federal Subsidy funds.  If there is an owner that would normally be rated Superior or Satisfactory, but is unwilling to make any adjustments to correct identified findings, a Below Average rating will be assigned to the category.  This will allow for an appeal of the identified finding in question.  An Unsatisfactory Rating will be assigned when the owner/agent has performed in a manner that jeopardizes continuation of the subsidy, their practices exhibit major adverse findings, and their policies and procedures are ineffective.  Adverse findings are those that are in serious or direct conflict with the Regulatory Agreement/PRAC contract, including failure to maintain the property, unauthorized distributions or rent increases, failure to recertify residents, fraud, or violations of fair housing and civil rights practices.

· Consider both the seriousness and quantity of the findings, in order to determine the overall rating.  The overall score generally cannot be higher than the lowest rating assigned for categories A-C of the Management Review questionnaire.  The cover letter to the owner of a Below Average or Unsatisfactory rating will provide an explanation of the rating.  These explanations are not required for Satisfactory or Superior ratings.  In certain circumstances, owners who receive Below Average ratings may also be flagged in HUD’s Active Partner Performance System (APPS).  If this is done, an explanation will be provided to the owner regarding the reason for the flag.  An example of the letter that is sent to owners indicating a Below Average/Unsatisfactory rating is located in Appendix G.  An example of a Satisfactory/Superior MOR rating letter can be found in Appendix H.

· Provide a preliminary report to the MOR Team Supervisor (GS-11) within 20 days of the exit conference.  Along with the MOR Team Supervisor, the Program Specialist will sign all MORs with ratings of Satisfactory and Superior.  For reports with Below Average or Unsatisfactory ratings, the Program Specialist will submit the written report to the local HUD office for concurrence prior to issuance.  The local HUD office will have two days to respond, at which time the MOR Team Supervisor (GS-11) will sign and have the MOR issued. It is assumed that officially notifying the deficient property owner will be a MEO responsibility, unless otherwise directed by the Continuing Government Operations.

· Sign and issue the MOR to the owner within 30 days of the exit conference.   The owner will provide a written response to all findings within 30 days of issuance of the report.

· File the MOR in the electronic filing system and update the Management Screen in REMS with the date the report was issued and the date the owner’s response is due.  Also, the Program Specialist will update the electronic task-management system; if the property is troubled or potentially troubled and receives a Below Average or Unsatisfactory rating, the Problem Statement will also be updated in REMS.

· Respond to any owner/agent appeals of Below Average or Unsatisfactory scores on any category, or on the overall score.  The initial appeal must be postmarked to the Supervisor within 30 calendar days of the report issue date.  It must explain the factual basis for the appeal and include documentation that refutes the findings in question.  The Supervisory Program Specialist (GS-11) will conduct the first level appeal.  If the owner is ineligible for appeal (i.e., an owner appeals an overall score of Satisfactory or the appeal is received 31 days after the report is issued) the Supervisory Program Specialist will respond by email to the owner advising them of the reason they are ineligible.  If the appeal is accepted, the Supervisory Program Specialist will analyze the owner's appeal and provide the owner with written notice of the decision and its justification.  If the appeal is approved at the first level, the MOR will be reissued.

If the appeal is denied, the owner will be notified of an opportunity for a second level appeal.  The owner may appeal initial appeal determination by submitting a second level appeal in writing to the Supervisory Quality Control Analyst/Deputy Program Manager within 15 days of receiving the initial appeal determination.  The Supervisory Quality Control Analyst/Deputy Program Manager will coordinate with HUD and provide appropriate documents as directed, and take appropriate action based on HUD's decision.  HUD's decision is final, and no further appeals will be considered.
· Use the tracking system’s weekly report to follow-up with the owner by email, if the owner has not responded within 30 days.  Upon receipt of a response from the owner, the Program Assistant will mail the response and supporting documentation to the Program Specialist for review.  If the review has a Satisfactory or Superior rating and the owner cannot close all “I” findings within the 30 day response period, the owner will be required to submit a Corrective Action Plan (CAP).  The CAP will do the following: Indicate the agreement to implement corrective actions pertaining to all findings on the report within the dates specified on the MOR summary sheet; state the corrective action progress for each immediate action finding, and provide documentation supporting the completed actions; indicate that the agreement is to resolve all such findings identified as soon as practical, in accordance with the recommendation and no later than one year from the previous exit meeting date (for “M” findings); and list all “M” findings and provide an estimated start and completion date.  A CAP will be required for MORs that are scored Below Average or Unsatisfactory.  The CAP must be submitted within 30 days of the date of notification.  The content of the CAP will be determined by the seriousness and volume of the management review findings.  The CAP will be submitted by the owner to the Program Specialist.  Upon receipt of the CAP, the Program Specialist will review the documents, update the electronic task-management system and REMS, and refer to the Supervisory Program Specialist for concurrence.  If the CAP is approved, the MOR may be closed in REMS.  For a Below Average or Unsatisfactory MOR, the Program Specialist will submit appropriate follow-up to HUD to show that an appropriate plan is in place.

· Follow-up on items on the CAP every 30 days until closeout, and update REMS and the electronic task-management system accordingly.  The Program Specialist will review the material submitted by the owner within 15 working days, and provide the owner with a written email response (either closing the finding or requesting additional information).  If additional information is required, the owner will have an additional 10 days to provide the requested information.  The Program Specialist will monitor the follow-up activities of the owner/agent until all corrective actions have been satisfactorily completed and advise the owner/agent by email when their proposed resolutions are acceptable/unacceptable and when all issues have been resolved.  The Program Specialist will update REMS and the electronic task-management system when additional information is required until the report is closed, at which time the completed date will be entered in REMS.  If the owner/agent fails to respond by the 40th day after issuance of the report, or the response received shows a lack of a good-faith effort to correct identified deficiencies, the Program Specialist will inform the jurisdictional HUD office of possible enforcement action, send a copy to the Supervisory Program Specialist and the Supervisory Quality Control Analyst/Deputy Program Manager, and update REMS.

· Obtain weekly and monthly reports from the electronic task-management system to make certain that reports are issued in accordance with established timeframes (this is performed by the Quality Control Analyst).  The Quality Control Analyst will also perform the following: Make certain that the MOR Work Plan is adhered to; Ensure that the owner/agent has received 30 days advance notice of the scheduled MOR; Verify that all areas have been reviewed and applicable questions have been answered; Make certain that additional review areas, such as Service Coordinator and FHEO have been assessed and that any deficiencies are noted; Ensure, after a review of all documentation in support of the MOR, that all deficiencies have been identified and discussed in the report; Verify that all findings clearly reference the obligations of the owner/agent under applicable HUD regulations; Ensure that corrective actions have been identified, outlined, and reasonable timeframes have been established; Make certain that Below Average and Unsatisfactory categories and overall scores have been explained in the narrative report; Verify that the report email transmittal is addressed to the owner with a copy to the agent, the Supervisory Program Specialist (or Program Specialist Team Lead), and the jurisdictional HUD office; Ensure that reports are issued within 30 calendar days of the exit conference; Make certain that REMS and the electronic task-management system have been updated accurately and completely and within required timeframes; and Ensure that the rating and the overall score is reflective of the review.

The timeliness standards are driven by receiving certain documentation from owners and agents. There will be times wherein the lack of a response from the owner might delay this process.  The ultimate goal is to schedule, conduct, and complete a thorough and accurate management review report within the required 12-month time-frame.  Upfront Work Planning will be an emphasis to ensure timely MORs.

The timeliness standards include the following: Completed written reports should be mailed to owner within 30 calendar days following the on-site review; Completed written reports for all below average and unsatisfactory ratings should be mailed to the jurisdictional HUD office within 30 calendar days following the on-site review; Completed FHEO checklists should be sent to the jurisdictional HUD office within 30 days following the on-site review; and Findings should be closed or they should recommend enforcement action within 150 calendar days from the date the written report was mailed to the owner.  The use of laptop loaded electronic Management Review forms will facilitate meeting the turnaround time.  All Program Specialists are required to use the MEO’s workload tracking system and REMS to ensure adherence to the Work Plan.

1.6.7  Renewal and Amendment of PRAC and PAC Contracts (PWS Section 4.3)

1.6.7.1  Contract Renewals (PWS Section 4.3.1)

Purpose.  The purpose of Section 4.3.1 of the PWS is to prepare PRAC and PAC renewal contracts.  To ensure the validity of the process, numerous steps are performed and cross-checked with each other.  The MEO will assume all subsidy administration for existing contracts and will perform subsidy administration on new contracts.  Quality standards require that documentation to support contract renewals is complete and accurate.  Program Assistants will be responsible for preparing PRAC and PAC renewal contracts.

Steps.  The following steps will form the basis for the standard operating procedures for preparing PRAC and PAC renewal contracts. With minor variations, this process is very similar to the process as it is performed today in many HUD offices.

The Program Assistant assigned to specific contracts will:

· Notify the owner of the expiration of the contract 180 calendar days in advance, and request that the owner submit a request for renewal of the contract and a copy of the project’s operating budget.  The notification to the owner will advise the owner that if an increase in the amount of project rental assistance is needed, the request for a rent increase must be submitted in accordance with the requirements of Handbook 4350.1, Chapter 7.  Follow-up with the owner will be required until the renewal request is received.

· Receive the renewal request from the owner and enter it into the tracking system.  Then, the Program Assistant will determine if an increase in rental assistance is requested.  If so, the Program Assistant will forward the request to the Financial Analyst who will complete the rent increase processing.  When rent increase processing is completed, the Financial Analyst will indicate the amount of a rental assistance that will be required.

· Update the rents in the Subsidy Status screen of REMS upon receipt of the completed rental processing, and access LOCCS to determine if there are sufficient funds to extend the contract for one year.

· Determine if there are sufficient funds available.  If so, the Program Assistant will prepare an “Amendment to the Project Rental Assistance Contract” (form HUD-90173-B-CA) which extends the contract for a period of time sufficient to exhaust the remaining contract funds.  The Program Assistant will send four copies of the amendment to the owner for their signature and follow-up with the owner until the signed copies are returned.  Upon receipt of the signed copies, the Program Assistant will facilitate having the contract actually executed by the designated HUD representative (Continuing Government Operation staff) within five business days of receipt.  After execution, the Program Assistant will extend the contract in TRACS and send copies of the executed contract to both the owner and the Fort Worth Accounting Center within five business days.  After this step is completed, the Program Assistant will distribute and file copies of the executed contract amendment and close the project action in the tracking system.

· If sufficient funds are not available to extend the contract, the Program Assistant will send a message to the HUD Headquarter Desk Officer in the Office of Asset Management and request the required amount of funds needed to extend the contract for 12 months. The Program Assistant will follow-up with the Desk Officer until the requested funds are received.  If the funds have not been obligated by Headquarters, the Program Assistant will prepare a Project Accounting Data (PAD), HUD Form 52540, and send it to the Fort Worth Accounting Center.  The Program Assistant will prepare a Contract Renewal to the Project Rental Assistance Contract in accordance with Notice H2002-17 and send it to the owner for signature, and follow up with the owner until the signed copies are received.

· Upon receipt of the signed copies, the Program Assistant will facilitate having the contract actually executed by the designated HUD representative within five business days of receipt.  After execution, the Program Assistant will extend the contract in TRACS and send copies of the executed contract to both the owner and the Fort Worth Accounting Center within five business days.  The Program Assistant will file a copy of the contract, enter a project action in REMS, and assure that the rents have been updated in REMS and that the contract has been extended in TRACS.

The timeliness standard is dependent on the responsiveness of the owner to some extent.  There will be times wherein the lack of a response from the owner might delay this process.  In an effort to ensure that delays do not occur, the PWS timeliness standard that the MEO submit renewal contracts to the appropriate HUD office within five business days after being signed by the owner will require strict adherence.

1.6.7.2  Process PRAC and PAC Contract Amendments (PWS Section 4.3.2)

Purpose.  The purpose of Section 4.3.2 of the PWS is to process PRAC and PAC contract amendments.  To ensure the validity of the process, numerous steps are performed.  The MEO will analyze the portfolio to determine if a project will incur a shortfall prior to the end of the subsidy contract, and determine the amount of additional funds needed for the project.  Internal quality standards require that documentation to support contract amendments is complete and accurate.  Program Assistants will be responsible for preparing PRAC and PAC contract amendments.

Steps.  The following steps will form the basis for the standard operating procedures for processing PRAC and PAC contract amendments.  The MEO Team considered the steps below to be essential to ensure quality in terms of accuracy and timeliness under tight performance standards.

The Program Assistant will:

· Receive notification from the voucher processing sub-contractor 120 days prior to an anticipated shortfall, open an action in the tracking system, and enter all subsequent actions therein.

· Review the project’s operating budget and burn rate to determine how much additional funding will be required for the remaining contract term, submit a request for funding to the Desk Officer in the Office of Asset Management, and follow up on a regular basis.

· Receive funds and access LOCCS to determine if the funds have already been obligated.  If the funds have not been obligated, the Program Assistant will prepare a PAD (Form HUD-52540) and forward it to the Fort Worth Accounting Center to obligate the funds.

· Prepare a contract amendment, send it to the owner for signature, and follow-up with the owner until the signed copy is returned.

· Upon receipt of a signed copy, the Program Assistant will have the amendment executed by the HUD designee and fax a copy of the executed amendment to the Fort Worth Accounting Center.

· Send an executed copy to the owner, file a copy, close the action in the tracking system, and enter the required project action in REMS.

The timeliness standard is dependent on the responsiveness of the owner to some extent.  The goal is to process PRAC and PAC contract amendments.  There will be times wherein the lack of a response from the owner might delay this process.  In an effort to ensure that delays do not occur, the PWS timeliness standard that the MEO submit contract amendments to the appropriate HUD office within five business days after being signed by the owner will require strict adherence.

1.6.8  Contract Rent Adjustments (PWS Section 4.4)

Purpose.  The purpose of Section 4.4 of the PWS is to process budget-based contract rent adjustments in accordance with the contract and HUD requirements.  To ensure the validity of the process, numerous steps are performed.  Quality standards require that the analysis of the operating budget is based on valid documentation, and that approved rents are justified by complete documentation.  Quality standards also require that rent increases above five percent are complete, accurate, and documented.

Steps.  The following steps, performed by a Financial Analyst, will form the basis for the standard operating procedures for processing budget-based contract rent adjustments.

The Financial Analyst will:

· Receive an owner’s request for a rental adjustment and review it for completeness within 5 days.  The Financial Analyst will then contact the owner by telephone, and by e-mail, concerning any missing information or missing documents.  The Financial Analyst will allow the owner 10 business days to provide the missing information.

· Complete a checklist as part of the initial screening process.  The Financial Analyst will also prepare a Budget Worksheet (HUD form 92547-A), which includes the statement of activities from the last audited financial statement, the owner’s expenses incurred to date, and the owner’s requested budget.

· Determine if any line item increases over $500 or five percent are justified and make adjustments accordingly.  The Financial Analyst will utilize HUD automated systems such as the Financial Analysis Subsystem (FASS) for financial statements data, and the Online Property Integrated Information Suite (OPIIS) to identify expenses at comparable properties and to determine the reasonableness of the request.  After completing the Budget Worksheet, the Financial Analyst will determine if a rent adjustment is warranted.  If Residual Receipts or retained excess income will be used to offset the requested increase, the Financial Analyst will advise the owner in the rent adjustment decision letter.  The Financial Analyst will also indicate whether the adjustment request is denied or if less of an increase than requested is provided.  Then the Financial Analyst will advise the owner to submit a request for release of funds when needed.

· Complete required procedures if the rent increase is approved.  If the rent increase is approved, the Financial Analyst will prepare a rent adjustment decision letter and execute the owner’s submitted Rent Schedule. (The Financial Analyst will prepare a rent schedule if it is not submitted by the owner and send it to the owner for signature).  The Financial Analyst will prepare HUD Form 9250 (Funds Authorization) and send a copy to the mortgagee, if the owner requests an increase in the deposit to the Reserve Fund for Replacements (RFR).  The Financial Analyst will enter the new rents into HUD’s Real Estate Management System (REMS). If the rent is increased, mail the decision letter HUD-92458 and HUD-9250, if applicable to owner/mortgagor, and ensure that the signed Rent Schedule (form 92458) is received from the owner.  Finally, the Financial Analyst will execute the Rent Schedule (and send the executed Schedule to the owner and close the REMS project action); and file the required paperwork.

· Complete required procedures if the rent increase is denied.  If the rent increase is denied, the Financial Analyst will prepare a denial letter with reasons for the denial and inform the owner of their appeal rights and procedures.  The Financial Analyst will close the REMS project action, file the paperwork, review the appeal (If the owner chooses to appeals the denial), and send a letter to the owner/mortgagor, after making a decision regarding the appeal.

The timeliness standards are dependent on the responsiveness of the owner to some extent.  The goal is to process budget-based contract rent adjustments in accordance with the contract and HUD requirements.

The timeliness standards include the following:

1) The MEO should notify the owner of any deficiencies within five business days from receipt of the initial submission.  The fact that each property is directly assigned to a Program Assistant will facilitate accountability in this respect;

2) The rent adjustment process should be completed within 30 calendar days of receipt of the owner’s complete request for a rent adjustment.  Program Assistant’s assignments will be tracked with the to-be purchased Workload Tracking software.  The software itself is set up to notify the Program Assistant’s supervisor when all due dates are approaching.  This will provide a second level of guarantee that this time standard will be met;

3) Any budget-based rent adjustments above five percent are sent to the HUD jurisdictional office for concurrence within 30 calendar days from receipt of the owner’s complete submission. Program Assistants and Financial Analysts will follow-up with the HUD office on a regular basis until concurrence is received; and

4) The MEO will return executed rent schedules to HUD within five business days of receipt from the owner.  This assignment, too, will be tracked by the Workload Tracking software and Supervisor to ensure compliance.

1.6.9  Health and Safety Issues or Community/Resident Concerns (PWS Section 4.5)

1.6.9.1  Life Threatening Health and Safety Issues (PWS 4.5.1)

Purpose.  The purpose of Section 4.5 of the PWS is to respond to all Life Threatening Health and Safety Issues, and update HUD systems within the required time frame.  To ensure the validity of the process, important documentation, tracking, and internal communication steps are performed.  The requirement, as described in the PWS, is not currently performed by HUD employees; however, in the MEO this task will be performed by Program Assistants who will have the task as a primary responsibility.  The MEO has concluded from a cost perspective that federal staff should be performing this activity despite the existence of numerous call center contractors in the private sector.

The quality standard associated with performance of the task requires that the documentation of life-threatening health and safety issues is complete and accurate.  The documentation and follow-up of Life Threatening Health and Safety Issues will be reviewed as part of the quality control activities within the MEO, more specifically, the Quality Control Analyst located in the Office of the Director.

Steps.  The following steps will form the basis for the standard operating procedures for responding to all Life Threatening Health and Safety Issues, and updating HUD systems within the required time frame.  The key difference between Life Threatening and non-Life Threatening issues is the time allowed for processing.  Processing time is 24 hours for Life Threatening issues, and 72 hours for non-Life Threatening issues.  Non-Life Threatening issues are less severe, and could result from needed routine maintenance.  The MEO Team considered the steps below to be essential to ensure quality in terms of accuracy and timeliness under tight performance standards.

The Program Assistant will:

· Receive inquiries by phone, email, or writing, and determine if the inquiry is life threatening or non-life threatening.  The Program Assistant will enter the inquiry into the call tracking software.  If it is a life threatening issue, the Program Assistant will respond within one hour or before the close of the business day.  If it is non-life threatening, the Program Assistant will respond within two business days.

· Advise the individual to call 911 (or call 911 for them if they are unable), if the issue necessitates involvement of emergency services (i.e., fire or police).  If the issue involves a life threatening situation such as a gas leak, electrical shortage, or other similar situation, the Program Assistant will contact the owner/agent by phone and issue a follow-up email, fax, and/or letter identifying the issue within one hour.  The Program Assistant will also request a plan of action to resolve the issue.

· In the event the owner/agent cannot be contacted, the Program Assistant will utilize a list of alternate contacts, maintained for each property, who are authorized by the owner/agent to respond to Health and Safety issues.  The Program Assistant will then follow-up with the caller and inform them how the issue is being resolved.  The Program Assistant will continue to follow-up with the owner/agent and caller until the issue is resolved, and update the project actions screen in REMS no later then the last business day of the month in which the call was received.

· Enter and track all inquiries in the inquiry tracking software, and prepare a tracking log which will be submitted to HUD monthly for review.

· Review, approve and send the tracking log to HUD (the MEO will maintain a final record of all completed inquiries and associated documents received).

The timeliness standards are dependent on the responsiveness of the owner to some extent.  The goal is to respond to all Life Threatening Health and Safety Issues in a manner that ensures the health and safety of tenants.  Because of the importance of the timeliness of MEO response, the Quality Control staff, all Supervisors, and the Directors will have complete access to all of the call records.  Periodic checks of turnaround times and checks to ensure that proper protocol and documentation will also be performed by   the Quality Control Analyst and the Supervisor.  The activity is important enough for HUD and tenants that frequent monitoring is essential.

The MEO Team recognizes the adverse consequences to tenants, the public, and HUD if these standards are not met. The PWS requirement for notifying the owner of Life Threatening Health and Safety issues is within an hour of receipt of complaint, inquiry, or other knowledge of the issue (or before the close of business). The Program Assistant will conduct follow-up until the issue is resolved.

1.6.9.2  Non-Life Threatening Health and Safety Issues (PWS 4.5.2)

Purpose.  The purpose of Section 4.5.2 of the PWS is to respond to all non-Life Threatening Health and Safety Issues and community/resident concerns.  To ensure the validity of the process, important documentation, tracking, and internal communication steps are performed.  The requirement, as described in the PWS, is not currently performed by HUD employees; however, in the MEO this task will be performed by Program Assistants who will have the task as a primary responsibility.  The MEO has concluded from a cost perspective that federal staff should be performing this activity despite the existence of numerous call center contractors in the private sector.

The quality standard associated with performance of the task requires that the documentation of life-threatening health and safety issues is complete and accurate.  The documentation and follow-up of Non-Life Threatening Health and Safety Issues will be reviewed as part of the quality control activities within the MEO, more specifically, the Quality Control Analyst located in the Office of the Director.

Steps.  The following steps will form the basis for the standard operating procedures for responding to all non-Life Threatening Health and Safety Issues and community/resident concerns.  The key difference between Life Threatening and non-Life Threatening issues is the time allowed for processing.  Processing time is 24 hours for Life Threatening issues, and 72 hours for non-Life Threatening issues.  Non-Life Threatening issues are less severe, and could result from needed routine maintenance.  The MEO Team recognizes the consequences to tenants, the public, and HUD if these standards are not met.

The Program Assistant will:

· Receive inquiries by phone, email, or writing, and determine if the inquiry is life threatening or non-life threatening.  The Program Assistant will enter the inquiry into the tracking software.  If it is non-life threatening, the Program Assistant will respond within two business days.

· Contact the owner/agent by phone (follow-up with an email, fax, or letter) and identify the issue if it is a non-Life Threatening Health and Safety issue.  The Program Assistant will request a plan of action from the owner/agent to resolve the issue.  If the issue involves a non-Life Threatening community/resident concern, the Program Assistant will evaluate the concern, contact the owner/agent by phone (follow-up with an email, fax, or letter) and identify the issue.  The Program Assistant will also request a plan of action from the owner/agent to resolve the issue.

· In the event the owner/agent cannot be contacted the Program Assistant will utilize a list of alternate contacts, maintained for each property, who are authorized by the owner/agent to respond to Health and Safety issues.  The Program Assistant will then follow-up with the caller and inform them how the issue is being resolved.  The Program Assistant will continue to follow-up with the owner/agent and caller until the issue is resolved, and update the project actions screen in REMS no later then the last business day of the month in which the call was received.

· Enter and track all inquiries in the inquiry tracking software, and prepare a tracking log which will be submitted to HUD monthly for review.

· Review, approve and send the tracking log to HUD (the MEO will maintain a final record of all completed inquiries and associated documents received).

The timeliness standards are based on the actions of the MEO and its staff responsiveness in reaching out to owners, contacting tenants, and if need be, alternate contacts.  The two-business day standard will be monitored by the Supervisor on a regular basis, and to facilitate this monitoring, the Supervisor will have complete access to all of the call records of each Program Assistant.  The activity is important enough for HUD and tenants that frequent monitoring is essential.  Until final resolution of the issue, the Program Assistant will follow-up every two weeks.

1.6.9.3  Inquiries from Federal, State, or Local Government (4.5.3)

Purpose.  The purpose of Section 4.5.3 of the PWS is to respond to all inquiries from federal, state, or local governments and support HUD in its communications requirements and efforts.  The MEO will be a support resource for the CGO in their role as the external communicators for HUD. The number of information requests from federal, state, and local government officials varies from office to office.  Publicly elected officials, subsidized housing applicants, legal aids, and tenant advocate groups contact HUD to make the Program Center Directors aware of concerns or problems.  HUD provides assurances that they have been addressed.  The quality standards associated with performance of the task require that inquiries and responses are documented in an appropriate manner.  The quality control of the subcontract will be performed by senior federal staff in the MEO, more specifically, the Quality Control Analyst.

Steps.  The following steps will form the basis for the standard operating procedures for responding to inquiries from federal, state, or local governments.

The Program Assistants (or other Service Center staff) will:

· Acknowledge receipt of the inquiry and forward it to the Financial Analyst or Program Specialist for response.  Reponses will be provided to the Supervisory Financial Analyst or Supervisory Program Specialist for review.

· Respond in writing to all inquiries and submit a copy with supporting documentation to HUD and provide this information to the Supervisory Quality Control Analyst/Deputy Program Manager, Supervisory Financial Analyst and/or Program Manager for review.

· Obtain HUD concurrence on all responses with supporting documentation to Congressional inquiries that are received.

· Provide supporting documentation and recommendations to any inquiries upon request from the local jurisdictional HUD office.

These activities will receive a high priority and close attention to the timeliness standard given the ramifications to HUD if standards are not met.  Since many of these requests will be urgent in nature, the process for handling is designed to ensure adherence to the timeliness standard of five business days after receipt of the inquiry. Senior MEO staff will become involved early in the process.  It must be noted that many of these information inquiries may involve interaction with other federal agencies and/or other HUD offices, therefore, the MEO’s ability to meet this timeliness standard may be adversely impacted by the actions or inaction of other federal parties.  Additionally, to ensure effective communications, a copy of the response should be sent to HUD whenever the response is sent to the inquirer.

1.6.10  Physical Inspection (PWS Section 4.6)

Purpose.  The purpose of Section 4.6 of the PWS is to follow-up on physical inspections.  Quality standards require that all documentation in the database is supported by records in the files.  Additionally, quality standards require that MORs are documented to show that the MEO verifies that REAC (Real Estate Assessment Center) inspection deficiencies have been corrected, or are in the process of being corrected by the owner.

Steps.  The following steps, performed by Program Assistants and Financial Analysts, will form the basis for the standard operating procedures for follow-up on physical inspections.

The Program Assistant will:

· Use either the standard REMS Actuate reports or Microsoft Access against the HEREMS reporting database to identify all unmitigated EH&S findings.  Once a Program Assistant becomes aware that EH&S findings exist at an assigned property, the Program Assistant will contact the owner/agent to remind them that all EH&S findings must be mitigated within three business days and that a written certification must be sent to the MEO.  The Program Assistant will then enter into REMS a physical tracking event of “owner notified of outstanding EH&S deficiencies,” and will wait to receive the owner’s certification that all EH&S deficiencies have been mitigated.

· Encourage owners/agents not to wait for the Program Assistant to contact them, but to immediately mitigate the deficiencies and fax a certification to the assigned Program Assistant as soon as possible (this will expedite the process).  Upon receipt of the owner’s certification, or the owner’s authorized representative’s certification, the Program Assistant will verify that the owner/agent’s certification lists all EH&S deficiencies.  The Program Assistant will also ensure that the certification is in HUD’s required format, and will confirm that the certification is signed by the owner or the owner’s HUD-approved management agent.  The Program Assistant will then enter the owner/agent’s certification in REMS using a physical tracking event of “owner confirmed that EH&S deficiencies have been mitigated,” and file the certification in the property’s servicing file.  If an owner does not submit a certification within three business days of the inspection, or if the certification is unacceptable, the Program Assistant will again contact the owner/agent and enter the results of that contact in the comments field in REMS.

· Continue to follow-up weekly with the owner/agent until acceptable certification is received. If acceptable certification is not received in 30 days, the Program Assistant will enter into REMS a tracking event of “owner failed to confirm that EH&S deficiencies have been mitigated,” and will coordinate with the jurisdictional HUD field office for enforcement action.  If the owner/agent appeals an EH&S finding to REAC, a tracking event of “owner submitted EH&S appeal to HUD” will be entered in REMS and the Program Assistant, in collaboration with a Financial Analyst, will inform the owner/agent of the process for requesting a database adjustment.  The Program Assistant will keep a copy of all correspondence in the property’s servicing file.

· Recommend to the jurisdictional HUD office that payment of subsidy vouchers be suspended when a covered property receives a second below-60 inspection score.

The process for handling EH&S information within the MEO is geared to get deficiency information into the hands of the Program Assistants so that the 3 calendar day time standard can be met.  Each MEO staff member will be required to forward EH&S information immediately to Program Assistants.

1.6.11  Reporting Requirements (PWS Section 4.7)

Purpose.  The purpose of Section 4.7 of the PWS is to prepare an annual Work Plan, submit a monthly report detailing accomplishments and activities, and submit an annual year-end report.  Quality standards require that the annual Work Plan, monthly revised Work Plan, monthly report, and year-end report are complete and accurate.

Steps:  The following steps, performed by multiple positions in the MEO, will form the basis for the standard operating procedures for follow-up on physical inspections.

The MEO will:

· Submit an annual Work Plan (the initial Work Plan is due 90 calendar days from the effective date of the award, which is within the Phase-In-Period), and include revisions to the Work Plan when submitting the monthly report.  At a minimum, the Work Plan will include an identification of all activities included in the requirement, a description of how the requirement shall be performed, and a timeline to show the scheduled and anticipated start date (and the last date for completion of the requirement).  Additionally, the Work Plan will include an identification of methods or techniques to be used to complete the requirement(s) and the name and project/contract number of the property relative to the task.

· Submit a report each month that provides significant information concerning general program and project specific issues and “Hot Topics.”

· Submit a year-end summary report of details, accomplishments and activities for all requirements within the award year.

· Describe, in the year-end report, a numerical summary of all MEO actions and services, as well as those actions which remain unaccomplished for that performance year.

The goal of this requirement is to provide vital project information to the Continuing Government Operations so that the Government can assess the MEO’s accomplishments in a timely and complete manner.  The MEO Team recognizes the importance of these documents to the CGO and their reporting requirements and will make it a priority.

Specifically, the goals is to prepare an annual Work Plan, submit a monthly report detailing accomplishments and activities, and submit an annual year-end report in a timely and complete manner so that the CGO can completely understand the status of the MEO.  The timeliness standards require that HUD receives the Annual Work Plan by the tenth business day after the start date of each performance year, receives the revised Work Plan by the tenth business day of each month, and receives the monthly report by the tenth business day of the month following the report month.  The internal processes of the MEO reflect these CGO goals and vest responsibility for the requirement with the Program Manager, Supervisory Financial Analyst, and Supervisory Program Specialist to ensure the highest level of responsiveness.

1.6.12  Appeals (PWS Section 4.8)

Purpose.  The purpose of Section 4.8 of the PWS is to process initial owner appeals of decisions.  Quality standards require that responses to appeals are complete and accurate.  The criteria initially used to evaluate and create MOR ratings, determine REAC scores, and determine rent increases is the same criteria and process path that the MEO will use and verify during the appeal process.

Steps:  The following steps, performed by the Supervisory Financial Analyst or Supervisory Program Specialist, will form the basis for processing initial owner appeals of decisions.

The Supervisory Financial Analyst, Financial Analyst, or Program Specialist (GS-09) will:

· Coordinate a first level appeal.  In the first level appeal, the Supervisory Financial Analyst or Supervisory Program Specialist will analyze the owner's appeal and provide the owner with written notice of the decision and its justification.  If the appeal is approved at the first level, the owner's request will be processed.  If the appeal is denied, the owner will be notified of an opportunity for a second level appeal.

· Conduct a second level appeal.  In the second level appeal, the Supervisory Financial Analyst or Supervisory Program Specialist will coordinate with HUD and provide appropriate documents as directed, and take appropriate action based on HUD’s decision.

Since owners/agents, and ultimately the tenants are impacted by all appeals, the MEO staff will be responsive the timeliness standards for providing written notification of decisions within 45 calendar days of receipt of the appeal.  Since frequently additional information is required of owners and agents, the timeliness standard is highly dependent on the responsiveness of the owner or agent involved in the appeal.  The MEO will press for information and closure of the appeal as part of its normal process.

1.6.13  Waivers (PWS Section 4.9)

Purpose.  The purpose of Section 4.9 of the PWS is to receive and analyze waiver requests, ensure the appropriateness of waiver requests in accordance with HUD regulations, and provide recommendations for action.  Quality standards require that recommendations on waivers are based on valid documentation and that recommendations meet all waiver criteria.

Steps:  The following steps, performed by the Supervisory Financial Analyst, will form the basis for the standard operating procedures for receiving and analyzing waiver requests, and providing recommendations for action.  The MEO Team considered the steps below to be essential to ensure quality in terms of accuracy and timeliness under tight performance standards.

The Supervisory Financial Analyst will:

· Perform due diligence to determine if the request meets HUD criteria for further consideration.

· Gather supporting documentation from property files and records, and prepare to make a recommendation of approval or not.  The Supervisory Financial Analyst will discuss with the Supervisory Program Specialist, when appropriate, or one of the Financial Analysts prior to submitting to the jurisdictional HUD office.

· Prepare a Memorandum recommending approval/denial of the waiver to the jurisdictional HUD office.  Depending on the nature of the waiver, the jurisdictional HUD office will either approve/deny the waiver or forward to HUD Headquarters for further consideration.

· Upon notification from HUD of approval/denial of the waiver request, the Supervisory Financial Analyst will respond to the owner.

The timeliness standards are dependent on a complete response by owners and their ability to provide all documentation and correct information.  The MEO will expedite its efforts to meet the 30 calendar day time standard in sending the waiver recommendation to HUD/CGO representatives.  Vesting the authority in the process to senior staff will increase the skill level performing the task and ensuring accountability.

1.6.14  Review Annual Audited Financial Statements (PWS Section 4.10)

1.6.14.1  Complete Review (PWS Section 4.10.2)

Purpose.  The purpose of Section 4.10.2 of the PWS is to conduct a complete review of all audited financials statements in accordance with HUD directives.  Property owners will submit an audited financial statement through REAC’s Financial Statement Sub-system (FASS) on an annual basis.  Under the current structure, the Project Managers at HUD are responsible for completing two review processes on the owner’s financial statement submission: a Compliance Review and a Complete Review.  Financial Analysts will fill this role in the MEO.  Quality standards indicate that the documentation of reviews and closing of findings be complete and accurate.  Appendix I shows a checklist for complete financial reviews.

Steps:  The following steps, performed by Financial Analysts, will form the basis for conducting Complete Reviews of all audited financials statements.

For a Complete Review, the Financial Analysts will:

· Check the owner’s audited financial statement for compliance with outstanding requirements, as well as proactively analyze the risk of that particular property.  The Financial Analyst will utilize a two-page review format which checks for compliance in past audits, the current physical inspection, and the last management review.

· Reconcile the Reserve for Replacement account; check the adequacy of the Reserve for Replacement account, reconcile the residual receipts account, check the computation of surplus cash, and check to ensure that no unauthorized distributions were taken.

· Check the balance sheet, notes, and statements of cash flows for any unauthorized repayment of loans, as well as payment of entity expenses.  In addition, the Financial Analyst will review the reasonableness of expenses shown on the Profit and Loss Statement, check for unauthorized management fees, review the details of any miscellaneous accounts, and reconcile the excess income account.

· Review the color and score assigned to each financial statement by FASS.  The scoring system is based on a color-coded system.  A “stop light” red is the greatest risk, and has the lowest score.  A “caution” yellow is the middle range score.  Green reflects a “minimal risk,” carrying with it the highest score.  There is the rare possibility that a property could have a blue rating on its financial statement.  A blue score generally means that the numbers appear to be “too good to be true” and that there may be an error in the transmission of data.  Scores are based on a compilation of financial ratio scores commonly accepted in the housing industry to denote the potential risk of a property.  These financial ratios include the occupancy rate, cash requirements to total revenue, surplus cash per unit, net cash throw off per unit, quick ratio, operating cost coverage, reserves per unit, and the debt service coverage ratio.

· Review the ratios that make up the overall performance score and color, and determine where any potential problems may be at the property.

· Generate a workflow task-tracking item for the financial statement review, and prioritize work based on the color-coded categories of importance.  In addition, financial statements are to be reviewed prior to completion of other servicing actions, such as rent increases, reserve for replacement releases, etc.

· Use REMS data to verify the Reserve for Replacement, Residual Receipts, and excess income accounts, as well as the appropriate management fees and the authorized limited distribution.  The Financial Analyst will also use the OPIIS system to verify that the expenses shown on the Profit and Loss are within the same range as other similar properties.

· Complete the review based on the Complete Review checklist.  Once the review is completed, the Financial Analyst will enter the date of the review on the AFS Detail screen of REMS, document the findings in REMS on the appropriate project action (risk/analysis), and store an electronic version of the review sheet in the virtual folder so that the information can be shared with other functional areas in the MEO organization.

· Log off this action in the electronic task-management system, which will close out the review process if there are no findings.  If there were findings, the Financial Analyst will prepare a written letter to the owner questioning any areas of concern and request a response within 30 days.  Once the owner has responded, review the response and determine if the issue can successfully be closed.  If the issue noted has been resolved, the Financial Analyst will close out both the REMS project action and the electronic task-management system.  If further action is required, the Financial Analyst will contact the owner and continue to follow-up until all required information has been obtained, at which time the review will be closed out in REMS.

· The jurisdictional HUD office will be notified when enforcement action is required as a result of the owner/agent’s failure to respond to findings identified by the Financial Analyst.

The timeliness standards for Complete Reviews are dependent on the owner’s submission into the system.  The MEO cannot begin work until this has taken place.  Because of the potential liability of open findings, meeting the timeliness standards on closing findings, and seeking an enforcement action will require strict compliance.  Financial Analysts will be instructed to flag, in APPS, potentially negative findings and take action immediately to facilitate meeting these standards.  The timeliness standards require that all statements designated high or medium risk by OPIIS and top priority “red” scores and medium priority “yellow” scores be reviewed within 90 days of the REAC issue date.

1.6.14.2  Compliance Review (Section 4.10.1)
Purpose.  The purpose of Section 4.10.1 of the PWS is to resolve compliance findings reported as Multifamily compliance issues by the REAC FASS, in accordance with HUD directives.  Under the current structure, the Project Managers at HUD are responsible for completing two review processes on the owner’s financial statement submission: a Compliance Review and a Complete Review.  Quality standards require that the documentation to support closing actions of non-compliance is complete and accurate.

Steps:  Only a small percentage of financial statements will have compliance issues, and they will be referred to the MEO by an Analyst from REAC.  The following steps, performed by Financial Analysts, will form the basis for the standard operating procedures for conducting Compliance Reviews.  The MEO Team considered the steps below to be essential to ensure quality in terms of accuracy and timeliness under tight performance standards.

For a Compliance Review, the MEO will:

· Conduct a complete review as outlined above for all projects with compliance findings and notify owner of all compliance findings as well as any additional information required within 30 calendar days of notification from REAC of the release of correspondence to the owner detailing financial compliance findings.

· Close compliance findings based on the owner’s response, or recommend enforcement action within 90 days from REAC notification of compliance findings.

· Notify the jurisdictional HUD office within ten business days when enforcement action is required as a result of the owner/agents failure to resolve compliance findings.

· Enter the required data and actions into REMS no later than the last business day of the month of activity.

The timeliness standard for Compliance Reviews requires that findings are closed, or have a recommended enforcement action, within 90 days from the date of notification from REAC.  As with complete reviews, the timeliness standard is dependent on the owner’s submission into the system.  The MEO cannot begin work until this has taken place.  Because of the potential financial liabilities to HUD, meeting the timeliness standards on closing findings or making a recommendation for an enforcement action of 90 days will require strict compliance.  The MEO believes that it is probable that its internal standard will be significantly less than 90 days to close financial reviews or recommend any enforcement actions.

1.6.15  Monthly Accounting Reports (MAR) (PWS Section 4.11)

Purpose.  The purpose of Section 4.11 of the PWS is to request and review MARs using HUD Form 93479 (Report for Establishing Net Income), Form 93480 (Schedule of Disbursements) and Form 93481 (Schedule of Accounts Payable) to verify and track the financial operations of specific covered properties.  Quality standards require that the documentation of MAR reviews, and corrective actions, are complete and accurate.  Generally, MARs are required on any property that is troubled, potentially troubled, or new to the inventory.

Steps:  The following steps, performed by Financial Analysts, will form the basis for the standard operating procedures for MARs.

The Financial Analysts will:

· Receive the MAR in either electronic format or paper format from the ownership/agent by the tenth business day of the month.  The report will be logged into the electronic task-management system and assigned to the appropriate Financial Analyst.  The electronic task-management system will assign a task-tracking item to the Financial Analyst’s in-box.

· Review the MARs in accordance with HUD Handbook 4370.1 REV-2.  When reviewing the MARs, the Financial Analyst will check to see that HUD Forms 93479, 93480, and 93481 are included in the submission.  The Financial Analyst will review Form 93479 to verify information and determine any discrepancies that would mainly be mathematical errors.  As a part of this review process, the Financial Analyst will complete the following steps:

1) Check to see that all revenue is reported;

2) Verify that the beginning cash balance is the same as the prior month’s ending balance;

3) Ensure that the monthly Gross Rent Potential agrees with the approved rent schedule;

4) Verify that the total number of units are correctly reflected;

5) Review Accounts Payable (looking for fluctuations, large increases, inability to pay bills on time);

6) Review tenant accounts receivable (including any major fluctuations); 

7) Review the vacancy rate (including trends); and

8) Check for any major fluctuations in the cash position at the property.

· Review Form 93480 (Schedule of Disbursements) to validate several key issues, including the following: the total disbursed is the same as line 3 on Form 93479; checks are listed consecutively; management fee payment is made in accordance with the Management Agreement; unauthorized Management Agent expenses are not paid from the operating account; unauthorized repayment of advances are not made; distributions to owners are made in accordance with the Regulatory Agreement; full monthly payment of Mortgages are made; no late charges are paid on mortgages; no payments are made on subordinate loans, affiliated companies, or other properties; unauthorized construction costs are not paid from rental revenue; unusual administrative costs are handled; and small frequent purchases of items are obtained in bulk to reduce costs.

· Review Form 93481 (Schedule of Accounts Payable) to validate several key issues, including the following: the total amount payable is the same as Line 11 on Form 93479; mortgage delinquencies are handled; payables due to other properties are not made; payables due to lending institutions are not made; payables due to the owner are submitted; a comparison to the previous months schedule is made to see if payables not shown in the current month were paid; and the age of payables is checked and tested for payment priorities.  Payables 60-90 days or older should be questioned.

· Perform a complete calculation of arithmetic accuracy to check the consistency of reports from one month to the next.  (See Appendix J for a sample MAR spreadsheet.) If necessary, the Financial Analyst will prepare a letter to the owner notifying them of any deficiencies or adverse trends requiring correction or clarification in order to maintain compliance with the Regulatory Agreement.

· Update REMS and the electronic task-management system with information such as the date the report was received and reviewed, and indicate if further action is required.  Upon receipt of the owner’s response, if applicable, the Financial Analyst will review the response and determine the next steps.  If the response is acceptable, the Financial Analyst will close out the review in REMS and the electronic task-management system.  If the response is unacceptable, the Financial Analyst will request additional information from the owner.

· Update REMS and the electronic task-management system with the applicable information.  The Financial Analyst will continue to follow up with the owner until they have resolved any outstanding issues.  As with all areas of compliance, the Financial Analyst will consider flagging the owner in the APPS system or recommend other administrative sanctions to the local jurisdictional HUD office if the owner does not respond.

· Notify the owner when the property is no longer experiencing financial, physical or management difficulties and submission of MARs is no longer required.

The Monthly Accounting Report Assistant (Appendix J) is an Excel-based program that facilitates consistent, high quality analysis of accounting reports.  The program enables month-to-month comparison, improves calculation accuracy, contains embedded analysis tips, processes information entered and produces a color-coded assessment highlighting problems in red.  The MEO will notify the local jurisdictional HUD office of any properties with trends that have an adverse affect on the financial viability of the property.
Since Monthly Accounting Reports are time sensitive by definition, meeting the timeliness standards is a high priority.  The nature of the MEO and its organization, as well as the fact that every property is assigned to a specific Financial Analyst, will facilitate the meeting of turnarounds for complete reviews, as well as turnaround for approving corrective actions or referring properties to DEC. MARs will be assigned to specific Financial Analysts to track, monitor, and ensure continuity of review.

1.6.16  Management Certifications (PWS Section 4.12)

Purpose.  The purpose of Section 4.12 of the PWS is to process Management Certifications.  Management Certifications are received on covered properties when a new property is ready for occupancy, upon expiration of the current Management Certification, or when a change in management agent occurs.   HUD needs to know the status of management organization, activity, and fee payments to further accountability and oversight of all properties. Quality standards require that the documentation of Management Certification analysis is continually updated, complete and accurate.

Steps:  The following steps, performed by Financial Analysts and Program Assistants, will form the basis for the standard operating procedures for processing Management Certifications.

The MEO will:

· Receive and review the submission for completion, verify that the signatures of the owner and agent are on the certification form, and prepare an email notification to the owner listing any deficiencies.  The Program Assistant will verify the residential Gross Rent Potential with the most current Rent Schedule (HUD-92458), and verify the requested residential fee yield based on the percentage per unit per month with the local jurisdictional HUD office approved management fee schedule (using that office’s Management Fee Formula Worksheet).  The Program Assistant will also process the HUD-2530 for a new and/or change in management agent, and prepare a recommendation for the Financial Analyst.

· Provide the recommendation to the Financial Analyst who will determine if that agent is acceptable for the property, if an up-front management fee review is required, and if the term of the certification is in accordance with Handbook 4381.5.  The Financial Analyst will analyze miscellaneous and Special Fees in accordance with the local jurisdictional HUD office fee schedule.

· Review (Financial Analyst) the Management Entity Profile to determine if the agent has appropriate experience to manage the property and execute the Management Certification.  The Financial Analyst will also request that the Program Assistant mail a copy of the executed management certification to the owner, and enter the term and fee percentage in REMS no later than the last business day of the month.  The Program Assistant will file the Management Certification.  For certifications received upon expiration of the current Management Certification, the only document required is a form HUD 9839-B or C.  In those cases, the Program Assistant will verify the residential Gross Rent Potential with the most current Rent Schedule (HUD-92458), verify the requested residential fee yield based on the percentage per unit per month with the local jurisdictional HUD office acceptable fee schedule (using that office’s

Management Fee Formula Worksheet), and provide a recommendation to the Financial Analyst for approval.

· Execute (Financial Analyst) the Management Certification and request that the Program Assistant mail a copy of the executed Certification to the owner.  The Program Assistant will enter the term and fee percentage in REMS no later than the last business day of the month and file the Certification.  In some cases, management fees are not approved.  If this occurs, the Financial Analyst will prepare a letter that explains the reason for the disapproval or reduction in fees based upon the HUD established fee schedule.  The Financial Analyst will also notify the agent of capped fees and advise the agent that the fee percentage is to be adjusted to maintain the yield.  Management Certifications will be processed within 15 days of receipt.

· Review (Quality Control Analyst) a sampling of Management Certifications on a continuing basis to determine if the fee approved is within acceptable ranges, the approved management agent is not flagged in APPS, and the certification was processed within required established timeframes.  All required REMS entries will be made no later than the last day of the month.

The timeliness standards for Management Certifications require that the owner/agent be notified of deficiencies within five business days of initial submission.  The transfer of information from the Program Assistant to the Financial Analysts will be facilitated by the assignment of properties to specific MEO staff. The Financial Analysts will be assigned specific properties so each will be aware when a Management Certification is required.  The Supervisory Financial Analyst, through management tracking software, will also be aware of management certification due dates, further increasing accountability and emphasis on meeting this ambitious 5 day turnaround.

Since a complete owner/agent submission is a pre-requisite for the MEO to meet the time standard of a completed process within 30 calendar days, the MEO staff will remind owner/agents frequently to provide needed information.

1.6.17  HUD 2530 Previous Participation Certifications (PWS Section 4.13)

Purpose.  The purpose of Section 4.13 of the PWS is to process HUD-2530 Previous Participation Certification forms in accordance with HUD directives.  The goal is for HUD to have accurate and complete information related to the management of properties where HUD has a financial interest.  The MEO will be required to process Previous Participation Certifications under five circumstances.  The five circumstances include: 1) A change in board members of a non-profit ownership; 2) A change in management agent; 3) A change in principals and affiliates of a management agent; 4) A transfer of ownership/new owner (change in principals); and 5) Receipt of documents for a new covered property.  The MEO will be alert to changes in principals, affiliates, board members, and management agents when conducting MORs, reviewing annual financial statements, and handling routine correspondence regarding the property.  If changes are noted, the Financial Analyst will ensure that a current HUD-2530 is submitted.  Quality standards require that the documentation of review and approval is complete and accurate.

Steps:  The following steps, performed by Program Assistants, will form the basis for the standard operating procedures for processing HUD-2530 Previous Participation Certification forms.

The Program Assistants will:

· Enter the 2530 into the electronic task-management system to initiate tracking requirements, review the submission for completeness, and notify the owner/agent of any deficiencies by email.  Upon receipt of the owner’s response, if submission is complete, the Program Assistant will process the HUD-2530 in accordance with HUD directives and enter each participant into APPS to determine if there is a flag.  If the Program Assistant determines that flags exist, a cover letter will be prepared and the HUD-2530 will be sent to the Headquarters Participation Control Review committee for review and approval.  The cover memorandum will include the reason for the submission of the 2530, the nature of the flags listed, and what office has placed the flag into APPS.  If there are no flags, or the flags have been mitigated by a decision from HUD Headquarters, the HUD-2530 will be signed by the Program Manager and placed in the project file.

· Close the HUD-2530 tracking event in the electronic task-management system, and prepare a letter to the owner to be signed by the Program Manager.  The Program Assistant will notify the owner, in writing, of the results (approval/disapproval) of the decision.  All 2530s are processed within 10 days of receipt.  The Quality Control Analyst will verify that the processing was completed in a timely manner, verify that those 2530’s requiring action have been forwarded to the appropriate office, and verify that upon receipt of a decision by that office, the owner is notified of the decision.  All required information will be entered in REMS no later than the last business day of the month.

The timeliness standard for Previous Participation Certifications require that the process is completed within 30 calendar days of receipt of the owner/agent’s completed request.  The linking of specific properties and therefore specific Previous Participation Certificates to specific Program Assistants will allow for the MEO staff itself to know their responsibilities and make it easy for the Supervisor to track timeliness performance.

1.6.18  Excess Income Reports (PWS Section 4.14)

Purpose.  The purpose of Section 4.14 of the PWS is to process Section 236 excess income reports in accordance with HUD directives, and to process owner requests to retain excess income in accordance with HUD directives.  This step is vital to monitor financial propriety of owners and the financial health of properties.  Quality standards require that the documentation of excess income reports is complete and accurate, and that DARTS shows that all delinquent remittances are resolved, or that an enforcement plan is submitted to HUD.  This documentation is source documentation used in other financial oversight and analyses.

Steps: The following steps will be performed by Financial Analysts and Program Assistants in collaboration, and form the basis for the standard operating procedures for processing Section 236 excess income reports, and processing owner requests to retain excess income.

The Financial Analysts and Program Assistants will:

· Ensure (Program Assistant) that all reports are received by the 10th day of the month, log receipt of the form, and verify certain information within 30 days.  This includes certifying that the form has been completed in accordance with Notice H 04-13 (which extended Notice H 01-07), verifying that the form has been signed, determining if the property has been approved to retain excess income, and notifying the owner to submit a corrected report indicating retention of excess income (if an owner indicates on the monthly report that excess income was due, when in fact the project has been approved to retain excess income).  The Program Assistant must follow-up on delinquent reports with the owners until the reports have been received or refer the problem to the Financial Analyst for further action.

· Request (Program Assistant) a DARTS Inventory of Outstanding Receivables Report to determine if any excess income is due to HUD.  If delinquencies are reflected, the Program Assistant will contact the owner/agent and request a check in the amount due be submitted along with a copy of the report to the Lockbox.  The Program Assistant will follow-up with the owner/agent until the delinquency is cured.  Frequently, owners submit payments to HUD’s lockbox that are not recorded properly in DARTS.  In such cases, the Program Assistant will request that the owner/agent submit a copy of the front and back of the cancelled check.  The Program Assistant will then provide the check information to HUD Headquarters so that the correct receivable will be reflected in DARTS.  Frequently, owners who are authorized to retain excess income submit incorrect reports that show an amount due HUD.  In such cases, the Program Assistant will ask the owner/agent to submit a correct form.  Upon receipt of the corrected form, the Program Assistant will fax it to HUD Headquarters so that DARTS can be corrected to show that no amount is due for that reporting period.

· Review (Program Assistant) within 30 days the annual narrative reports submitted by owners/agents approved to retain excess income.  These reports will indicate the amounts retained per month, any expenditure made, and the current balance in the excess income account.  The reports are reviewed to assure that expenditures have been made in accordance with the request for retention.  The Program Assistant will contact owners/agents via email if the annual narrative report is not received, and follow-up until it is received.

· Process (Financial Analyst) owner requests to retain excess income in accordance with HUD directives.  Upon receipt of an owners/agents e-mail request to retain excess income for either project or non-project uses, the Financial Analyst will review the request within 30 days.  The request is reviewed to determine if the owner is current in mortgage payments, if the owner has received a REAC physical inspection score of greater than 60, and that the owner is in compliance with the Regulatory Agreement and subsidy contract, if applicable.

· Forward (Financial Analyst) a recommendation for approval/disapproval of retention via email to the local HUD jurisdictional office.  The HUD office will notify the Financial Analyst upon approval/disapproval and the Financial Analyst will enter the required data into REMS within 5 days, but no later than the last business day of the month.  The Excess Income Log will also be updated to indicate the owner/agent is authorized to retain excess income.  Approval for retention of excess income will be withdrawn if an owner/agent receives a REAC physical inspection score of less than 60, becomes delinquent in their mortgage, or is in violation of the Regulatory Agreement or default of the subsidy contract.

· Send (Program Assistant) a written notification, via certified mail, to the owner/agent that the authorization to retain excess income is withdrawn.  The Program Assistant will enter the action into REMS within 5 days, but no later than the last business day of the month following the activity.  The Program Assistant will update the excess income log to indicate that the project’s approval has been withdrawn. If an owner/agent appeals the denial of their excess income retention request or withdrawal of their approval to retain excess income, the appeal will be reviewed by a Financial Analyst and a recommendation will be sent to the local HUD jurisdictional office for appropriate action.

· Cure excess income delinquencies in accordance with HUD directives.  All required REMS entries will be made no later than the last day of the month.

Meeting the timeliness standards will be impacted by the quality of initial owner/agent information and their ability to supply and correct certain documents.  Consequently, the Program Assistants and the Financial Analysts will use all available opportunities to educate owner/agents of their role in the Excess Income process.  In an effort to ensure that delays do not occur, adherence to the MEO’s clear lines in the process is required.  The timeliness standards require complete processing of monthly reports within 30 days after receipt of report, and complete processing of the annual report within 30 days after receipt of report, both of which will be collaborative efforts.  Timeliness standards also require that the owner is notified of the MEO’s decision to retain excess income within 30 days after receipt of the owner’s request.

1.6.19  Residual Receipts (PWS Section 4.15)

Purpose.  The purpose of Section 4.15 of the PWS is to monitor and process all requests for releases from the Residual Receipts Account in accordance with HUD directives.  To accomplish this task, the MEO will ensure that all surplus cash identified in the annual financial statements has been deposited in the Residual Receipts Account.  The MEO will also process requests for release of funds from the Residual Receipts Account and requests for use of Residual Receipts for a Service Coordinator position.  Quality standards require that documentation to support review and approval/disapproval is complete and accurate. Steps:  The following steps performed by Financial Analysts will form the basis for the standard operating procedures for monitoring and processing all requests for releases from the Residual Receipts Account.

The Program Assistant or Financial Analyst will:

· Verify (Financial Analyst) that all Surplus Cash identified in the previous audited financial statement has been deposited into a Residual Receipts Account.  If such a deposit was required, the Financial Analyst will require that the owner provide documentation that the deposit has been made.

· Process requests for release of funds from the Residual Receipts Account.

· Log (Program Assistant) the request into the electronic task-management system, and review and approve/disapprove all requests (unless they are from a troubled and/or potentially troubled project, in which case the Financial Analyst will review the request).  The Program Assistant will verify that a complete package has been submitted that includes the certification as to compliance with purchasing practices, that if an item exceeds $25,000, three bids are included to support claim, and that the invoices are less than one year old.

· Contact (Program Assistant) the mortgagee of record for the balance in the current Residual Receipts Account.  For section 202 and 811 projects, the owner maintains the Residual Receipts Account locally.  Therefore, there is no mortgagee.  In those cases, the MEO will require that the owner submit an account certification verifying the banking institution used for the Residual Receipts Account and the current balance in that account.  A sample Certification Form is provided in Appendix K.

· If the HUD 9250 is not acceptable as submitted, the Financial Analyst will prepare a cover letter to the owner/agent explaining the adjustments made or reasons for denial, and send the letter and corrected HUD 9250 to the owner and mortgagee, if applicable.  Upon execution, the Financial Analyst will return the HUD 9250 and the letter to the Program Assistant for distribution.  The Program Assistant will distribute it to the owner/agent and to the mortgagee of record, if applicable.  After distribution, the Program Assistant will update the Reserve Tracking screen in REMS to reflect the date the submission was received, the amount requested, the date of approval, the amount approved, and a comment section to indicate the reasons for the Residual Receipts release.  The Program Assistant will then closeout the action in the electronic task-management system and enter the completed Residual Receipts submission in the project file.

· In some instances, an owner will require a release from the Residual Receipts to address an emergency situation at the property, such as overdue bills or supplemental operating capital due to increases in insurance premiums, missed Section 8 payments, or large increases in utilities.  In these cases, the Program Assistant will log the request into the electronic task-management system and forward it to the Financial Analyst who will review the request and prepare a recommendation for approval or disapproval, which will be forwarded to the local HUD jurisdictional office for signature.  After signature, the submission will be returned to the MEO for distribution and the Program Assistant will enter it into the REMS Reserve Tracking Screen, close it in the electronic task-management system, and place it in the file.

· Release funds for a Service Coordinator position.  Log the request into the electronic task-management system.  The Financial Analyst will require that such a submission include an analysis of the population at the property to assure that 25% are frail or at risk elderly.  The Financial Analyst will also require that the submission include a budget for the Service Coordinator program and a position description for the Service Coordinator position.  If the submission is complete, the Financial Analyst will determine if the Residual Receipts funds are adequate, execute a HUD 9250, and notify the owner of approval/disapproval of the request.  The Financial Analyst will then ensure that the Reserve Tracking screen in REMS is updated within 5 business days, and no later than the last business day of the month to reflect the release of Residual Receipts funds for a Service Coordinator.  The Financial Analyst will also ensure that the action is closed in the electronic task-management system and that the submission is placed in the project file.

· Some owners of Section 236 and 221(d)(3) properties are entitled to limited distribution of surplus cash. If surplus cash is insufficient to make the distribution, an owner is entitled to request the use of Residual Receipts for this purpose.  The owner will submit the request and the Financial Analyst will determine if there are adequate Residual Receipt funds to make the distribution; determine if there are any financial or physical deficiencies that Residual Receipts should be used to cure; and determine if there are any open findings from the review of the audited financial statements or MORs.  If no issues are present, within ten business days the Financial Analyst will prepare a recommendation to the HUD jurisdictional office for approval or disapproval.

The ability to receive information from owners will impact the many aspects associated with the completion of these tasks. To meet the timeliness standard of a response within ten business days after the receipt of the Residual Receipt request, the Program Assistants and Financial Analysts will require close collaboration.

1.6.20  Reserve for Replacement (PWS Section 4.16)

Purpose.  The purpose of Section 4.16 of the PWS is to monitor and process Reserve for Replacement activity in accordance with HUD directives. It is vital to ensure the financial propriety of owners and properties. The MEO will be responsible for several types of Reserve for Replacement activities.  These include: Requests for release of funds from the Reserve for Replacement Account; Bid approvals for items that exceed $25,000; Rent increase requests for increases to the Reserve for Replacement monthly deposits; Reducing or suspending monthly deposits; and Review of Reserve for Replacement activities during MORs to assure compliance.  Quality standards require that documentation to support review and approval/disapproval is complete and accurate.

Steps:  The following steps, performed by Financial Analysts and/or Program Assistants, will form the basis for the standard operating procedures for monitoring and processing Reserve for Replacement activity.

The MEO will:

· Process Reserve for Replacement Requests.  Upon receipt of a Reserve for Replacement Request, the Program Assistant will log the request into the electronic task-management system.  The Program Assistant reviews and prepares the package for the signature of the Financial Analyst who approves/disapproves all requests, unless they are from a troubled and/or potentially troubled project, in which case the Financial Analyst will review the request.  Most requests are received using the optional procedures outlined in handbook 4350.1, which allows for submission of a summary sheet and no invoices or cancelled checks.  In those cases, the Program Assistant will verify that a complete package has been submitted (includes the certification as to compliance with purchasing practices), and that if any items exceed $25,000, three bids are included to support claim.  The Program Assistant verifies that the invoices are less than one year old, serial numbers are provided for all appliances, unit locations are indicated (if applicable), and the item is an eligible Reserve for Replacement expense.  The Program Assistant also verifies that the amount claimed on the summary sheet agrees with the amount on the HUD 9250 and that the calculations are correct.  Prior to approval of the request, the Program Assistant will contact the mortgagee of record for the balance in the current Reserve for Replacement account.  For Section 202 and 811 projects, the owner maintains the Reserve for Replacement account locally; therefore, there is no mortgagee.  In those cases, the MEO will require that the owner submit an account certification verifying the banking institution used for the Reserve for Replacement account, the required monthly deposits, the current balance in the account, and the minimum balance required.  A sample Certification Form is provided in Appendix K.

· If the HUD-9250 is not acceptable as submitted, the Program Assistant will prepare a cover letter to the owner/agent explaining the adjustments made or reasons for denial, and send the letter and corrected 9250 to the Financial Analyst for execution.  Upon execution, the Financial Analyst will return the HUD 9250 to the Program Assistant for distribution will distribute it to the owner/agent and to the mortgagee of record, if applicable.  After distribution the Program Assistant will update the Reserve Tracking screen in REMS to reflect the date the submission was received, the amount requested, the date of approval, the amount approved, and a comment section in which the Program Assistant will list the eligible Reserve for Replacement items within 5 business days (or the last business day of the month of activity).  The Program Assistant will also close-out the action in the electronic task-management system and file the completed Reserve for Replacement submission in the project file.

· In some instances, an owner will require a release from the Reserve for Replacement to address an emergency situation at the property, such as emergency loans for overdue bills or supplemental operating capital due to increases in insurance premiums.  In this situation, the Program Assistant will log the request into the electronic task-management system and refer it to the Financial Analyst who will review the request and prepare a recommendation for approval or disapproval, which will be forwarded to the local HUD jurisdictional office for signature.  After signature, the submission will be returned to the MEO for distribution.  At this time, the Program Assistant will enter it into the REMS Reserve Tracking Screen, close-out in the electronic task-management system, and file the information.

· Approve Bids (Financial Analyst).  If work is required at the property in excess of $25,000, such as roof replacement, boiler replacement, or elevator modernization, bids and specifications are to be submitted for approval.  Upon receipt, the Program Assistant will log it into the electronic task-management system and refer to the Financial Analyst for review.  The Financial Analyst will ensure that the scope of work is identical for all bids, and that it adequately responds to the specifications.  The Financial Analyst will then prepare a response to the owner approving or denying the lowest responsible bid.  The submission will be filed in the project file and closed in the electronic task-management system.

· Authorize Rent Increases to Increase Reserve for Replacement Deposits (Financial Analyst).  The Financial Analyst will authorize increases to the monthly Reserve for Replacement deposits in conjunction with the owners/agents request for a rent increase.  The Financial Analyst, as part of the rent increase processing, will evaluate such requests.  If approved, a new HUD 9250 is prepared to reflect the increased deposit and effective date.  The approved HUD 9250 is forwarded to the owner and mortgagee, if applicable.  The Financial Analyst then updates the Reserve Tracking screen in REMS to reflect the increased deposit.

· Reduce or Suspend Reserve for Replacement Monthly Deposits (Financial Analyst).  Upon receipt of an owner’s request to reduce or suspend monthly deposits to the Reserve for Replacement, the Program Assistant will log the request into the electronic task-management system and refer to the Financial Analyst for processing.  The Financial Analyst will review the request, analyze the reserve balance to determine if reserves are adequate to meet the future needs of the property, and prepare a recommendation for approval/disapproval to the local HUD jurisdictional office.  The Financial Analysts will forward the recommendation to HUD.  When HUD notifies the MEO of their decision, the Financial Analyst will notify the owner of HUD’s decision, enter the deposit suspension dates into the Reserve Screen in REMS (if applicable), close the action in the electronic task-management system, and make sure that the office’s Program Assistant files the submission in the project file.

· Conduct a Review of Reserve for Replacement Activities During MORs (Program Specialist).  Prior to conducting an MOR of the property, the Program Specialist will contact the Financial Analyst to obtain the following information: a determination if the reserve balance is adequate to meet the future needs of the property; a summary of recent R4R activity; and any issues of concern regarding the Reserve for Replacement Account.  During the onsite review, the Program Specialist will make sure that appropriate documentation is on file to support Reserve for Replacement releases based on the information provided by the Financial Analyst.  The Program Specialist will also verify that the account balance agrees with the amount indicated by the Financial Analyst.  Any issues resulting from the Program Specialist’s review will be reflected in the MOR report as a finding.

In an effort to ensure that delays do not occur, specific Financial Analysts will be assigned to specific properties.  This will help ensure that the timeliness standard to complete the review and approval/disapproval (or submit a recommendation to HUD) process within ten business days after the receipt of the Reserve for Replacement can be met.

1.6.21  Service Coordinator (PWS Section 4.17)

Purpose.  The purpose of Section 4.17 of the PWS is of high importance to HUD and MFH's most needy tenants, even though the PWS indicates that it applies to only 55 to a maximum of 155 properties for the Providence MEO.  The goal of this section is to oversee the Service Coordinator, who is the staff person hired or contracted by the property owner or management company to assure that frail or at risk elderly residents and those with disabilities are linked to the supportive services that they require.  The MEO's job is to ensure that the program is allocating resources appropriately, that services are being provided, and that program performance issues are being tracked.  The MEO will also review the requests for budget-based rent increases and the use of residual receipts or excess income for the Service Coordinator program in accordance with HUD Handbooks to facilitate these activities.  Various Service Coordinator reports are due no later than 30 days following the end of each reporting period.

Steps:  The following steps, performed by Financial Analysts, Program Assistants and Program Specialists, will form the basis for the standard operating procedures for all Service Coordinator oversight activities.

· During the performance of an MOR, the Program Specialist will review Service Coordinator activities for those covered properties with Service Coordinators funded by grant, budget, residual receipts, etc.  The Program Specialist will use the Service Coordinator Review Checklist (Appendix L-4) for this review, and assure that the property is in compliance with HUD Handbook 4381.5 and/or any applicable Grant Agreement.  The MOR report will include as findings any deficiencies in the Service Coordinator program with required corrective action.

· During the performance of an MOR, the Program Specialist will encourage the owner/agent of an elderly property to survey their residents and obtain a Service Coordinator if it appears that at least 25% of the residents are frail or at-risk elderly.

· If an owner determines that a Service Coordinator is required and submits a budget-based rent increase or a request for use of residual receipts or excess income for a Service Coordinator, the Financial Analyst will review the request in accordance with HUD Handbooks 4381.5 and 4350.1.  The owner’s request should include:  a budget for the Service Coordinator program including start up costs, a position description, a survey of the residents, and a certification.  The Financial Analyst will advise the owner of approval/disapproval of the request within 30 days.

· If the request was for a budget-based rent increase, the Financial Analyst will also: Prepare a new Rent Schedule and send to owner for signature; Update the rents and enter approval of the Service Coordinator on the Subsidy Status Screen in REMS; Follow-up with the owner for receipt of the signed Rent Schedule; and Sign the Rent Schedule to execute, send a copy to the owner and file.

· If the request was for a release of funds from Residual Receipts, the Financial Analyst processes within 20 days and will: Prepare HUD-9250, Funds Authorization, to authorize the release of funds from the Residual Receipts account; Enter the release in the Reserve Tracking screen in REMS; and Send the owner the signed copy of the HUD-9250 and file.

· If the request was for use of Excess Income to fund a Service Coordinator, the Financial Analyst will: Prepare a letter to the owner approving the use of excess income to fund a Service Coordinator, advising the owner of the annual reporting requirements; and enter the approval of retention of excess income into the Loan Detail Screen of REMS.

· Although the MEO will review and approve Service Coordinator vouchers for payment, the Financial Analyst will not have full administrative rights in LOCCS to allow for payment.  Instead, the Financial Analyst will recommend approval or disapproval to the CGO and provide a copy of the voucher with supporting documents to the CGO for payment in LOCCS.  The Financial Analyst will monitor grant usage and advise the grantee at least 120 days prior to expiration of the Grant or exhaustion of grant funds, so that the Grantee can submit a new budget and a request to extend the grant to the local HUD office in a timely manner.

· The Financial Analyst will review Semi-Annual Performance Reports submitted by the Service Coordinator to assure that the Service Coordinator is performing as required by Handbook 4381.5.  The Financial Analyst will notify the Service Coordinator if any activities indicated on the report are not eligible Service Coordinator activities, advise the Service Coordinator if it appears annual training requirements are not being met, and/or request additional information concerning Service Coordinator activities. The Financial Analyst will also enter receipt of Semi-Annual Performance Reports into REMS.

· The MEO will not have update rights to LOCCS, and therefore, will only review the Financial Status Reports, but will not be required to enter the receipt of the semi-annual Financial Status Report into LOCCS.  The Financial Analyst will review Financial Status Reports, SF-269, for accuracy; notify the owner of any discrepancies; follow-up with the owner until corrected reports with supporting documentation are received; and notify the local HUD office of receipt so that the information can be entered into LOCCS as required.

· The Quality Control Analyst will assure that: Required processing timeframes are met; Management review reports address the Service Coordinator activities or the need for a Service Coordinator; Reviews are conducted of rent increase processing for Service Coordinators to assure accuracy; and Reviews are conducted of a sampling of Semi-Annual Performance Reports and Financial Status Reports to assure that all deficiencies are addressed and required REMS entries made.

1.6.22  Use Agreements (PWS Section 4.18)

Purpose.  The purpose of Section 4.18 is to ensure that properties that have entered into Use Agreements are adhering to the terms and conditions of their specific agreement.  There are many different types of Use Agreements, each of which is specific to a particular property.  The MEO will conduct compliance reviews of all properties with Use Agreements or Deed Restrictions that are recorded in REMS.

Steps:  In accordance with current HUD policy and regulatory requirements, the MEO will perform compliance reviews of properties with Use Agreements.  The MEO will:

· Enter into REMS all Use Agreements provided during Phase-In that have not previously been entered.  Also enter into REMS any newly executed Use Agreements received.

· Prepare a report of properties for which Use Agreements are expected but have not been received or entered in REMS.  For example, all properties with 202/811 capital advances; properties with flexible subsidy contracts; properties with interest rate reduction (IRP) contracts; properties with restructured mortgages, etc.  A copy of the recorded Use Agreement will be requested of the local jurisdictional HUD office or the owner/agent.

· Review all Use Agreements to determine compliance requirements for each property.

· Request a certification from the owner to determine if the property (a) is being maintained in a decent, safe and sanitary condition to the greatest extent possible, (b) is maintaining full occupancy to the greatest extent possible, (c) is being maintained as affordable rental housing for the term of the Agreement, and (d) has any other compliance requirements indicated in the Use Agreement such as Lead-Based Paint or Asbestos hazards.  A sample certification form is contained in Appendix N.  However, these certifications may be modified to meet the compliance requirements of the property.  Owners will be required to certify, annually, compliance with their Use Agreement/Deed Restrictions.

· Review, rank and schedule on-site reviews of all properties with Use Agreements/Deed Restrictions after receipt and review of the requested certifications.  Those properties that do not appear to be in compliance with the terms of their Use Agreement will receive priority when scheduling reviews.  Covered properties that require an annual MOR will have their compliance review conducted at the time of the MOR.  Separate compliance reviews will be scheduled for and performed on covered properties that do not require an annual MOR.

· Perform scheduled compliance reviews in accordance with the terms of the Use Agreement and as directed by HUD.  Compliance reviews will include physical condition of restricted units, management operations, files and records concerning restricted units, etc.

· Prepare a written report to the owner identifying any findings of non-compliance resulting from site visits and specify corrective action to be taken to resolve non-compliance findings.  Written reports will also be sent to owners when a review of certification reports identifies findings of non-compliance.  Follow-up on a regular basis with owner until all findings are resolved.  If findings cannot be closed within 30 days, owners will be required to submit corrective action plans with target dates for resolution.

· Analyze and approve/disapprove corrective action plans and monitor on a routine basis to assure compliance.

· Notify the local jurisdictional HUD office of any recommended enforcement action for owners that fail to resolve findings.

1.7    Facilities and Equipment Requirements

The MEO Team acknowledges that the solicitation instructs bidders that the Government will not provide any space or equipment to the Service Provider.  These conditions dictate the approach the MEO will need to take to house, equip, and provide the infrastructure support for itself. Since space and equipment costs were not provided as government furnished under the Request for Proposal (RFP), the MEO included these imputed costs in the Agency Cost Estimate (ACE).

1.7.1  Physical Description of Office Location

While the exact location of the Providence Service Center will be determined through the federal procurement process during the Phase-In period, certain aspects can be safely assumed. If at all possible and within the lease and utility rates included in the MEO’s bid, it is possible that existing federal space could be used to house the MEO, but this is not assumed. Using existing federal space is not assumed in the MEO, nor is it costed out in the Agency Cost Estimate. Commercial rates are used by the MEO Team to determine the space costs of the Providence MEO.

(Note: Using existing federal space does not diminish the cost of the space under A-76 costing rules, but in actuality does mean little or no cash outlay as would be required if commercial real estate became the MEO’s physical location. This is a decision of the CGO.)

The facilities will be typical commercial office space and will have a required square footage determination based on the number of MEO staff requiring space.  The required square footage for each location was derived from General Services Administration standards (particularly those applied for the recent San Francisco Office move in September 2004), as well as common square foot per employee based on other space management studies and recent A-76 studies.  Along with office space, common areas are also included in the square footage determination.

Table 7: Square Footage for Each Location in the MEO

	Number of Square Feet Required
	Location

	2,550 square feet
	Providence


1.7.2  Equipment Requirements

The MEO requires many different types of equipment and supplies to perform the tasks in the solicitation.  Below is a table with a list of the equipment expected to be needed and costed in the Agency Cost Estimate.

The MEO will use computers and IT equipment that permit it to perform all of the activities in the PWS.  Since the PWS does not contain specific IT specifications, the MEO Team made assumptions on the type of equipment required. The MEO is considering implementing robust specifications that would enable the MEO to function more efficiently than current MFH specifications allow.  The MEO will use scanning devices to achieve to the greatest possible extent paperless processing operations which will improve the efficiency of the organization.  In addition to computers and IT equipment, the MEO will use up-to-date office equipment and copiers. The related cost for the computers, copiers, and office equipment is captured and accounted for in the ACE.  It contains details on all of these equipment and space elements.

In regard to supplies, general office supplies will be procured during Phase-In.  This includes, paper, pens, staplers, etc. with the costs included in the ACE.  Office furniture is another purchase for the MEO – also included in the ACE.

Table 8: Equipment Requirements of the MEO

	Type of Equipment

	Office Equipment

	Fax Machines

	Copier (high volume)

	Copier/Scanner (lower volume)

	Scan Station

	Shredders

	White Boards

	Projector

	Large supply cabinet

	Small filing cabinets

	Audiovisual equipment

	Service Center Furnishings

	OFFICE FURNITURE

	Desks, chairs, cubicles

	Common Area: Tables, Chairs, Refrigerators

	Conference Rooms: Tables, Chairs, etc.

	Computing

	Desk Top Computers with 19 inch screens

	Lap Tops

	Supplies

	Office Supplies per person (Service Center and outstationed staff)

	Telecommunications Equipment & Service

	Land Line (one-time equipment)

	Land Line (monthly service)

	Cellular Phones (purchase and monthly service or provide an allowance to staff at a rate comparable to purchase and service costs) 


1.8  The Role of Subcontractors in the Government’s Bid

1.8.1  Introduction

Subcontractors will have a specialized role as a resource in performing specific PWS tasks. The MEO will utilize one subcontractor to perform monthly vouchers reviews and related processing.

The voucher review process will be subcontracted.  The voucher-processing requirement, as described in the PWS, is not currently done by HUD employees; therefore, in accordance with OMB A-76 regulations, the MEO has the option to subcontract.

Voucher processing is a new task for HUD Federal personnel in the current organization. To accomplish the tasks of reviewing 100% of vouchers each month, in a defined time frame, requires a combination of technology, staff, and a systematic approach.

With these premises in mind, the MEO Team conducted a survey and found many qualified private contractors currently process vouchers and have the capacity to take on additional voucher processing responsibilities. Numerous national and regional contractors perform very similar tasks or in some cases near exact tasks to those demanded in the PWS.  The MEO’s thorough evaluation of these vendors found their capacity to be more than adequate, their voucher processing systems to be extremely sophisticated and secure, their fees to be cost advantageous, and their past performance to be impeccable.  The MEO Team determined that the existing private contractors made more financial and quality sense than building an MEO infrastructure to perform these tasks.  Rather than risk taking longer than 6 months to develop a functional voucher processing operation – the 6 months of Phase-In – the MEO Team researched private contractor operations.

In short, the MEO Team has concluded from both quality and cost perspectives, that subcontracting the voucher review process is in the best interest of HUD, HUD’s business partners, and taxpayers.

A specific contractor cannot be chosen by the MEO Team.  Any subcontract for the MEO must be obtained through the federal procurement process and subject to FAR.  However, this did not prevent the MEO Team from obtaining informal estimates for the voucher processing services.  These estimates are used as part of the Agency Cost Estimate.

1.8.2  Subcontractor Responsibilities

For Voucher Processing, Section 1.6.4 of the Technical Approach explains in detail the roles and processes of voucher processing.  Below is a summary.

At a minimum, the subcontractor will:

· Ensure that owner/agent submitted tenant certification and recertification data is reviewed and submitted to TRACS;

· Process voucher requests and submit to TRACS within 20 calendar days following receipt;

· Verify through TRACS and through electronic and hard copies of the owner/agent submitted monthly voucher request that the amount of subsidy paid on behalf of each resident is accurate;

·  Verify that the payment request does not include any units where assistance has been suspended;

· Notify the owner/agent, in writing, of any corrections required in the voucher request, and track and verify that corrections are made; and
· Notify owners of discrepancies within 10 calendar days after receipt of voucher.

The MEO Team received estimates from multiple contractors to process 100% of vouchers every month.  These cost estimates on a per unit basis are included in the ACE and reflected in the cost tables.

1.8.3  Division of Responsibilities between Federal and Subcontract Staff

As is essential given the complexity and volume of PWS activities, the division of responsibilities between Federal staff and subcontractors is clear and defined.  The federal management structure will ensure this separation.

The section above, Subcontractor Responsibilities, shows the subcontractor’s responsibilities.  The Federal responsibilities will be related to continuous quality control, problem resolution, using all of the data provided by the subcontractor, and interfacing with the CGO on any related voucher issue.

The data generated by the subcontractor will be used by Financial Analysts as part of their multiple financial reviews and in the review of owner requests for funding.

1.8.4  Quality Control of Subcontractors 

The organizational structure of the MEO and the contractor chosen will ensure that meeting quality standards and timeliness standards is the highest priority.   Subcontractor management will ensure that payments are made based on correct vouchers and only authorized on eligible units.  A monthly report will be reviewed by the Quality Control Analyst to ensure compliance.   All adjustments will be tracked and verified internally within the subcontractor management structure, then again by the Quality Control Analyst on the MEO staff.  Internal reports will be matched against discrepancy notices that are sent to owner and HUD.  Anytime a question on the appropriateness of authorizations exists, the Supervisory Quality Control Analyst/Deputy Program Manager will be notified.

As for timeliness standards, on the third to last day of the month, the Supervisory Quality Control Analyst/Deputy Program Manager will be notified if the subcontractor will meet the goals of notifying HUD of monthly payments.

As is required, there will be consequences to the subcontractor for errors or missed timeframes.  The Supervisory Quality Control Analyst/Deputy Program Manager and/or the Quality Control Analyst will intervene and meet with the subcontractor’s responsible manager.  Causes of errors will be identified during the meetings/calls.  If the root causes of the errors cannot be identified, the Quality Control Analyst on the MEO staff will work with a subcontractor point-of-contact to perform analyses to determine the root causes.  Plans for corrective action will be agreed to by all parties.  The Quality Control Analyst will follow-up with the subcontractor until process errors are resolved.

1.8.5  Management of the Subcontract

The Supervisory Quality Control Analyst/Deputy Program Manager in the MEO will serve as a contract manager of this contract.  The position will be assisted and complimented by the Quality Control Analyst.  The Supervisory Quality Control Analyst/Deputy Program Manager will be located in the Service Center and report directly to the Program Manager on operational issue and management concerns.

1.9  Information Technology Requirements and MEO Approach

The nature of this solicitation requires a focus on information technology.  The solicitation reflects HUD’s push to shift its technological approaches to meet the evolving work requirements, its continual need for security, and its enhanced data integrity.  The following sections discuss the approach the MEO will take, and the types of equipment that it will use in regards to information technology.

Section C-2 of the PWS highlights an important point that influences all of the sections below: No technology (computers, software, telecommunications, etc.) is Government Provided Equipment (GFE).  The MEO Team is required to propose and cost the full range of technology to meet the requirements of the PWS.

Ensuring the integrity and security of HUD data is an overriding responsibility which stretches from MEO process to process and from front line Program Assistant to the Program Manager of the MEO.  The MEO places such importance on information technology issues, which certainly encompass security and access, that a single Management Analyst (Information Systems) GS-12/13 is included in the Director’s Office.

A cornerstone of the MEO’s approach is a Management Analyst (Information Systems). The position will take the point on coordinating hardware and software support contracts, as well as handle technical problems in the Service Center and with the remotely located MOR Teams.

1.9.1  Security and Access Approach

Security and access issues remain high priorities throughout HUD.  The philosophy of the MEO is no different.

The MEO will comply with all HUD information technology policies related to data gathering, sharing, security, and accessibility.  The Management Analyst (Information Systems) will translate how regulations, requirements, larger HUD needs, and operational rules will be complied with and receive the support of the Program Manager to enforce all HUD policies.

The Management Analyst (Information Systems), receiving direction and approval from the Program Manager and the Supervisors, will monitor the continually updated lists of employees who have logical or read only access to REMS, APPS, DARTS, OPIIS, TRACS, and LOCCS.  [Note: Much of the targeted recruitment for the MEO will be geared to targeting experienced Federal staff who already have access and knowledge of all of these systems.]  The Supervisors and Program Manager will determine which staff will require greater-than read logical access to sensitive information.

The Management Analyst will be the point person for all security clearances. This will include managing and maintaining the Standard Form (SF) 85, "Questionnaire for Nonsensitive Positions,” FD, and a partial Optional Form (OF) 306 and all documentation for NACI background investigations.  For a select group of MEO staff, the Management Analyst will also serve as a point of contact for the SF 85P, "Questionnaire for Public Trust Positions," FD 258, and Fair Credit Reporting Act forms.  The position will also report all information on the process and participants to the Program Manager on a regular basis for inclusion into the Monthly Reports.

Managing information is a role that stretches to the Supervisors and the Program Manager.  Employees will be briefed and required to sign pledges regarding the non-disclosure of HUD information.  The records will either reside with the Supervisors or Management Analyst (Information Systems).

To further emphasize the importance of the issue, the MEO Team included hours in every position in the MEO for annual information technology training.  As required, HUD information technology security policies, procedures, computer ethics, and best practices in accordance with HUD Handbook 2400.25 will be emphasized.

The Phase-in Period will be a critical six months in regard to information technology systems, policy, and management.  A vital task will be to develop and maintain a compliance matrix that lists each requirement for each information technology security and access issue.  The accountable positions, as stated in the above paragraphs, will be a combination of the Management Analyst (Information Systems), the Supervisors, and the Program Manager.

Also during Phase-In, the subcontractor for processing vouchers and a vendor for the workload tracking system will be chosen.  After the procurement, the subcontractor who will be reviewing and processing subsidy vouchers needs security clearances through the CGO/HUD’s information technology and security process.

1.9.2  Types of Technological Equipment Proposed

A broad range of information technology equipment and services is proposed.  The requirements are broad, costly, and start at the most basic level.  In summary, the MEO’s proposal stretches from network cable to servers to commercial and proprietary software.

Below is an abbreviated list of the types of equipment planned to be procured to meet PWS requirements.  This includes a server, a mail server, desktops, laptops, docking stations, assorted switches, cables and accessories, commercial software, proprietary workload tracking software, cellular and land line phones, T-1 lines, data archiving and back-up software, digital imaging equipment, etc.  The Business Proposal, Part 2, has an item-by-item breakdown by quantity and cost of all equipment that is planned to be purchased.

The hardware and software that the MEO Team deems as most vital or substantially different from current practice is explained below:

1.9.2.1  Workload Tracking Software and Service

The MEO Team has researched numerous commercially available and proprietary software for functionality, cost, and its ability to be implemented in a timely manner.  Multiple workload tracking software have similar capacities.  Common abilities include: the ability to track all actions of the PWS by property, by MEO staff, by supervisor, and other factors.

In this section, some of the attributes and tools of the software will be highlighted and amplified since the MEO Team considers using advanced technology and management tools to be cornerstones of the MEO.

With the software, each property record is linked to a primary and one or more secondary MEO staff to create direct accountability.  The Program Specialist, the Financial Analyst, and/or the Program Assistant assigned to the property have access to their files with all activity in the file time and date stamped in case it is required to track changes to the file.  Each file is also accessible by the respective Supervisor, Quality Control Analyst, and Supervisory Quality Control Analyst/Deputy Program Manager.  Files would also be linked to related forms.

Each PWS task contains automatically generated contingent or dependent tasks permitting a complete view of the process.  The workflow of each task would be developed specifically for the PWS.  This would permit a step-by-step approach to be available for all MEO staff.  Individual steps could be assigned to a different person if needed. This will serve as another learning tool and management tool.

To facilitate meeting timeliness standards, each task requires a due date.  In most cases, the due date is automatically generated based on the PWS standards (e.g.; adding 5 days to the date of receipt). This fixed date cannot be altered without permission. The software also contains electronic flags to notify the Supervisor and assigned MEO staff as deadlines approach.  Internal deadlines can be set based on any criteria deemed important by the Supervisor, or for that matter, whatever needs beyond the PWS standards may arise.  The software has extensive flexibility.  All tasks, staff assignments, properties, and dues dates are sortable and reportable.

Performance tracking is also facilitated by the automatic tracking of individual times to perform tasks.  Senior MEO staff will be able to use this to refine metrics and check progress in a variety of ways.

The software contains a call center module important for the tracking of health and safety issues, and community and resident concerns.  Each event and action is recorded by person, property, and/or address.

1.9.2.2  Digital Imaging

The current method of operations in HUD program offices and Hubs is driven by copious amounts of paper; paper stored, paper retrieved, and paper shifted among staff, headquarters, and owners.  The shifting of paper documents requires significant effort on many levels.  Retrieval, even with adequate space and filing protocols, requires a verbal, electronic, or paper request to be received and then assigned to a particular staff member.  That particular staff member must then physically move to the storage location and search.  At that point, the files or documents need to be copied if moving outside the office with the original returned to the proper location in the storage area.  Some record or log entry is created to track the flow of paper documents from a location in many offices.  The staff person then needs to mail the documents.  The recipient must place their work on hold until the documents physically arrive 2 or 3 days later at best.

The MEO intends to purchase and use digital imaging equipment and software to convert all documents into electronic images at the Service Center.  Digital imaging will completely redesign the information flow and the paper/document processes and increase staff efficiency and customer satisfaction.  The PDF files created from the commercial scanners will be accessible remotely, too.

1.9.2.3  Automating Management & Occupancy Reviews

The MEO intends to purchase laptops or notebooks for all staff who conduct Management and Occupancy Reviews (MORs).  Fillable Form HUD-9834 (Management Review Questionnaire), the tenant file review worksheet, the FHEO checklist, and the Service Coordinator review checklist will be loaded into the laptops, and reviewers will enter their ratings and comments directly into the form for printing at a later time off-site. Some standard language for findings and corrective actions will also be pre-loaded into the laptop to create efficiencies in the write-up of the MOR.  This will reduce the time it takes to conduct reviews and lead to more accurate reports.

1.9.2.4  Voucher Processing Technology

The MEO proposes utilizing a subcontractor for voucher reviews and using their more advanced information technology to help meet the requirements of the PWS.  The vendors the MEO surveyed currently provide complete voucher review processing as subcontractors in HUD’s PBCA program. The procedures, as well as the various software applications, these vendors use to process vouchers have been used extensively, performed extremely well, and can adapt quickly to industry changes without additional direct cost to the MEO.  The MEO Team believes that the performance of the vendor products surveyed substantially exceeds the PWS requirements.  The MEO Team is highly confident that subcontracting voucher reviews will result in consistently superior performance that meets or exceeds the PWS requirements.

1.9.3  Information Technology Support

The MEO also intends to use private commercial vendors for the purchase and support of information technology hardware such as desktop workstations and laptops, telecommunications infrastructure, and tracking software.  The MEO Team decided that due to the service needs of the MEO, the fact that it has chosen not to use the current HUD hardware and software for cost and functionality reasons, and because of its unique needs, that using outside venders and service providers was essential to meet the ambitious quality and timeliness requirements of the PWS.
1.10  Case Study Response (In Response To Section 1b Of Section L)

This is a summary of the case study response which is found in its entirety and with supplemental information in Appendix L.

Section L.3.(e).1.c in the solicitation requires that the MEO develop and “…describe a plan and approach required to implement a case study.”  The case study used a Section 202 PRAC property with tenant paid utilities and a Service Coordinator grant.  The property is approaching the initial five-year contract renewal.  Several tenant complaints had been received regarding maintenance and security.  There was a possible change in ownership, the owner submitted an erroneous certification of EH&S mitigation, several tenant files were found to be deficient in 3rd party verification or had incorrect subsidy computation, and several tenants were not age-eligible.  In short, numerous clear deficiencies existed, as well as other not as obvious deficiencies, all requiring documentation and follow-up to reach resolution.

The complete case study including sample Management and Occupancy Review Report, Tenant File Review Worksheets, etc., is presented in Appendix L.  Some of the key findings noted in the MEO Management and Occupancy Review (MOR) of the case study were:

· The property had received a Service Coordinator Grant even though the NOFAs for the Service Coordinator Program specifically exclude PRACs as eligible grantees.  The MEO staff advised the owner to incorporate the Service Coordinator’s expenses into their budget and to submit a budget-based rent increase request.  The MEO staff also advised the owner that remaining grant funds would be recaptured and the grant terminated.

· Prior to conducting the MOR, the Financial Analyst assigned to the property was contacted concerning two issues:  The expiring PRAC and the tenant paid utilities.  

· The Financial Analyst reviewed the PRAC funding in LOCCS to determine if it was adequate for the contract.  Working with a recently submitted budget-based rent increase, the Financial Analyst did not require that the owner submit another copy of their operating budget.  Adequate funds were available to extend the contract for at least three years.  The Financial Analyst prepared an amendment to the contract and sent to the owner for signature prior to execution.

· Since energy costs had escalated in recent months, the Financial Analyst was asked to review the utility allowance to determine if it was adequate or if the owner should be requested to perform a utility analysis. To make this determination, the Financial Analyst will compare the property’s current utility allowance against utility allowances at like properties or the local Housing Authority’s published utility costs. In addition, the Financial Analyst was asked to compare the initial Rent Schedule with the PRAC to determine if the contract rent and utility allowance were correct as entered into TRACS and both are currently accurate.

· During the on-site MOR interview, it was discovered that a change in ownership had occurred.  To meet documentation requirements for review and approval, the MEO Staff required the owner to submit a Transfer of Physical Assets application or justification why such an application is not required.  If it is determined a change of Board members, not a change of ownership occurred, HUD requires that a list of current Board Members and a HUD-2530, Previous Participation Certification, be submitted for processing.

· Despite owner certification that all EH&S findings had been mitigated, MEO staff during the MOR discovered that the owner had not mitigated the EH&S findings.  The MEO staff asked that the owner submit a written explanation of the false certification and conduct a survey of all units to determine if there were more EH&S deficiencies.  The MEO Staff further advised the owner to correct all deficiencies immediately and provide copies of completed work orders.  Also, the MEO staff asked for a written certification that the REAC procedures have been reviewed and that corrective actions have been taken.  The owner was warned of possible enforcement action for non-compliance.

· Tenant file reviews revealed that there were instances where third party verifications were missing, subsidies were calculated incorrectly, and applicants were admitted who did not meet the age eligibility requirements.  The MEO staff’s required corrective action asked the owner to provide a certification that: all files have been reviewed; all missing documents had been obtained; corrections have been made; the required copy of the PRAC voucher with any adjustments be submitted; and occupancy staff attend Certified Occupancy Specialist Training.  Finally, although not yet required by RHIIP procedures, the MEO will maintain a tracking log of over/under payments of Section 8 subsidy.

To obtain needed efficiencies and improve the MOR process, the following documents were prepared to reduce the amount of time involved in completing the MOR:

· A tenant file review checklist –To reduce the amount of time required for on-site file reviews, a tenant file review checklist was developed, which included all documents required by the RHIIP Tenant File Review Worksheet.  This document will be provided to owners/agents during Phase-In to assist owners in verifying that all required documents are in the tenant files.

· A Tenant Certification Worksheet – This document was developed and will be provided to owners/agents during phase in.  The MEO will recommend that owners/agents use this worksheet or something similar when completing tenant certifications.  The worksheet will easily allow the owner/agent to verify whether third party verification was received for all income, assets, and expenses.  It will also assist in determining if income and expenses are properly calculated.

· The HUD-9834, Management Review Questionnaire, has been created as a fillable Word document that will be loaded on the reviewer’s laptop.  Although some standardized findings and corrective actions have been inserted, it is anticipated that additional findings and required corrective actions will be developed during the Phase-In period.  Each question on the review form will have a corresponding finding and required corrective action.  In the case study provided, the MEO has included some of these standardized findings.  Other findings were created as specialized findings relating to the specific issues at the property.  The Questionnaire itself contains the findings and corrective actions and serves as the MOR Report to the owner.

· The RHIIP required Tenant File Review Worksheet, Service Coordinator Monitoring Checklist and Fair Housing and Equal Opportunity Checklist were also developed as Word documents that will be loaded on a laptop and can be completed during the review.  This will eliminate the amount of post-review time required to finalize the Management and Occupancy Review Report.

1.11  Quality Control Approach with the MEO
Quality control aspects of the MEO will be discussed in detail in Section 2, the Management Approach.

1.12  Strategies for Communications
Communication strategies are discussed extensively in Section 2, the Management Approach.
2  MANAGEMENT APPROACH

2.1  Introduction to the Management Approach

The Management Approach taken by the MEO Team is comprehensive, well conceived, realistic, strongly considers the nature and content of the PWS, and is cost effective.

In the sections below, the MEO Team will show, section-by-section and step-by-step, the proposed elements of the Management Plan, the Training Plan, a Logistics Plan, a Phase-In Plan, a Quality Control Plan, the Roles and Responsibilities of MEO Staff, and the General Operations Plan.

2.2  The Management Plan

With all components of the Management Plan, the MEO management team will focus on developing accountability in each position.  Each MEO staff member will be linked to properties, tasks, quality control measures, and a direct line of supervision.  The MEO will have a flat organizational structure, with direct line supervision of all employees.  There will be moderate spans of control, which will be reflective of the experience and expertise that the MEO staff would possess.  Below is a description of the many strategies and tactics the MEO will employ to ensure a progressive, responsive, and accountable organization.  Some of the items below are discussed and referenced in detail in the Technical Approach (Section 1.5) of this document.

The Management Plan focuses on:

· Creating a Specialized Skilled MEO Workforce

· Creating the Proper Management Structure, Roles and Responsibilities

· Emphasizing Management Lines of Authority and Clear Staff-Management Expectations

· Emphasizing a Well-thought out Recruiting and Retention Strategy

· Utilizing Comprehensive Management Tools

· Communications to Execute the Many PWS Tasks in an Integrated Way

Below are the details of the Management Plan strategies.

2.2.1  Using Staff Specialization to Efficiently and Effectively Meet PWS Demands

The approach taken by the MEO for organizing all of the PWS tasks is very different than what takes place today throughout HUD’s 59 Multifamily offices.  A new business environment, new requirements, and the need to promote efficiency required a vastly different approach from the current operations.  The MEO will benefit from a specialized staff filling the roles central to accomplishing the PWS workload.

The MEO will have two specialty work areas: Program Monitoring and Financial Analysis.  The MEO staff will be organized by task specialty and will focus on limited areas of project management, thereby improving all of the Supervisors’ ability to control the work flow and track work activities and for MEO staff to develop focused expertise and skill sets.

The goal, further discussed in Section 1.5.1 Recruitment and Retention, is for the proposed MEO to be staffed by existing HUD employees who will bring appropriate knowledge, experience, and expertise in a given area.  The MEO will have three specialties which will allow it to focus on needed skills during the selection process, thereby placing the right employees in the right positions.

2.2.2  The Benefits of Clear Lines of Authority in the Management Structure

The MEO seeks to take an approach regarding lines of authority which is a major departure from the current HUD approach.  First, it is important to explain why the MEO Team took an approach which differs so significantly from current practice.

Under the current HUD organizational structure, management is often overseeing a diversity of staff with a broad range of skill levels as well as many diverse work items.  Because of the staff skills and range of responsibilities, supervisors are constantly “putting out fires”, as opposed to supervising and setting definitive priorities. Such a dynamic potentially diverts supervisors’ attention from critical tasks, planning, true oversight of work products, and systematic training of staff. With great frequency, supervisors fill the role of technical expert at the expense of true supervisory time.

Through no fault of their own, given the many changes at HUD and with programs, many employees are in positions that have different work requirements now compared to when the staff was hired.  Many do not have the right skill sets to perform the needed work.  This creates an increased burden on the organization, as well as management, since a large amount of time and money are spent training and guiding employees who do not have the right background and skill sets to perform the work.  Additionally, since all of the employees in the existing HUD structure are generalists, there is little formal and informal communication and information sharing within and among offices.  The chances to develop genuine expertise are minimized given the dispersion among multiple tasks.  The employee and supervisor may be overseeing and performing work tasks in multiple areas and may not have the information needed to perform those tasks well.  This leads to poor work products and an inability to manage the processes.

The proposed MEO management structure addresses the outstanding weaknesses in the area of accountability.  The MEO will require specialized skill sets and provide focused training for the staff as well as management.  It will employ all of the latest technology in the area of file storage, which will allow employees of any of the three specialty areas to access the work of other employees.  Finally, the MEO will mandate communication, accountability and information sharing, and use its Individual and Team Recognition Awards and Performance Awards (built into the cost of the MEO) to reward those who regularly practice these essential core principals of the MEO.

The MEO’s flat organizational structure will also improve communication between all levels of management and the employees, creating an environment that allows the employees and management to effectively resolve problems and share information.  The MEO will communicate effectively by using net meetings, e-mail and phone calls.  Please see the Communications section (2.2.5) for more details on all elements of communication.

2.2.3  Well Thought-out Recruitment Strategies

The MEO Team realizes that getting leadership and management in place early during the Phase-In period is essential for the implementation of the well thought-out recruitment strategy.  Staff will be hired for MEO positions from the top down with an initial focus on seeking progressive and technologically savvy Supervisors and a Quality Control Analyst.  Seeking the proper attributes and skills is required to lead and manage an organization with new approaches, new demands, new relationships with customers, and new relationships with HUD.  The proposed MEO will capitalize on the knowledge and expertise of the current internal HUD staff.  The MEO anticipates receiving applications from current management personnel, Team Leaders, Senior Project Managers, Project Managers, and Program Assistants.  This wide variety of applicants would allow the MEO to select individuals with the right skill set to manage the new organization.

Although the Quality Control Analyst job is non-supervisory, the MEO will attempt to fill the position with an individual with management personnel experience.  The specific job announcements can spell out specific types of experiences to qualify for the job.  Seeking these skills would provide extra knowledgeable staff to manage and critique processes, and provide supervisors needed time to focus on regulations, policy implications, and overall management.  It is crucial that the MEO get Supervisors in place to ensure a full contingent of management for the new organization before any other employees are placed.

Additionally, hiring the Quality Control Analyst at the same time as Management staff is critical and will occur in the early stages of the Phase-In.  In order to assure successful implementation of the MEO, the Quality Control Analyst will need to be in place and capable of infusing quality aspects and elements into the development of all operational plans.

By filling upper level positions with experienced and qualified staff, the MEO will become operational relatively quickly and effectively, and will be able to conduct all of the needed interviews and staffing decisions.

During the Phase-In, the second area that the MEO will need to focus on is hiring the actual employees that will be performing the tasks covered under the Performance Work Statement.  The MEO will fill three remaining position types to perform the tasks outlined in the PWS.  The three position types include Financial Analysts, Program Specialists, and Program Assistants.  Within each of these position types, a career ladder will exist.  This is dependent on HUD organizational decisions on the rights and procedures for affected staff.  It is anticipated that position announcements will be posted internally at HUD to allow the MEO to capitalize on the skills of the existing employees and minimize the implementation time for the new organization.  It is probable – given other MEO staffing experiences – that existing HUD employees would occupy the higher end career ladder positions within the MEO based on their skills and experience.  If the proposed MEO is not able to staff all available positions using existing HUD employees, then the remaining entry-level positions will be filled by external candidates.  The proposed MEO expects to receive applications from persons in the housing industry, as well as college graduates.  These employees will bring limited experience and will need the most training.

2.2.4  Management Tools as a Means to Implement a Consistent Management Plan

The MEO will rely heavily on technology to monitor the work processes using baseline information developed by the MEO Team on the amount of time that should be allotted to virtually all PWS tasks.  Monitoring software will be purchased that will allow MEO management to track each employee’s workload and reassign work as needed.  The MEO Team has already evaluated the capacity of numerous software tools that would be required for the MEO.  This system will have many built-in checks which will help ensure that required deadlines are met.  This will allow Supervisors to know at an instant what work is being performed, and to make needed shifts in work assignments to get the work completed.  The Supervisors will also have an automated tracking system that will indicate if work is approaching a due date so that management will have time to adjust workload, reassign tasks, or take other appropriate action.  This will greatly increase the ability of management to run the MEO and allow it to achieve all of the requirements of the PWS.

2.2.4.1  Supervision of Out-Stationed Employees


Effective supervision of outstationed staff will be a central tenet of the MEO.  It is important to understand the broader issue of supervision in this new organization.  In the MEO, approximately forty percent of staff will be out-stationed from their homes full time and other staff will be encouraged to telecommute as well.  This will create a need for a new type of management of these staff members.  Management will be based on meeting or exceeding performance measures which will be easily quantifiable at any point in time and on monitoring quality.  By combining current technology with supervisor diligence, supervision will be accomplished.

As mentioned elsewhere in the Technical Approach, the most important tool to manage outstationed staff will be a task management tracking system.  As described in Section 1.9 Technology, this software allows the supervisors to see all of the work associated to staff with the touch of a button.  The supervisor will be able to monitor the employee’s work performance on a daily and hourly basis if need be.  Each task in the PWS will have a time equated with the performance of that task and create reasonable, achievable task goals for each and every employee.  This data has already been gathered through MEO Team research and will be provided to the MEO management during Phase-In.

For the outstationed employees completing the on-site management reviews, the MEO has additional management controls in place.  For these employees, Program Specialists will be required to use a scheduler similar to that employed by the REAC subcontractors performing physical inspections.  A scheduler allows for the immediate supervisor, as well as other authorized users, to know where staff is on any given day.  Supervisors will also require Program Specialists to phone the office upon arrival at the property, as well as upon departure.  These phone calls will serve three purposes: to track the arrival and departure of employees, to facilitate contact in the event of an emergency, and to encourage communications and interaction.

As stated in Sections 1.4.3, 2.5, 2.2.6, and 2.2.7, the MEO will have a strong Quality Control orientation, and this will also serve as a tool for supervision, and effective management of telecommuting and out-stationed staff.  While it is important to have measurable workloads to insure that the staff are performing at optimal levels when they are not in the office, it is also critical that the work that they are producing is accurate and thorough. The Quality Control Analyst will perform statistically valid sampling of staff work which will allow management to correct performance problems as they arise.

2.2.5  Communications as a Management Emphasis

Given the significant changes the MEO will bring to the Multifamily Program, communicating the nature and extent of these changes will be imperative.  Routine communications with senior Departmental management informing them of the planned changes, and providing ongoing status of the MEO will be critical to the MEO’s success.  Likewise, informing unions and employees affected by the changes, as well as external stakeholders who do business with the Department, will be crucial to assuring a smooth transition and the achievement of anticipated efficiencies inherent in the design of the MEO.

The Communications Plan is multifaceted and will utilize existing technologies that will tailor information to target audiences.  The sections below describe the communication plans for specific audiences.

2.2.5.1  Communications Plan with Federal Staff

Federal staff will be disrupted by the creation of an MEO.  Communications will be a primary responsibility of the MEO, but the communications role of the CGO – HUD headquarters, leadership, and other segments not part of the direct A-76 study cannot be forgotten either. While the MEO cannot dictate HUD’s communications policies and procedures, the MEO Team envisions that the Program Manager, the Supervisory Quality Control Analyst/Deputy Program Manager and other senior MEO staff will assist and supplement all HUD communications efforts.

After the Phase-In begins, communications will be the focus of supervisors and senior staff.  Developing communication avenues to assess the need for federal employee training, the human resource needs of new employees, and the concerns of re-located staff will be the focus.  This will carry over into the first performance period.

2.2.5.2  Communications Plan with Subcontractors

Contractor communication is mentioned in other sections of this technical approach; however, it deserves re-emphasis.  Contact between the subcontractor management and the Supervisory Quality Control Analyst/Deputy Program Manager and the Quality Control Analyst will be frequent, and often related to addressing quality and timeliness concerns.

2.2.5.3  Communications Plan with HUD’s Continuing Governmental Operations

The MEO will need to interact with the CGO on an on-going basis for many reasons, for example policy changes, priority changes, enforcement actions, etc.  Senior Management, particularly the Program Manager and the Supervisory Quality Control Analyst/Deputy Program Manager, will convey findings and issues that cannot be resolved to the CGO.  This may entail PBCA related issues, interpretation on how to implement the ever-changing HUD regulations related to the PWS, and an array of regulatory concerns.  The communications will take the form of informal means, for example via phones, e-mail, and in person, as well as specifically documented issues in monthly reports and the annual report.

To take into consideration the time required for this activity, no direct PWS tasks were assigned to the two most senior MEO positions.

2.2.5.4  Communications Plan with PBCAs

One of the more complicated elements of the solicitation is communications with the PBCAs.  The Supervisory Financial Analyst and the Supervisory Program Specialist will act as liaisons charged with reaching out and communicating with the PBCAs.  Getting vital existing and current PBCA information will be another role.  The PBCAs are currently sending out findings from their reviews and interactions, and the MEO Team envisions this continuing for the MEO.  The MEO is dependent on a PBCA’s information being timely so that it can take steps required by the PWS.  The MEO will need to coordinate with the Contractor Administration Oversight Monitor (CAOM) to obtain some information.

The communications will frequently be on the topics of on-site reviews, REAC scores, Exigent Health and Safety findings, Financial Reviews where owners have not submitted reviews or responded to auditor findings, tenant complaints, and other issues.  The communications will take the form of informal means, for example via phones, e-mail, and in person, as well as in written form to document issues whenever required.

2.2.5.5  Customer Communications Plan

Customer communications is a continual process which will begin as soon as Phase-In starts and continue on a daily basis.  Numerous MEO staff will be responsible for elements of customer communications.  The MEO Team views customer communications from multiple perspectives.

General communications regarding MORs, requests for information, general requirements, and time sensitive issues will demand different approaches.  In regards to MORs, the Program Specialist and Financial Analyst assigned the property will have primary responsibility to share the needs and role of the MEO and respond to the needs of the property owner or agent.  These MEO staff will contact and follow-up with owner/agents when exigent life/safety issues arise, financial issues arise, and documentation justifying participation in programs is required.  Each owner/agent will be contacted, before the start of the first performance period, with correspondence stating that the property has been assigned to the MEO, expectations for the next year, and many other pieces of information.  To broadcast information to all owner/agents, a ListServe will be created during Phase-In to share general instructions.  Each owner/agent will be strongly encouraged to use electronic communications with the MEO staff.

The tenants in MFH properties are also customers to be served.  The MEO will use a toll-free number to field tenant complaints and exigent life/safety issues.  Program Assistants, trained as customer service representatives, will record problems, create documentation as required by the PWS, track, direct the complaint to the proper person, and resolve tenant issues whenever possible. This process is detailed in Section 1.6.9.

2.2.6  Clear Roles and Responsibilities of the MEO Management Staff

In Table 1, the structure of the proposed MEO is graphically displayed.  There is one office and two divisions within the MEO: 1) Office of the Director; 2) Program Monitoring Division; and 3) Financial Processing Division.  There will be a Program Manager who will oversee the operations of the MEO.  The key supervisory positions, which are explained in detail below, describe how management and communication will take place within the MEO structure.

2.2.6.1  MEO Program Manager (GS-14)

The Program Manager (Director) is the highest-level position in the MEO.  The MEO Program Manager will be responsible for the following:

· Overall responsibilities for the operations of the MEO;

· Direct oversight of the immediate office (Office of the Director) and its work;

· Direct oversight of the two divisions and their work;

· Direct supervision of the two Supervisory positions for the Program Compliance and Monitoring Division and Financial Processing Division; as well as the Supervisory Quality Control Analyst/Deputy Program Manager;

· Ultimate review and sign-off authority of all reporting requirements, including the Work Plan, associated with PWS tasks;

· All communications with the CGO, which by definition includes remaining HUD staff in Multifamily and other HUD areas.  Certain communications would be delegated to facilitate timely performance and action;

· Developing, implementing, and enforcing policies to effectively perform the tasks required by the PWS; and

· Ensuring that all Quality Control recommendations are implemented, and that work errors are investigated and resolved.

2.2.6.2  Supervisory Quality Control Analyst/Deputy Program Manager (GS-14)

The Supervisory Quality Control Analyst will also serve as the Deputy Program Manager for the MEO.  The positions roles and responsibilities will be:

· Assuming the duties and responsibilities for the Program Manager when required;

· Direct supervision of the Quality Control Analyst, Administrative Specialist, and Management Analyst (Information Systems);

· Developing, implementing, and enforcing MEO and HUD policies and directives to effectively perform the tasks required by the PWS;

· Ensuring that all data for reporting requirements is of high quality and accurate, and to ensure that all reports are submitted to the CGO in a timely manner;

· Providing technical guidance to the Quality Control Analyst on a continual basis;

· Performing quality control reviews of work products generated in the Program Compliance and Monitoring Division and Financial Processing Division;

· Providing guidance and direction to the support staff on human resource questions, information technology, and any other support elements;

· Administering and overseeing the work of the sub-contractor for voucher review, with the assistance of the Quality Control Analyst;

· Ensuring that all Quality Control recommendations are implemented, that work errors are investigated and resolved, as well as ensuring that MEO staff actually receives the training required to prevent errors; and

· Serving as the last arbiter within the MEO when resolving second level appeals for the work tasks required by the PWS.

2.2.6.3  Director, Financial Processing Division (GS-13)

The Director, Financial Processing Division (Supervisory Financial Analyst GS-13) will play a critical role in ensuring accountability within the organization, adherence to the many HUD regulations and directives, and serve as a source of technical knowledge.  The Supervisory Financial Analyst will be responsible for the following:

· Administering and overseeing the work of Financial Processing, including assigning work, arranging for needed training, and responding to quality control reviews;

· Providing direct supervision to the Financial Analysts and Program Assistants in their functional area;

· Implementing MEO policy as mandated by the Program Manager;

· Resolving first level appeals for the work tasks required by the PWS; and

· Ensuring that all quality control deficiencies are investigated, and lead to plans for resolution and that these plans are implemented in the Division.

2.2.6.4  Director, Program Compliance and Monitoring Division (GS-11)

The Director, Program Compliance and Monitoring Division (Supervisory Program Specialist GS-11) oversees and manages the Program Compliance and Monitoring Division.  The Supervisory Program Specialist will be responsible for the following:

· Providing direct supervision and oversight of the Program Specialists and Program Assistant;

· Ensuring that PWS work tasks are completed as directed, and resolving any issues or problems;

· Providing technical assistance to team members;

· Developing a review schedule for the Program Specialists;

· Providing input to the Program Manager on any changes that are needed to compliance monitoring work tasks;

· Ensuring quality control of MORs and related activities;

· Advising on appeals and problem properties;

· Communicating frequently with the Supervisor of the Financial Processing Division and the Supervisory Quality Control Analyst/Deputy Program Manager; and

· Ensuring that all quality control deficiencies are investigated, and lead to plans for resolution and that these plans are implemented in the Division.

2.2.7  Clear Roles and Responsibilities of Non-Management Staff

Having clear roles and responsibilities is a cornerstone for an organization that will be combining the workload from three Hubs and many program offices.  Each employee in the MEO will be assigned specific responsibilities based on their position.  The responsibilities will be well defined and consistent from person to person.  There will be equal expectations of all employees within classification series and grade levels and there will be set benchmarks to measure performance.  In order to achieve this, the proposed MEO will rely on a tracking system to measure timeframes for completing tasks and assigning work accordingly and within PWS guidelines.  The proposed MEO will also rely on its Supervisors to monitor these timelines to insure that they are achievable and to make suggestions as appropriate for changes to the required timelines.

Below are the roles and responsibilities of non-management staff.
2.2.7.1  Program Specialists GS-07/09 (Program Compliance and Monitoring Division)

The Program Specialists will perform MORs and Use Agreement Compliance Reviews.  As members of the Program Compliance and Monitoring Division, the Program Specialists will be stationed from their home office with all activity scheduled and monitored by the Supervisory Program Specialist located in the Service Center office in Providence.  The Program Specialists will have measurable work tasks which will be monitored by their supervisors, including the number of completed MORs and Use Agreement Compliance Reviews.  Program Specialists will be expected to spend a large portion of their time in travel and the balance of their time in their home office writing reports that detail the findings noted on their site visits, as well as scheduling future reviews and performing other post-review activities.  One, or more, of the Program Specialists (GS-09) will periodically serve as Acting Supervisor, and oversee and manage the Division in the absence of the Supervisory Program Specialist.  All Program Specialists will be expected to attend appropriate trainings and physically come into the MEO office or another training site several times a year.  Staff will be issued a laptop computer or notebook and will primarily communicate with their Supervisors and Team/Task Leaders through e-mail.  The Program Specialists will be assisted by the Program Assistants in their division who will be responsible for printing the reports and mailing them to the owner.

2.2.7.2  Program Assistants (GS-06/07) (Program Compliance and Monitoring Division) (Financial Processing Division)

The Program Assistants will be responsible for general administrative work, scanning, filing, telephone calls, and program specific activities.  The Program Assistants will perform routine tasks and prepare the necessary documents for signature.  These positions will also perform direct PWS work with the following categories of work:

· Preparing PRAC and PAC contract renewals when funds are needed and not needed;

· Responding to all life threatening health and safety issues;

· Responding to all non-life threatening health and safety and community/resident concerns;

· Supporting senior MEO staff responsible for responding to all inquiries from Federal, State, or local governments;

· Following-up and tracking physical inspection issues related to EH&S issues;

· Supporting Financial Analysts that are responsible for obtaining MARs;

· Reviewing and ensuring the receipt of management certifications;

· Processing HUD 2530s;

· Reviewing excess income reports monthly;

· Supporting Financial Analysts, or other senior MEO staff, responsible for monitoring and reviewing all requests for Service Coordinator activity in accordance with HUD directives;

· Processing Reserve for Replacement and Residual Receipt release requests; and

· Entering information into REMS and other data systems.

2.2.7.3  Administrative Specialist (GS-11)

The single Administrative Specialist (GS-11) will provide support to the MEO in the areas of recruitment, hiring, benefits, compensation, rights related to transfers, rights related to Save/Pay, union issues, etc.  The Administrative Specialist will spend considerable effort interfacing with the HUD Human Resources infrastructure to coordinate issues and problems with an eye towards any changes to human resources policies and practices that impact the MEO.  The Administrative Specialist will also play an important role in providing, organizing, and obtaining training for MEO staff.

2.2.7.4  Management Analyst (Information Systems) (GS-12/13)

This single support position will coordinate all technology issues within the MEO.  Given the dependence on technology, the number of outstationed staff, and the push to an electronic communications model, the Management Analyst (Information Systems) will play a critical role.  The Management Analyst (Information Systems) will support the technology that is procured by the MEO for its staff, evaluate HUD requirements and how the MEO will need to relate to HUD imposed information requirements, and other aspects of technology integration with existing work processes.  The Management Analyst (Information Systems) will also serve as REMS Security Administrator and provide training on automated systems.

2.2.7.5  Quality Control Analyst (GS-12/13)

As stated throughout the Agency Tender, quality control is a primary activity of the MEO, reflected in position descriptions, the process descriptions in Section 1, and in-depth in the Quality Control Plan.  As such, the role of the Quality Control Analyst (GS-12/13) is central to the MEO meeting PWS performance standards and safeguarding HUD’s resources.  The Quality Control Analyst will report directly to the Supervisory Quality Control Analyst/Deputy Program Manager who will have the ability to effect changes in the organization, correct recurrent problems, or recommend personnel actions to the MEO Director.  The Quality Control Analyst will also deliver information to the Division Supervisors in each area.  This information is core for developing training schedules, deciding on approval of telecommute arrangements, and developing individual development plans to increase an employee’s skills, along with monitoring PWS performance standards.  The Quality Control Analyst will continually conduct assessments to see if the MEO is performing the PWS standards and if the MEO is producing a consistent quality product.

2.2.7.6  Financial Analyst (GS-09/11/12) (Financial Processing Division)

The Financial Analyst (GS-09/11/12) positions are critical for accountability, internal quality, and program oversight of owners and properties.  The Financial Analysts will each be assigned specific properties so that there will be personal ownership/responsibility for the entire portfolio.  The Financial Analysts will be physically located in the Providence office (with the option to telecommute) and will perform the financial duties required by the PWS.  The Financial Analysts will have measurable work tasks which will be monitored. They will be responsible for:

· Processing special claims

· Reviewing rent increases

· Resolving physical inspection issues related to substandard properties

· Preparing an annual Work Plan, contributing to the HUD monthly report, and HUD annual year-end Report

· Processing owner appeals decisions

· Performing complete financial reviews, including following-up after complete review, and resolving compliance findings

· Reviewing all reports with follow-up of specific issues (e.g. REMS reports)

· Reviewing Monthly Accounting Reports (MARs)

· Receiving and reviewing management certifications (more specifically following-up with disapproved management certifications)

· Reviewing excess income reports monthly and yearly

· Reviewing and processing residual receipt release requests

· Reviewing and processing reserve for replacement release requests

· Processing vouchers and renewing grants for the Service Coordinator program

· Reviewing semi-annual performance reports and semi-annual financial status reports
2.2.8  State Jurisdictional Issues 

At this point, the MEO Team is not aware of any state jurisdictional issues that will affect the work tasks specified in the PWS.  However, Senior MEO Management will be cognizant of any variations among the states regarding the use of security deposits, specific state laws, the handling of health and safety issues, use restrictions, and local regulations.

2.3  Training Plan for the MEO
Training is important for the success of the MEO, for meeting performance standards, and for ensuring that the MEO workforce is effective and is retained.  With the implementation of the MEO, the need for training will be essential.

The training plan requires that multiple steps be taken by the MEO’s senior management.  The need for planning and training will occur at multiple levels of the organization, and by multiple staff.  The plan will consist of formal classes and on-the-job training.  Training will focus on analytical, technological, and managerial skills, as well as specific HUD content and the staff’s specialty area (Program Compliance and Monitoring, Financial Processing, or Quality Control).

2.3.1    Assessment of Organizational Training Needs

First, experienced management and senior leadership within the organization will identify and prioritize training requirements.  The MEO Team has identified training targeted at financial analysis, HUD’s occupancy requirements, and quality control techniques as the most pressing and immediate training concerns.

The MEO will utilize established and proven assisted housing industry and task specific training vendors to provide training, such as Certified Occupancy Specialist or Assisted Housing Manager training for the Program Specialists, and financial analysis training for the Financial Analysts.  The MEO will also rely heavily on on-the-job training activities as well as web-based and computer-based training.  This multifaceted approach will tailor training to fit specific individual needs versus a “broad-brush” approach.  A list of courses available to HUD on-line is located in Appendix O.

2.3.2  Development of Individual Skill Assessments

Every department in HUD has been asked to judiciously use its training budget during this period of financial pressure.  Since every dollar allocated for training by the MEO is reflected in the Agency Cost Estimate, the MEO Team envisions an MEO continually utilizing “smart” and cost effective training.  A major element of successful and cost effective training is targeting staff most in need of specific training.  This continual effort will begin during Phase-In.

Senior MEO leadership, specifically the Program Manager, the Supervisory Quality Control Analyst/Deputy Program Manager, the two division Supervisors, and the Administrative Specialist will need to conduct a skill assessment of all federal staff transferring over to the MEO (This assumes that existing HUD staff will, to some extent, transfer into the new organization).  With the assistance of Human Resources, senior leadership will conduct surveys of HUD staff to determine their actual level of skills and experience related to specific elements of the PWS.  Identification of staff skill gaps and recruitment needs will then move to the forefront for action and drive the details of the training plan.

When new staff are hired, these staff will also be subject to a skill assessment.  While portions of the assessment will be conducted as part of the hiring process, understanding individual sub-skills will require additional surveying of staff.  Combined, these two elements of a skill assessment will be requisite information for the training plan, determining where mentor relationships would be particularly beneficial, and how training resources will be deployed.
2.3.3  Training Approach after Start-up

As soon as specific MEO staff are transferred to the MEO from existing HUD offices and/or are hired, training shifts to the individual level.  During this stage – perhaps the first 90 days – stringent oversight of staff in the Providence Service Center and in the MOR Teams will drive the focus of immediate training needs.

The MEO supervisory and senior staff will already be on-board and will be able to identify any deficiencies in staff skill sets.  The MEO will integrate training needs for employees using the annual cycle of establishing employee performance and individual development plans.  Each division will have a portion of the training plan developed for each individual, and a tracking system to ensure that all training is accomplished.  Tracking training will be a role of the Administrative Specialist.

After start-up, any deficiencies in performance will be viewed from a training perspective in addition to the employees’ performance and quality control perspective.  Targeted classes will be offered on-line and at specific geographic locations to these staff who exhibit the need for specific content training.

2.3.4  Training Plan Philosophy and Examples of Content

Training will be offered in multiple ways, including via satellite, net meetings, the Internet, and on-site training.  The MEO training plan will include contracts with outside vendors for specialized training, as well as in-house training from qualified staff.

The Supervisory Quality Control Analyst/Deputy Program Manager and Quality Control Analyst will develop on-going training programs to provide continual improvement of the skill levels of non-management employees.  All positions will be called upon to provide mentoring when it is deemed needed in the MEO with the goals always to increase staff skills and improve performance.

E-learning is a form of self-study, using electronic medium rather than printed materials.  The MEO Team believes that this e-learning approach is progressive, flexible, and has distinct advantages given the many demands of new and experienced MEO staff.  It has the flexibility to be updated as quickly as HUD regulations change and mission priorities change.  As with other forms of self-study, e-learning requires a certain level of discipline and commitment.  However, for the self-motivated learner, e-learning offers several unique advantages:

· E-learning is learner-centered and empowering. Learners are in charge of their own learning;

· E-learning is on-demand. Learners can complete the course work at a place and time that is convenient for them;

· E-learning is self-paced. Advanced learners can speed through or bypass content they are already comfortable with, while novices can take as much time as they like with any particular topic area;

· E-learning is flexible. Material can be accessed in a non-sequential manner.  Learners can navigate content in different ways, focus on issues that are important to them, and approach the learning experience in an individualized, customized manner;

· E-learning engages the learner, pushing them rather than pulling them through training;

· E-learning content is consistent in quality and delivery, and not dependent on the skill or knowledge level of the instructor or the availability of learning materials and equipment;

· E-learning is a less expensive alternative to other forms of training, and has the added benefit of a reduction of time spent away from the job by MEO employees;

· E-learning is geared for teaching outstationed staff, as well as getting new staff up to speed through the use of existing modules.

Below is the specific training content in areas considered most vital by the MEO Team.

2.3.4.1  Certified Occupancy Specialist Training for Program Monitoring and Compliance Staff

The training program is a four-part process consisting of face-to-face training and e-learning training and focus on the training of staff on the basics of the HUD 4350.3 Rev-1 handbook and on-going support.  Training on HUD 4350.3 Rev-1 handbook would be via an on-line e-Learning approach.

The on-line training would allow students to access the training 24/7 from any computer with Internet access. MEO staff will have unlimited access to the training session and an on-line certification examination is also available.  The training envisioned is designed for new MEO staff with little or no previous HUD background in Multifamily programs.  For MEO staff with background on these programs, this will serve as excellent refresher training.

The second part of training includes post-training support. This support would be achieved by providing participants with a specially designated e-mail box where MEO staff could submit queries by emails to external experts.

The third part would consist of telephone conferences (Performance Support) led by external experts to discuss questions raised and to allow participants to interact with the session leader. Conference calls would also address any issues that the MEO had identified as a training need. These calls would be held monthly and would focus on the following issues:

· Eligibility (Program Eligibility; Project Eligibility; Study Guide & Quiz; Verification of Eligibility Factors)

· Waiting List and Tenant Selection (Tenant Selection Plan; Marketing and Outreach; Waiting List Management; Selecting Tenants from the Waiting List; Study Guide and Quiz)

· Income and Rent Calculation (Determining Annual Income; Determining Adjusted Income; Verification; Calculating Tenant Rent; Study Guide & Quiz)

· Leasing (Leases and Lease Adjustments; Security Deposits; Charges in Addition to Rent; The Leasing Process; Study Guide & Quiz)

· Recertification and Transfer (Annual Recertification; Interim Recertification; Unit Transfers; Gross Rent Changes; Study Guide & Quiz

· Termination (Termination of Assistance; Termination of Tenancy; Discrepancies, Errors and Fraud; Study Guide & Quiz)

· TRACS - Tenant Rental Assistance Certification System - (HUD computer System Requirements; Electronic Submission Process; Contracting with (software) Service Providers; Role of Contract Administrators)

· Billing (HUD Payment Submission Forms; Assistance Payments; Special Claims; Utility Reimbursements; Excess Income; Step-by-step Procedures; Calculation of Payment Amounts; HUD’s Response to Submissions

The fourth part would include an Advanced Training Plan with a focus on Program Monitoring.  This training combines all of the features of the basic training plan with pre- and post- training assessments and eight (8) stand-up leader-led training sessions.  The MEO staff would receive program content instruction via the on-line 4350.3 Rev-1 training and program monitoring instruction via Leader-Led live training sessions.  Prior to beginning the on-line 4350.3 Rev-1 on-line training, each student would take a pre-training assessment to measure basic skills and knowledge.  This training would be followed by the leader led training sessions. These sessions would cover topics that would include:

· Review of Multi-Family HUD programs;

· Occupancy and Management Review Procedures, including compliance with RHIIP objectives.

Following these training sessions, the MEO staff would take a post-training assessment which would mirror the pre-training assessment already taken.  This will give Senior Management a measurable means of evaluating the success of the training and the skill level of the participants.

The classroom training sessions would be based upon the existing HUD Monitoring Handbook and tools, case studies, and examples.

2.3.4.2  Financial Analysis and Monitoring Training

Additional classes will focus on training for financial reporting, analysis, and issues associated with the Financial Analyst and Program Assistant roles of the MEO.   Training that has previously been provided to REAC has been researched and would be similar to the skills and knowledge needed by MEO staff.

2.3.4.3  Summary of the Training Plan

The MEO Team understands that a training plan must be flexible and constantly evolving.  During Phase-In the most important elements of the plan will be finalized as actual staff and a clearer understanding of their needs emerges.  Other core elements of the proposed plan such as an allotment of funds for training, a philosophy, and the specific types of course are more certain.  Due to hiring and transfer policies that are anticipated within HUD, the MEO will benefit from having experienced HUD staff with specific skill sets and knowledge as part of the Phase-In Team.

2.4  Phase-In Plan
2.4.1  Introduction

Phase-In will create significant challenges for the MEO and for HUD.  Personnel hiring and transferring, records transfer, setting up the technological infrastructure, setting up the physical space, training, and developing active lines of communications with the CGO, customers, and other HUD offices will be paramount during this period.

The solicitation provides a 180-calendar day Phase-In Period prior to the start of the first full performance period (July 1, 2006).  The Phase-In period will be from January 1, 2006 through June 30, 2006.  The following sections will provide some of the details of the current plan to accomplish a timely and effective Phase-In given all of the aspects of this particular PWS.   Each of the items on the PWS Technical Exhibit D - Service Provider Phase-In Checklist- Non-Section 8 Subsidy Administration will be discussed in this section.  In addition, more plans and strategies specific to the Agency Tender will be shared.  The solicitation specifically spells out that:

c. Phase-In Plan - The Phase-In Plan shall include details to minimize disruption and start-up requirements.  The plan shall consider recruiting, hiring, training, developing operating procedures, and other activities associated with preparation for full performance of this contract. In addition, the prospective service provider shall provide a schedule and details for completing the items in the Service Provider Phase-In Checklist located in Technical Exhibit D.
2.4.2  Highlights of the Phase-In Plan

The Phase-In Plan contains key elements related to hiring and recruitment, the procurement of technology and the determination of a physical location for the Providence office.  The MEO’s first Annual Workplan will be developed and submitted to the CGO during the Phase-In.  The Phase-In also contains training approaches, key milestones, and how the MEO will meet the Specific Items of PWS Technical Exhibit D.

2.4.3  The Setting of Phase-In

The Phase-In Plan, outlined below, is designed to ensure that the MEO maintains continuity of operations during the Phase-In period and positions itself to meet or exceed all performance standards and workload demands in the first full performance period.  The objective of this Phase-in Plan is to outline and direct a smooth and seamless transition between the current organization and the MEO.  Its intent is to spell out the details, the persons involved, and the components all organizations must consider prior to start-up.

This section provides an integrated Phase-In Plan and potential schedule for the successful implementation of the MEO.  The schedule also shows Phase-In activities that may not be completed within the time period stated in the PWS.  The MEO Team realizes the initial success of the MEO depends on a well thought out and detailed Phase-In Plan.

A detailed breakdown of staff hours for activities during the Phase-In Period is provided in Appendix M.

2.4.4  Continuity of Operations

The success of the HUD MFH function is highly dependent on its ability to deliver timely services to customers.  Maintaining continuity of operations is essential to ensuring that HUD assets are protected, essential to maintaining already established customer relations, and equally essential to maintaining and communicating work processes. There are many outside organizations dependent on the HUD MFH function; therefore, the transition from existing to new operations must be seamless.

The MEO has the advantage of already understanding the processes, the environment, the nature and history of many of the owners and agents, and day-to-day familiarity with REMS.  The MEO’s advantage extends to its ability to utilize a large current pool of knowledgeable personnel to transition into the new organization.  Retaining current personnel as part of the new organization will help to ensure program oversight and customer service does not decrease during this Phase-In period, and beyond into the full performance periods.  The MEO’s Recruitment and Retention approach is discussed in detail in section 1.5.  This internal knowledge and experience will also be beneficial in maintaining seamless interactions with the existing contractors performing training related services.

As with any organizational and/or employee transition, becoming familiar and proficient in the tools of the job is vital.  The MEO staff, because of their existing knowledge of REMS and other HUD data systems, has an advantage in ensuring continuity of operations.  Many of the current HUD staff, on whom the MEO will draw upon, have been trained on the tools of the MFH trade.  Those needing additional training have a wealth of staff knowledge to utilize.  Information system training is also one of the many forms of training which will be an integral part of the Phase-In period for many staff.

Maintaining close coordination with the CGO to clarify issues that may arise during the transition is essential.  The MEO will work directly with the CGO during the Phase-In period to further ensure the continuity of operations.  Senior MEO leadership – the first positions to be in place -- will be responsible for informing owners/agents of who has responsibility for their properties during the Phase-In period.  To meet this need, the MEO will identify and maintain a list of key personnel and location specific contacts.  These contacts will be important for managing a smooth transition.

During the Phase-In period, the MEO is required to, and will, fulfill all contractual requirements as specified in the solicitation, such as completing reports and providing appropriate security clearances and documentation, but is not required to meet task performance standards until the start date.  Key milestones to the MEO becoming fully operational are identified below.

2.4.5  Key Phase-In Milestones

There are a number of specific tasks and dates that must be met throughout the 180 day Phase-In period.  The MEO plans to keep the CGO informed of ongoing activities at the regularly scheduled progress meetings, and on an as-needed basis if important issues arise.  All required documents and reports will be provided to the Contracting Officer by the date requested.  The table below provides key milestones before and during the Phase-In period. (All dates are estimates and will be updated upon final decision.)

Table 9: Key Phase-In Milestones

	 Task Name
	Start
	Finish

	Performance Decision
	11/30/2005
	11/30/2005

	Directly Interested Party Review Period
	12/01/2005
	12/15/2005

	Contest Process (If Required)
	TBD
	TBD

	GAO Protest Process (If Required)
	TBD
	TBD

	Final Decision
	12/15/2005
	12/15/2005

	Kickoff & Initial Progress Meeting
	12/16/2005
	12/16/2005

	HUD Human Resources initiates all personnel actions
	11/30/2005
	11/30/2005

	Letter of Obligation developed and provided to Contracting and MEO Representative
	1/01/2006
	1/01/2006

	MEO Phase-In Period
	1/01/2006
	6/30/2006

	Begin Procurement Process for Acquiring Space
	1/01/2006
	4/30/2006

	Staff Training
	2/01/2006
	6/30/2006*

	Contract Start Date
	7/1/2006
	7/1/2006


* Continues after Phase-In

2.4.6  Phase-In Activities Chart

A comprehensive list of Phase-In activities is shown in Table 10.  The Phase-In Team, described in section 2.4.6, will enter the start date and completion date upon receipt of the Letter of Obligation. The Phase-In Team will also supplement the table with new tasks and subtasks as deemed necessary by the proponent for the task.  Based on experience, Government hiring procedures, and logistics, the following schedule has been proposed.

Table 10: Phase-In Activities from October 1, 2005

*N=Phase-In Period start date, N is used since the start dates frequently change.

	Task No.
	Category of Task
	Required Task
	Task Start Date*
	Task Comp-letion Date*
	Purpose

	1
	Gen. Mgt.
	Discuss and determine whether joint MEO senior management/ CGO Phase-In Team will be developed.
	N
	N+10
	Many of the decisions will require CGO interaction and approval.  A sharing of information is vital during period.

	2
	Gen. Mgt.
	Finalize, at the direction and discretion of the CGO, a joint Phase-In Team and appoint Phase-In Team Leader.
	N+10
	N+15
	

	3
	Gen. Mgt.
	Plan, coordinate, and conduct Phase-In Team meetings.
	N
	N+180
	Regular, formal communications fostered by joint operation.

	4
	Gen. Mgt.
	Develop Annual Work Plan and submit to the CGO.
	N+30
	N+90
	Performed by senior staff for approval by CGO.

	5
	Gen. Mgt.
	Begin Addressing Affected Employee Concerns in relation to the MEO.
	N+20
	N+150
	

	6
	Gen. Mgt.
	Prepare and distribute agenda and memorandum for record of meetings to each member via e-mail.
	N
	N+180
	To create a historical record to be handed to quality assurance organization prior to start-up.

	7
	Info Tech
	Plan and coordinate with HUD IT decision makers and support structure to initiate discussions on a range of issues. 
	N+15
	N+180
	Includes continual communication on the MEO’s needs, requirements, security, network conductivity, access, and agency requirements.

	8
	Gen. Mgt.
	Plan, coordinate, and conduct status meetings at least every 30 calendar days.  All MEO staff participate in these status and progress meetings.
	N
	N+180
	The joint effort and focus on the change management elements of A-76 needs status meetings.

	9
	Procure-ment
	Begin Procurement Process for Acquiring Space.
	N
	N+120
	Time required for logistics and move in.

	10
	Procure-ment
	Begin Procurement Process for Acquiring Subcontractors for processing vouchers and for a workload tracking system.


	N+5
	N+120
	Time required procuring and getting subcontractor’s operations up to standards.

	11
	Logistics
	Initiate File Transfer Discussions and develop Protocols
	N+60
	N+150
	Includes contacting offices, coordinating mailings and copy sessions.

	12
	Logistics
	File Set-up at Service Center Physical Location.
	N+120
	N+180
	

	13
	Operat-ions
	Subcontractor will issue to all owners its TRACS ID #.
	N+120
	N+130


	

	14
	Operat-ions
	Owner/agents will transmit tenant certifications, vouchers and hard copies of 59’s to the subcontractor.
	N+130
	N+160
	This is dependent on HUD assigning the TRACS ID number.

	15
	Operat-ions
	Owners/agents will transmit tenant certifications, vouchers and hard copies of 59’s to the subcontractor, which will perform a full review as per the PWS requirements.
	N+150
	N+170
	

	16
	Gen. Mgt.
	Coordinate and collect detailed input into the Phase-In Plan from Team members.  
	N
	N+180
	

	17
	Gen. Mgt.
	Update plan and milestone progress, keeping all team members informed.
	N
	N+180
	

	18
	H.R.
	Implement Recruitment and Transfer Policy.
	N
	N
	HUD must make certain determinations on internal, external, or direct reassignment of positions prior to full scale implementation.

	19
	H.R.
	Post open positions, if required.
	N+15
	N+75
	Human Resources at HUD must lead due to their own policies and OPM’s personnel policies.

	20
	H.R.
	Interview candidates, if required.
	N+75
	N+180
	For both internal and external hires to determine skill mix.

	21
	H.R.
	Hire personnel as necessary.
	N+90
	N+180
	Number and type dependent on type and number to be hired.  After these variables known, then more subtasks will be added.

	22
	General Mgt.
	Review requirements for performance as specified in the Letter of Obligation.
	N
	N+180
	Senior MEO management must access the requirements in light of the facts that come to light in Phase-In.

	23
	Operat-ions
	Transition work from the current organization to the MEO.
	N+120-
	N+180
	

	24
	General Mgt.
	Develop/refine operating practices and procedures.
	N+30
	N+180
	Requires bringing on staff to contribute and refine.

	25
	Logistics
	Coordinate with security and other location-specific activities as necessary.
	N+120
	N+180
	

	26
	Training
	Implement Training Plan, including scheduling classes, and assessing skills of on-board staff.
	
	
	

	27
	Training
	Train personnel as necessary.
	N+30
	On-going
	Staff will be trained on dates dependent on their hire dates.

	28
	Logistics
	Perform MEO and CGO joint inventory of property.
	N+70
	N+135
	If the CGO concludes that existing property will be used as opposed to new property, then this task will be required.

	29
	General Mgt.
	Provide information and documents to MEO leadership to ensure that the MEO is able to function effectively at the commencement of the first performance period.
	N+60
	N+180
	

	30
	General Mgt.
	Collect “lessons learned” as Phase-In progresses.
	N+120
	N+180
	

	31
	Logistics
	Equipment Purchasing and Installation of I.T. Equipment.
	N+120
	N+180
	

	32
	Logistics
	Implement and Perform initial IT training on Security.
	N+165
	N+180
	

	33
	Logistics
	Begin movement and occupation of space by MEO.
	N+120
	N+180
	Moving staff into MEO location is dependent on procurement of space.

	34
	H.R.
	Coordinate with the HRA the establishment of MEO in the HUD personnel system.
	N+60
	N+180
	

	35
	Logistics
	Install Toll Free and TDDY phone in new physical location.
	N+150
	N+180
	

	36
	Logistics
	Emergency Numbers gathered and Provided to Residents and other parties.
	N+150
	N+180
	

	37
	Info Tech
	Coordinate systems issues related to specific Service Center and Outstationed MEO staff.
	N+60
	N+180
	


2.4.7  Phase-In Team

The MEO plans to create a Phase-In Team of its senior staff to conduct the activities associated with the transition from current operations.  The Phase-In Team will manage the changes during the Phase-In period and implement the MEO while ensuring continuity of operations.  It will coordinate from an MEO perspective training, interviews, logistics, and procedures.

2.4.8  Functions By Location

During the Phase-In period, HUD MFH staff at each of the current locations will continue to render services.  There will be one main location coordinating the HUD MFH effort, which is Providence.  The Phase-In Team will coordinate with contacts at each location and HUD management to ensure that workload is transferred to the respective MEO location by start of the first performance period.

2.4.9  Facilities, Property, and Support Planning

The Phase-In Team will develop plans to safeguard sensitive HUD information, safeguard its own new (or existing) office equipment and computers, and ensure a safe work environment for all employees.  The MEO will utilize existing HUD policies as a guide.

Logistical coordination will take place as the Phase-In period progresses.  This will address physical moves.  The Supervisory Quality Control Analyst/Deputy Program Manager will take the lead on these issues, assisted by other on-board staff.

HUD Human Resources will be required to play an active role at this stage given the complexity of federal employee relocation rules, its impact on existing HUD offices, and the related union issues which may be associated with any agency request to move staff.

2.4.10  File Transfer Process

The extent and method of file transfer is dependent on a number of factors.  After the hiring of staff has begun during the early stages of the Phase-in Period – the first two months -- senior MEO staff will meet and determine the specific documents that will be required to start-up the organization and to meet all PWS requirements.  PWS Technical Exhibit F, File Transfer Checklist will be the starting point of the discussion.  Following this determination, senior MEO staff will explore electronic alternatives to gather key information.  Determining exactly how much can be gathered electronically or through alternative sources drives the level of effort required by staff and the timing and approach of all of the future steps.  If at all possible, paper copies of documents will be avoided.  After determining key documents, the senior MEO staff will contact all of the affected offices and all offices (as well as the CGO) that may have key start-up documentation and material.  Individual plans with designated points-of-contacts in the office will be developed and followed.

By this time of the Phase-in, the MEO be in the process of hiring many staff.  (Appendix M shows the significant hiring by week of the phase-in period.)  Specific staff will be assigned to specific locations to track and monitor the progress of the document gathering and file transfer.

One complication to physically receiving documents in the new office is the timing of the procurement of new office space for the MEO.   Until the Service Center has a physical location, physically gathering all of the documents need for operations will be problematic.  Alternative plans may be required if procurement is not timely.

2.4.11  Personnel Management and Staffing

It is expected that the MEO will be staffed with highly skilled, dedicated Federal employees.  HUD will provide human resources support as needed.  The MEO will transition so as to assume full staffing at the performance period start date.  The MEO’s access to an employment-ready workforce presents much less risk than that of a private bidder who may have to assemble staffing often from scratch.  The MEO will take a proactive approach to retain experienced and knowledgeable personnel through many recruitment and retention strategies detailed in Section 1.5.

2.4.11.1  Addressing Employee Concerns

Current HUD personnel will be impacted by the implementation of the MEO.  As has been the case in other A-76 studies, it is envisioned that an employee concerns resolution program will be established in coordination with the Human Resources Advisor (HRA) and the Office of Competitive Sourcing.   If the CGO chooses this transition approach, a representative from the MEO will be an active point person in addressing employee concerns.  Issues relating to compensation and placement procedures will not be handled by the MEO, and is in the purview of the CGO, specifically human resources.

Regardless of the choice of the CGO regarding a joint team approach, representatives from the MEO will begin to communicate in person, via e-mail, and via videoconference with potential MEO employees.  Dates of transition, locations, and changes to responsibilities will be major topics, among many others. Additionally, the MEO’s Phase-In leaders will conduct employee-briefing sessions to keep incumbents of the current organization informed of the status of the transition.

2.4.11.2  Labor-Management Relations

The MEO’s Phase-In Team will coordinate Labor-Management Relations (LMR) issues with the HRA.  Collective Bargaining Agreements will be honored, and impact and implementation bargaining will be conducted in accordance with provisions of existing Collective Bargaining Agreements.  The HRA will advise and assist local human resources offices regarding pertinent issues and activities.

2.4.11.3  Recruitment Strategies

This is another area of the MEO bid where the creation of the Agency Tender presents different challenges than for a private bidder and warrants different approaches.  Recruitment strategies are detailed in more detail in Technical Approach section 1.5.

HUD – not the MEO itself or its management -- will make many determinations that will directly and profoundly impact the MEO’s recruitment and hiring strategies.  These decisions will shape the MEO and affect its ability to perform the PWS tasks up to the highest performance standards.  It is probable that some recruitment of outstationed employees may be required since the Program Specialist positions (GS-07 and GS-09) are new to HUD MFH.  This would entail targeting Boston, Long Island, New Haven, New York City, Providence, Springfield, and Concord for Program Specialist positions.  The federal hiring process will be strictly adhered to, and Senior MEO staff expects to be in close contact throughout the Phase-In with Human Resources.

The GS-14 Program Manager would be the logical first hire.  Timeliness of this hire will impact the MEO’s ability to communicate its roles, coordinate other hiring, expedite federal procurement for vital services, and ensure senior coordination of scores of implementation issues.

The GS-11 through GS-14 Supervisors will be the next tier of positions targeted since they are integral in the hiring and training of the remaining MEO staff. These key personnel would then facilitate and take an active part in the hiring of other MEO employees.

During the Phase-In, the strategies for recruitment – the same that will be core to all of the performance periods – will begin and be shared with prospective MEO staff.  They are all detailed in Section 1.5, but below is a summary of the recruitment strategies.

· Communications with Existing HUD Employees: Since the largest pool of qualified MEO staff will be present in the current offices, enticing employees to transfer to the MEO will be a primary activity; an activity coordinated with human resources, the CGO, and others. Senior MEO staff will communicate with all current affected federal staff and may visit sites to make the recruitment presentation in person.

· Vacancy Coordination: The MEO senior management will also work closely with its Administrative Support Assistant to fill vacancies promptly.  The Administrative Support Assistant will coordinate with HUD human resources to ensure access to on-going job announcements to fill MEO vacancies.

· Part-time and Flexible Work Options: The enticement of Part-time and Flexible Work Options will be a recruitment tool for Program Specialists and Financial Analysts. This approach should increase the pool of employees (such as returnees to the workforce and those who aim for seasonal work only) on which the MEO could tap.

· Career Ladders: The Program Specialists, the Financial Analysts, and the Program Assistants all have ladders that stretch from GS-05 trough GS-13 in total, all aimed at retaining and recruiting staff. Opportunities to be promoted to Supervisors or other management positions as vacancies become available will be a part of the strategy.

· Career Development: All staff will have the opportunity to participate in conferences, seminars, and educational courses designed to promote professional growth.  Cross-training will also provide staff with a more diverse work experience and permit the acquisition of new skills and expertise.

· Telecommuting and Out-stationing: A Work at Home program for all Program Specialist staff will be an enticement for recruitment and retention much like a private sector enticement.  Some of the staff associated with the Providence Service Center will not be located physically in or near Providence.  A Providence telecommuting arrangement will serve as an additional work-life enticement.

· A Fair and Equitable System for Staff Rewards: This recruitment tool will focus on a clear system of reward with flexibility in rewarding performance-based bonuses to employees.  The enticement would emphasize Staff Recognition and Rewards, Individual and Team Recognition Awards, timely Performance Awards, and Spot Awards.

2.4.11.4  Relocations

Relocations were assumed in establishing the MEO.  The MEO assumed that two senior managers (GS-12 and GS-14) will need to relocate to fill management positions.  The full costs of the relocations are included in the Agency Cost Estimate.  [It is important to note that specific persons have not been identified as candidates to relocate.  The two positions cited above are only for costing purposes, and actual transfers may or may not transpire.]  Human resource issues will be coordinated with HUD human resource representatives, the MEO’s Administrative Specialist and the MEO Program Manager.

2.4.12  Training

Training will start as soon as MEO staff is identified and/or hired from external sources.  Section 2.3 of the Management Approach explains the assessment of staff training needs, the approach to deliver the training, and the continuation of training throughout the life of the MEO.

While staffing the organization is at its early stages, training will take the form of on-the-job and one-to-one or small group sessions with senior management, who of course would receive any needed training up front.

By start-up, the training goals are for all staff to be proficient with the operating procedures and regulations governing the PWS work processes.  Training sessions on procedures will be delivered face-to-face, e-learning, and via conference call or video teleconferencing. In addition to formal training sessions, time will be budgeted during the Phase-In period for Supervisors to provide staff with on-the-job training.  The tables provided in Appendix M show detailed Phase-In staffing.

All MEO personnel will be proficiently trained in all aspects of REMS, other HUD systems, and the MEO’s task management system.  Current Federal staff that transfer to the MEO will be available for training from the beginning of Phase-In. Training costs have been figured into the Agency Cost Estimate for the MEO.

2.4.13  Meeting the Specific Items of PWS Technical Exhibit D - Service Provider Phase-In Checklist Non-Section 8 Subsidy Administration

Below are the answers at this time to the specific questions posed in the technical exhibit.

1. General Operations 

· Are Guidebook, HUD Handbooks, Notices, regulations and other references readily available?

The experienced MEO staff will have continuing access to HUD electronic handbooks, regulations, etc.  Since many of the employees will be versed in the regulations and have personal copies, this will not be an issue.  Furthermore, all HUD handbooks, guidelines, and notices are available to all employees on-line in HUDClips. A Quality Control Analyst has been vested with the responsibility to maintain up-to-date regulations and references, to advise MEO staff of changes to HUD policies, and to educate staff on a continual basis.  This is a core element of the position.

· Are procedures in place to assure that the SP has the most current HUD policies and procedures available for staff?

The CGO has the obligation to notify the Program Manager of changes to the conditions of performance of solicitation requirements. The Program Manager will convey this information to the Supervisory Quality Control Analyst/Deputy Program Manager and the Quality Control Analyst – if they are not already aware of the changes.  The Quality Control Analyst has been vested with the responsibility to maintain up-to-date regulations and references and educate staff on a continual basis.  On a regular basis – weekly – supervisors will be briefed on any changes to interpretation and policy.  This will be shared via conference call and e-mails to all staff.  All regulations will be stored on the MEO hardware and may be linked to the Workload Tracking software, depending on the specific procurement of the software.

· How is the staff informed of any new changes?

See above comments.

· How will the SP implement the quality assurance plan included in their proposal?

The Quality Control Plan speaks to the methods of implementation and steps of training, preventive measures, and responsibilities.  This is found in Section 2.5 Quality Control Plan.  The methods of implementation, the responsibilities, and the philosophy upon implementation are described in Technical Proposal Section 2.5.  In summary, implementation will begin on a personal level as soon as the staff is hired.  Performance metrics, expectations, documentation requirements, and reporting requirements will be central to initial training and orientation.  The Supervisory, Quality Control Analyst GS- 13/14 – a position created specifically to implement and enforce the QC plan – will be the guiding force in ensuring daily adherence to the QC plan.  The Quality Control Analyst GS-11/12 will conduct the majority of the sampling and QC checks on documents and products, but will be supplemented by the Supervisors.  In fact, in Technical Proposal Appendix B, for years one through five, the Supervisory quality control time, along with the dedicated Supervisory, Quality Control Analyst and Quality Control Analyst time is displayed in detail.

· Has the SP developed polices and procedures to evaluate performance of management, staff, and contractors in carrying out the requirements in the PWS?

Since the staff will be under the purview of federal personnel policies, performance evaluation will follow federal and HUD standards, a difference from a private bidder.  Performance of Program Specialists will be reviewed by the Supervisory Program Specialist.  The Financial Analysts and Program Assistants will be reviewed on performance issues by their Supervisor.  The Management Analyst (Information Systems) and Administrative Specialist will be reviewed by the Program Manager or Supervisory Quality Control Analyst/Deputy Program Manager.  As discussed in the Technical Approach, staff will be assigned properties, informed of expected time per activity for completion, and tracked and measured via electronic means.  This will provide the quantitative basis for personnel evaluations.  Evaluations will be tied to the reward system discussed in Technical Proposal Section 1.5.

· Has the SP developed policies and procedures to perform the requirements in the PWS?

Technical Proposal Sections 1.6.4 through 1.6.22 describe the planned procedures for each of the PWS activities, including the individual positions responsible for properties, financial processing, the MORs, and the other aspects of the PWS.  The MEO Team views these process descriptions as the foundation for any additional procedures which will inevitably be required as the actual situations with properties becomes known.  The MEO Team developed these procedures from its technical expertise, current best practices, future best practices, and based on current HUD regulations.  It is extremely confident that the processes and procedures cover a broad range of contingencies and sub-tasks associated with each PWS task.

· Has the SP developed policies and procedures to monitor performance of property owners?

See Section 2.5.10.  The most salient feature in monitoring performance of property owners is the one property to one MEO employee relationship that is at the core of the MEO organizational structure. Joint teams of Financial Analysts and Program Specialists will develop specific knowledge of properties and be held responsible for monitoring the property’s performance.
·  Once a determination has been made about a property that places it at risk, what actions will be taken?

In the procedures for Complete Review of Financial Statement (Technical Approach 1.6.14), one of the means to identify properties at risk is discussed in detail.  After determination of risk as determined by a complete review based on the Complete Review checklist, the Financial Analyst will document the findings in REMS on the appropriate project action (risk/analysis).  The Financial Analyst will store an electronic version of the review sheet in the virtual folder so that the information can be shared with other functional areas in the MEO organization.  The Financial Analyst will engage the owner/agent until the problem is resolved.  If it is not resolved, the Financial Analyst will refer the issue to the CGO for appropriate action.

· Has the SP developed any internal forms to assist with performing the requirements in Section C-5? If so, provide copies?

Numerous existing and new forms have already been developed to assist MEO staff in the performance and documentation of their oversight of properties.  These forms include, but are not limited to: Tenant File Checklist (Appendix L-6), Forms for Complete Financial Review with FASS Reporting (Appendix I), Monthly Accounting Report Assistant (Appendix J), Risk Assessment Checklist (Appendix L-8), Tenant File Review Worksheet (Appendix L-3), Management Summary Form (Appendix L-2), etc.  The Appendices G through O contain numerous forms that will be used.

· Are files set up for each covered property and contract? Do the files contain the documents obtained from HUD program records?

Virtual electronic folders and paper files will be designed at the Providence Service Center to contain all property documentation.  The current method of operations in HUD program offices is driven by copious amounts of paper; paper stored, paper retrieved, paper shifted among staff, headquarters, and owners.  Retrieval, even with adequate space and filing protocols, requires a verbal, electronic, or paper request to be received and then assigned to a particular staff member.  The MEO’s approach is diametrically opposed to this paper-centric approach.

The MEO intends to purchase and use digital imaging equipment and software to convert most documents into electronic images at the Service Center.  Digital imaging will completely redesign the information flow and the paper/document processes and increase staff efficiency and customer satisfaction.  The PDF files created from the commercial scanners will be accessible remotely, too.  This innovation has been costed in the ACE.

· Has the SP developed an annual Work Plan? Is it acceptable and cover all scheduled requirements for the covered properties?

The annual Work Plan will be developed after staffing of the new organization is underway – sometime near January 1, 2006 – and assignments can be modeled for efficiency.

· Has the SP implemented all of the conditions and procedures as submitted in the proposal?

The Agency Tender contains constraints to implementing conditions and procedures.  As mentioned in multiple sections of the Technical Proposal, hiring cannot begin until HUD approves a hiring approach, affected staff are notified, and all OPM procedures are followed.  Subcontractor start-up first requires the MEO to enter into the federal procurement process with the Office of the Chief Procurement Officer (OCPO) taking the lead on the issue.  Also, all equipment procurement must wait to enter into the federal procurement process with OCPO taking the lead.  The schedule contained in this section, Phase-In Plan, shows some of the expected dates for these processes to start and conclude.

2. Equal Opportunity/Fair Housing

· Has the SP signed a certification of intent to comply with the Fair Housing Act?

Not applicable to the MEO.


Does the SP have a TDDY number? What is it?

Telecommunications equipment and location for the MEO will be procured during the Phase-In.  It is costed in the Agency Cost Estimate.
· Is the SP office accessible to handicapped or persons with disabilities?

The location of the office cannot be determined exactly until space is procured through the federal procurement process.  However, federal guidelines require that any space procured must meet accessibility requirements.

· Is the required EEO notice posted?

See above

· Does the SP have an EEO policy? Provide a copy?

The MEO is a federal entity and must follow federal government EEO policy, directive, as well as take part in all mandatory EEO training.

· Are copies of the policy made available to all employees?

MEO staff will be provided copies.

· Has the SP established a Tool Free Number?

The MEO will establish a toll free number after staff is hired or transferred over and a physical location is established.

3. Staff: 

· Is staffing at the level reflected in the proposal or proportionate to contracts assigned to date?

The staffing approach is described in the above sections. Staffing levels cannot be assessed until hiring of federal personnel is permitted.

· Is there a comprehensive plan in place for staff training?

Section 2.3 describes the Training Plan of the MEO.

· Have all new staff members received training according to the plan?

Training schedules will be proposed for the new and existing staff during Phase-In based on hire and transfer dates.

· What indicators does the SP use to determine core employee performance?

Core indicators include the number of completed and fully documented MORs and Use Agreement Compliance Reviews, completed and fully documented financial reviews, completed, timely responses to state, local, tenant, and other requests for information, etc.  The Quality Control section speaks to the evaluation of employee products. The MEO will use an electronic workload tracking system to track the timeliness of all major work tasks.
· How will the SP train new staff?

The specific means of training are spelled out in Section 2.4, and include e-learning, face-to-face training, and teleconference-based training in specific areas.  The areas of training include financial analysis, occupancy, uses of automated systems, servicing of projects, etc.

4. Systems: 

· Are the SP’s systems adequate to meet HUD’s reporting requirements?

The specific systems researched by the MEO Team are all capable of exceeding the reporting requirements in the PWS.  The software capabilities targeted by the MEO Team contains extensive reporting modules that are already supplying monthly reports to HUD as parts of other contracts. Section 1.9 describes the information systems capacity in more detail.

· Does the SP have Internet access?

When systems are procured, they will meet all applicable Internet access, security, and virus protection standards at HUD and specified in Section H of the Solicitation.

· Are the systems virus protected?

When systems are procured, they will meet all applicable Internet access, security, and virus protection standards at HUD and specified in Section H of the Solicitation.

· What procedures are in place to assure the security of systems?

Section 1.9 shared the assignment of responsibilities for specific access, security, and other systems elements that are part of the MEO’s plan of operation.  Limited access will be controlled by a single, or possibly 2 individuals to ensure the proper staff has access to the proper systems, training will be provided, and the policies referenced in Section H will be strictly enforced with the Program Manager ultimately being responsible for its enforcement.   When systems are procured, they will meet all applicable Internet access, security, and virus protection standards at HUD and specified in Section H of the Solicitation.

· Which staff members have access to which systems and at what level?

Financial Analysts will be assigned the REMS role of Project Manager and will have update rights in REMS only to their assigned properties and will have read-only access to FASS and PASS through REMS.

Program Specialists and Program Assistants will be assigned the REMS role of Project Assistant and will have update rights in REMS only to their assigned properties.

Financial Analysts will have update rights to the Contract and Special Claims modules of TRACS.

Financial Analysts and Program Assistants will be assigned read-only rights to LOCCS (for viewing contract funding), to OPIIS (for comparing properties’ financial and physical scores), and to DARTS (for tracking excess income owed HUD).

Financial Analysts may also have update rights to LOCCS (for approving service coordinator vouchers).

Program Assistants will have update rights to ARAMS (for requesting Service Coordinator funding) and to APPS (for processing HUD-2530s).

The subcontractor for voucher processing will have read-only access to REMS, LOCCS, and TRACS.

· How does the SP assure that departing staff names and access to accounts are properly terminated?

Handbook 2400.25, Computer Security Policy Handbook, states that “[w]hen an employee or contractor terminates employment with HUD, their access to computer resources shall be terminated.”

When an employee resigns, retires, or is transferred from the MEO, the Management Analyst (Information Systems) assigned to the Office of the Director will de-activate the employee’s user-id in Secure Systems, thus preventing that person from logging in to the Secure Systems menu and accessing REMS, APPS, TRACS, or ARAMS.  The Management Analyst (Information Systems) will also send an e-mail message to the OPIIS Helpdesk to de-activate the user in OPIIS and initiate a request to de-activate the user in TRACS, DARTS and LOCCS.

· Does the SP have email capable of document attachment?

All systems and commercial and proprietary software researched had this capacity.

· Does the SP have the following software: MS Access; MS Excel; and MS Word?

Yes.  All vendors researched had this suite of software

· Is the SP’s software compatible with HUD standards?

Yes.  The software targeted is already being used to meet the requirements for other HUD projects.

· Has the SP staff all security clearances and approvals required by HUD?

The MEO staff not already with security clearance will be targeted in Phase-In to receive all clearances and approval.  This will happen very soon after staff is hired or transferred to the MEO.

· Which SP staff members will be providing data input?

Financial Analysts, Program Specialist, and Program Assistants will be the primary staff entering property data and tracking information.

· Is software for TRACS submissions from owners in place?

The subcontractors that will be considered to perform the voucher processing activities all have tested, functional, and up-to-date TRACS software.

· What is the SP’s plan to receive and complete baseline TRACS data from owners?

The establishment of baseline TRACS data for each property with a PAC, PRAC, SUP, or RAP contract will be the responsibility of the MEO’s sub-contractor for voucher processing. The MEO has proposed using a subcontractor for voucher reviews, which would include baseline collection.  However, a brief explanation of the timeline and process is warranted.

December 1 – January 30, 2005 of the phase in period, owners/agents will submit to the subcontractor a disk, CD, or excel file containing the most up to date tenant certification information for each tenant for each property.

The tenant certifications will be loaded into the voucher review software application and a baseline of tenant data will be created for each individual at each property.

January 1, 2006, the subcontractor will issue to all owners/agents its TRACS ID number.

February 2006, owner/agents will transmit tenant certifications, vouchers and hard copies of 59’s to the subcontractor (this is dependent on HUD assigning the TRACS ID number).  This first round of submissions is a test of the system and all vouchers will be “passed through” to TRACS without review.  Most problems and issues will be identified and resolved during this time, all others will be addressed as necessary.

March 2006, owners/agents will transmit tenant certifications, vouchers and hard copies of 59’s to the subcontractor, which will perform a full review as per the PWS requirements.

The process of transitioning from the current HUD system of vouchering to the substantial review and approval based vouchering process contained in the PWS, can be confusing and frustrating for owners/agents.  It is a new way of doing business that requires owners/agents to submit accurate, timely and verifiable voucher requests before payment is received.  This is a very different process than what is currently required of these owners/agents.  To minimize confusion, frustration and disruption of payments, the MEO will educate owners/agents before the baseline process begins and will work closely with them throughout the process.

· Do any of the subcontractors have access to the systems? If so, which systems and at what level?

The voucher review subcontractor will have access to TRACS.

· Has the SP provided a staffing list that denotes individual system access level?

This will occur after staffing has been accomplished for the MEO.  The previous page contains an explanation of who will receive specific levels of access.

5. Subcontractors:

· Does the SP have a monitoring program for subcontractors?

Yes. See Section 1.8 for details on subcontractor management and quality control.

· List all subcontractors hired under this initiative. Are subcontracts approved?

Subcontractor determination first requires the MEO to enter into the federal procurement process with OCPO taking the lead on the issue. This cannot be answered at this time.

· Is the EEO language required by the Award included in all of the subcontracts in place for this Award?

As part of a federal procurement, this language is required by law.

· Has any subcontractor staff with access to HUD’s computer systems received all security clearances and approval by HUD?

No.  A subcontractor has not been determined at this time.

· Does the SP have a training program for subcontractors?

No, the subcontractor is assumed to be chosen based on extensive successful experience with performing voucher processing.  The subcontractors contacted by the MEO Team all had internal training mechanisms.

6. Communication Policy 

· Does the SP know whom to contact at the HUD office regarding program and/ or Award issues?

Not at this time.

· Has the SP developed procedures to ensure communications with the PBCA for those covered properties that include both non-Section 8 and Section 8 contracts?

The MEO discusses this in detail in Communications Strategies, Section 2.2.5 as well as in the General Operations Section (2.6).

· Has the SP discussed the Award with affected owners?

The MEO plan discusses this in detail in Communications Strategies, Section 2.2.5.

· What is the SP’s process for dealing with resident or owner inquiries?

Section 1.6.1, 1.6.2, and 1.6.3 describe the approach, the staff involved, and how complaints will be documented.

· Are those policies clear to both owners and residents?

Owners and residents will be notified as part of the communications strategy during Phase-In.

· How does the SP define emergency procedures for resident reporting of health and Safety (H&S) issues and any other emergency situations? Is it in writing?

Section 1.6.1 defines the emergency procedures in writing for all staff.

· Are emergency numbers made available to residents?  How?

Not at this time. Emergency numbers will be made available to residents during Phase-In.

7. Certifications/Invoice 

· Has the SP developed an invoice for submitting monthly-earned administrative fee?

Not applicable.

· How will the SP submit the invoice, supporting documentation and monthly reports?

Not applicable.

· Has the SP developed all the necessary logs/tracking reports for performance requirements as required by the Award?

The planned acquisition of management information tracking software will permit the tracking of all metrics required by the PWS.

· Have all individuals who have a conflict of interest provided appropriate disclosure?

Not applicable.

· Has the SP submitted the annual conflict of interest certification?

Not applicable.

2.4.14  Development of Operating Practices and Procedures

MEO staff has significant experience performing the tasks identified in the PWS.  Sections 1.6, Understanding and Meeting the PWS Requirements, demonstrates the thought and experience in performing the PWS activities.  Section 1.6 will provide the core of the operating procedures for the new organization.  This is a distinct MEO advantage during a complicated and vital Phase-In period.

Staff will gain proficiency in performing this combination of existing, new, and hybrid processes by the start date, with training continuing during the first performance period.  A timetable for first performance period training will be developed depending on the extent of Phase-In training on any new procedures.  Training hours have been built into the Phase-In and every performance period in the ACE.

The Supervisory Quality Control Analyst/Deputy Program Manager and other senior staff will develop policies during Phase-In relating to specific operating procedures and internal procedures.  Any new procedures will be developed into new standard operating procedures for staff and become operational during the Phase-In, with expected refinements during the first performance period.

2.4.15  Internal Support Operations

The MEO Team anticipates that all current internal support operations such as payroll, Human Resources, and financial operations will continue without interruption during the Phase-In period as these functions fall outside the scope of this Circular A-76 Standard Competition.

2.4.16  Tracking Phase-In Progress and Success

Successful implementation of the MEO is dependent on the timely execution of all activities detailed in this Phase-In Plan.  To this end, the Phase-In Team will convene regularly with representatives from the CGO to discuss Phase-In progress, identify and address any unanticipated hindrances, and reaffirm the timeline for completing unaccomplished tasks.

2.4.16.1  Indicators of Success

The following indicators will be used by the Phase-In Team to determine how well Phase-In Plan elements were implemented:

· Did the Phase-In of the MEO occur without degradation to the mission or loss of daily operational performance, notwithstanding changes to position grades, overall staffing, and new lines of responsibility?

· Has customer satisfaction been maintained or improved?  Has customer contact been maintained on a regular basis?

· Was the initial disruption of the workplace kept to a minimum and eliminated in a reasonable amount of time?  Were personnel issues resolved?

· Has the implementation of the MEO been accomplished according to schedule?

· Was MEO work output at or above the quality standards specified in the PWS at initiation of the first performance period?

· Did the MEO fully comply with the PWS requirements at initiation of the first performance period?

2.4.17  Phase-In Plan Conclusion

The goal of this Phase-In Plan is to ensure a seamless transition to the MEO.  Careful attention was paid to address all key factors and activities that will affect the ability of the HUD MFH function to render high quality, consistent, and timely services during a period of significant staff uncertainty and organizational transformation.  Following this plan will help ensure both continuity of operations during the Phase-In period and compliance with all PWS performance standards at initiation of this contract.

2.5  MEO Quality Control Plan

2.5.1  Introduction

HUD and MFH programs, owners, and tenants are dependent on the quality of work performed by the Most Efficient Organization (MEO).  The MEO must consistently meet or exceed the stringent requirements and expectations of the CGO, and its external customers for quality, completeness, and timeliness.  The MEO Team brings a distinct philosophy and approach to quality control on all of the PWS tasks.  This philosophy will be discussed throughout Section 2.5.

The Quality Control Plan (QCP) defines the proposed MEO’s policies and procedures for quality and timeliness, which reflect the requirements of the solicitation.  The QCP is geared to the activities in the PWS.  If new activities are introduced into the PWS, additions and changes in emphasis may be required of the Plan.   Implementation of these QC policies ensures that the proposed MEO will consistently meet the quality and performance requirements of customers in a timely and cost-effective manner.

2.5.2  Quality Control Plan Goal

The QCP is designed to provide effective and systematic surveillance to all aspects of the Performance Work Statement (PWS).  The QCP defines the approach that the MEO will use to measure accomplishment of PWS requirements, and ensures that performance standards described in revised and amended Section C, Quality and Timeliness Standards in the PWS are achieved.  The QCP describes the methodology necessary to make a quantitative and qualitative evaluation of the MEO’s performance.

The QCP describes the methods used to evaluate and measure successful completion of the PWS tasks, including all program compliance and monitoring, financial processing, and quality control and support services requirements.  It also identifies the criteria by which the MEO staff’s performance will be judged.

2.5.3  Quality Philosophy

The MEO is organized, staffed, and will be trained to provide top-notch services and products which meet or exceed the requirements of its internal and external customers.  To ensure that the goals of this policy are met, the MEO will pursue many avenues of quality performance.  Below is a summary of the important points in the plan:

· The QCP’s ultimate goal is to reflect the priorities that HUD – the CGO – determines to be the most important for the agency.  As such, Senior MEO Management will expect it to evolve to meet mission-related needs at HUD.

· The QCP reflects the current environment and the requirements of the PWS.  The Plan is designed to ensure that all standards of quality and timeliness as these are articulated in the PWS are met or exceeded.

· All members of the MEO will be active participants in the QCP.   The search for continual improvement is a core cultural value that will be emphasized in the organization.

· The QCP is based on communicating and understanding clear performance expectations between MEO management and staff.  The expectations will be spelled out in position descriptions, position-specific and assignment-specific metrics, and individual and team rewards.  It is not a stand alone Plan, but a continuation of the management philosophy, management tools, and the organizational structure.

· Performance must be tracked and verified.  The MEO has built into its costs and management approach very useable and robust workload tracking software to measure results, timeliness, and quality.

· To show that Quality is a core concept of the organization, the MEO will dedicate staff to quality control, including a Quality Control Analyst.  The Supervisory Quality Control Analyst/Deputy Program Manager will also perform quality control functions.

· The MEO will implement procedures and policies designed to improve quality within the organization, aiming at front end quality as opposed to quality through corrective actions (Technical Approach Sections 1.6.4 through 1.6.22).

· The MEO will train all employees on their specific tasks, quality policies, and customer requirements (Technical Approach Sections 2.3).

· The MEO will implement corrective and preventive action and monitor quality improvements for effectiveness.

2.5.4  Elements of the Quality Control Plan

This QCP is divided into two parts with numerous subsections:

· Part I: Quality Control Requirements Plan

· Part II: Quality Control Assessment Plan

Part I, the Quality Control Requirements Plan (QCRP), is tied to the PWS.  It contains an overview and general assessment of the elements relating to the quantity and quality needs of the PWS services and products.  It refers to information in the PWS used to measure success in accomplishment of mission requirements and customer expectations.

Part II is the Quality Control Assessment Plan (QCAP).  It is tailored to the actual needs of the MEO.  It provides an assessment of the risks and benefits, including a comparative assessment of costs associated with the use of various quality control methods.  The MEO has incorporated the costs of quality control into its overall costs.  The QCAP also identifies critical logistics, protocol, and other considerations that if not dealt with appropriately may adversely impact the successful completion of the PWS activities.  The MEO Team has used this information in Part II, along with other considerations, to decide on the level of MEO assets to allot to quality control.  Also, this section describes the working document that guides the MEO in documenting consistent attainment or betterment of the service quality requirements found in the PWS.

2.5.5  Part I – Quality Control Requirements Plan

The MEO Team determined that certain plan requirements deserved to be amplified.

It is part of doing business in the MEO.  All members of the MEO will actively participate in continuous quality improvement as a matter of doing business, as a matter of daily activities, and as required by the MEO management. The MEO is designed to provide a comprehensive and all encompassing approach to ensure quality is taken into account throughout the operations, from the tracking of incoming documents to the use of the data and information in the documents to the reports generated from those source documents.

It is part of the Position Descriptions and individual expectations.  Specific quality control responsibilities are written into the job descriptions of all Supervisors and quality control staff of the MEO.  Additionally, the quality function will be an important factor to be considered during the preparation of all formal and informal employee appraisals, and during all counseling sessions.

It is already incorporated in the process descriptions in the Technical Proposal.  The discussion on how PWS activities will be performed is steeped in small steps to ensure quality.  Firm measures are in place to assure that all functions within the MEO will be successfully accomplished with an emphasis on quality.

It will focus resources to ensure quality monitoring where it is most important to HUD.  The MEO will modify and alter its quality control plan to account for any changes in HUD priorities.  Ultimately, the PWS is designed to further the mission of HUD; first and foremost, therefore it is only logical that the emphasis on certain programs, certain types of properties, or elements within programs should be driven by HUD priorities.  The QCP balances numerous factors: the consequences of failure, the cost of resources to ensure compliance, and the impact of multiple quality steps on meeting the timeliness standards of the PWS.  The MEO will implement a functioning, multi-tiered, and quality discipline that is based on accepted standards of quality.  Elements such as work control, process control and inspection, and management and training to achieve quality results are identified and processes are designed to assure quality outcomes.

2.5.5.1  Quality Planning

The QCP, in accordance with the solicitation, contains the procedures and processes designed to continually assure successful performance.  Below is a listing of the techniques to be used.  In addition to established quality standards, other well-defined metrics that measure and forecast performance will continue to be used throughout the organization.  When unacceptable performance is identified, specific corrective action designed to bring the performance back into an acceptable range will be implemented.  Through continuous quality improvements and process refinement, the MEO will maintain performance well within established tolerance levels.

The MEO’s approach for assuring quality is embedded in internal review, using senior staff with technical knowledge at key stages of processes, using quality control staff performing systematic and detailed reviews on documents and products, and performing an analysis of tenant and owner/agent feedback.

The methods used for internal review, determination of problems and root causes, opportunity for improvement, follow-up analysis, and uses of automated information system (AIS) data for quality control measurement are also addressed.  The metrics were designed to indicate the extent of performance so that the MEO senior leadership has confidence that those tasks are being successfully accomplished and that future performance will remain acceptable.

The QCRP will have three elements: Deficiency Prevention, Inspection, and Documentation.

2.5.5.2  Deficiency Prevention

The MEO’s Supervisory Quality Control Analyst/Deputy Program Manager and Quality Control Analyst will conduct effective deficiency prevention through quality planning.  The ultimate goal is never to need to correct errors and problems.  Individual performance plans will be in place, which fully describes expected quality performance.  These plans will serve as both a guide for MEO staff performance, and a tool to help management measure quality and performance.  The Supervisory Quality Control Analyst/Deputy Program Manager may use the plans to maintain and improve MEO performance.  To prevent deficiencies, training and supervision will be central.

Training

All MEO staff will receive training on the policies and procedures established to ensure quality in the day-to-day performance of Multifamily Housing’s program compliance and monitoring, financial processing, and quality control and support services tasks.  The training will be provided during the Phase-In Period and all full performance periods, upon the hiring of new staff, and as conditions change.  Technical Proposal Sections 2.3 and 2.4.11 detail training approaches.

Supervision

MEO Supervisors, such as the Providence Service Center Program Manager, Financial Processing Division Supervisory Financial Analyst, Program Compliance and Monitoring Division Supervisory Program Specialist, and the Supervisory Quality Control Analyst/Deputy Program Manager will be experienced and trained in their specialty field.  They will also be responsible for training the staff employed in their Divisions, and monitoring employee performance and quality.

Supervision will also take the form of using the MEO’s workload tracking system which contains easily accessible reports showing impending assignments, the time to complete assignments, and other quality control information.

2.5.5.3  Inspection

Various methods of oversight are used to routinely monitor and assess performance.  Levels of internal quality assurance are recognized in the MEO’s approach to ensuring favorable performance of Multifamily Housing tasks through integration of quality control checkpoints and inspections, as well as training.  Each is based on the extent of confidence in the continued implementation, operation and conduct of the performance.  When problems are identified, intensified measures will take place to correct and bring performance back to an acceptable level.

The primary goal is to ensure that applicable internal procedures and processes are in place and properly functioning on a consistent basis.  The intent is to have as little an impact on current operations as possible, while still having a reliable indication of actual performance.

The close tracking of performance metrics designed to provide an indication of accomplishment in selected areas.  For example, when conducting Management and Occupancy Reviews, MEO Program Specialists will be required to notify the jurisdictional HUD office within ten business days when enforcement action is required as a result of an owner’s failure to resolve findings or respond to a report.  Functional area automated information systems data such as reports, status sheets, performance reviews, flow charts, and progress reports will be used to track this and other performance metrics.  In addition, direct observation, and, to a limited extent, sampling of operational outputs will also be used as sources for tracking performance metrics.

Occasionally, problems with quality or timeliness may arise which are unanticipated and beyond the control of the MEO.  For example, PWS functions such as making payments to property owners for valid claims may be delayed if the owner does not respond to the MEO in a timely manner.  When this occurs, the events will be documented, and the Quality Control Analyst will seek out answers to the problems, and an understanding of the process dynamic to ensure that everything that can be done from the MEO’s perspective is being done.

Certain methods of inspection will be practiced.  These methods are described in Section 2.5.7.

2.5.5.4  Documentation

The Supervisory Quality Control Analyst/Deputy Program Manager will closely document the MEO’s performance of Multifamily Housing activities through the use output reports, performance reviews, and direct observation.  To a limited extent, sampling of operational outputs will be used as sources for this information.

The MEO is fortunate that many of the checklists and methods of documentation are already in place and the MEO will essentially pick up these tools for tracking acceptable performance.  The appendices of the Technical Proposal contain scores of such forms.

In addition to any HUD Handbooks or Operations Manual Issuances, the MEO shall develop checklists, as needed, to assist staff in proper techniques and procedures.  All proposed checklists will be reviewed by the Providence Service Center Program Manager, the Supervisory Quality Control Analyst/Deputy Program Manager, and the Quality Control Analyst, and will address the PWS performance standards and requirements.

At a minimum, MEO supervisors shall personally provide feedback to each staff member regarding their performance and adherence to quality standards.  For example, most of the PWS tasks require that the documentation used to support findings, make recommendations, or complete reviews is complete and accurate.  MEO staff who do not follow these established quality standards will be notified, educated, and counseled by the Division Supervisor, Program Manager, and/or appropriate staff member.  Additional counseling sessions shall be utilized, as needed, to address performance and quality issues as they arise.

The Supervisory Quality Control Analyst/Deputy Program Manager will ensure that current documentation and data are readily available to personnel through a document and data control system.  This system will ensure that all documentation and data are reviewed and approved prior to initial release.  Obsolete or invalid documents and data will be destroyed or, if retained for historical purposes, properly marked.

The Providence Service Center Program Manager will maintain quality records as objective evidence that demonstrates conformance to the QCP and ensures its effective operation.  The Program Manager will require that quality records are identifiable, retained for established time periods, legible, properly stored, and available upon request.

2.5.6  Focusing Quality Control Resources 

As a routine part of any quality control plan, all PWS requirements are assigned one of three quality levels: critical, significant, and routine.  This is a process that will continue through the Phase-In period. The input of the CGO is essential to this process of laying out priorities and creating a clear understanding as to what matters most.  This is not to say that significant or routine areas will be shortchanged in monitoring quality, only that the MEO’s focus will be appropriate to what is deemed the most mission critical elements of the PWS, and more importantly mission critical for HUD.

Below is a sample of the MEO’s prioritization.

2.5.6.1  Critical Requirements

Critical requirements are those that are mission essential, create the opportunity for major financial irregularities, or that could cause life/safety problems if not carried out properly.  A good example is the PWS requirement to respond to Physical Inspection issues.  The MEO will be required to completely and accurately document all EH&S conditions and follow-up with all REAC inspection deficiencies to ensure correction.  Failure to meet this requirement and follow-up until the issue is resolved could result in liability for HUD and threats to tenant safety as a result of deficiencies.  The Government has an interest in knowing with a high degree of confidence that the MEO is performing such requirements properly. Therefore, the MEO will develop stringent internal processes to ensure strict PWS compliance for these items.

2.5.6.2  Significant Requirements

Significant requirements are those requirements that may present “hidden” problems or concerns.  Poor performance may not be evident and might not create immediate feedback or have immediate consequences.  The Government must be assured that the MEO is sufficiently staffed and capable of performing significant requirements, but can give some latitude if there is a high degree of confidence that the MEO is performing well.  The MEO will develop processes, on an item by item basis, that balance the cost of internal inspections with the less expensive review by exception or customer feedback approach.

A good example of a significant requirement is the Financial Analyst’s duty to notify a property owner, within five business days of receipt of the initial submission, of any deficiencies found in the owner’s request for a rent increase.  This PWS task requires the Financial Analyst to display good skills in the processing of requests and handling of significant information.  Failure to respond to the owner within the allotted time frame may be a violation of HUD laws and regulations, and will delay the owner’s request.  Incorrect rent increase calculations quickly create a financial burden for HUD and the federal government. The Government has an interest in knowing, with a high degree of confidence, that such requirements are being performed properly.  Therefore, the MEO will develop stringent internal processes to ensure strict PWS compliance for these items.

2.5.6.3  Routine Requirements

Routine requirements also account for PWS-specified activities.  Routine requirements include tasks such as entering data into REMS or submitting a log to a jurisdictional HUD office.  Even though a requirement may be considered routine, the Government still demands quality work from the MEO.  Many of these tasks are time or error sensitive at higher levels, but tend to be more “fault-tolerant” than those in the critical or significant range.

2.5.7  Part II – Quality Control Assessment Plan

2.5.7.1  Positions Involved in the Quality Control Process

The MEO takes the concept of QC very seriously and understands the importance of the function in the performance of Multifamily Housing tasks.  The MEO’s QCP is assumed to cover all requirements of the PWS.  The MEO plans to accomplish QC at two levels.

2.5.7.2  Personnel

The first and most important level of QC is the individual employee performing the task.  Each MEO staff member is empowered with the ability to inspect their own work, based on their experience and their grade.  In addition to their current training and experience, each MEO staff member shall have access to applicable Operations Manuals and procedure guides.

2.5.7.3  Service Center Program Manager and Division Supervisors

The second level of QC is the responsibility of the Program Manager and Division supervisors who have specific responsibility for imposing and maintaining the quality of work within the MEO.  The Program Manager and Division supervisors will identify the processes necessary for managing quality, the criteria for evaluating performance of these processes, and the means to monitor them.  The Program Manager and Division supervisors will establish and execute a QCP that is cognizant of the PRS.

Division supervisors will ensure that all work governed by the QCP is conducted in accordance with documented policies, plans, procedures, and work instructions.  They will implement action items resulting from reviews of QCP performance; identify resource requirements, and provide adequate resources.  Division supervisors will also perform, verify, and internally monitor work affecting the quality of all final products.  Each Division supervisor shall be responsible for ensuring that staff members adhere to their individual performance plan elements, as well as any other applicable quality standards.  The Division supervisors will do this through the review and monitoring of staff work.  When sub-standard or incorrect work is discovered during direct observations, preventive measures will be taken.  Preventive measures may include re-doing the work and re-training the employee on proper techniques to prevent future errors and maintain high quality work.

For errors discovered in completed work, corrective measures will be taken.  Corrective measures may include re-doing the work, contacting the affected customer, if applicable, re-training the employee on proper techniques, reiterating the quality standard, and possibly increasing direct observation of that task to ensure that the standards are being met.

2.5.7.4  Basics of the QC Plan Inspection

This plan will be based on the following initiatives:

Inspections/Review of Employee Work.  Division supervisors will observe the individual performing the work on a typical task and assess the efficiency with which work assignments are accomplished.  The supervisors will also provide instruction for improving efficiency and/or work execution.  For example, if the Supervisory Program Specialist observes that a Program Specialist is not performing a task as prescribed, the Supervisory Program Specialist shall intervene and instruct the Program Specialist on the proper procedure or technique.  It is the responsibility of supervisors to meet with each employee twice annually to review their productivity and progress toward meeting performance standards.  The best means of determining whether the MEO has met all contract requirements is to inspect the results. Such inspections confirm that value is received for the money invested or that problems exist.

The MEO QCP will rely on 100% Inspection, Planned Sampling, Special Inspections, and Customer Feedback.

100% Inspection. 100% Inspections are an evaluation method that require total, or 100 percent inspection of a PWS requirement. 100% Inspections should be used for requirements that are: especially critical, or when there is some reason for suspecting that the performance standard is not being met (and therefore should be more closely monitored). 100% Inspections should also be used for monitoring scheduled PWS requirements (such as the Annual Work Plan or Monthly Accounting Reports).  100% Inspections are the most costly inspection method.  However, they provide positive proof of delivery of critical requirements.

Planned Sampling. Planned Sampling provides a systematic way of looking at service output and forming conclusions about the MEO’s level of performance.  Evaluation by Planned Sampling is designed to inspect some part, but not all of the products and services being monitored.  Specific occurrences of contract requirements that are to be monitored are selected for evaluation prior to their scheduled accomplishment.  Planned Sampling differs from random sampling in the way in which samples are selected.  Sample selection is based on some subjective rationale, and sample sizes are usually arbitrarily determined.  With this type of evaluation, the MEO knows that work performed in specific functions or selected locations is more likely to be monitored than work in other areas or locations, and the Supervisory Quality Control Analyst/Deputy Program Manager is able to direct efforts to those areas where inspection is most needed.

Special Inspections.  Special Inspections consist of impromptu evaluations of PWS requirements whenever a monitoring tool, such as customer complaints, reaches certain pre-established levels.  This method is very similar to planned sampling except for the omission of a planned schedule.

Customers Feedback.  First, it is important to define customer in the case of this PWS.  The MEO considers other CGO within HUD as its primary customers.  The accurate and timely information generated by the MEO will be used by numerous other HUD customers.  Another customer is a non-traditional customer: owners and agents.  Traditional customer relationships and their respective rules do not completely apply in this case.  Since the MEO is performing regulatory oversight as well as providing traditional services such as payments, there is a distinct possibility that honest owner/agent feedback could be clouded by the correct enforcement of regulations and rules by the MEO.  A third type of customer is tenants that contact the MEO staff with complaints on properties.  This group will provide timely feedback if the MEO is slow to contact owner/agents and pursue the satisfactory resolution of problems.  However, getting feedback from this group is also problematic since the actual problem resolution is in the hands of owners, agents, and perhaps DEC, just to name a few of the parties that become involved in Exigent Health and Safety issues.  Any feedback must be carefully analyzed for validity.

The Quality Control Analyst will be informed of specific customer complaints and log all complaints for documentation purposes.  Just because a customer is not satisfied and submits a compliant does not make it a valid compliant.  It is primarily the responsibility of the Quality Control Analyst to investigate each complaint to determine the problem.  The Quality Control Analyst will speak with MEO staff to determine the validity of the customer complaint, and as mentioned above, carefully analyze the validity of the compliant, its context, and if any specific actions are warranted based on the compliant.

The QCP will incorporate periodic surveys of each of the three types of customers to obtain timely and accurate feedback.  The Quality Control Analyst will construct and initiate surveys targeted at specific audiences on a periodic basis to develop a qualitative basis of performance, above and beyond the timeliness and quality standards in the PWS.

The results of the surveys will be presented to the Division Directors, the Supervisory Quality Control Analyst/Deputy Program Manager, and the Program Manager before the MEO non-management staff are presented with findings.  The findings may serve as the basis to focus resources on process improvements or individual performance issues.  It is envisioned that this information will be incorporated into decisions regarding training priorities.  It will also supplement information related to award decisions. 

Analysis

All quality control measures and forms of inspection and feedback must be analyzed to have worth to the organization, the staff involved, management, and customers.  All results from any forms of quality control monitoring will be analyzed.  This is the very purpose of building in a quality control function in the Office of the Director with highly graded and professional staff.  Raw data will eventually become regular and periodic reports for the consumption of Senior Management, for constructive engagement with staff, and for presentation to the CGO.  The findings will be presented to the Program Manager monthly.

2.5.7.5  Understanding and Addressing the Specific PWS Performance Requirements

PWS performance requirements are displayed in the June 28th, 2005 amended solicitation, Quality and Timeliness Standards.  The table shows all of the requirements in the PWS and shows the PWS reference (paragraph number), task, and standard.

Defining a “Defect” or Unacceptable Product. The MEO Team assumes the traditional definition of “defect” and AQL in its Quality Control Plan.  The concept of a “defect” means that there is a lack of something necessary for completeness.  In cases where an element that is necessary for the proper performance of a PWS task is missing, or does not work, a defect is easy to identify. The problem arises in trying to define a defect wherein a PWS element is open to subjective interpretation.  Defects may be made up of one or more deficiencies.  A combination of several deficiencies becomes a defect.  The concept of “substantially complete” should be the basis for inspections.

Work is considered "substantially complete" when there has been no willful departure from the terms of the contract and no omission of essential work.  The MEO has honestly and faithfully performed the work required when the only variance consists of minor omissions or deficiencies.  In general, work is substantially completed when 90 - 95 percent or more is satisfactorily completed.  The percentage selected depends upon the type of work performed.  This concept relies somewhat on subjective judgment, however, and there are no clear guidelines established.

Acceptable Quality Level. Even though the Government is paying to have all of the Multifamily Housing tasks identified in the PWS performed as specified, there will be occasional slips and omissions.  The MEO shall be held responsible for all errors caused by MEO staff and the Government may require the work to be re-performed.  But, there is a difference between an occasional defect and a gross number of defects.    Depending on the service evaluated and the evaluation method selected, an AQL may be stated as the number of occurrences or as a percentage.  An AQL of zero is acceptable if, in fact, any defect is unacceptable for contract requirements (for example, the failure of a Financial Analyst to prepare and send a detailed denial letter to an owner and inform the owner of their appeal rights).  AQLs for Random Sampling and 100 Percent Inspection are generally stated as percentages.  For planned sampling, AQLs may be stated as either a percentage or as absolute numbers (for example, three per month).

2.5.7.6  Surveillance for Requirements

Table 11 contains the planned method of surveillance of the specific PWS items.  The MEO, using either 100% Inspections or Planned Sampling, will monitor all financial processing, and program compliance and monitoring tasks found in the PWS.  The Supervisory Quality Control Analyst/Deputy Program Manager will designate an individual, most likely the Division supervisor of the work being performed, to conduct sampling of these products/services.

Table 11: Assignment of Performance Indicators for Quality Control

	PWS Para. 
	Workload Title
	PERFORMANCE INDICATOR
	ALP (%)
	Planned Type of Surveil-lance
	MEO Position Assigned QC Respons-ibility

	C.4.1
	Monthly Vouchers
	The Monthly Vouchers requirement has subcategories and multiple performance indicators.
	5%
	Planned Sampling
	Quality Control Analyst

	C.4.2
	Management and Occupancy Reviews
	The Management and Occupancy Reviews requirement has subcategories and multiple performance indicators.
	5%
	Planned Sampling
	Super. Program Specialist

	C.4.3
	Renewal and Amendment of PRAC and PAC Contracts
	Documentation to support contract renewal is complete and accurate.  Contract submitted to appropriate HUD office within 5 business days after being signed by owner.
	2%/ 5%
	Planned Sampling
	Super. Financial Analyst

	C.4.4
	Contract Rent Adjustments
	Approved rents are justified by complete and accurate documentation.  Owners are notified of deficiencies within 5 business days from receipt of initial submission, and rent adjustments are completed within 30 calendar days of receipt of owner’s complete request for a rent adjustment.
	2%/ 5%
	Planned Sampling
	Super. Financial Analyst

	C.4.5
	Health and Safety Issues or Community/ Resident Concerns
	The Health and Safety Issues requirement has subcategories and multiple performance indicators
	2%
	Planned Sampling
	Quality Control Analyst

	C.4.6
	Physical Inspection
	Database information is supported by documentation in files.  
	2%
	Planned Sampling
	Super. Program Specialist

	C.4.7
	Reporting Requirements
	Work Plans and Reports are complete and accurate, and submitted by the tenth business day of the month/year.
	0%
	Planned Sampling
	Program Manager

	C.4.8 
	Appeals
	Response to appeal is complete and accurate, and written notification of decision is provided within 45 calendar days of receipt appeal.
	0%/ 5%
	Planned Sampling
	Super. Financial Analyst

	C.4.9
	Waivers
	Recommendations meet all waiver criteria, waiver recommendations based on valid documentation, and recommendation is received by HUD within 30 calendar days of receipt of request from owner.
	5%
	Planned Sampling
	Super. Financial Analyst

	C.4.10
	Review Annual Audited Financial Statements
	  Findings closed, or recommend enforcement action, within 90 days from date of notification.
	5%
	Planned Sampling
	Super. Financial Analyst

	C.4.11
	Monthly Accounting Reports
	Reviews are completed in five days and owner notified of deficiencies.  Corrective actions or enforcement approved within 45 calendar days after initial notice of deficiencies to owner.
	5%
	Planned Sampling
	Super. Financial Analyst

	C.4.12
	Management Certifications
	  Owner notified of deficiencies within five business days, and process completed within 30 calendar days of owner submission.
	5%
	Planned Sampling
	Super. Financial Analyst

	C.4.13
	HUD 2530 Previous Participation Certifications
	Documentation of review and approval is complete and accurate.  Process completed within 30 calendar days of receipt of owner’s complete request.
	0%
	Planned Sampling
	Quality Control Analyst

	C.4.14
	Excess Income Reports
	Documentation is complete and accurate.  Processing of annual/monthly report completed within 30 calendar days of report receipt.
	0%
	Planned Sampling
	Supervisory Financial Analyst

	C.4.15
	Residual Receipts
	Documentation to support review and approval/disapproval is complete and accurate.  Recommendation submitted to HUD within ten business days after request.
	2%
	Planned Sampling
	Supervisory Financial Analyst

	C.4.16 
	Reserve for Replacement
	Documentation to support review and approval/disapproval is complete and accurate.  Review complete within ten business days of receipt of request.
	2%/ 5%
	Planned Sampling
	Supervisory Financial Analyst

	C.4.17
	Service Coordinator
	Documentation in tracking log is supported by documentation in program records.  Review reports completed within 30 calendar days of receipt report.
	2%/ 5%
	Planned Sampling
	Supervisory Program Specialist

	C.4.18
	Use Agreement
	The Use Agreement requirement has subcategories and multiple performance indicators.
	2%/ 5%
	Planned Sampling
	Supervisory Program Specialist


Each of the above sections that contain the supervisor as the first line of quality control will also be sampled by the Quality Control Analyst.  Any of the elements is subject to Special Inspections as needed.  Customer feedback is always accepted, reviewed and analyzed to supplement the tangible, quantifiable elements of the internal quality control evaluation.

2.6  General Operations Plan

2.6.1  Office Operations and Practices

As a Federal entity, the MEO will have specific guidelines for acquiring, maintaining and securing its offices.  The majority of the guidelines that will be followed are drawn from General Services Administration (GSA) regulations, specifically the Federal Management Regulations Parts 102-71 through 102-83.  This will provide the guidance for facility management, acquisition, safety, utilities, handicapped access, and environmental issues.

Additional guidance and directives on security are found in both GSA and HUD regulations and policy guidance.  These policies will require strict adherence.  As a Government-entity, the MEO will abide by all HUD physical security requirements.  The specific unique steps that may be required for the office building cannot be specified at this time.  After the actual office building is occupied, any additional management and security steps will be implemented. 

2.6.2  Operating Hours

The MEO staff will be available from 8:00 a.m. until 5:00 p.m., local service area time, on Monday through Friday.
2.6.3  Maintenance of Offices and Equipment

As specified in the equipment section of the Agency Tender, hardware, software, and telecommunications equipment, along with general office furniture and equipment, will be acquired to perform all of the services in the PWS.  The MEO Team made a conscious effort in its planned purchasing approach to incorporate warranties and repair costs in purchases.  The types of new equipment envisioned typically come with multi-year warranties.  The MEO Team obtained many quotes and cost estimates from private vendors for the range of hardware, software, and telecommunications equipment, virtually all of which included maintenance warranties.  As a hedge, additional funds were built into the ACE to account for potential repairs beyond those covered by warranties.  In short, the data driven environment demands reliability and all purchases will reflect this fact.

A sample of the types of equipment and services planned to be purchased is located in Table 8.

Specifically, for vital equipment, the MEO Team envisioned a range of maintenance and servicing approaches, all with ensuring continuity of vital operations in mind.  The server and its associated equipment will be monitored as part of the Management Analyst’s (Information Systems) job.  Technical and equipment problems will be covered as part of the purchase agreement to obtain the equipment.  In case this is insufficient, funds have been included for hardware repair.

Laptops and desk tops will be purchased new, and fully costed as new equipment in the ACE.  Each of the computer quotes included one to two years worth of maintenance.  In addition to this, extra laptops have been costed in the ACE to ensure that staff will always have access to operational computers, and funds have been included in the ACE for laptop and desk top repairs.

Specific funds are also included to maintain the proprietary work management and tracking software that is planned to be purchased.  Commercial software is generally inexpensive and will require minimal maintenance.  The MEO Team chose commercially available software, as opposed to numerous proprietary software, because of the cost difference, as well as avoiding the trap of many needed updates and repairs and patches to the software.

Office equipment such as printers, fax machines, and office furniture are expected to be purchased new and contain limited warranties.  The fact that the ACE is costed for new equipment expresses the MEO Team’s desire to limit the potential for any problems with equipment that many create a barrier to the performance of the business at hand, the many tasks of the PWS.

Maintaining and ensuring access to all of the PWS data requirements is another critical task.  The MEO contains a dedicated position for the interaction with HUD and its data – a Management Analyst (Information Systems) – as well as numerous high level and knowledgeable supervisory staff for the Financial Processing Division and the Program Compliance and Monitoring Division who will be responsible for monitoring the accessibility, timeliness, and accuracy of all of the HUD source data needed for the performance of the PWS.

The MEO’s equipment plan includes hardware and software to back-up data regularly to hedge against any catastrophic system event.  Also, since the MEO will contain many experienced HUD employees with an intimate knowledge of the nuances of HUD data systems, elements, and current and potential reporting capabilities, this expertise will be tapped early and often to avoid access issues that have arisen with the data systems.

2.6.4  PBCA Interactions and Division of Responsibilities

This PWS poses genuine logistical issues in regards to the sharing of information between the MEO and PBCAs in the servicing area.  The nature of the PWS, which shares certain responsibilities with PBCAs and creates stopping points for other activities, is a reality that has been built into the staffing of the MEO and its individual staffing responsibilities.

The MEO will follow established HUD protocols and reporting procedures when dealing with work activities and Service Provider responsibilities that entail interaction with PBCAs under contract with HUD to administer Project-Based Section 8 Housing Assistance Payments (HAP) contracts.  The MEO will maintain communication and liaison with the PBCA Contract Administration Oversight Monitors (CAOMs) located in the respective Multifamily Hubs of the Service Area.  The MEO’s Supervisory Program Specialist and/or Supervisory Financial Analyst will have lead responsibility for communication and coordination with the CAOMs and will serve as the primary MEO contacts concerning PBCA interaction and MEO work activities that interface with a PBCA.  The two supervisors may delegate this responsibility after the MEO, owners, agents, and PBCAs become familiar with the splitting and sharing of responsibilities.

In is envisioned that a major part of the interactions will center upon the sharing of PBCA and MEO property reviews.  The MEO will provide copies of correspondence and documents that reference or detail any work performed on a subsidy contract or assistance program at a property whose HAP contract is assigned to a PBCA.  The MEO will maintain a roster of properties assigned to PBCAs within the MEO’s service area in order to monitor potential shared properties and opportunities for interaction, exchange and coordination between the MEO and the PBCA.  The MEO will maintain regular contact with the CAOMs to stay abreast of PBCA activities and issues that may have an impact on the workload or service provider responsibilities of the MEO.

If at any time inconsistencies between the findings or conclusions of the MEO and PBCA should arise, the responsible HUD representative (e.g.; Hub Director, Field Office/Program Center Director, Contract Administrator Oversight Monitor, etc.) will be contacted if the differences cannot be resolved.

Below is a list of PBCAs that will be assigned to, and act as a liaison with, one or more MEO staff:

Table 12: PBCAs in the Area Requiring Coordination
	Service Area
	PBCA Name 

	PROVIDENCE
	Maine State Housing Authority

	 
	Massachusetts Housing Finance Agency

	 
	New Hampshire Housing Finance Authority

	
	New York State Housing Trust Fund Corporation

	
	Rhode Island Housing & Mortgage Finance

	 
	Vermont State Housing Authority

	 
	Jefferson County Assisted Housing Corp (CT)


3  PAST PERFORMANCE

3.1  The MEO’s Perspective on Past Performance
The Agency Tender is required to approach the issues of past performance very differently than that of a private bidder.  Since the MEO is by definition a new organization formed from a combination of existing organizations in multiple jurisdictions, with new roles and responsibilities, past performance cannot be provided in the traditional sense.

The requirement that subcontractor’s past performance be provided is problematic too.  While a private bidder can provide an exact name of a subcontractor, the Agency Tender cannot include such detail.  Because any subcontract must be procured through the federal procurement process, the MEO will not know the exact subcontractor until the procurement process is seen to its conclusion, during the Phase-In period.

Additionally, as acknowledged in the solicitation, the Agency Tender cannot include a labor strike plan; a small business strategy; a subcontracting plan goal; a small disadvantaged business plan; licensing certifications; and past performance information.

4  KEY PERSONNEL

The MEO takes a different approach to key personnel compared to a private bidder.  By regulation it must take an alternative approach.

Like a private bidder, the MEO must be cost effective and reflect a staffing pattern designed to meet all of the job requirements of the PWS.  However, unlike a private bidder, each MEO position description (PD) must meet a higher standard.  Each must be evaluated in a manner that promotes the appropriate assignment of a grade level to a position based on the actual work that will be performed.

While a private bidder can propose a general position to perform virtually all of the tasks in the PWS, the MEO is different.  MEO staffing is not based on the grades of the current staff, nor is it based solely on past practices or the tenure of the current staff.  Instead, it is based on the assignment of the correct grade based on OPM standards for the complexity of the PWS tasks being performed.  Whereas a resume represents an actual person, the PDs approved by human resources represent slots to be filled based on HUD and federal hiring practices and policies.

Resume requirements are also problematic in the A-76 process.  The Agency Tender cannot specify federal personnel for specific positions in the MEO.  HUD and OPM determine the proper and legal approaches to fill MEO positions in accordance with personnel and union rules.  The Agency Tender, however, will include approved PDs which describe the types of federal staff that will be hired for the new organization.

4.1  MEO Key Positions
While all key positions will be explained, the MEO Team believes that spelling out the roles and responsibilities again of the Program Manager is worthwhile.  The Program Manager would possess experience in managing and overseeing HUD Multifamily employees who performed the exact work that is required in the PWS.  The Program Manager will be responsible for the overall performance of the MEO, and will carry out personnel, procurement (with appropriate HUD CGO involvement), and policy actions that are internal to the MEO itself.  The Program Manager will be the primary point of contact for MEO interactions with the outside world and will serve as MEO liaison.  In all probably, the Program Manger would be drawn from the existing pool of very experienced Hub and field offices.

The following positions were identified as key personnel in the MEO: Program Manager (GS-14), Supervisory Quality Control Analyst/Deputy Program Manager (GS-13/14), Director, Financial Processing Division (Supervisory Financial Analyst, GS-13), and Director, Program Compliance and Monitoring Division (Supervisory Program Specialist, GS-11).  Below is an organizational chart which represents the location in the MEO of the key positions.

Table 13: Key Position Organizational Chart


[image: image2]
The specific roles and responsibilities of the staff listed above are spelled out in Section 2, Management Approach.

4.2  Position Summaries
The roles and responsibilities of Key Personnel are included in Section 2.2.6.

The approved PDs which describe the types of federal staff that will be hired for the new organization are included in Appendix P.

4.3  Management Hours of Key Staff

	Position Title and Grade and Division
	Supervisory Hours

	Director's Office
	 

	Program Manager GS-14
	1,500.0

	Supervisory Quality Control Analyst/Deputy Program Manager GS-13/14
	800.0

	 
	

	Program Compliance & Monitoring Division
	

	Supervisory Program Specialist GS-11
	1,200.0

	 
	

	Financial Processing Division
	

	Supervisory Financial Analyst GS-13
	1,200.0

	TOTAL
	4,700.0


4.4  Supervisor to Staff Ratios

The Providence MEO contains 4 supervisors and 22.75 non-supervisory FTE, creating an effective supervisor to staff ratio of 1:5.6.  This is a low supervisor-to-staff ratio driven by the nature of the work, the desire to have senior staff closely monitoring key financial tasks,  and the geographic dispersion of the work tasks.

CAPACITY DETERMINATION OF MULTIPLE AWARDS FOR GEOGRAPHICAL SERVICES AREA

The MEO described in this technical proposal is competing only for the work listed in this service area (Providence).  This MEO is not competing for more than one area.  The resources proposed for the government’s bid is only to perform all services in this geographic region; no others.  The technical and cost proposals are self-contained and costed as self-contained entities by A-76 costing regulations.

4.5  The Difference in Assumptions in Serving Multiple Areas 

The Agency Tender response to this section, by A-76 Cost Comparison rules, will be vastly different than any private sector response.

First, unlike a private bidder, which will continue to exist whether or not it wins the competition, the MEO does not and cannot exist until it is chosen as the service provider.

Second, private bidders are permitted to take risks regarding their bid submission, risks that the MEO is not permitted to take.  A private bidder is permitted to assume in its submitted costs that it will win multiple competition areas.  It may choose to assume that its costs will be incremental and reflect its incremental costs in its bid.  It is the choice of the private bidder (its owners and/or its shareholders) to assume risk and assume that its existing corporate resources (information technology, physical space, staff resources, call centers, etc.) can cover the costs or portions of the costs of being the service provider for an area.  The private bidder, therefore, has wide latitude in submitting its bid if it meets cost realism standards.

In contrast, the MEO cannot make such assumptions under A-76 Cost Comparison rules.  A-76 Costing and specific COMPARE rules require that the MEO fully reflect its total costs in its bids, in each and every area bid.  Rules will not let the MEO assume that its costs will drop in area 2, area 3, etc.  COMPARE was not designed to reflect incremental costs.  The Cost Comparison rules require step-by-step costing for all personnel, equipment, and space, etc.

The MEO Team recognizes the gap between A-76 Costing rules and the reality of actual costs if two or more areas are won in the competition by the MEO.   The MEO Team believes that if multiple areas are won in the competition, the Government would benefit in terms of costs.  If multiple areas are won, numerous costs within the bid would decrease.  Cost decrease would be expected as a result of a consolidated management structure, the choice of a low cost location for performance, less computer hardware and hardware costs spread over many more staff, lower unit costs of voucher reviews, etc.  These expected economies of scale that probably would be achieved with winning multiple areas, however, cannot be assumed or reflected in the bid submitted by the MEO for this area.

4.6  Hypothetical Arrangement if Multiple Areas are Awarded to MEOs

Assuming that the CGO would approve a combination of operations, the MEO Team envisions a different type of organization if multiple areas are awarded to MEOs. (Note that each MEO is technically a separate entity requiring compliance with performance standards in that particular area, and subject to individual evaluation by HUD and potentially OMB.)  The vision expressed below is based on two contiguous areas being awarded MEOs, the Government winning two areas for the five year performance periods.

The cost benefits would be substantial.  For personnel, the organizational structure would be condensed into a single structure with a Director’s Office, Financial Processing Division, and Program Compliance and Monitoring Division.  Only a single Program Manager and a single Supervisory Quality Control Analyst/Deputy Program Manager would be required.  The Director’s Office staffing would be further impacted by the need for less Administrative Assistant support.

Given the size of the Financial Processing Divisions, a single Supervisor could still theoretically manage the division with the assistance of another lead or lower level supervisory position.

The Program Compliance and Monitoring Division would expand. A single Supervisor would suffice, perhaps at a higher grade given the span of control.  Lead Program Specialists would be introduced to the larger organization.

Cost savings from non-personal issues would be achieved.  The cost of hardware and the telecommunications infrastructure would not need to be completely duplicated.  The cost would decrease incrementally.

Voucher processing costs should decrease.  Cost estimates from commercial vendors all showed a decreasing unit cost per voucher when more than one area was assumed and costed.  The combined MEOs would benefit with a larger number of vouchers.   As the size of the voucher subcontract increases, additional contract management staff may be required in the MEO.

Travel costs would also decrease as properties along the contiguous borders could theoretically be reached more efficiently by one of the remotely located Program Specialists.

The benefits of consolidating MEOs from multiple areas would extend to non-cost factors.  Quality control would benefit as the volume of tasks increases.  This would allow for a standardization of procedures and processes and cross-sharing of best practices on a wider scale.  The benefit to HUD would be substantial in terms of implementing policy and ensuring consistency across the country with owner/agents.  Applying national policy to eight distinct organizations, whether MEO or private entities, is a challenging task which would be made substantially easier with less entities implementing policy.

Recruiting highly qualified staff would be seamless as the pool of affected HUD employees grows larger and broader and covers more cities.  It is assumed that the larger the pool, the better the choices for key MEO positions.

In summary, significant benefits to the costing and operations of the MEO would occur if multiple areas were awarded to the Government and MEOs were permitted to integrate operations.  The benefits are predicated somewhat on the areas being contiguous given the extensive travel and training needs of MEO staff, but would occur with any two or more areas combined.

4.7  Mitigating Risk to The Government

Since the complete organization is self-contained and costed as a self-contained organization, the risk to the Government (CGO) is greatly mitigated.  Each of the MEOs presented in each of the Agency Tenders can perform all the work in the PWS for that specific area.

As mentioned in Section 1, Technical Approach and Section 2, Management Approach, the employees of the MEO will be assigned specific properties to ensure accountability.  This has the effect of setting individual priorities.  Staffing is not predicated on reaching across geographic area boundaries.

In regard to management structure, each MEO has an individual stand-alone management strategy.  The theoretical management structure described in Section 5.2 logically consolidates management structure with reasonable supervisor to staff ratios, and reasonable numbers of positions to perform quality control and related activities. Managers will only have responsibility for ensuring the successful completion of MFH PWS tasks.  The conservative nature of this theoretical staffing scheme minimizes risks to the Government.

In regard to the Technical Approach, the processes used to accomplish the PWS in a high quality and timely manner will not vary from one MEO to another MEO.  The MEO Team arrived at standardized best practices to be implemented in all of the MEOs, covering all of the service areas.

4.8  Prioritization of Geographical Services Areas of Interest
Section L-3 (5), Multiple Strategic Plan, the following section on prioritization requires a bidder response:

…The plan must include a statement that prioritizes in order of importance the geographical services areas of interest.

The MEO cannot place a single geographic service area over another.  Since the MEO is devoting complete resources to perform all PWS tasks in each area in its respective bid for the geographic service area, one area will not need to be prioritized over another area.
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