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Memorandum 

 
To: Lelia W. Allen, Housing Department Director 
 

From: Beryl H. Davis, CPA, CGFM 
 Director, Audit Services and Management Support 
 

Date:  August 30, 2007 
 

Subject:  Housing Rehabilitation Management Study (Report No. 07-01M) 
 
At your request, the Office of Audit Services and Management Support has performed a 
management study of the Housing Rehabilitation (Rehab) Program. Our objectives were 
to analyze the work process for efficiency and productivity, and review the bid, 
contractor selection, and liens recording processes for control weaknesses. 
 
The work performed on this engagement is not an audit, as Government Auditing 
Standards were not followed, and the work does not include a comprehensive review of 
the risks and controls over the Housing Rehab processes. The objectives for this 
Management Study were chiefly determined by the management of the Housing 
Department. While this review does identify some control weaknesses, its focus is on 
improving processes and, therefore, other control issues may exist that were not 
observed due to the specific and limited nature of this Management Study. 
 
In our study we reviewed the areas that you listed as most important to you, including: 
the bid process, the contractor selection process, the sufficiency of internal policies and 
procedures, and the quality of work received from contractors. We have identified 
several areas for improvement in these areas and we offer recommendations for you to 
consider and implement.  
 
In addition to these key areas, we also performed a complete analysis of the Housing 
Rehab process. This analysis resulted in the identification of some areas that can be 
streamlined to improve present production and possibly increase the number of projects 
that Housing Rehab can accomplish in a fiscal year. 
 
We would like to thank the management and employees of the Housing Department for 
their courtesy and cooperation during this study. 
 
BHD/gjm 
 
c: The Honorable Buddy Dyer, Mayor 

Byron W. Brooks, Chief Administrative Officer 
Joseph M. Robinson, Chief of Staff  
Rebecca W. Sutton, Chief Financial Officer 
Paulette S. Edwards, Housing Division Manager 
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Purpose  

The Housing Department (HD) is experiencing a high volume of assistance requests 
from clients and encounters difficulties in fulfilling them. At the same time, HD is trying 
to increase its productivity and efficiency in handling its workload, and develop an 
effective strategic growth approach.  

 
This Management Study was performed to assist HD with its objectives. The purpose of 
this study was to:  

 
ü Analyze the Housing Department Rehabilitation (Rehab) Programôs work 

process in terms of efficiency and productivity, and recommend a 
better/improved workflow, which will allow for a more efficient use of available 
resources;  

 
ü Review bid process, contractor selection and liens recording processes for 

any control weaknesses. 
 
 

Background  

 
The mission of the Housing Department is to maintain a sustainable, livable, safe 
community for very low, low and moderate-income persons. 
 
HDôs core businesses include: New Construction of Single Family Homes, Down 
Payment Assistance, Owner Occupied Housing Rehabilitation, Rental Rehabilitation, 
and Capital Improvements. The goal of the City of Orlandoôs Housing Rehab Program is 
to improve quality of life for residents by improving the existing owner-occupied housing 
stock.  

 
Housing programs are funded by the U.S. Department of Housing and Urban 
Development (HUD) through the Community Development Block Grant (CDBG) 
program, HOME Investment Partnership (HOME) program, Florida Housing Finance 
Agency through the State Housing Initiatives Partnership Program (SHIP) and the City 
of Orlando through funds collected by the City for code violations. Program policies 
state that these funds must benefit very low, low and moderate-income persons.   
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Executive Summary 

Review of Present Situation and Work Documentation 
We analyzed the organizational structure of the Housing Department, reviewed City 
Policies and Procedures, reviewed the internal HD policy and procedure guidelines 
document and analyzed the Position Descriptions for the employees assigned to the 
program. At the time of our review, the supervisory position that assists the Housing 
Manager to oversee the Housing Rehab Program was vacant. We observed that this 
supervisor is very important to the success of the Rehab program. We concluded that 
the internal policy and procedure guidelines are very general in nature and can be 
improved, the Position Descriptions can more clearly reflect the responsibilities of the 
positions, and the operational processes of the program should be developed into a 
comprehensive Operating Procedures document that would define all the critical steps 
of the Housing Rehab process. 
 
Fact Finding and Data Gathering 
The project continued with several observations of a typical workday for the employees 
in the Housing Rehab Program. Three field observations of the Housing Rehab 
Specialists were conducted and several conclusions reached, including: 1) the 
guidelines over the housing inspection process are not formalized, 2) the checklists 
used are not standardized, and 3) the inspectors often use unofficial documentation 
methods to record the results of the inspections. Each of these areas can be improved 
through revising the Operating Procedures document and standardizing housing 
inspection documents. 
 
During interviews, the employees were asked to list the operational challenges and 
issues they perceive as needing attention in the department. The two largest challenges 
listed by the employees are ñinter/intra departmental communicationò and ñproject files 
organization/circulation.ò We recommend improvements in both of these areas, 
including a revised method of organizing project files to allow the Housing Financial 
Specialist and the Housing Rehab Specialist to simultaneously process file information. 
 
Analysis of the Core Processes 
The study also included a more formal process to document and describe each 
individual step performed in the Housing Rehab process. Several management analysis 
tools were utilized to gain an understanding of the process steps. First, a Process Flow 
Chart was developed. This chart (Attachment 2) is a visual representation of the 
process flow for the tasks and activities of the Housing Rehab Program. Next, an 
Activity Flow Diagram (Attachment 3) was developed that breaks down the process flow 
into the 40 individual activity steps that must be conducted to successfully perform the 
Rehab process. Finally, a Process Flow Diagram (Attachment 4) was developed which 
presents the information gathered in a more detailed form including the resources 
involved and the type of operation performed in each process step.  
 
These tools are included as Attachments to this report so that HD can use the 
information gathered to continue to improve the Housing Rehab process beyond the 
recommendations made in this report. 
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An initial analysis of the information gathered lead to the conclusion that the overall time 
needed to process a Housing Rehab project from application to a ñrehabbedò house is 
adversely affected by the amount of time that applications remain on a ñwaiting listò until 
action can be taken to process the application. We were informed that management is 
altering its use of a ñwaiting listò and is planning to use a ñfirst-come, first-servedò 
system, to avoid this condition. We support this effort with the additional enhancement 
that some initial assessment of the ñurgencyò of the request be made so that the most 
urgent cases be moved ahead on the list.  
 
We categorized the Housing Rehab process into 6 key operational groups and with the 
assistance of Housing Rehab employees determined the most time consuming steps of 
the process. They were identified as:  

o Completion and Return of Application 
o Bid 
o Client Move Out 
o Contractorôs Mobilization 
o Construction 

Using this information, we performed a Root Cause Analysis to identify what limits the 
employeesô ability to perform a timely Rehab project. 
 
As a final step, we gathered information from the Rehab team members on the time 
needed to perform each step of the Housing Rehab process. This information is 
summarized in Attachment 5 and can be used by HD in its planning and forecasting of 
Housing Rehab projects.  
 
This review identified two key methods for improving production: 1) improving 
coordination between the Housing Financial Specialists and the Housing Rehab 
Specialists, and; 2) improving coordination with the client and the construction 
contractor. 
 
Review of Project Files 
Our review also included tests of controls over the bid process and the lien recording 
process. This included a detailed review of the project files for nine recent Housing 
Rehab projects. This review identified several conditions where additional controls are 
needed to effectively manage the Housing Rehab process. 
 
We learned that HD uses a ñContractorôs Registerò to list contractors that have been 
evaluated as competent to perform Housing Rehab work. We found that HD needs to 
formalize the policies and procedures for the documentation and control over the use 
and maintenance of the Contractorôs Register, including whether and how each 
contractor is informed of upcoming projects and is given an opportunity to bid.  
 
We reviewed the bid process and the internal policies over this area. We concluded that 
the bid opening process should be more thoroughly documented to note the number of 
bids received, the amount of each bid, the persons in attendance at the bid opening, 



5 

and other matters. In addition, we recommend that the bid evaluation process be 
expanded to include a wider range of criteria in the evaluation of bids. 
 
The review of project files also noted payments for work performed on projects that was 
not included in the original scope of work. This work was not performed by the 
contractor selected for the project, but rather by additional vendors. While this work may 
have been necessary, we found that it was not documented as to its need and the 
approval of HD management was not noted. 
 
Our review of files led to the conclusion that the liens processing area is operating 
effectively but that additional guidance is needed regarding when it is necessary to 
change or alter existing liens. This guidance should be included in HDôs Operating 
Procedures. 
 
Overall Conclusion 
The current Housing Rehab process can be streamlined by reducing time taken in 
certain process steps. Action to improve efficiencies in these areas will improve present 
production and increase the number of projects that the current Housing Rehab staff 
can accomplish in a fiscal year. 
 
In addition, controls over certain Housing Rehab processes, including the bid and 
contractor selection processes, can be enhanced by updating internal policies and 
procedures and ensuring compliance with such policies and procedures through 
additional management and supervisory oversight.  
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Summary of Conclusions and Recommendations 

Each recommendation is classified with a ñCriticality Factorò, defined as: 
 
HIGH  represents a needed improvement requiring immediate attention. 
MEDIUM represents a needed improvement requiring attention in the next year. 
LOW represents a process improvement that can be addressed at 

managementôs discretion. 
 
(Please note that detailed Conclusions, Recommendations and Responses are in 
included in Attachment 1.) 
 
 

# Conclusion / Recommendation Response 

 
Section 1 ï Organization 
 

Reporting system to support management controls needs to be formalized. 

1. Formalize and enhance the system for reporting the most 
important project information (i.e., status, accomplishments 
to date). (HIGH) 

Concur 

 

Individual performance goals are not clearly defined or documented. 

2. Consider setting performance goals for each employee 
based on workload analysis and other information. 
(MEDIUM) 

Concur 

 

Position Descriptions do not clearly specify responsibilities. 

3. Work with Human Resources to improve present Position 
Descriptions. (LOW) 

Concur 

 

Communication of departmental goals can be improved. 

4. Regularly communicate departmental goals at meetings and 
through individual interactions with employees. (LOW) 

Concur 

 

Employee training and professional development can be improved. 

5. Collaborate with employees on a professional development 
policy. (LOW) 

Concur 

6. Adopt cross-training practices. (LOW) Concur 

 
Section 2 ï Documentation 
 

Current operational processes are not completely documented. 

7. Develop Operational Procedures (i.e., internal procedures) 
for all critical steps of the Housing Rehab process. (HIGH) 
 

Concur with 
reservations 
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# Conclusion / Recommendation Response 

Unofficial (self-developed) documents are being used by the employees. 

8. Review all self-developed forms and incorporate the most 
appropriate in the Operating Procedures. (MEDIUM) 

Concur 

9. Inform employees that all future document improvement 
suggestions should be presented to management for review 
and approval. (LOW) 

Concur 

 

Organization and circulation of project files can be improved. 

10. Improve the record sheet that is included in every work file. 
(MEDIUM) 

Concur 

11. Revise the file system so that the Housing Financial 
Specialist and the Housing Rehab Specialist can each 
process the file independent of the other. (MEDIUM) 

Concur 

 

Procedures for the Housing Rehab inspection process need to be 
formalized. 

12. Document in Operating Procedures the inspections process, 
including the required documentation for a complete 
inspection. (HIGH) 

Concur 

13. Incorporate checklists in the inspection process. (HIGH) Concur 

14. Explore the possibility of automating the inspection process 
through the use of laptop computers. (MEDIUM) 

Concur 

 

Procedures for selection and monitoring of the contractors need to be 
formalized. 

15. Revise Operating Procedures to incorporate the use and 
maintenance of the Contractorôs Register. (HIGH) 

Concur 

16. Evaluate the performance of contractors at the close of each 
project and add this information to the contractorôs file. 
(MEDIUM) 

Concur 

 

Procedures for the lien satisfaction and subordination processes need to be 
formalized. 

17. Document in Operating Procedures the processing of 
mortgages/liens including when and how adjustments to 
mortgages/liens should take place. (MEDIUM) 

Concur 

 
Section 3 ï Operations 
 

Housing Rehab processes could be better monitored and controlled. 

18. Develop system to prevent backlogs and the need to re-
qualify applicants by restricting the processing of 
applications until the Housing Rehab Specialists are 
available to work on a new project. (HIGH) 
 

Concur with 
reservations 
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# Conclusion / Recommendation Response 

19. Monitor and control the development of each project through 
a regular projects-in-progress review. (MEDIUM) 

Concur with 
reservations 

 

Housing Rehab Program needs to improve planning capabilities. 

20. Revise the application intake process away from ñfirst-come 
first-servedò to a priority system. (HIGH) 

Concur 

21. Sort the applications received according to the urgency of 
the rehab problem. (HIGH) 

Concur 

22. Inform all applicants of the current backlogs to avoid raising 
expectations and making commitments that cannot be 
satisfied within reasonable timeframes. (HIGH) 

Concur 

23. Reorganize the waiting list so that it only contains 
applications that can be completed within one year. 
(MEDIUM) 

Concur 

 

Too many re-qualifications are performed, raising process inefficiency. 

24. Review the possibility of extending the time which clientsô 
qualification status is considered valid from present 60 days 
to 90 days. (HIGH) 

Concur 

 

Housing Rehab process can be improved by increasing coordination with 
the client and the construction contractor. 

25. Improve the ñcompletion and return of applicationò process 
step by revising application forms to make them more 
customer-friendly and easier to fill out. (MEDIUM) 

Concur 

26. Improve the ñbidò process step by reducing the time between 
the project walk-through and bid opening from 2 weeks to 7 
business days. (HIGH) 

Concur 

27. Continue efforts to assist the client with their responsibility to 
vacate the house in advance of construction. (MEDIUM) 

Concur 

28. Improve the ñcontractorôs mobilizationò process step by 
enforcing the current mobilization time of 5 business days 
and considering reducing the time to 3 business days for 
smaller projects. (HIGH) 

Concur 

29. Improve the ñconstructionò process step by enforcing current 
construction time deadlines and by considering deducting 
retainage from invoice payments on larger projects. (LOW) 

Concur 

30. Facilitate brainstorming sessions with Housing Rehab staff 
to review each process step to determine if any further 
improvements can be made. (LOW) 

Concur 

 

Housing Rehab Specialist individual productivity can be enhanced. 

31. Increase the fieldwork activity in the workday structure by 
reducing time on non-critical activities and setting a goal for 
the supervisor to increase staff time spent in the field.(HIGH) 

Concur 
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# Conclusion / Recommendation Response 

32. Improve the data input/processing time by enhancing 
computer skills and training on the Xactimate software. 
(MEDIUM) 

Concur 

33. Improve communication time by assigning the supervisor to 
handle certain issues (e.g., customer complaints after 
project completion, quality issues with contractors, inquiries 
from elected officials and management). (MEDIUM) 

Concur 

 

Bid advertising, opening and evaluation processes can be improved to 
increase effectiveness. 

34. Improve the bid advertising process by requiring all 
contractors listed on ñContractorôs Registerò to receive 
upcoming bid information and include process in Operating 
Procedures. (HIGH) 

Concur with 
reservations 

35. Improve the controls over the bid opening process by 
documenting the date and time of bid opening, the individual 
bid amounts, and the witnesses present at the bid opening. 
(MEDIUM) 

Concur with 
reservations 

36. Expand current bid evaluation criteria into areas that 
evaluate quality and effectiveness of the contractor, using 
information documented in the contractor evaluations. 
(MEDIUM) 

Concur with 
reservations 

 

No approval of additional work added to the project. 

37. Improve controls over all additional work not included in the 
bid specifications by requiring such work to be approved in 
advance by Housing management and by including detailed 
steps for the request, review, and approval process in the 
Operating Procedures. (HIGH) 

Concur with 
reservations 
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Glossary 

During this Management Study specific terminology and tools were used to perform 
various analytical steps. Below is a brief explanation of the meaning of those technical 
terms and tools.   

 
Workload ï  a specific amount of work that is assigned or performed by 

an employee in a specified time period.  
 

Core processes ï  the required fundamental activities needed to produce the 
key deliverables of an operational activity. 

 
Process flow analysis ï a detailed step-by-step representation of how an overall 

process is performed.  
 

Wait ï  an event that occurs when an object or a person waits for 
the next planned step in the process that cannot be 
performed unless the previous one is finished.   

 
Root causes analysis ï an analytical process involving employeesô facilitation to 

discover the main causes of occurring inefficiencies or other 
possible operational issues.   

 
Work distribution ï  the amount of work tasks assigned to a specific employee.  

 
Streamlined process ï  a steady flow of the steps of a process with minimal or 

without interruptions such as: delays, waiting, downtime etc. 
The meaning also represents the efficient interconnection 
and cooperation between two steps of an operational 
process.    

 
Workflow ï    same as process flow. 
 
Value-added analysis ï  identifies operations that ñadd valueò to the process and 

which are generally considered those that affect the client 
directly and/or and which are perceived by the client as 
being a value to him/her. 

 
Work Capacity -  the amount of maximum output that a resource (i.e., 

employee) can produce in a process, subject to current 
environmental conditions and process inputs. 
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Review of the Present Situation and Work Documentation 

 
Organizational Structure 
 
HD operates on the basis of several Federal and Local programs, such as: 
Community Development Block Grant (CDBG), HOME Investment Partnership 
Grant (HOME), Emergency Shelter Grant (ESG), Housing Opportunities for 
Persons With Aids Grant (HOPWA) and the State Housing Initiatives Partnership 
(SHIP) funds, and other City initiated housing activities. These programs are 
designed to assist in improving quality of life for residents by funding supportive 
activities for very low, low and moderate-income persons. 

 
There are currently 15 full time employees functioning in the following structural 
context: 
 
ü Managerial level 
 

o Housing Department Director ï 1 
o Housing Division Manager ï 1 
o Housing Development Program Manager ï 1 (position currently 

vacant)  
 

ü Program coordinators and technical employees 
 

o Planning Tech ï 1 
o Planners ï 2 
o Housing Rehab Specialists ï 3 
o Contract Compliance Coordinator ï 1 
o Housing Coordinator ï 1 
o Housing Financial Specialists ï 3  
 

ü Administrative/support staff 
 

o Administrative Specialist ï 1  
o Accounting Specialist ï 1  

 
We observed that the reporting system to support the management control 
function is not currently formalized. For example, individual performance goals 
are not clearly defined or documented. In addition, areas of responsibilities are 
not clearly defined between the Housing Departmentôs functional levels. The 
present Position Description forms do not clearly specify responsibilities of each 
position. In our observations, we found that sometimes responsibilities overlap 
and work is duplicated. For example, we were informed that a Housing Financial 
Specialist has gotten directly involved in the clientôs move out process where the 
Housing Rehab Specialist is assigned as being responsible for coordinating this 
process. 
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Work Documentation  
 
To better accomplish its mission and comply with Federal and State legal 
regulations, HD uses several internal and external regulatory documents. Below 
are the main Policies and Procedures adopted by City Council (Table 1). Most of 
these policies are not designed to define and control the process, but rather offer 
some general requirements and steps to be taken in the overall process.    

 
Table 1. City Policies & Procedures in Use 

Name Number 

Organization and Policy 191.1 

Community Development Block Grant 191.2 

Community Development Block Grant Projects 191.3 

Home Investment Partnership Program 191.4 

Home Investment Partnership Projects 191.5 

Housing Rehabilitation ï Organization and Policy 192.1 

Housing Rehabilitation 192.2 

Housing Code Assistance Program 192.3 

State Housing Initiatives Partnership Program 192.4 

State Housing Initiatives Partnership Projects 192.5 

Housing Opportunities for People with AIDS (HOPWA) 
Projects 

192.6 

Housing Opportunities for People with AIDS (HOPWA) 
Program 

192.7 

Down Payment Assistance (DPA) Program 192.8 

 
A very important aspect of Housing regulatory documentation is that the Federal 
Government provides only general guidelines as operational documentation. 
Thus, HD is trying to develop specific procedures and other operational 
documents to efficiently control and standardize its operations. In this regard, HD 
has developed a document called ñPolicy and Procedure Guidelines for the 
Housing Development Programò, amended March 24, 1997. This document 
describes the overall rehab process at a very general level and it cannot be 
considered an operations control document. It reflects the entire Rehab process 
in very general and short definitions. The description of Rehab process steps has 
more of an external character rather than internal working use.  
 
In 1996, a review of the Housing activities was performed by the Office of Internal 
Audit (presently Office of Audit Service and Management Support). The reviewôs 
main objective was to ñéevaluate the effectiveness of the Policy and 
Procedure Guidelines for the Housing Development Program, identify any 
activities not in compliance, and make suggestions for improving operations and 
strengthening controls.ò Among other findings, the review emphasized the 
discrepancy between ñPolicy and Procedure Guidelinesò and staffôs operational 
activity, and the incompleteness of this document as far as specifications and 
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requirements on different stages of the process (e.g., bid process, write-up 
process). The ñPolicy and Procedure Guidelinesò document has been changed to 
concur with recommendations made, but no other official documentation was 
created (such as operating procedures, work instructions, process records forms) 
to substantially support this procedure in its practical effectiveness. 
 
In addition to official documentation, there are some unofficial documents like 
ñQualification processò, ñNotes for Training Manualò, ñ Procedure for Filling Out 
Project Information Sheet (SHIP Form)ò, ñProcedures After Completed Closingò, 
ñCase filing systemò and ñBrief Explanation of the Closing Documents for 
Clientsò, which have been developed by HD personnel to better assist them with 
the work process. Unofficial documents are not identified in the ñPolicy and 
Procedure Guidelinesò manual and the flow/circulation of these documents is not 
formally specified.  
 
There are also important general planning documents prepared by HD. Among 
these are:  
 
ü ñConsolidated Plan for Housing and Community Development Programsò 
ï represents a 5 year Comprehensive Housing Development Strategy, 
approved by the U.S. Department of Housing and Urban Development. 
The Plan serves as a threefold function: An application for Federal funds, 
a strategy to be followed in carrying out HUD programs, and an action 
plan.  

 
ü ñSecond Amendment to the Local Housing Assistance Plan for FY 2003-

2004 through FY 2005-2006ò ï This document sets forth the Cityôs 
strategies and criteria for administering the State Housing Initiatives 
Partnership Program (SHIP) for a 3 year period. It is a Growth 
Management Plan that includes different strategies to support HDôs 
mission and goals.  

 
ü ñAnnual Action Planò ï it is a document that derives from other two 
mentioned above, and is meant to guideline HDôs activities for one Fiscal 
Year.  

 
The above-mentioned documents reflect HDôs planning activity for 1, 3, and 5 
years ahead. These plans contain HDôs strategic activities and future projections. 
We were very impressed with the quality and detail of these planning documents. 
HD has developed many tools and documents that help the public and others 
understand the issues and challenges facing the department. 
 
In conclusion the following remarks could be emphasized:  
 
ü The present Organizational Structure needs improvement to limit the need 

for the Housing Division Manager to manage front-line employees. 
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ü Individual performance goals are not defined nor documented.  
 
ü Positionsô responsibilities are not clearly specified. Some minor duplication 

of the work performed is occurring. 
 
ü Current operational and process control documentation is not detailed and 

does not cover all the steps of the Housing Rehab Program operation. 
 
ü The main Housing Rehab Program policy and procedure document - 
ñPolicy and Procedure Guidelines for the Housing Development Programò 
- contains very general information about the work processes and has 
more of an external character rather than internal operational use. 

 
ü Presence of unofficial (self developed for their own use) documentation is 

in circulation and used by employees to perform work processes. 
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Fact Finding and Data Gathering 

 
Work Environment 
 
The Rehab work team consists of 2 Housing Financial Specialists and 3 Housing 
Rehab Specialists (Inspectors). At the time of this review, the position of the 
Housing Development Manager was vacant. The main purpose of Housing 
Financial Specialists is to gather initial information from clients and determine 
eligibility of these clients for Rehab work. This is the intake stage of the work 
process. Housing Financial Specialists provide initial information for Housing 
Rehab Specialists to further work with the client. Housing Rehab Specialistsô 
main operational direction is to perform housing stock assessment inspections 
and develop the work project, which includes estimates, activities to be 
performed, communication with clients and contractors, monitoring the 
construction/rehab projects, contractor selection, and quality checks. Housing 
Rehab Specialists play a critical role in assuring the efficient and effective 
process flow.    
 

Fieldwork  
 
As a part of this Management Study, observations of a typical workday were 
performed. The purpose of these observations was to better understand the 
tasks and challenges that Housing Rehab Specialists encounter in their work. 
Three field trips were made: two follow-through inspections and one final 
inspection of a newly built house. Below are our conclusions from these field 
trips.  
 
The Housing Rehab Specialistsô knowledge and professionalism is very critical to 
the overall Rehab process. The importance is in the assessment (preliminary, 
ongoing and final quality check) of the clientôs housing rehab work. The Housing 
Rehab Specialist has to use his/her subjective judgment and experience to 
develop an accurate overview of the situation and work needed. This is crucial 
for project timing and budgeting.   

 
Observed issues: 
 
ü Guidelines or operational procedures to regulate the inspection process 

need to be formalized. 
  
ü The checklists being used by Housing Rehab Specialists during the 

inspection process need to be formalized. 
 
ü There is a need for an official internal procedure to stipulate and organize 

records obtained from performed inspections. Usually inspections results 
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are recorded on different papers, developed by each inspector individually 
for their own use.  

 

Employee Interviews 
 
In order to get an objective opinion about the work processes and encountered 
challenges in HD, individual interviews were performed. The interview process 
covered all of the Rehab staff - 3 Housing Rehab Specialists and 2 Housing 
Financial Specialists. Each employee had a chance to relate his/her opinion on 
different subjects.  
 
All interviews were based on an ñInterview Questionnaireò to diagnose the 
following areas:  
 

1. Awareness of departmentôs goals and vision 
2. Awareness of individual functional duties and responsibilities  
3. Workload and structure of the workday 
4. Morale and work environment  
5. Supervisory receptiveness/communication issues 
6. Perceived department operational challenges and issues 

 
After analyzing the answers given by the interviewees, the following can be 
concluded: 
 

ü Overall, employees have a general idea about the departmentôs goals 
and mission. We did note that answers differed from one employee to 
another. This fact shows that there may be an issue in communicating 
departmental goals and the mission to the employees. As a result, HD 
employees might not be aware of the goals to be accomplished that 
are set in Business Plans and other planning documentation, and it 
could affect overall Department performance and efficiency.  

 
ü Most of the employees stated that they have a high level of 

responsibility, although the reasons for that were not clearly specified. 
The answers were general and ranged from ñunderstaffedéò to 
ñdealing with public, which has high expectations.ò Job duties are 
generally well understood by the Housing Rehab Specialists, but one 
Housing Financial Specialist spoke about functional duties different 
from those described in the Position Description for this position. For 
example: In the Position Description the nature of the Housing 
Financial Specialistôs work is described as ñéparaprofessional work 
involved with qualifying individuals for housing rehabilitation 
assistanceéò and the employeeôs statement included such functions 
as ñperforming Housing Quality Inspectionsò, ñif the client is not 
satisfied with contractors, assist with changing the contractorò, ñverify 
for the accuracy and validity the records made by the other Housing 
Financial Specialistñ, ñModerator between client and contractorsò. This 
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leads to the conclusion that the performed functions as stated by the 
Housing Financial Specialist, while very important, may be part of a 
different position or function. When such a condition exists, the risk 
that the employee may treat primary functional job duties as secondary 
activities increases and this could lead to possible inefficiencies. 

 
ü When analyzing the workload, most of the employees rated it as being 

heavy (on a scale from light, moderate, heavy and very heavy). To 
more fully understand this statement, we asked each employee for a 
ñworkday structural analysis.ò Every individual was asked to briefly 
enumerate all activities performed during the workday and the average 
time taken to accomplish those actions. As much as it was possible, 
we asked that typical daily work activities be categorized as follows:  

 
­  Administrative work (checking e-mails, phone messages, etc.) 
 
­  Communication (answering, returning and making work related 

phone calls, writing letters, etc.) 
 

­  Documentation processing (updating files, documents pick 
up/drop off, opening bids, preparing financial tracking etc.) 

 
­  Fieldwork (inspections, problem solving related to contractorsô 

deviation from the project standards, walk-through etc.)  
 

­  Data input/processing (work write-up using Xactimate software) 
 

­  Regrouping time (status review, follow up/catch up with previous 
work) 

 
The structural analysis of these activities for the Housing Rehab 
Specialist is presented in Diagram 1.   
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Housing Rehab Specialist 

 
As we see from the above diagram, there are three types of activities 
that consume about 67% of the Housing Rehab Specialistôs workday: 
ñcommunicationò ï 17%, ñfieldworkò ï 28%, and ñdata input/processingò 
ï 22%. ñFieldworkò and ñdata input/processingò are the two most 
critical activities that directly impact overall rehab processôs 
productivity. When asked about the percentage of activities/tasks that 
are part of his/her duties and the percentage of those that are 
secondary, an average of 10% of each employeeôs work time was 
spent on secondary (indirectly related job) tasks. An important step to 
improving productivity and efficiency of a Housing Rehab Specialist is 
to increase the weight of ñfieldworkò in the overall work day structure by 
reducing (improving) the time spent on other non-critical activities 
(ñcommunicationò, ñdocumentation processingò, ñadministrative workò, 
ñfollow-up/catch upò), and by reducing secondary job tasks.   
 
  

Housing Financial Specialist 
 
Although both Housing Financial Specialists have the same formal 
duties and responsibilities, as described in the Position Description, the 
actual workday structure varies very much from one to the other. One 
Housing Financial Specialist listed two activities: ñadministrative workò 
(check e-mails, retrieve messages, return phone calls) and ñfiles 
processingò (pull the file and complete it with necessary information). 
The second Housing Financial Specialist listed five types of activities: 
ñadministrative workò (check e-mails, retrieve messages, return phone 
calls), ñcustomer serviceò (set up vendors, assist clients with move 
out), ñdocumentation processingò (record legal documents, etc.), 

Administrative 
work 
11%

Communication 
17%

Documentation 
processing 

13%Fieldwork 
29%

Data 
input/processing 

22%

Follow up/catch 
up time 

8%

Diagram 1. Workday Structure Housing Rehab 

Specialist
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ñschedule and perform inspectionsò (using HUD checklist), and ñassist 
with other project activities.ò  
 
This information indicates a discrepancy between the two Housing 
Financial Specialistsô activities. Comparing these activities with the 
Position Description for this position, it can be observed that the 
second Housing Financial Specialist is assigned to perform activities 
not regularly attributed to this function. Although tasks performed by 
the second specialist are very important, this position should be clearly 
defined with duties and responsibilities primarily in support of overall 
rehabilitation operations.  
 

ü Most of the employees described work morale and work environment 
as being favorable. Among issues encountered were: 

 
­  Lack of effective communication  
­  Little privacy 
­  Little opportunity for growth 

 
Based on interview results, the work morale in the Rehab team 
constitutes a strong asset and could be used to generate 
improvements. 
 

ü Management receptiveness was described in positive tones by most of 
the interviewed employees. There was just one employee that 
expressed a small objection about the recognition of his/her efforts. 

  
ü An important part of the employeesô interviews was the feedback 

received on perceived operational challenges and issues. Some 
challenges and issues were commonly emphasized by most of the 
employees. The diagram below (Diagram 2) represents the correlation 
between the issues/challenges and percentage of employees that see 
those issues.       
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The two biggest challenges seen by employees are inter/intra departmental 
communication and project files organization/ circulation. For a successful 
operation, effective communication among employees and organized internal 
documentation flow are critical. HD management should consider this in its 
efforts to improve department performance.  

 

Inter/intra 

departmental 

communication 

43%

Training (cross 

training)

14%

Project files 

organization and 

circulation

29%

Work processes 

documentation

14%

Diagram 2. Perceived Challenges and Issues
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Analysis of the Core Processes - Workflow Analysis 

As an important part of this Management Study, a detailed and thorough analysis of the 
Housing Rehab Programôs operational processes was performed. This analysis involved 
participation of key Rehab employees and was conducted in three stages: 

 
Stage 1. Identification of the current processes 
 
In order to analyze the Rehab operational process, each step of this process 
needed to be correctly identified and visualized. We found that the current 
Housing Rehab Process Flow Chart is outdated and recent process changes 
have not been reflected on this document. 
 
Identification of the operational processôs steps was performed by: 
 

ü Developing a new Process Flow Chart  
 
ü Developing the Activity Flow Diagram 

 
ü Developing the Process Flow Diagram 

 
A new Process Flow Chart (Attachment 2) was developed in cooperation with HD 
employees. The Chart contains a representation of the flow of all critical complex 
steps of the Rehab operation. Sixteen steps were identified to represent the 
Rehab process. Most of the newly identified steps are complex processes that 
need to be supported by appropriate operating procedures.  
 
The Activity Flow Diagram is a tool used in operational analysis to accurately 
identify actual work activities that are taking place as a part of a complex 
process. A total of 40 activity steps were identified (Attachment 3), which 
constitutes the entire Rehab process. The diagram represents the current 
Housing Rehab Program workflow.  
 
In order to further proceed with the process analysis, a Process Flow Diagram 
(Attachment 4) was developed. This diagram is meant to present in more detail 
each step of the operations and how a process is unfolding step-by-step. It also 
reflects the resources involved in the process (number of employees engaged in 
the operation, amount of time taken to complete the task) and the type of 
operation (transportation/handling, processing, storage, inspection/verification 
etc.).  The purpose of this tool is to efficiently diagnose the process and identify 
where issues (i.e., inefficiencies) might occur, and isolate areas for possible 
improvement. In addition the Process Flow Diagram can be used by HD 
Management to efficiently monitor each step of the operations and develop 
productivity indicators. 
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Stage 2. Analysis of the identified processes: problem areas and 
improvement opportunities. 

 
Analyzing the data presented in Activity Flow and Process Flow Diagrams, the 
following observations can be made: 
 

ü The time from the acceptance of a Housing Rehab application to the 
completion of a Housing Rehab project is quite lengthy. In FY2006 the 
number of very low, low and moderate-income households receiving 
assistance through the Housing Rehabilitation Program was 34 and 
the target for FY2007 is 30. At the time we inquired into this condition, 
we were informed that there are 185 clients on the waiting list 
expecting to receive assistance. Therefore, at the current rate, some 
clients will wait several years for their application to be processed. 

 
ü We found that one factor influencing this condition is that all 

applications are pre-qualified and then added to the waiting list without 
any prioritization (with rare emergency exceptions like roofing issues). 
This appears to be a planning and prioritization issue rather than an 
operational inefficiency.  

 
ü Because of the sometimes urgent nature of some applicantsô needs 

and the fact that over time the existing housing stock will deteriorate 
(generating more applicants for Rehab work) it can be assumed that 
the time to accomplish projects on the current waiting list might be 
considerably longer. We were informed that HD is considering a new 
method of accepting applications and altering how the list of potential 
clients is maintained and how they are informed of the progress of their 
applications.  
 

To further analyze the Housing Rehab work processes, all the steps were 
categorized into 6 key operational groups (see symbols explanation in 
Attachment 4). We reviewed these groups with HD employees to identify the 
most time-consuming steps and to identify the main reasons for any occurring 
inefficiencies in the process. The following diagram shows the most time-
consuming operations (Diagram 3). The time on the waiting list is excluded from 
the calculations in the diagram below.  
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Diagram 3. Project time breakdown   
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53%
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Verification of application and information provided by the applicant; a file is created (5%)

Bid - contractors bid on write-up work (9%)

Client's move out (9%)

Contractors mobilization (6%)

Construction (53%)

Other operations (9%)

 
The largest time consuming step in the overall process is ñconstructionò (53%), 
followed by ñclient completes and returns the applicationò (9%), ñbidò (9%), ñclient 
move outò (9%) and ñcontractorôs mobilizationò (6%).   

 
To better identify causes that lead to inefficiencies in the process and get 
employeesô feedback on the situation, a Root Cause Analysis was conducted 
with the employees involved in the process. In this process, all issues are 
categorized in four different areas, which are considered to have a possible 
impact on the process. These areas are People, Policies, Procedures, and 
Equipment. 

 
After going through each step of the Housing Rehab process, the following 
issues were identified by the employees to be the root causes that lead to a long 
processing time for a Rehab project: 

   
­  Limited capacity to handle all the requests because of the lack 

of a planning system. 
 
­  Communication issues; internal and external. 
 
­  Lack of a formal reporting system. 
 
­  Operational processes that are in need of improvement; many 

unofficial documents are in circulation.  
 
­  Poor work files organization and circulation. 
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­  Inefficient and nonstructural intake process; everyone is 

added to the waiting list. 
 
­  Too many management/supervisory reviews. 
 
­  Too many re-qualifications because of the 60 days information 

validity time limit (8 out of 9 files come back to be re-qualified).  
 
In addition to the above, equipment issues were considered. The discussion of 
this area led to the conclusion that the equipment area does not critically 
influence the outcome of the Rehab process. Even so, there are some possible 
technical improvements - like new software and portable computers for Housing 
Rehab Specialists that could reduce the data input time, and better digital 
cameras, etc., that could positively affect productivity. 
 
Stage 3. Work Distribution  
 
The last step of the process analysis is the Work Distribution among Rehab team 
members. This analysis allows us to see the tasks performed by the Housing 
Financial Specialists and Housing Rehab Specialists. The operations and times 
identified by the Housing Rehab Specialists and Housing Financial Specialists 
and are summarized in Attachment 5. All the data and calculations made are 
based on the approximations of operations and time identified by the employees. 
 
Our review did not include an observation or other examination of individual 
employee work tasks or productivity. Rather, interviews and detailed discussions 
were held to determine, using some basic assumptions (moderate rehab project, 
no extraordinary conditions or problems, etc.), the work task information that can 
be used by HD management as a starting point for additional planning and goal-
setting. 
 
The three stages of the core process/workflow analysis lead to two key methods 
to improve the work capacity. These are: improved coordination between the 
Housing Financial Specialist and the Housing Rehab Specialist; and improved 
coordination with the client and the construction contractor.  
 
The coordination between the Housing Financial Specialists and the Housing 
Rehab Specialists is important for two reasons. An effective coordination 
between the two functions can enhance HDôs customer service and increase 
efficiency. As reported above by the employees, 8 of 9 applicants need to be re-
qualified. When this occurs, the applicant is asked to provide updated information 
or the Housing Financial Specialist repeats processing steps already performed. 
 
This occurs because the Housing Rehab Specialist cannot begin projects as 
quickly as they are processed by the Housing Financial Specialist and a backlog 
occurs. If too much time passes before the Housing Rehab Specialist can begin 
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work, the applicant needs to be re-qualified to ensure there are no changes in 
eligibility. 
 
We recommend that a system be instituted where the Housing Rehab Specialist 
informs the Housing Financial Specialist (and the associated supervisors) of the 
appropriate time when he or she will be available to work on a project so that the 
Housing Financial Specialist can plan when to begin processing an application 
from the waiting list. It is important to note that this coordination method could 
cause the Housing Financial Specialist to stop all processing of applicants while 
the Housing Rehab Specialists continue to work to reach a stage when they can 
accept another project. Therefore, HD supervisors and management should 
monitor the productivity of the Housing Financial Specialists to ensure that they 
are assigned other duties during times when applicant processing is stopped. 
 
Another method for maximizing output is to improve coordination with the client 
and construction contractor. This can be done by improving the verification of the 
information provided by the client by revising the application forms to make them 
more customer-friendly and allowing the Housing Financial Specialist to take as 
much information as possible over the phone instead of requesting it by mail. 
Also, the construction process can be improved by introducing more stringent 
deadlines for contractors to finish work into the project specifications and only 
accepting bids as ñresponsiveò when contractors assert that they can complete 
the project on the anticipated timetable. Finally, we suggest that existing 
construction time deadlines be more strictly enforced through the introduction of 
time penalties or ñretainageò (an amount retained by the City from each payment 
to encourage timely completion). 
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Review of Project Files 

 
During this review, tests of controls over both the bid process and the lien 
recording process were conducted. The following section notes the findings from 
the review into these areas. 
 
Contractorôs Register 
 
It was determined that HD keeps a ñContractorôs Registerò or listing of the 
contractors that it has evaluated as competent to perform Housing Rehab work. 
We were informed that the register is used by each HD Rehab Specialist to 
identify the contractors who should be contacted regarding upcoming projects 
and invited to the initial ñwalk throughò to become familiar with the project and the 
conditions at the home being rehabilitated. We discussed the use of the register 
with staff and learned how the department currently adds contractors to the 
listing, removes contractors from the listing and otherwise maintains information 
on the contractors with which the HD does business. 
 
We learned that the department has a process where interested contractors fill 
out an application and submit the required insurance and permits to certify to 
their fitness to be considered for rehab work. We were also told that the 
contractors are visited by HD staff and evaluated through interviews and 
observations of the contractor on other construction jobs. This process acts as a 
ñpre-qualificationò process and allows staff to list contractors by their skills or 
specialities. 
 
We also discussed how HD has solicited interested contractors in the past, 
usually through notices at the Office of Permitting Services, and whether there is 
a process to remove contractors from the listing for poor performance. 
 
We were assured that the employees take care to only deal with contractors who 
they have evaluated and who are sound, reliable and competent. However, the 
department does not have any formal policies or procedures over this area that 
delineate the process of adding or subtracting contractors from the register. Also, 
we found that there is no formal method of regularly evaluating the work of the 
contractors selected for City rehab projects. 
 
As a result, the Contractors Register and the individual contractor files are 
incomplete records of the evaluation and maintenance process over the 
contractors. While the employees state that they have methods and processes 
for ensuring that the contractors on the register are sound, documentation of their 
evaluation is not available for review. 
 
It should be noted that the turnover in the Housing Development Program 
Manager position has contributed to a lack of effective management over this 
area.  
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It is important for areas of control to be completely documented. The decision to 
add or subtract a contractor from consideration for Rehab projects is one of the 
key areas that should be overseen by HD management. It helps to document that 
the evaluation is sound and reasoned and not influenced by personal 
connections or close working relationships between the inspectors and the 
contractors. 
 
In addition, an ongoing system where each contractorôs performance on a 
specific project is evaluated and the collective information on the contractorôs 
recent performance is used during future evaluation of bids would enhance the 
current bid evaluation process. It would assist HD by giving staff several factors 
to evaluate during the bid evaluation process and whether to allow contractors to 
remain on the Contractorôs Register.  
 
 
Bid Process 
 
We reviewed the procedures used to receive and evaluate bids for Housing 
Rehab work. We reviewed the internal policy manual for this area, and found that 
the manual documents certain things about the bid process, including how bid 
packages can be obtained, the requirement for contractors to attend the pre-bid 
walk-through and how bids are selected (i.e. bids are awarded to the lowest 
bidder). In addition, we reviewed an example of the Invitation to Bid form used by 
the department which notes the address of the client, date for the pre-bid walk-
through, and bid due date/time. Finally, we discussed the bid process with staff 
and learned that the Housing Rehab Specialists are given some leeway in 
determining what contractors are contacted to attend the pre-bid walk-through 
and to receive the bid materials for each project.  While these guidelines and 
documents are very good, they lack some other important procedures and 
information that can be used to improve the bid process. 
 
First, a clear and fair process for informing contractors of upcoming projects is 
needed. While City Policy 192.2 allows the client to select the contractor, we 
found that they rely on HD to find contractors, in most, if not all instances. This 
indicates that a rigorous process needs to be in place to both protect the City and 
the client and ensure fairness. City policy 192.2 currently states ñé procurement 
of contractors to perform rehabilitation work will be conducted through the 
contractors register éò In order to ensure that the process of awarding work is 
consistent, HD management needs to have a system in place in which all 
contractors on the Contractorôs Register are contacted when bids on work are 
being sought. The method of contact and documentation of this contact and other 
bid advertising instructions should be outlined in the Operating Procedures.  
 
Second, this formal bid opening process should also be documented to record 
what occurred at this meeting. It is important to protect the City from any possible 
concerns about the fairness of the bid process. A formally documented bid 
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opening which notes the number of bids received, the amounts of each bid, the 
persons in attendance at the meeting and the time of the meeting will 
demonstrate that the process was sound and reliable and no question could be 
raised that bid tampering or alteration could have taken place.  
 
Third, the current procedure of only evaluating bids by lowest cost may be 
ineffective. While it is certainly the best method to get the lowest price for work, it 
does not take into consideration whether the contractor is capable of performing 
the work and able to perform the work. Some things that may affect this is 
whether the contractor has other work in progress, whether its employees have 
expertise in the specific work needed in the Rehab project, etc. The criteria for 
evaluating bids should be expanded and shared with all those submitting bids, so 
that they understand exactly how the bids will be evaluated. 
 
The current bid process and bid evaluation process are effective, but can be 
improved to protect the City from any questions whether the process is 
safeguarded from any undue influence and includes the consideration of both 
dollar amount and ability of the contractor to perform the work in an effective 
manner. The basics of bid acceptance are in place, but could be improved with a 
moderate adjustment to current practice. 
 
It is very important for controls over possible bid tampering to be in place. This 
assures management (and the public) that bids for Housing Rehab work are valid 
and that the process is fair.  
 
In addition, using a wider range of criteria in the evaluation of bids can allow the 
Housing Rehab staff to find both the most economic solution to the project at 
hand. This is necessary because the effectiveness of the Housing Rehab 
function depends upon both a low cost and high quality work product from the 
construction contractors with which it deals.  
 
 
Additional Work 
 
We reviewed nine selected project files and found three cases where work 
beyond the original scope was performed on projects but was not listed in the 
initial work write-up or estimate. This work was not typical ñchange ordersò for 
work performed by the contractor added due to unforeseen conditions on the 
project site. Rather, this work was for additional items added by the Housing 
Rehab Specialist and granted to additional contractors/providers. Some 
examples include: 
 

Á Moderate Rehab Project ï Homeowner Daniels:  additions of ceiling 
insulation, installation of electric, various carpentry. This additional 
work cost $3,655 and the entire project cost was $25,458. 
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Á Reconstruction Project ï Homeowner McIntosh: vertical blinds, 
fencing. This additional work cost $2,321 and the entire project cost 
was $112,500. 

 
Á Moderate Rehab Project ï Homeowner Fairconeture: vertical blinds, 

fascia, lead abatement. This additional work cost $5,962 and the entire 
project cost was $40,316. 

 
While this work may have been necessary, it was not documented as to its need 
and the approval by management was not noted. 
 
The regular change order process used by HD involves a form filled out by the 
contractor explaining the additional work and a review by the Housing Rehab 
Specialist and Housing Development Program Manager who concur with the 
need for the change prior to authorizing it. While we assume that HD 
management authorized the above work, there is no evidence of the 
documentation of need, review by management and approval prior to the work 
being authorized. 
 
Our review of the change order process showed an effective documentation 
process. However, the work above was performed and paid for without 
documentation in the file that explained why the work occurred, what the 
circumstances were that created the need for the work and the reason why this 
work was not included as a bid item in the original write-up of the project.  
 
We were informed that the homeowners raise issues during the project 
construction phase that were not raised during the initial write-up of the project. 
In addition, during construction, the HD staff may become aware of additional 
needs that were missed during the write-up.  
 
When such issues arise during the construction phase, it is important to fully 
document the circumstances and approvals for this additional work. This is due 
to the fact that, in hindsight, these additional items could have been bid upon by 
the general contractor and economies of scale realized. 
 
 
Liens 

 
We reviewed the procedures followed for placing the required liens on properties 
that receive Housing Rehab assistance. City Policy 906.2, Housing 
Rehabilitation, lists the requirements for these liens. The policy lists the number 
of years that the lien should exist based on the value of the assistance, with no 
lien necessary for projects costing under $7,500. We found that while this policy 
notes the reasons for creating the initial lien, there is no internal policy guidance 
regarding what should occur for altering a recorded lien because of project 
changes that affect the final project cost. Our review of nine project files showed 
three cases where the lien amount was less than the total project cost. 
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During our discussion and testing of this area, we found that the persons 
involved were very conscientious and exacting in their processing of the liens 
and mortgages arising for Rehab projects. They only lack specific written 
guidance from management regarding the circumstances and expectations of 
management with regard to the satisfaction and subordination processes. 
 
In the three cases noted, the liens were processed timely with the latest 
information on the estimated project cost. However, during the course of project 
construction, various changes were made that raised the actual project cost 
above the estimated project cost, and therefore, the recorded lien. It should be 
noted that in three other cases, when the projects were completed for less than 
the initial estimate, a partial release of mortgage or satisfaction of mortgage 
(when the project was completed for less than $7,500) was properly performed. 
 
More conclusive and documented guidance in this area is needed, as the 
decision to change or alter existing liens is a policy decision that should be made 
by management so that the intent of the City policy in this area is followed. 
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Conclusions and Recommendations 

 
In conclusion, a comprehensive analytical process has been performed which 
relied on information provided by Housing Rehab personnel. Therefore, the 
personnelôs objectiveness and concern for improving this area was a key 
component of this review. We believe that the data in this analysis could be used 
by Housing Management in the future to further improve its operations and 
efficiency.  
 
Based on the analysis performed, all conclusions and recommendations are 
classified in three categories: 
 

1. Organization 
2. Documentation 
3. Operation 

 
Most recommendations were developed taking into consideration HD employeesô 
opinions and feedback received during the brainstorming sessions and are 
targeted to increase the Housing Rehab Programôs efficiency and overall 
productivity.  
 
Attachment 1 contains the studyôs conclusions, recommended improvement 
actions and responses from HD for each of the above categories.  
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Attachment 1 - Conclusions, Recommendations, Client Responses 

 

# Conclusion / Recommendation 

 

Section 1 ï Organization 

 

Reporting system support management controls needs to be formalized. 

  

1. Formalize and enhance the system for reporting the most important project 
information about projectsô status and accomplished activities. For example, a 
reporting form could be created for individual Housing Rehab Specialists and 
Housing Financial Specialists to be completed every month and contain 
information about:  

o Initiated, ongoing and completed projects 
o Status of ongoing projects ï start date, current stage, issues and 

required actions 
o Accomplished activities and time allocated to those activities. 

Client Response: Concur 
The Interim Housing Development Program Manager will work with the Housing 
Rehabilitation staff to review all current forms/documents and revise as necessary to 
formalize and enhance the project reporting system. 

 

Individual performance goals are not clearly defined or documented. 

  

2. Consider setting regular performance goals for each employee based on 
workload analysis and other relevant information. These goals could be 
reflected in a periodic reporting form ï with items to be reported and associated 
goals (e.g., number of projects to be completed, number of applicants to be 
verified, number of inspections to be performed, etc.). 

Client Response: Concur 
As part of the 2006/2007 Annual Performance Evaluations, each Housing Department 
staff member will be tasked with establishing individual performance goals.  Those 
goals will be incorporated with the departmentôs overall goals for the year. 

 

Position Descriptions do not clearly specify responsibilities. 

  

3. Work with Human Resources Division to improve present Position Description 
Forms to clearly reflect each positionôs areas of responsibility. 

Client Response: Concur 
As part of the Housing Departmentôs reorganization request, and as a result of this 
Housing Rehabilitation Management Study, we are reviewing job descriptions of all 
positions currently within the Housing Rehabilitation Section.  We will request that the 
Classification and Pay Section of Human Resources perform a desk review of each 
position. 

 

Communication of departmental goals can be improved. 
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# Conclusion / Recommendation 

4. Regularly communicate departmental goals at meetings and through individual 
interactions with employees. 

Client Response: Concur 
As part of the 2006/2007 Annual Performance Evaluations, the Housing Department 
Management will provide each staff member with the departmentôs overall goals for 
the upcoming fiscal year. Management will develop a project management tool that will 
assist each Housing Department staff member with project time management, as well 
as, assist staff track their goal performance. 

 

Employee training and professional development can be improved. 

  

5. Collaborate with staff on a professional development policy, considering the 
impact of each function on overall departmental performance. 

6. Adopt cross-training training practices where each specialist will have an 
opportunity to develop basic skills in performing other functionally different jobs 
within the department. This will provide flexibility in covering for a missing 
employee or additional staffing in case of an unexpected high volume of work. 

Client Response: Concur 
As part of the Housing Departmentôs 2007/2008 employee goal setting process, each 
staff member will be required to research and present training and development 
opportunities that will assist them in their individual job performance and goal 
attainment. 

 

Section 2 ï Documentation 

 

Current operational processes are not completely documented. 

  

7. Develop Operating Procedures (i.e., internal procedures) for all critical steps of 
the process described in the Rehab Process Flowchart (Attachment 2). The 
following steps must be appropriately documented as separate operating 
procedures: 

o Intake 
o Completion and verification of an application 
o Qualification assessment 
o Housing inspections (including final inspection and warranty issue) 
o Work write-up 
o Bidding process (including; quality specifications for contractors to meet, 
contractorsô selection, records maintenance, quality screening and 
rating) 

o Closing 
o Construction control (including notice to proceed and payment request) 
 
Note: The format of an Operating Procedure should contain the following 
chapters (an example could be provided upon request): 

o Objective 
o Field of application 
o Operational methods 
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# Conclusion / Recommendation 

o Tasks and responsibilities 
o References 
o Distribution. 

Client Response: Concur with reservations 
A detailed step-by-step flowchart for the Housing Rehabilitation Program was created 
during the summer of 2006.  We will review the flowchart and make any necessary 
revisions to ensure that it addresses all critical steps of the Housing Rehabilitation 
process. 

 

Unofficial (self-developed) documents are being used by the employees. 

  

8. Review all self-developed forms that are used by employees and incorporate 
the most appropriate of them in the Operating Procedures. 

9. Inform employees that all future documentation improvement suggestions 
should be presented to management for review and approval. 

Client Response: Concur 
The Housing Development Management team will work with the Housing 
Rehabilitation staff to create standardized operating forms. 

 

Organization and circulation of project files can be improved. 

  

10. Improve the record sheet that is included in every work file to contain 
traceability information such as: 

o project number 
o project status 
o initiation date 
o file transmitted by 
o file received by 
o date and time 
o initials 

11. Revise the file system so that the Housing Financial Specialist and the Housing 
Rehab Specialist can each process the file independent of the other. Rather 
than moving the entire file through the department during the project, each 
specialist would be responsible for his/her part of the file until their respective 
stage of the process is complete. This will also allow supervisors to perform 
parallel reviews of working documentation without disrupting the specialistsô 
work. 
 
Example: once the Housing Financial Specialist has completed the qualification 
process, the Housing Rehab Specialist can begin the next process step. 
However, it is not necessary for the Housing Rehab Specialist to be given all of 
the documentation obtained during the qualification process. Only key applicant 
information (applicant name, address, description of the problem) is needed to 
create the Housing Rehab Specialistôs portion of the file. By retaining the 
qualification documents, the Housing Financial Specialist is able to control it 
and continue processing while the Housing Rehab Specialist is beginning the 
next stage of the process. 
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Client Response:  Concur 
The Housing Development Program Manager will work with the Housing Rehabilitation 
staff to develop a project tracking system that will be used by the each Housing 
Rehabilitation Specialist to monitor projects without having to disturb the main (original 
documents) project files. The interim Housing Development Program Manager will also 
ensure that the main project files will include standardized tracking information sheets. 

 

Procedures for the Housing Rehab inspection process need to be formalized. 

  

12. Document in Operating Procedures the inspections process, including the 
required documentation for a complete inspection. 

13. Incorporate checklists for the Housing Rehab Specialists to use in the 
inspection process. The developed document should contain: 

o file number and other identification information 
o items to be checked and looked for 
o assessment results (ranked or described) 
o comments 
o other relevant information 

14. Explore the possibility of automating the inspection process through the use of 
laptop computers. 

Client Response: Concur 
The Housing Department Management team will establish and prepare formalized 
operating procedures for the Housing Rehabilitation inspection process. The 
procedures will be incorporated in the Housing Departmentôs Policies and Procedures. 

 

Procedures for selection and monitoring of the contractors need to be 
formalized. 

  

15. Revise Operating Procedures to incorporate the use and maintenance of the 
Contractorôs Register. 

16. Evaluate the performance of contractors at the close of each project and add 
this information to the contractorôs file. 

Client Response: Concur 
The Housing Rehabilitation Program has a contractorôs list divided by construction 
trade.  Each new job is inspected for scope of work and is sent out to bid according to 
the scope of work.  All contractors on the list specific to the construction trade needed 
for that job are giving an opportunity to bid.  Sealed bids are opened by the Housing 
Development Program Manager and witnessed by a Housing Rehabilitation Inspector 
and the Housing Accounting Specialist.  The Housing Departmentôs Accounting 
Specialist has created contractor files.  Those files contain the contractorôs licenses, 
insurance, bid logs, Housing Rehabilitation Inspector contractor evaluations forms and 
client comments. 

 

Procedures for the lien satisfaction and subordination processes need to be 
formalized. 

  

17. Document in Operating Procedures the processing of mortgages/liens including 
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when and how adjustments to mortgages/liens should take place. 

Client Response: Concur 
The Housing Development Program Manager will work with the Housing Financial 
Specialists to develop formal operating procedures for lien satisfactions and 
subordination.  The formal procedures will be incorporated into the Housing 
Departmentôs Housing Rehabilitation Policies and Procedures. 

 

Section 3 ï Operations 

 

Housing Rehab processes could be better monitored and controlled. 

  

18. Develop system to prevent backlogs and the need to re-qualify applicants by 
restricting the processing of applications until the Housing Rehab Specialists 
are available to work on a new project. This will also require increased 
monitoring of the Housing Financial Specialist to ensure they continue to be 
productive on other duties while applicant processing is stopped. 

19. Monitor and control the development of each project through a regular projects-
in-progress review. 

Client Response: Concur with reservations 
A project tracking system was in place at the time of the Housing Rehabilitation 
Management Study, as well as, weekly meetings of the Rehabilitation Staff.  The 
project tracking system will be reviewed and revised to ensure that proper monitoring 
controls are in place. 

 

Housing Rehab Program needs to improve planning capabilities. 

  

20. Revise the application intake process away from ñfirst-come first-servedò to a 
priority system, considering the following: 

o Present work capacities 
o Nature of the request 
o Available resources 

21. Sort the applications received according to the urgency of the rehab problem. 
Requests received should be prioritized according to the urgent nature of the 
problem rather than the order received.   

22. Inform all applicants of the current backlogs to avoid raising expectations and 
making commitments that cannot be satisfied within reasonable timeframes 
(depending on the nature of the request). 

23. Reorganize the waiting list so that it only contains applications that can be 
completed within one year. All other incoming requests should be added to the 
contact list (in the order received) and be contacted when an application on the 
waiting list is completed. 

Client Response: Concur 
Effective October 1, 2007, the Housing Department will initiate an Open Enrollment 
Process for the Housing Rehabilitation Program.  The Open Enrollment Process will 
eliminate the current Housing Rehabilitation waiting list.  The Open Enrollment 
Process will give the Housing Rehabilitation Staff the ability to improve planning 
capabilities and more efficiently assist those in need of housing rehabilitation services. 
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Too many re-qualifications are performed, raising process inefficiency. 

  

24. Review the possibility of extending the time which clientsô qualification status is 
considered valid from present 60 days to 90 days (maximum allowed by HUD is 
120 days). This will allow Housing Rehab Specialists enough time to perform 
the ñwalk-throughò process step (Attachment 4 - step 14) within the established 
timeframe and will eliminate the number of clients that need to be re-qualified. 

Client Response: Concur 
The Open Enrollment Process will eliminate the need to re-qualify Housing 
Rehabilitation clients. 

 

Housing Rehab process can be improved by increasing coordination with the 
client and the construction contractor. 

  

25. Improve the ñcompletion and return of the applicationò process step (step 4) by 
revising the application forms to make them more customer-friendly and easier 
to fill out, and taking as much information as possible over the telephone rather 
than requesting it by mail. 

26. Improve the ñbidò process step (step 15) by reducing the time between the 
project walk-through and bid opening from 2 weeks to 7 business days. This 
can be tested on smaller or less technically difficult projects. 

27. Continue efforts to assist the client with their responsibility to vacate the house 
in advance of construction (step 31). In addition, a formal process of client 
acknowledgement of the need for a timely move-out could stimulate the client to 
begin arranging for temporary housing can storage of personal belongings 
earlier. An initial improvement goal could be to reduce the move-out time from 
the present 80 hours to 40 hours. 

28. Improve the ñcontractorôs mobilizationò process step (step 32) by enforcing the 
current mobilization time of 5 business days and considering reducing the time 
to 3 business days for smaller projects. In addition, an evaluation of the 
contractorsô ability to begin work in a timely manner should be included during 
the bid evaluation process. 

29. Improve the ñconstructionò process step (step 33) by enforcing current 
construction time deadlines and by considering deducting retainage from 
invoice payments on larger projects. 

30. Facilitate brainstorming sessions with Housing Rehab staff to review each 
process step (see Attachment 4) to determine if any further improvements can 
be made.  

Client Response: Concur 
The Housing Rehabilitation Section staff will facilitate a brainstorming session to 
review each step in the process from the closing through to the notice to proceed.  The 
goal of the session will be to develop tools to improve the communication between the 
client and contractor, improve the contractorôs mobilization, and improve the client 
move out process. 
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Housing Rehab Specialist individual productivity can be enhanced 

 

31. Increase the fieldwork activity in the overall workday structure by reducing time 
on other non-critical activities (communication, documentation, administrative 
work) and setting a goal for the supervisor to reduce increase staff fieldwork. 
The result will be more time performing inspections, which will increase 
production. 

32. Improve the data input/processing time by enhancing computer skills and 
training on the Xactimate software. Housing Rehab Specialists believe the 
present time spent on this process could be reduced in half with more training. 

33. Improve communication time by assigning the supervisor to handle certain 
issues (e.g., customer complaints after project completion, quality issues with 
contractors, inquiries from elected officials and management) that consume 
Housing Rehab Specialists work time. 

Client Response: Concur 
As part of the 2006/2007 Annual Performance Evaluations each staff member will be 
required to develop individual goals for the upcoming fiscal year.  Department 
Management will develop a project management tool that will assist each Housing 
Department staff member with project time management, as well as, assist staff track 
their goal performance. 

 

Bid advertising, opening and evaluation processes can be improved to increase 
effectiveness. 

34. Improve the bid advertising process by requiring all contractors listed on 
ñContractorôs Registerò to receive upcoming bid information and include bid 
advertising process in the Operating Procedures. 

35. Improve the controls over the bid opening process by documenting the date and 
time of bid opening, the individual bid amounts, and the witnesses present at 
the bid opening. 

36. Expand current bid evaluation criteria into areas that evaluate quality and 
effectiveness of the contractor, using information documented in the contractor 
evaluations. 

Client Response: Concur with reservations 
While there is current process in place for bid advertisings and openings, Housing 
Management is aware that the process needs to be evaluated to improve internal 
controls.  The Housing Rehabilitation Program staff along with the Accounting 
Specialist will work together to prepare standard operating procedures for bid 
advertising and opening.  Those procedures will be incorporated into the policies and 
procedures for the Housing Rehabilitation Program. 

 

No approval of additional work added to the project. 

37. Improve controls over all additional work not included in the bid specifications 
by requiring such work to be approved in advance by Housing management 
and by including detailed steps for the request, review, and approval process in 
the Operating Procedures. 
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Client Response: Concur with reservations 
While there is a formal process (Change Order) in place for the approval of additional 
work, Housing Management is aware that the process needs to be evaluated to 
improve internal controls.   
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Attachment 2 - Proposed Rehab Process Flow Chart 
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Attachment 3 - Housing Rehab Activity Flow 

 


