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SUB-RECIPIENT MONITORING
Homeless Assistance Programs

Tami Hill Thomas, Compliance & Audit Lead

Office of Special Needs Assistance Programs (SNAPS)

HUD Headquarters

Maintain a Healthy Perspective on Monitoring

• Don’t Fear the Finding! 

• Findings happen to everyone

• The goal is to make things “right”

• Corrective actions span wide spectrum.  What can make a difference:

• Did you already note the issue and try to correct it?

• Isolated mistake vs. systemic issue

• Fraud, waste, abuse

• Did it hurt the clients you’re serving?

 

• Whew!  Better to know sooner rather than later!
• Monitoring is an opportunity to course-correct
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CoC Compliance:
Continuum’s Responsibility to Monitor (24CFR578.7)

✓MONITOR PERFORMANCE OF RECIPIENTS/SUBRECIPIENTS

✓EVALUATE OUTCOMES FUNDED UNDER BOTH CoC/ ESG

✓COORDINATION WITH ESG

✓QUALITY OF PROGRAMS

✓NEED –INCREASE OR DECREASE

✓QUALITY HOUSING STOCK

✓EFFICIENCY OF COORDINATED ENTRY

CoC Compliance:
Continuum’s Responsibility to Monitor (24CFR578.7)

✓GUIDE CoCs WITH SELF MONITORING

✓HELPFUL FOR NEW COC MONITORS

✓SUGGESTED FOR REGULAR REVIEW

✓USE ALONG WITH REQUIRED REPORTS 
(APR, CAPER)

✓USE ALONG WITH HMIS REVIEW

WELLNESS CHECKLIST 
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Common Monitoring Findings

#1
Common

Monitoring
Finding

Eligibility Documentation
• 3rd Party evidence of eligibility is preferable. 

• Eligibility must be documented upon intake and annually.
▪Homelessness 
▪Disability (if applicable)
▪Assessment of Need including Income
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Common Monitoring Findings

Coordinated Entry System 
• HUD requires each CoC to establish and operate a “centralized or 

coordinated assessment system” (referred to as “coordinated entry” 
or “coordinated entry process”) with the goal of increasing the 
efficiency of local crisis response systems and improving fairness and 
ease of access to resources, including mainstream resources.

• All referrals to CoC Program funded projects must be received through 
the Coordinated Entry System – evidence must be shown within case 
files. 

Common Monitoring Findings

Housing Requirements (upon intake and annually, as applicable)

• Lease Agreements

• Housing Quality Standards (HQS) Inspections 

• Habitability Inspections

• Lead Based Paint Inspections, where applicable

• Rent Reasonableness Standards 

• Fair Market Rent 

• Environmental Reviews

#1
Common

Monitoring
Finding
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Common Monitoring Findings

HMIS Data Quality
• Program Entry Date = The first day of program enrollment, which may 

be either the day a service was provided for one-time assistance, OR 
the first date of a period of continuous  participation in a service (e.g., 
daily, weekly or monthly) for ongoing assistance.

• Program Exit Date = May be the same date as program entry for one-
time assistance, OR the date of discharge or exit from a period of 
continuous  participation in a service (e.g., daily, weekly or monthly) for 
ongoing assistance

Program Entry/Exit Dates in HMIS MUST reconcile with case files.

Common Monitoring Findings

Termination Policy Requirements 
• Do program participants receive and document receipt of written program 

rules and the termination process before the participant begins to receive 
assistance? 

• Do program participants receive written notice containing a clear 
statement of the reasons for termination? 

• Are program participants given the opportunity to present written or oral 
objections before a person other than the person (or a subordinate of that 
person) who made or approved the termination decision? 

• Do program participants receive prompt written notice of the final 
decision?

• Does the program have a robust grievance policy for participants to 
utilize? 
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Common Monitoring Findings

Grant Management Requirements
• Inability to operate program as designed and described in application.

• For example, Chronically Homeless Dedicated projects.

• Lack of Overall Grant Management 

• Lack of established Standard Operating Procedures (SOPs)

• Not functioning as part of Coordinated Entry System, including 
referral process. 

#1
Common

Monitoring
Finding

Common Monitoring Findings

Programmatic Compliance
● Did the grantee serve the intended population?

● Were programs delivered as proposed?

● Are client files & project files available and in order?

● Do subrecipient agreements comply with standards?

Financial Compliance
● Was funding spent as budgeted/approved?

● Are transactions and management systems consistent with 2 CFR Part 200?

● Are systems up to date – IDIS, SAGE, HMIS?

Administrative Compliance
● Are implemented activities consistent with the submitted (AAP)? 

● Are there P&Ps?
● Does the recipient follow them – do subrecipients follow them?

● Are the programmatic & financial actions documented?
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Common Monitoring Findings

Type of Information Record Retention Period

All program records for each fiscal year of 
program funds

5 years or longer

Program participant records 5 years after year of expenditure of all 
funds from grant under which participant 
was served

Emergency shelter renovation costs are > 
75% of pre-renovation value

10 years from initial obligation

Emergency shelter conversion costs >75% 
of post-conversion value

10 years from initial obligation

Essential Compliance Considerations

The combination of Program, 
Financial, and Administration should 
come together in your SOPs to make 
compliance work!

Establish Written 
P&P

Implementation 
& Oversight

Document 
compliance 

(recordkeeping)
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Conduct 
Internal Reviews
to Identify
the CAUSE

Cause: What allowed the condition to 
occur?

Corrective Action: How can the grantee 
make it right or prevent it from happening 
again?

Two core corrective actions:
- Make it right (to the client, project, or taxpayer)
- Prevent it from happening again – P&P, training

Core causes:
- Grantee did not have sufficient SOPs to clearly 

identify internal processes.
- Staff was not trained on SOP.
- Staff Turnover. Program Knowledge Shift.

ESG

Common Monitoring Findings

Subrecipient Oversight Requirements 

• Subrecipient agreements are not in place, or missing service 
requirements. 

• Recipient has not conducted sufficient monitoring of 
subrecipient to ensure compliance. 

• No established management plan or standard operating 
procedures to ensure funds are used properly. 

• Recipient accepting a high level of risk by not reviewing 100%        
of eligibility documentation
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Common Monitoring Findings

Internal Controls
• Agency lacks clear fiscal controls, including:

▪No clear, formal system of authorization and supervision
▪No separation of duties

▪No clear control over access to assets, blank forms, and confidential 
documents

▪No monthly comparisons between financial records and actual assets      
and liabilities

• Lack of hiring policies or clear job descriptions.

• Procurement Standards not being met. 

Financial Management/Source Documentation 
• Missing or insufficient documentation for expenses paid

• No comparison review to determine that costs were Reasonable

• Payment of Ineligible Expenses
▪ Expenditures not eligible under program
Example: Paying for entertainment

• Payment of Unallowed Costs 
▪ Costs paid outside of grant term
▪ Paying more than is allowable
Example: Paying more than 6 months arrears

Common Monitoring Findings
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Common Monitoring Findings

SAMPLE - Insufficient Source Documentation

• Name of eligible tenant(s) not 
identified.

• Amount owed is not identified.
• The address is not clearly 

identified.
• No contact information for  

landlord.

Common Monitoring Findings

SAMPLE - Insufficient Support

▪Amount not broken out per month
▪Expenses are not eligible
▪Documentation is not legible
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Common Monitoring Findings

Match Requirements (Cash)
• Some examples of ineligible cash match include:

▪ Mainstream benefits paid directly to program participants
▪ CoC Program funds
▪ Match funds already designated for another project
▪ Program participant savings (belong to participant, not program)

•  If an activity is not an eligible cost of CoC Program funds, then        
it is also not an eligible expense of match funds.

Common Monitoring Findings

Match Requirements (In-Kind)
• Some examples of ineligible in-kind match include:

▪ Routine volunteer contributions that would occur whether or not your project 
existed. 

▪ Routine operations and activities of program partners (e.g., volunteer contributions 
for a food pantry that does not provide food for the CoC funded project).

▪ “Potential” or “estimated” services and donations. The in-kind donation must have 
been made.

▪ Services that would otherwise not be eligible costs with CoC program funds             
such as bed linens or furniture that would become the property of the              
program participant.
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What Constitutes Fraud?
• Creating false clients.

• Falsifying eligibility factors.

• Benefiting materially from assistance given to program clients.

• Providing services to family members, business associates or 
friends.

Fraud Flags

Fraud Flags

What Constitutes Fraud?
• No source documentation or financial records.

• Improper Payments

• Serving Ineligible Clients

• No Internal Controls or Separation of Duties

• “Arms Length Transactions” – Operating independently, 
without significant relationship with clients, subrecipients, 
funders, etc.

• Conflicts of Interest
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Fraud Flags

Tips for Preventing Fraud
• Establish internal quality control reviews that include:
▪ Internal audit controls for check writing.
▪Verifying entity receiving payments (check landlords on County 

auditor’s website).
▪Spot checking client files in HMIS against paper files.

Fraud Flags

What do I do if I suspect fraud?
• Contact local police (if appropriate)

• Notify your local HUD Field Office

• Notify the HUD Office of Inspector General
▪ Phone: 1-800-347-3735

▪ Email: hotline@hudoig.gov 

▪ Hotline web site: http://www.hud.gov/offices/oig/hotline/ 
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HUD Exchange – Continuum of Care Program 

• CoC: Continuum of Care Program - HUD Exchange

CoC Virtual Binders

• CoC and ESG Virtual Binders - HUD Exchange

CPD Monitoring Exhibits

• CPD Monitoring Handbook (6509.2) | HUD.gov / U.S. Department of 

Housing and Urban Development (HUD)

Resources

Code of Federal Regulations – Continuum of Care Program  

• Code of Federal Regulations (govinfo.gov)

Ask A Question Portal

• Program Support - HUD Exchange

HUD Exchange ListServ

• Subscribe to HUD Exchange Mailing Lists - HUD Exchange

Resources 
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https://www.hudexchange.info/programs/coc/
https://www.hudexchange.info/homelessness-assistance/coc-esg-virtual-binders/
https://www.hud.gov/program_offices/administration/hudclips/handbooks/cpd/6509.2
https://www.hud.gov/program_offices/administration/hudclips/handbooks/cpd/6509.2
https://www.govinfo.gov/content/pkg/CFR-2017-title24-vol3/xml/CFR-2017-title24-vol3-part578.xml#seqnum578.51
https://www.hudexchange.info/program-support/
https://www.hudexchange.info/mailinglist/subscribe/
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Lead Based Paint Requirements and Training

• Information and Guidance for HUD's Lead Safe Housing Rule | HUD.gov / 

U.S. Department of Housing and Urban Development (HUD)

Coordinated Entry Requirements 

• https://www.hud.gov/sites/documents/17-01CPDN.PDF

Homelessness Documentation Requirements 

• At a Glance_Criteria and Recordkeeping Requirements for Definition of 

Homeless (hudexchange.info)

Resources 

Q & A
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https://www.hud.gov/program_offices/healthy_homes/enforcement/lshr
https://www.hud.gov/program_offices/healthy_homes/enforcement/lshr
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