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EMERGENCY RENTAL ASSISTANCE PROGRAM (ERA1)

EXECUTIVE SUMMARY

The Marion County Board of County Commission participated in the federally funded
Emergency Rental Assistance Program (ERA1) through an agreement with the U.S.
Department of the Treasury (Treasury). Subsequently, the County entered into an
agreement with United Way of Marion County (UW) to administer ERA1. UW decided to
focus on outreach and contracted with Capital Access (CA) to administer the application
process. The anticipated amount was originally $10,818,131.11; however, the actual
amount received was $11,038,909.30.

On January 12, 2021, the Internal Audit (IA) Director attended a phone conference
regarding Marion County’s (County) application for ERA1. The concern of ensuring
compliance with the program was discussed since neither County Administration nor
Finance would be monitoring the activity. The IA Director offered IA’s services to review
performance and compliance matters relating to the ERA1. The parties agreed that 1A
should be involved in providing reasonable assurance that the County and subrecipient
had complied with the terms of the ERA1 Grant Agreement between Marion County,
Florida and United Way of Marion County, Inc. (County Agreement) and program
requirements.

Overall, we believe in general that the Marion County’s ERA1 aligned with the Treasury
guidelines, FAQs, and the White House Administration as noted in an email from the
White House Intergovernmental Affairs dated August 18, 2021, “Administration stressed
that ERA programs can and should use simple forms and remove unnecessary
documentation requirements to move swiftly distribute ERA funds — and they can do so
without falling out of compliance with the program regulations.”

There were, however, some risks over the system internal controls, public records
requirements, and understanding of the terms of the County agreement by UW, which IA
shared with UW and CA. In response, UW and CA implemented certain improvements
but not all risks have been addressed. The County Administration should continue to
monitor the subrecipient for the next Emergency Rental Assistance Program.

We summarized the identified risks and their status (Table 1 - Observation Summary on
Page 2) and detailed in each observation for the County Administration to consider and
determine if such risks need to be further addressed.

UW provided management responses (Exhibit B) to each observation along with a
summarized response which we included in Table 1 — Observation Summary. The
Executive Director of Administrative Services confirmed, via email on April 25, 20222, that
the management responses provided by UW are an accurate representation of the
County.

This audit does not guarantee that all areas for improvement were noted. Our focus was

not on the amount of financial errors which we found based on our testing; but rather on
the overall compliance with the County Agreement and program requirements.

Report No. 2022-03



https://11,038,909.30
https://10,818,131.11

EMERGENCY RENTAL ASSISTANCE PROGRAM (ERA1)

Noncompliance or irregularities not included in this report could exist because this audit
did not include a review of all records and actions of the audit area.

Table 1

OBSERVATION SUMMARY

Risk Identified

Compliance Criteria

Management Response'’

Capital Access Projects and
Grant Management Services
(CAPGMS) did not have all
documentation that related to
the determination of
applicants’ grant eligibility or
ineligibility including notes to
explain application activity.

Subrecipient must maintain records
of grant determination and comply
with public record laws and U.S.

Department of the Treasury
Emergency Rental Assistance
Program Frequently Asked
Questions Revised August 25,
2021 (FAQ)

o FAQ#1

The Florida Department of
State’s Division of Library
and Information Services
General Records Schedule
(General Records
Schedule) Iltem #422
County Agreement Section
4.C. and 24

Florida Statute 119.0701

(2)(b)

By September 1, 2021 CAPGMS had
programmed a significant upgrade,
incorporating a timestamp in Notes
and Status, including A) the date and,
B) the responsible party for all new
notes, status changes and document
uploads to the Digital File Cabinet.

CAPGMS lacked adequate
system internal controls
which  compromised the
integrity and availability of the
data.

System
include

controls should
integrity  and

internal
data

availability of data. Access and
permission levels should be limited
to requirements to fulfil job duties.

Standards for Internal
Control in the Federal
Government

National Institute of
Standards and
Technology, a division of
u.sS. Department of
Commerce

By September 1, 2021 CAPGMS
incorporated a "locked" @ status
whereby after the payment has
cleared, the system freezes the ability
for an Application Intake Processor,
Case Manager or Quality Control
Manager to modify or overwrite any

documents, notes or statuses.

Three UW employees who
were involved in ERA1
activities applied for, and
were approved for, ERA1.

Employees of subrecipient involved
with  ERA1 should not receive
ERA1 grant funding.

County Agreement Section
29

United Way of Marion County took the
appropriate action to address the
observance as indicated in the
auditors' report.

! Management Response was copied from the Response to the Emergency Rental Assistance Program (ERA1) draft
report dated April 8, 2022 (Exhibit B).
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Table 1

OBSERVATION SUMMARY

Risk Identified

Compliance Criteria

Management Response’

UW comingled ERA1 funds

Subrecipient is required to maintain
ERA1 funds in a separate account

United Way of Marion County took

with  Coronavirus  Relief | that is not commingled with other | corrective action to as noted above to
funds, a grant provided | funds. separate ERA1 funds into a different
through the  Community o FAQ#42 account and provided the
Services Department. e County Agreement Section | documentation verifying this action.

21
CA did not consistently | Although attestations are
follow-up with discrepancies | encouraged, the County must

or questionable supporting
documentation. The County
did not specify in policies and
procedures when attestation
should be relied on over
supporting documentation.

create policies and procedures to
mitigate abuse of grant funding and
specify when attestations should be

relied on over  supporting
documentation.
o« FAQ#1

On September 20, 2021, the Executive
Director of Administrative Services
confirmed that  the County's
expectation is to rely solely on the self-
attestations, as allowed by the FAQs.

UW did not input appropriate
data into the Homeless
Management Information
System (HMIS) to assist
other agencies when
determining whether there
had been a duplication of
benefits. CA was not
adequately performing a
duplication of benefits
review.

Grantees, including subrecipients,
should confirm that applicants do
not receive duplicated benefits.

o FAQ#15

From July 2021 forward, date of birth
information was entered into HMIS for
each applicant receiving assistance.
Additionally, United Way staff went
back to all previously funded
applications and entered the date of
birth information from those
applications into the HMIS system.

CA allowed payments for
prospective utilities when the
County Agreement prohibited
such payments.

The County Agreement, prior to
amendment, did not align with the
FAQ for allowable prospective
utility payments.

This observation has been resolved.
The Treasury allows for prospective
utility payments. The County chose to
rectify the observation by retroactively
amending the County Agreement to
align with the Treasury and allow
prospective utility payments.

CA case managers and
quality control managers did
not accurately determine
household income for some
applicants.

FAQ #4 established that household
income is determined by U.S.
Department of Housing and Urban
Development’s (HUD) definition as
stated in 24 CFR 5.609 and
adjusted gross income as reported
under Internal Revenue Service
(IRS) Form 1040.

On June 10, 2021, a training was
conducted at the Al office by the
Marion CAP Production Lead on
navigating applications in CAPGMS.
The information about the applications
reviewed for this Observation was in
CAPGMS at the time of the audit.

*IA responded on Page 20.

Capital Access did not
provide the correct amounts
for eligible funding.

The amount of assistance should
be based on the documentation
and applied in a consistent method
for determining the amount that
aligns with the Treasury guidelines
and the County’s expectations.

The system of having a Quality Control
Manager review every case before its
final disposition is intended to catch
such errors. Staffing and staff training
was enhanced to consistently produce
accurate grant award calculations. For
Pay-As-You-Go clients, Use of said
limits, has ensured responsible use of
the Treasury funds.
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In addition to the findings in this report, we noted that program status reports provided by
UW and CA to update the County Administration understated the required direct
assistance amount (90% or higher of the ERA1 allocated to Marion County). The
Executive Director of Administrative Services also used the program status reports to
update the Marion County Board of County Commissioners. IA proactively informed the
County Administration of the discrepancy to rectify the records. The County
Administration should continue to monitor to ensure the amount of direct assistance
disbursed is compliant with Section 501 of Division N of the Consolidated Appropriation
Act 2021 (Section 501).

We would like to express our appreciation to the County Administration, UW, and CA for
their cooperation and assistance during our review.
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BACKGROUND

The ERA1, federally funded through the Treasury, intended to assist households that had
been directly or indirectly affected by COVID-19, and were unable to pay rent or utilities.
On January 10, 2021, the Chairman of the Marion County Board of County Commission
signed an agreement with the Treasury for the County to receive funding to provide
citizens of Marion County assistance through the ERA1. The County received
$11,038,909.30 from the Treasury, although it was originally anticipated to receive
$10,818,131.11. As required by Section 501 regulating the program, at least 90%
($9,935,018.37) was to be spent on the direct assistance. The County decided to
subcontract administration of the program. Monitoring subrecipient is the responsibility of
the County. Ultimately, the County is held accountable for compliance as the grantee.

On April 6, 2021, an agreement was entered into between the County and UW for UW “to
hold, manage, administer, and distribute” the federal funding of the ERA1 awarded to the
County. In anticipation of the ERA1 agreement with the County, UW had subcontracted
with CA on March 1, 2021, for program management services of the ERA1.

The chart below shows the planned allocation of the funding to each party involved:

ALLOCATION OF FUNDING FOR ERA1

TYPE OF ALLOCATION PERCENT OF TOTAL AND AMOUNT
Total Direct Assistance 90% $9,935,018.37
Administrative Cost:
The County 2% | $220,778.19
United Way of Marion County and Capital Access | 8% | $883,112.74
Total Administrative Cost 10% $1,103,890.93
Total Funding From Treasury 100% $11,038,909.30

UW provided the marketing and outreach function to ensure that citizens of Marion
County were aware of and had the information to apply for ERA1. UW also assisted the
citizens and landlord and/or utility company (Payee) throughout the registration and
application process.

CA designed the program administration process and broke down the application process
into two phases: registration and application. Majority of the program administration was
documented in a platform called CAPGMS, which was also designed and administered
by CA. The registration phase consisted of an initial threshold review to determine
eligibility based on rental location, household income, and COVID-19 hardship but was
not documented in CAPGMS. If the applicant met the threshold, they received an
invitation to proceed to phase two and complete the full application. Phase two was
documented in CAPGMS. The application process consisted of collecting supporting
documentation, written and verbal attestations, Payee information, and duplication of
benefits verification as well as documenting a review process by CA. Payments were
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made directly to the Payee. The option to pay the applicant directly, if the landlord or utility
company was uncooperative, was allowable; however, |IA was not aware of any such
circumstance. If approved, the applicant’s name, Payee information, and amount due
were sent to UW for payment. UW issued checks for approved applicants.

UW and CA, combined, used four software applications for the activities related to the
ERA1:

1. Capital Access Program Grant Management Services (CAPGMS) - A
management software program that was used by CA and UW to track, manage,
and store documentation, information, and notes related to the application process.
IA had read-only access to this software.

2. HubSpot — A customer relationship management system, used by CA, to track
communications from applicants, landlords, and utility companies.

3. Homeless Management Information System (HMIS) — A local information system
in which different agencies input housing and homeless services provided. CA
uses HMIS to ensure that they do not approve an applicant for duplicate funding.
UW is responsible for the input of the funding received by each approved applicant
from the ERA1. IA had access to this software.

4. QuickBooks — Accounting program, used by UW, to manage ERA1 funds received
from the County and paid to an approved applicants’ Payee.
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OBJECTIVE, SCOPE AND APPROACH

The obijectives of this audit were to determine compliance with:
e Section 501 and the FAQs; and
o the County Agreement.

The scope included reviewing a random sample of approved and funded applicants,
landlords, and utility companies.

On April 21, 2021, the County provided UW with a portion of the ERA1 funds to disburse
to approved applicants. The first applicant was funded on April 29, 2021. |A received read-
only access to CAPGMS on June 24, 2021, and reviewed a total of 96 approved
applications, as of February 28, 2022 there had been 1,996 applications funded. During
our review, we had open communication with the County Administration, UW, and CA to
update them on our observations. Due to the nature of the observations and the
anticipated start of ERA 2, after reviewing 40 funded applicants, we discussed our
observations with County Administration then distributed an interim report to the County
Administration as well as the Commissioners on October 5, 2021. The County agreed
that UW and CA should improve their processes to mitigate the identified risks. In the
continuation of applicant reviews, |A agreed, as requested by the County Administrator,
not to report on the same issues originally found until sufficient time was given to UW and
CA to implement improvements. It was determined that September 1, 2021, would be
sufficient time. IA continued to review the remaining 56 funded applications. Of the 56
applications, there were nine applications submitted after September 1, 2021.

In this report, in addition to the observations reported in the interim report, we provided
updates to those observations. We also identified two additional observations, number
eight and nine.
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OPPORTUNITIES FOR IMPROVEMENT

OBSERVATION 1 — Supporting Documentation and Notes Should be Retained in
Accordance with the Regulations

|A observed that 1) documentation, which related directly to the determination of eligibility
during the registration process was not maintained in the CAPGMS software; 2)
documents in CAPGMS could be replaced at any time and were not recoverable.

The registration process was a key step in determining an applicant’s initial eligibility
based on the information provided by applicants including, but not limited to, income and
household size. CAPGMS did not have registration documentation obtained or
correspondence exchanged during the initial registration process.

We found one applicant who was originally considered ineligible because the applicant
exceeded an income threshold initially then was changed to eligible without adequate
documentation or narrative in CAPGMS. Capital Access stated that there is another
application called HubSpot which may contain additional communication that would
explain the registration process outcome. HubSpot is designed to track communications
from applicants, landlords, and utility companies.

IA also observed one occasion in which one of the applicant’s supporting documents was
replaced by another document after the applicant was funded. We found that an
unspecified user of CAPGMS had replaced an original landlord affidavit with a different
affidavit that omitted information on the original one after the applicant was funded. CA
stated that they “clean up” files and only keep the most up-to-date or relevant
documentation. It is unknown how many documents have been replaced after
applications were funded.

UPDATE: At a meeting on March 22, 2022, the CA UWMC CAP
Management Lead stated that the applicants have the system permission
to add and replace documents during the application process and CA could
not recover those documents. CA informs applicants that they are not
supposed to upload over documentation but that they should add additional
documentation to a specified area.

The CA UWMC CAP Management Lead also stated that the applicants’ files
are locked when the contract is signed and funding is approved.

We would like to emphasize the following:

1. UW and CA are required to maintain all records according to FAQ, the Public
Records Laws, and the County Agreement and be able to produce them upon
request.

2. Florida has robust Public Records Laws. All documentation obtained and
correspondence exchanged are subject to Florida Public Records Laws, thus there
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should be a clear understanding regarding what types of records exist and in
whose custody they are maintained, either the County management, UW, and/or
CA.

3. If the existing supporting documents were sufficient as supporting documentation,
they should not be replaced after funding applicants.

FAQ #1 states:
“In all cases, grantees must document their policies and procedures for determining a
household’s eligibility to include policies and procedures for determining the
prioritization of households in compliance with the statute and maintain records of their
determinations.”

The General Records Schedule #422 states:

“This record series documents the activities and administration of grant funded
programs, including the application process and expenditure of grant funds. The
series may include, but is not limited to, grant applications; notifications to applicants
of award or denial of grant funds; contracts; agreements; grant status, narrative and
financial reports submitted by recipient agencies; and supporting documentation. For
grantor agencies, grant cycle completion has not occurred until all reporting
requirements are satisfied, and final payments have been received for that grant cycle.
For grant recipients, project completion has not occurred until all reporting
requirements are satisfied, and final payments have been made or received.”

County Agreement Section 4.C. states:
“Any term or condition herein imposed upon the [United Way] is equally applicable to
any and all sub-subrecipients...”

County Agreement Section 24 states:
“If, under this Agreement, [United Way] is providing services and is acting on behalf
of COUNTY as provided under §119.011(2)” Florida Statutes, [United Way] shall:
1. Keep and maintain public records required by COUNTY to perform the
service..."

Florida Statute 119.0701 (2)(b) states:
"A provision that requires a contractor to comply with public record laws, specifically
to:
1. Keep and maintain public records required by the public agency to perform the
service."

A memorandum was issued on August 19, 2021, from the Chief Executive Officer of
United Way of Marion County (CEO-UW), the Chief Executive Officer of Capital Access
(CEO-CA), and CAPGMS System Designer to the County’s Administrator, Assistant
County Administrator, and Executive Director of Administrative Services (Exhibit A)
(UW/CA Response Memo). The UW/CA Response Memo stated:
“For [Capital Access] to succeed at the scale and time frame as specified by the
U.S. Congress and U.S. Treasury, then the CAP Team needs to be held
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accountable to the U.S. Treasury ERA1 rules and not be over-burdened with the

State of Florida and Marion County rules that appear to reflect more rigorous U.S.

Department of Housing and Urban (HUD), rather that U.S. Treasury subsidy rules.”
“It was our priority for documents uploaded by applicants and landlords to be the most
accurate and current. Inappropriate and old documents were frequently overwritten
with more appropriate documentation. It was not our priority to retain documents that
were replaced.”

Regardless of the funding source, the County and its subrecipients are subject to the
Public Records Laws. When subcontractors do not comply with Florida’s Public Records
Laws and the FAQ, it creates a potential risk and liability for the County.

Please see observation 2 for further discussion.

UPDATE: In an email in April 6, 2022, The Capital Access UWMC CAP
Management Lead stated, “... an Applicant registers for the program, they
are required to provide their household size and annual income. No
documentation is gathered during registration. Based on the information the
Applicant provided, CAPGMS compares the stated income, household size,
and the current area median income for Marion County, as published
annually by HUD. CAPGMS will automatically identify that the Applicant is
over income. As part of the process, Case Managers for the program will
attempt to reach the Applicant to validate the annual household income,
prior to failing the file for being over income.”

Management Response: See Exhibit B
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OBSERVATION 2 — Adequate System Internal Controls are Required for Integrity
and Availability of the Data

As discussed in Observation 1, we observed that a document could be replaced after the
applicant was funded. We subsequently learned that the following system control
weaknesses existed in CAPGMS:

e CAPGMS did not have the capability to “lock” an applicant’s file when the applicant
was funded. (Applicant's and landlord's accesses were locked out, but Case
Managers and Quality Control personnel still had editable access.)

e There were no separate permission levels. (IA was originally given editable access
but as the auditor, we had to refuse such access. CA subsequently provided read-
only access for 1A.)

e CAPGMS did not have system audit trails to demonstrate who logged in, who
uploaded, or who modified files, etc.

e Once a file was uploaded in a particular location where there was an existing file,
the existing file was overridden and not recoverable.

Objectives to establish system internal control include integrity and availability of data.
For integrity and safeguarding of information against improper modification or destruction,
it needs to ensure nonrepudiation and authenticity. Availability means that data, reports,
and other relevant information are readily available. (Standards for Internal Control in the
Federal Government)

The best practice for system internal control is to apply the principle of least privilege and
to limit system privileges to only those needed for a user to complete tasks. (National
Institute of Standards and Technology, a division of U.S. Department of Commerce)

There are risks of improperly modifying data (on purpose or by mistake), not being able
to identify who took what actions, thus creating a concern for reliability of data, and being
out of compliance with the Florida Public Records Law if documents were replaced and
not recoverable.

Update: Upon addressing these concerns, the UW/CA Response Memo
included an action plan. CA stated that creating separate permission levels
“‘will negatively impact the effectiveness and efficiency of application
processing.”

On September 2, 2021, CA demonstrated that CAPGMS was enhanced
with audit trails. Each audit trail identified a user and what actions were
taken with a time stamp. The CEO-CA stated in a meeting on July 23, 2021,
staff would receive training on how to properly document activity to the
applicant’s status, as well as the importance of doing so.

Audit trails will deter and detect improper or unnecessary document
replacements. There is a residual risk that, should it happen, replaced

Report No. 2022-03



EMERGENCY RENTAL ASSISTANCE PROGRAM (ERA1)

document(s) are unrecoverable as an applicant’s file remains editable after
funding. It is recommended that the County determine whether the residual
risk is acceptable or explore mitigation strategies.

Management Response: See Exhibit B
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OBSERVATION 3 — Assistance Should Only be Provided to Eligible Applicants

Three UW employees involved with ERA1 activities applied for and were approved for
ERA1 funding. IA discovered that the UW ERA1 Program Manager was funded for rental
assistance. When discussed with the CEO-UW, he was aware of two other UW
employees that also applied and were approved for funding. He intercepted one of the
payments before it was made to the applicant.

County Agreement Section 29 states:
"B. ...SUBRECIPIENT certifies that no employee...who exercises decision making
responsibility with respect to the Grant funds and SUBRECIPIENT's Program, is
allowed to obtain a financial interest in or benefit from these activities... Specifically:...
any person who is an employee... of SUBRECIPIENT..."

CA and UW were not aware of the County Agreement's conditions in this regard.
UW was noncompliant with the County Agreement in this regard.

UPDATE: UW had advised CA of the criteria in the County Agreement. The
CEO-UW agreed and and took appropriate action.

At a meeting on March 22, 2022, the CEO-UW and the Executive Director
of Administrative Services stated that staff received training to inform them
they are ineligible for funding through the ERA1 but could be eligible for
funding through other programs.

Management Response: See Exhibit B
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OBSERVATION 4 — ERA1 Funds Should be Maintained in an Independent
Account

CEO-UW stated that the ERA1 funds were deposited to and disbursed from the same
account previously used for Coronavirus Relief funds, a grant provided through the
Community Services Department.

FAQ #42 states:
“‘May a grantee provide ERA1 funds to another entity for the purpose of making payments
more rapidly?
To speed the delivery of assistance, grantees may enter into a written agreement with a
nonprofit organization to establish a payment fund for the sole purpose of delivering
assistance using ERA1 funds while a household’s application remains in process. A
grantee may use such a process if: ...

e The nonprofit organization deposits and maintains the ERA1 funds in a separate

account that is not commingled with other funds.”

County Agreement Section 21:

“‘DEPOSIT AND COMMINGLING OF GRANT FUNDS.

...SUBRECIPIENT shall not commingle the Grant funds, or any portion thereof, with funds
from any other source.”

County Agreement definition of Grant, “The grant from the COUNTY to SUBRECIPIENT
of a portion of the ERA1 funds.”

CEO-UW stated that the previous Coronavirus Relief funds program had been completed
for quite some time; however, the QuickBooks report provided to IA displayed a positive
balance and activity up to a day before the first ERA1 deposit.

UW and the County were out of compliance with the Treasury for financial record keeping
of the ERA1.

Update: CEO-UW provided adequate documentation to support the
separation of ERA1 funds into a designated account for ERA1.

Management Response: See Exhibit B

Report No. 2022-03



EMERGENCY RENTAL ASSISTANCE PROGRAM (ERA1)

OBSERVATION 5 — Appropriate Follow-up Should be Conducted and Documented

CA did not appropriately follow-up regarding discrepancies or questionable supporting
documentation. IA noted that there were:
e expired leases or prospective payments for leases that would expire during the
funding term;
e additional names in the household not included on the application and/or income
determination;
¢ income that could not be reconciled; and
e arefund due to UW from a landlord that was not received.

FAQ #1 states:

“...In all cases, grantees must document their policies and procedures for determining
a household’s eligibility to include policies and procedures for determining the
prioritization of households in compliance with the statute and maintain records of their
determinations. Grantees must also have controls in place to ensure compliance with
their policies and procedures and prevent fraud. Grantees must specify in their policies
and procedures under what circumstances they will accept written attestations from
the applicant without further documentation to determine any aspect of eligibility or the
amount of assistance, and in such cases, grantees must have in place reasonable
validation or fraud-prevention procedures to prevent abuse.”

The County did not initially provide policies and procedures, regarding the circumstances
in which relying on a written attestation was acceptable which was required by treasury
guidelines.

The UW/CA Response Memo stated that:
“Capital Access understands the need to comply with federal regulations and
guidance. [ERA1] is highly unusual, compared with other CARES Act and HUD
programs, in that U.S. Treasury regulatory guidance:
e Strongly encourages grantees to minimize documentation requirements, and
e Requires applicant attestations when documentation is insufficient or missing.

The CAP Program Design clearly states that “Case Managers make three (3) attempts
to obtain the requested documentation regarding income, financial hardship, risk of
housing instability, proof of residency, lease, and utility bill(s). After three attempts, we
use the documentation we have received, if any, and rely on attestations when
necessary.

A. We acknowledge the need for CAPGMS staff to add salient notes to CAPGMS
to explain important situations and changes in the status of an application, and
to describe decisions made by Case Managers and Quality Control Managers,
as detailed in the program's Job Aids.

B. As specified in our memo submitted on August 5, we are addressing this issue
with targeted staff training to address more detailed recording of key notes that
reflect the narrative and key decision points related to documentation and
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verification reviews. CAPGMS Production leads will continue to monitor and
support CAPGMS application intake, case management and quality control
staff to improve notes that contribute to a more complete audit trail.”

We commend the CEO-CA for acknowledgment that the CA staff should improve the
notes provided in the CAPGMS software.

We pulled additional samples after the stated training timeframe in the UW/CA Response
Memo and found that one landlord was paid after the expiration date of the lease. The
applicant had told CAPGMS the intention was to renew; however, there was not a
documented conversation with the landlord attesting to a renewal option or an agreement
to reimburse the grant funding on behalf of the applicant.

Update: The Executive Director of Administrative Services stated in an
email dated September 20, 2021:

“At our August 20th meeting, Capital Access assured us they will be more
diligent at collecting the required documentation and providing better notes.
Based on recent FAQ, the county is comfortable moving forward accepting
the self-attestation form for any information, as allowed by those guidelines.
The expectation is that Capital Access will attempt to collect the required
information from the applicant a minimum of three times and each attempt
will be documented in the CAPGMS software. If the applicant is unable to
provide the information, we will rely on the self-attestation form.”

Management Response: See Exhibit B
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OBSERVATION 6 — HMIS Requires Appropriate Data Entry

The HMIS is a local information system in which different agencies input housing and
homeless services provided. When utilized appropriately, HMIS access mitigates the risk
of duplicate funding by allowing CA to perform a search to verify if other funding was
awarded prior to approval of funding, and for UW to document funding provided to assist
other agencies when performing duplicate benefit searches.

IA noted that both CA and UW were not appropriately utilizing HMIS.

CA’s documented procedures stated to “ask if the applicant received other benefits, if
yes, verify in HMIS.” If the applicant answered no, the documented procedures did not
prompt the case manager to check HMIS.

UW did not enter or update the appropriate available information into HMIS.
e Out of the 40 applicants we reviewed:
o UW did not include a birthdate for 23 applicants. The remaining 17 had correct
birthdates added previously by other agencies.
o 40 applicants had incorrect income information.
o 20 applicants had incorrect household size.

FAQ #15 states:

“...when providing ERA1 assistance, the grantee must review the household’s income
and sources of assistance to confirm that the ERA1 assistance does not duplicate any
other assistance, including federal, state, or local assistance provided for the same
costs. Grantees may rely on an attestation from the applicant regarding non-
duplication with other government assistance in providing assistance to a household.
Grantees with overlapping or contiguous jurisdictions are particularly encouraged to
coordinate and participate in joint administrative solutions to meet this requirement.”

The HMIS Data and Technical Standards state applicant’s date of birth is required to be
collected by all projects when using the HMIS software. They also require income and
sources for federal reporting.

The HUD Exchange HMIS Data Standards states:
‘Income data should be entered in HMIS consistent with guidelines for calculating
household income provided by a project funder, if such guidelines exist.”

The UW/CA Response Memo stated:
“When United Way of Marion County established the processes with HMIS for the
CAP program it was determined that we would check in HMIS for existing assistance
before assistance was given, and that assistance given would be entered into HMIS.
There was never an expectation that the CAP program would be updating household
size, household income or other data elements.”

If HMIS was not reviewed for each applicant, there was an increased risk of CA approving
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duplicate funding for applicants. When HMIS was not updated with the necessary
information, other users of HMIS cannot effectively confirm the identity of the individual

and/or household that received funding.

UPDATE: It was observed on the Verification Review Sheet that CA
changed their procedure to include HMIS checks for all applicants.

The UW/CA Response Memo stated that:

“‘On 7/22/21 United Way was contacted by the City's Joint Office on
Homelessness about missing date of birth and social security number data
elements. These missing data elements were creating difficulty in
completing duplicate case searches. While not a part of the original plan,
the CAP program began entering date of birth information for all entries from
that point forward and has retroactively entered additional dates of birth to
assist the HMIS managers with duplicate case searches.”

IA verified nine applications approved after September 1, 2021, there were
no exceptions regarding the name and birthdate in HMIS.

Management Response: See Exhibit B
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OBSERVATION 7 - Utility Payments Should be compliant with the County
Agreement

A majority of the ERA1 applicants received prospective utility payments.

The County Agreement states that prospective assistance for utilities was not eligible
under Section 501.

The nature of the program required the County to enter into an agreement with UW before
having a full understanding of the Treasury guidelines. It was the County’s intention to
align with the Treasury with regard to utility payments. However, the County Agreement
did not authorize the County to provide prospective utility payments.

Update: The Treasury allows for prospective utility payments. The County
chose to rectify the observation by retroactively amending the County
Agreement to align with the Treasury and allow prospective utility payments.

Management Response: See Exhibit B
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OBSERVATION 8 — Household Income Should be Calculated Consistently and in
Accordance with the FAQs

CA case managers and quality control managers did not accurately determine household
income for some applicants by:
e using incorrect calculations that were not in accordance with the Treasury
guidelines;
e not using the preferred method of documentation when it was provided; and
o using W-2 as the total annual income of a person without verifying whether the
person had other sources of income.

FAQ #4 states:
‘grantees may choose between using the [HUD’s] definition of annual income... and

using adjusted gross income as defined for purposes of reporting under Internal
Revenue Service (IRS) Form 1040.”

Supplemental Security Income (SSI) is included in the HUD’s definition of income but not
the IRS adjusted gross income for Form 1040. According to the Capital Access Policies
and Procedures, the Program Design and Scope of Work, the 2020 IRS Form 1040 is the
preferred documentation.

Acceptable methods to calculate annual income include the total household income for
2020 or sufficient confirmation of the household income at the time of application. If
income documentation received does not cover an annual timeframe, the provided
documentation should be annualized based on the calendar year. The Treasury allows
annual income attestation to avoid disruption of funding.

CA should 1) use the preferred method of documentation before using other
documentation provided and 2) not allow for households to receive funding, full or
prorated, without disclosure of all household income.

From the exceptions we found, there was one application that we could not verify if it
would have changed the outcome while the others would have still fallen under the income
threshold. The risk of funding being approved or denied erroneously remains if CA does
not appropriately apply the acceptable income determination requirement.

The CEO-CA should ensure that the case managers and quality control reviewers are
adequately trained and know to determine annual household income consistently and
accurately.

Management Response: See Exhibit B
Internal Audit Response:

The training and instruction provided on June 10, 2021, did not address the concerns of
this observation. This observation did not apply to the availability of documentation.
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OBSERVATION 9 - Assistance Should be Provided to Each Applicant Consistently

Two applicants did not receive full eligible amounts.

One applicant was approved for past due rent and prospective rent payments. The
applicant’s monthly rent amount was $650 with the past due amounts of $150 per month.
The applicant stated they had paid partial rent each month. Instead of $650 per month for
prospective rents, CA approved $150 per month only. The applicant received $1,500
(($650-$150)*3months=$1,500) less than the eligible amount.

Another applicant was not approved for the full amount of the eligible utility payments.
The applicant participated in Pay-As-You-Go and had an average monthly utility payment
of $500; however, the applicant only received $200 per month in assistance from ERA1.
A note from the CA representative stated that $200 was the cap for monthly utilities. We
noted that this was the only applicant in our sample with a monthly utility amount cap
applied while other applicants that participated in Pay-As-You-Go received over the cap
amount in utility assistance.

In response to our inquiry, CEO-UW responded that the program design was updated
throughout the program and monthly caps were implemented “to ensure no over
enrichment to any on[e] applicant over another”. The cap was applied to the Pay-As-You-
Go applicants only. Applicants that participated in the Pay-As-You-Go had a $250 cap for
August and September and $200 for the rest of the months; however, the applicants who
paid their utilities monthly were not subject to the cap.

The CEO-UW provided IA with the program design dated September 14, 2021, but
without IA knowing the implementation date, we could not determine if it was applied
consistently after the implementation date. The determination of amount of assistance
should be based on the documentation and applied consistently according to the policy.

We raised a concern regarding the lack of County involvement when making a policy
change. FAQ states that “[g]rantees must establish policies and procedures to govern the
implementation of their ERA programs...” The County should be involved when the ERA
program design changes as the program design functions as the policy.

Management Response: See Exhibit B
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EXHIBIT A

I 1V ADVOCATE. VOLUNTEER. LIVE UNITED.

United Way
of Marion County

MEMORANDUM

Mounir Bouyounes, Marion County Administrator,
Ta: Jeannie Rickman, Assistant County Administrator,
Amanda Tart, Executive Director Administrative Services

Scot Quintel, CEQ, United Way of Marion County
From: leremey Mewberg, CEQ, Capital Access
Steve O'Brien, Owner and Design Lead, Devia Software (CAPGMS System Designer)

Sachike Horikawa, Director of internal Audit, Marion County

“npy: Michael McCain, Executive Director Administrative Services
Date: August 19, 2021
Subject: RESPONSE to Marion Audit Report on United Way / Marion County COVID Assistance

Program and Capital Access Project and Grants Management System (CAPGMS)

United Way and Capital Access reviewed the "ERA Meeting 8.10.21.pdf"” from the Marion County Internal
Audit team covering a review of approximately 3,000 applications received to date for the United Way /
Marion County COVID Assistance Program (CAP) requesting Emergency Rental Assistance (ERA}

The attached Memo dated August 5, 2021, affirmatively acknowledged, and provided a plan of action to
address issues identified in the web meeting on July 24, 2021, with Capital Access and the Marion County
Internal Audit and your email dated July 27, 2021. Many of the issues in the email were repeated in the
"ERA Meeting 8.10.21.pdf" presented to Scot Quintel during his meeting with the Marion County Internal
Audit team on August 10. Below and attached is a formal response to the audit from the web meeting,
email and audit report listed above,

To claim that the CAP fails to meet the standards safe and sound internal controls is an over-reach and
premature conclusion for a program that was launched on April 1, 2021, during the COVID crisis. We are
amid a once in a century crisis that requires a fast response to prevent the devastating ramifications of
homelessness.

United Way and Capital Access have welcomed and applied constructive feedback regarding how to
improve the Capital Access Program and Grants Management System (CAPGMS) and staff protocols. We
acknowledge that some mistakes were made as we launched. We have and continue to refine our systems
to address those deficiencies.

The claim that a system lacks internal controls may be justly applied when there is neglect and malice
from the program administrator. However, the CAP Team reflect none of those qualities. We are partners
who embrace and apply continuous improvement to our production staff and system.

1501 ME 2nd SL., Ocala, FL 34570 | tel 3527320606 | Fax 3527320608 Want to make 2 ditference” Find out how zt WWW UWMC.ORG.
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Response to Marion County Audit Report United Way / Marion County COVID Assistance Page 2
Capital Access Project and Grants Management System August 19, 2021

. A FAST LAUNCH IN RESPONSE TO A CRISIS

United Way and Capital Access launched CAP on April 1, 2021, In 4.5 months, we generated 3,355
reglstrations and approved and/or funded 1,266 grants for $6.4 million. This represents 65.5% of the
59,735,318 available for ERA 1 grants, This is a remarkable achievement given that 2020 CARES Act rent
assistance served 350 households and was not subject to this type of review so early in production.

Thursday, August 19, 2021

Detailed Seatus Descriplion Seet Crind Percentage | Budget Qhligated Expanded
[010-Applicant Registerad 522 15.6% 50 50 50
020-Proceed: Thrashold Mat | 360 | 10.7% 50 50 50
030-Aeviewsr Assigned | 492 14.7% 50 50 w0
H-Application Missing Infa 11 0.9% 20 20 &0
050-Ready for QC Reviaw 1328 1.8% 0 50 0
060-0C Grant Creatad
070-00C Grant Sant 19 0.6%)| 585,355 50 S0
Had-Agresment Signed by Applicant 4 0.1% 528,583 50 ]
090-Agreement Signed By Funder 1 0% 50 510,956 0
126 Aeady Far Funding | i54 10.6% 51,747,267 51,740 338 5238 966
140-Appdication Funded | BEH 26.5% 54,516,037 54,516,037 44,516,037
150-0C Application Failed Review | L56 15.6% 50 50 50
. 3,355 100.0% 56,378,242 | $6,276,341 54,755,003
Units: N 1,266 1,243

In 2020 Capital Access successfully managed four [4) COVID Relief programs in Florida providing rent,
martgage and small business working capital assistance on the CAPGMS platform totaling $6.5 million.

In February 2021 Cheryl Martin of Community Services, introduced Scot Quintel, CEO of United Way and
Jeremey Newberg, CED of Capital Access. Capital Access has served as a HUD Technical Assistance
provider to Marion County for its COBG and HOME programs. In March of 2021, United Way and Marion
County signed a subrecipient agreement where United Way serves as Program Administrator for CAP,
United Way engaged Capital Access to serve as Program Manager of CAP. Capital Access quickly
developed the software programming needed for CAPGRMS to:

1. Provide a platfarm for a streamlined application, compliance and verification review, grant
agreement and production and financial tracking report generation and

2. Integrate and operationalize regulatory requirements and guidance as specified by LLS. Treasury.

[ RESPONSE TO AUDIT ITEMS

Observation 1 Internal Control Weaknesses, and Observation 2 Concern over Public Records Integrity:

A, We acknowledge our obligation to provide internal controls to protect the integrity of CAP and the
privacy of Applicant data. In the August 5 Memo Capital Access specified that the majority of the
irmprovements recommended by the Audit Team will be operational in CAPGMS by September 2021,

B. For CAP to succeed at the scale and time frame as specified by the U.5. Congress and U.5. Treasury,
then the CAP Team neads to be held accountable to U5, Treasury ERA rules and not be over-burdened
with State of Florida and Marion County rules that appear to reflect more rigoraus U5, Department of
Housing and Urban Develapment (HUD), rather that U5, Treasury subsidy rules.

C. Itwas our priority for documents uploaded by applicants and landlords to be the most accurate and
current. Inappropriate and older documents were freguently overwritten with more appropriate
documentation, Itwas not our priority to retain documents that were replaced.
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Response to Marion County Audit Repart United Way / Marion County COVID Assistance Page 3
Capital Access Project and Grants Management System August 19, 2021

‘We understand and accept this priority. As stated in the August 5, BMema, this function will be
aperational by September 1, 2021, In our August 5 mema to the Audit Team, we stated that:

1. "By September 1, CAPGMS will have a timestamp and responsible party for who uploaded,
modified and/for replaced a document in the Digital File Cabinet. All changes to docurnents will be
recorded in the Notes and Statuses section of CAPGMS. This is an automatic functicn generated by
the system. CAPGMS tracks which document uploads come from the Applicant, Landlord, and
CAPGMS Staff."

2. "By September 1, CAPGMS will have a "locked” status whereby after the payment has cleared, the
system will freeze the ability for an Application Intake Processor, Case Manager and/or Quality
Control Manager to modify and/or everwrite any documents, notes and/or statuses. Only the
Production Leads will have the ability to make any modifications after the lock down is engaged.”

Observation 3 Documentation Discrepancies:

Capital &ccess understands the need to comply with federal regulations and guidance. ERA is highly
unuswal, compared with other CARES Act and HUD programs, in that U.5. Treaswry regulatory guidance:

' Strongly encourages grantees to minimize documentation requirements, and
*  Reguires applicant attestations when documentation is insufficient or missing.

The CAP Program Design clearly states that Case Managers make three {3} attempts to obtain the
requested documentation regarding income, financial hardship, risk of housing instability, proof of
residency, lease, and utility billls). After three attempts, we use the documentation we have received, if
any, and rely on attestations when necessary.

A We acknowledge the need for CAPGMS stafff to add salient Motes to CAPGMS to explain important
situations and changes in the status of an application, and to describe decisions made by Case
Managers and Quality Control Managers, as detailed in the program's Job Alds.

B. As specified in our memo submitted on August 5, we are addressing this Issue with targeted staff
training to address more detailed recording of key notes that reflect the narrative and key decision
points related to documentation and verification reviews. CAPGMS Production leads will continue to
manitor and support CAPGMS application intake, case management and guality control staff to
improve notes that contribute to a more complete audit trall,

1. MOVING FORWARD
A United Way and Capital sccess have and will continue to make good faith efforts to implement the
majority of recommendations from the Audit Team where feasible.

B, We will request the County Administrator to provide guidance to the Audit Team to focus on Treasury
and not State of Florida or Marion County impesed requirements for standard of compliance.

£, We respectfully request an end to declarations that the CAP program does not meet the standard for
safe and sound internal controls. Let us instead commit to frequent discussion and forus on
continuous improvements to the systems and staff protocols.

United Way and Capital Access appreciate the oppoertunity to manage the Treasury funded ERA Covid
Assistance Program on behalf of Marion County, ‘We anticipate completing ERA 1 by end of October 2021,

Thank you.
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EMERGENCY RENTAL ASSISTANCE PROGRAM (ERA1)

EXHIBIT A (CONTINUED)

@
CAPITAL ACCESS SWERERARCE rmale

Yision = Strategy » Implementation

MEMORANDUM

To: Sachiko Horilawa, Director of internal Audit, Marion County

leremey MNewberg, CEO, Capital Access

A Steve FBrien, Ownerand Desien Lead, Dewia Software

Copy: Scot Quintel, CEQ, United Way of Marion County

Date: Ausust &, 2021

Sibjects Maotes on United Way f MarionCourty COVID A=sista noe Pogram Audit a rd Ca pital

Aocess Pmoject and Grants Marage ment Systern [CARSME)

Thankwou for a mnstructive conversation onJuby 24, 2021. The following are respons es to notes from
wouremail dated Juby 27, 2021, related to how to improve the s earity of Capital Access Projea and
Grants Managemeant System (CAFGME) which & the platform for management of the United Way / Marion

County COVID Assstance Program [CAF) that is managing Emerzency Fental Assistance from the L. 5.
Treas ury.

CAPGRS systenn lin s tio ne

1. CAPGMSE does not have a capability to “lock™ an applicant™s file when the applic at is fanded.
(& pplicant's and Landlord's accesses ave locked oat, but Case bMlanagers and Chaality Combrol
persomrel sl have editable access )
By 5 eptember 1, CAPGMS will have a "locke d” status whereby after the payment has cleared, the system
will freeze the ability for an Application Intake Processor, Ca e Manager and/or Quality Control Manager
to modify and/or overwrite any documents, notes and/orstatus es. Only the Production Leads will have
the ability to make any modifimtions after the lock down is engaged.

3. There are no separate pernussion levels by rale much Case Manager and Cruality Control persoimel
[other than the mditor’s read-only perissions )

Thesuaocess of CAPGNWE is that Case Managers [Ch) and Quality Control Managers (OC) s hare information

andsohve problems together. Creating separate restriction among ChE and 0.0 will negatively impact the
effe ctiveness and effidency of application processine,.

DRAFT
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Responseto United Way f Marion County COVID Assistance Program Audit Page 2
Capital Access Project and Grants Management System August &, 2021

Last week, United Way requested Capital Access to expand it role in two ways which will improwve

manazement oversight:

A, For the remoinderaof ERA 1, Capital Acocess ha dired management owversight of all Application
Coordinators who do in-person application intake. The prewvious United Way Frogram Manager has
been ds mssed. Dayatra Coles, Capital Access Produdion Lead for CAF and Gio Davila, Deputy
Froduction Lead, aresuperssing all in-person application in-take in addition to oversight of remote
c& e managers and quality control managers.

B. For ERAZ, United Way has directed Capital Access to manage outreach and marketing, application
intake, customerservice, werification reviews, grant sgreem ent generation, payments, and reporting.
The addition of managing payments directly prowides asecond opportunity for a quality control review
by our Finance 5taff separate from Quality Control Managers.

CAPITAL Acoess is developing a new staffing plan to provide more on-site staff forfunctions listed abowe.

3. The United Way emplovess are considered “C ase Managers™ within CAPGMS and have the same
level of access as the Capital Aecess enployees.
Since Juby 28, Capital Acoess has taken ower daily manazement and oversight of Application Intake
Coordinators employed by United Way. All their work 8 now supervs ed by CAPGMSE Projea Leads, not
the prewvious program manager whowas terminated.
All of the data entry work prowided by the W Application Coordinators & reviewed by CAPGMS
Production Leads as a quality control meas ure.

=  ForERA 2: Capital Acoess will determine which of the UW Appliation Coordinators hawe the
@pacity to remain on the CAP job siventhe re-oreanization of onsite s ervices that include
outreach and marketing, in-pers on application intake and follow-up customer serdice.

=  ForERA 2, all onsite staff will be employed by Capital Access and s erve under dired management
of Capital Access Produdion Leads.

This new on-site staff will be given the full range of training, access to S0Ps and related processing
resources and Quality Control and management support & all other20 case managers em ployed by
Capital Access nationwide.

4, CAPGME does not have the system andit trails to demonstiate who logzed in, who uploaded, or
who modified files, ete.
EvSeptember 1, CAPGMS will have atimestam p and res ponsible party forwho uploaded, modified and/or
replaced a document in the Digital File Cabinet. All changes to doauments will be recorded in the Notes
and Statuses secion of CAPGMNS . This is an automatic function generated by the system.

CAPGMSE tradks which document uploads mme from the Applicant, Landlord, and CAPGNE Staff.

5. Omnee afile 1suploaded ina parboalar locaton where therewas anexisting file, the existing file is
cverndden and not recoverable.

By 5 eptember 1, we will institute the following protocol:

A. During the application process, applicants and landlords upload original wersions of documents from
their respective portak. CAPGMS does not allow an applicant or a landlord to owerwrite an old wersion
of a document with @ new wemsion from their respective portals. To do so, the applicant or landlord
must meet with a CAPGMSE CMW orQCin-person and the CAPGNE Staff person must upload a new
wersion of such a dooument.
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Fesponse to United Wavy/ Marion County COWID Assistance Program Audit Fage 3
Capital Access Froject and Grants Management System August &, 2021

E. Whenever a ChWl or QC must change orupload a new wersion of 8 doawment inthe Digital File Cabinet,
hefshe must enter in "Notes and Status” page the reason fora change when uploading owver any
exBting docum ent.

C. Anydocument being owversritten will be 5 aved within CAPGMSE, but not wisible on the Digital File
Cabinet onthe Applicant Landing Fage.

0. Upon request Devia Software can retrieve s uch documents for audit reviews .

This function only applies to activities afterSeptemberl, 2021,

A, “Hotes™ should be more detarled. Forexample, if an applicant fails during the registration process,
butbecomes elizhle perdetailed reviewr s, then there shoald be more detailed corumernts about
“Sarhat s pecific changes made the melizble applicant elizihla™

Yes, we ggres, 100P4.

In wiriting and during ourwe ekl staff meeting, Dayatra Coles and [ direded CAPGMS Chs and OCs to
make much more detailed notes. Ourmessage &5 that Chs and O Cs must make notes that "Conned the
Dots™ interm of how information was received and anakzed to inform the approval or rejection decision.

This & now part of the Quality Control review priorto approving an application.

7. In the electrorucally fillable landloxd attestation foawmn, the applicant’s name is the only identified
hosehold member. There shonld be a section for the landlord affidarvit to list other tenant’s
imforrmation if any.

We res pectfully disagres.

This & gat a requirement of the U5, Treas ury ERA regulations and may delay application processing.
Tresury instruded program managers to rely on information provided by the Appli@nts and if no
documentation & awvailable, then rely on self-attestation. We do this in the Full Application.

We also hawe updated fraud warning l[anguage in all applicant and landlord facing screens in CAFGNE.

2. Wa requested access to the Hub Spot f asailable as read-only. What is the status?
fes, this will be available bySeptember 1.

Fled & provide names, email address es of County 5taff who need this access to HubSpot.

Ity staff and | are available to discuss at a date and time that works foryouw.

Thank yaou.
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EXHIBIT B

I V. ADVOCATE. VOLUNTEER. LIVE UNITED.

United Way
of Marion County

April 21, 2022
To: Sachiko Horikawa, Director of internal Audit, Marion County
From: Scot Quintel, President, United Way of Marion County

Copy: Amanda Tart, Executive Director Administrative Services, Marion County
Jeremey Mewberg, Chief Executive Officer, Capital Access, Inc

Subject: Response tothe Emergency Rental Assistance Program (ERA 1) draft report dated April B, 2022
On behalf of United Way o f Marion County and Capital Access, Inc., | am submitting the below response
to the Emergency Rental Assistance Program |(ERAL) draft report dated April 8, 2022, Below | have
included a response to each of the observations as well as asummanzed response to be included in

table 1.

We are proud to have been of service to the thowsands of Marion County families that have benefited
from the ERAL program.

Table 1, Proposed Column 4

Table 1 — OBSERVATION SUMMARY

# Risk identified
Capital Access Projects and
Grant Management Services
HCAPG MS) did not have all

[ documeantationthat related o

pram elipibility o ine Agikiity
1 | including notes to scplain
| application adivity.

the determination ol applicans’

Compliance Criterla
Sulbrecipiant must maint ain recors of
grant determination and comply with
pubhic recard laws and LS. Department of
the Treasury Emengency Rental Assistance
Program Freguently Aaked Duestions
Reviged August 25, 2021 (FaO|
= FaQ WL
& The Forida Department of Staba’s
Dii wision of Library and Information Sen ioes
General Reoo 4 Schedule (General
Recandd Schedula | [vam 8422
= County ARreemant Section 4 C. and 24
+ Flawida Statiite 1190701 ﬂHﬂ

Response Summary
By September 1, 2021 CAPGNS had
programmed a signilicant upgrade,
incorparating atimestamp in Notes and
Statud, inCluding A} the date and, B} the
et ponible party for all new notes, status
changss and demment uploads to the Digital
Filie Cairest.

CAPMGMS lacked adequate

Sy stem inbe ral control which
compiarrided the integrity and
awailability of the data

Syitem intemal controb shau ld inchude
data integrity and availability of data.
Moo and permision levels should be
firvited ta requirements to fulfil job duties.
» Standards for Intermal Contral inthe
Fadaia|lGova mmimeant

= Mational lnstitute of Standards and
Technology, a divison of LS. Departrment
of Commerca

1401 ME 2nd 5t., Ocala, AL 34470 |

tel 3527329606 |

fax 3s2.732.9608 |

By September 1, 2021 CAPGMS inarparsted
& “locked” s1atus whe ey alter the paymeant
Puad Chea red, ths system free s the ability for
an Application Int ake Processor, Case
Manager ar Quality Control Manager to
modily o averwrite any documents, notes or
S atuses

Want o male 2 differmace? Find oul how st WWWLUWMC.ORG
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Thies UW employess whowere
imwolved in ERAL activities
applied for, and wene approved
fior , ERAL.

Employess of subrecipient invahed with
ERAL should not recesvwe ERAL grant

Tunding.
* County Agreement Section 29

Unatad Way of Marion Counly took the
appropiiate sction 1o address the obssnva nos
&8 indicatedin the suditods’ report

LN eamingled EAAL fundawith | Subreciient i reguired te maintsin EAAL | United Way of Marion Counly teok eoredive
Cior onavirus Relhef funds, a grant | funds in & separate sccount that is not action to ai moled above toseparate ERAL
rovided through the corruii ng bed wit h of her funds. Tunds inie & differsnt socount and provided
Community Servies * FA 142 the decumentstion ver ifying this action,
Department. * County Agresment Section 21

Ca did not consistently follow- A lthowg h atte stations ane @ nooura ped, the On Septembser 20, 202 1, the Executive

g wiith discrepancies o Cioumity imust creste policies and Director of Administrative Senvices confinmed
questionable supporting procedures to mitigate abuse of grant that the County's ex pectation is to rely solely

docwme ntation. The Gounty did
ot specify in podicies and

funding and specify wiven at testations
should be relied on over supporting

an the self-attest stions, as allowed by the
Fikis.

precedures when sttest stien docmmentaticn.

should be relied on over » FADLIL

Suppor ting docum entation.

UW did not input appropriate | Grantees, including subrecipients, sheuld | Fram July 2001 ferward, date of birth

datainto the Homeless

Pala nage me nt Enfonme ton
System (HMIS) toamist other
apencies when determining
wihvetiher there had been 2
duplication of benefits. CA was
ot sdeguabe ly per for ming a
duplication of benefits review.

confirm that applicants do not recshe
duplicated be nefits.
= FAQM1S

infior mation was entered inte HMIS for each
applicant recewving msistance. Additienally,
United Way staf went back to all previow ly
Tunded apphcations and entered the date of
birth information from those applica tionds into
the HM IS system.

Ca sllowed payment s for

The County Agreament, priar to

This obsery ation has been reschved. The

o pective utilities wihen the amendment, did not align with the FAQ for | Treasory alows for prospective utifity

County Agreement prohibited | allowable prospective utility payments. paymenis. The County chose te rectify the

such payme nis. observation by retreactively amending the
County Agreemeant to align with the Treasury
and allow prospective uiility pay ments.

O case managers and qualiy PO B4 estabBshed that househaldincome | Ondune 10, 2021, & trsining was conducted st

contral managers did not is determined by HUD's definitionas stated | the Al office by the Marion CAP Production

Btourabe y detenmine household | in 240FR 5609 and adjusted grods incorme | Leadon navigating applications in CAPGMS.

e for some applicants. asreported under Internal Revenue Service | The informetion s bout the s pplications

Form 104D, reviewed for this Olse reation was in CAPGMS

&t the time of the audit.

Ca pital Access did not provide Tie amount of asistance should be based | The system of having & Quality Gontrol

the comect amounts for eligible | onthe dotumentation and apphed in a BAARBEET feview every caie before it final

Tumnding. eoristent method for determining the diispersition is intended to catch such ennors.

amount that aligns with the Treasury
guide lines. and the County's expectations.

Stafling and staff training was enhanced to
consistently produce acourate grant award
caloulations. For Pay-As-You-5o clients, Lhse
of said limits, has ensured responsible use of
e Treaswry finds.

OBSERVATION 1 - Supporting Documentation and Notes Should be Retained in
Accordanc e with the Regulations

By September 1, 2021 CAPGMS had programmeed a significant upgrade, incorporating a timestamp in
Motes and Status, including A) the date and, B) the responsible party for all new notes, status changes
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and document uploads to the Digital File Cabinet. All changes to documents are simultaneously
recorded in the Motes and Status section of CAPGMS. This is an automatic function generated by the
systern of record. CAPGMS tracks which document uploads come from the Applicant, Landlord, and
CAPGMS staff.

Applicants may upload requested docurments to CAPGMS through their applicant portal. These include
identification, income documents, unemployment staterments, late notices, leases and utility bills. It is
commaon for some documents uploaded by applicants to be:

+ Irrelevant

s Incomplete

+ Uploaded to the wrong s pot

s lllegible

Retaining such documents would be confusing to Case Managers, Quality Control Managers, and armone

else processing or reviewing a file, and would slow the processing of the application. ‘When such
documents are uploaded by the applicant, Case Managers work within the pogram’s procedures to
attermpt to obtain usable documentation, and in the Aght place in the Digital Filing Cabinet. These may
be uploaded by the Applicant, or emailed to the Case Manager to upload for them. Each of these
uploads, when it is in a slot that has an unusable document, overwrites the unusable document.

Regarding:
*The General Records Schedule #4232
*This record series documents the activities and administration of grant funded programs,
including the application process and expenditure of grant funds. The series may include, but is
notlimited to, grantapplications; notifications to applicants of award or denial of grant funds;
contracts; agreements; grant status, narrative and finandal reports submitted by recipient
agencies; and supporting documentation..”
All of these are, and always have been, retained by CAPGMS. A grant application is not complete until
the program has receved the verification documents upon which eligibility and award amounts are
determined.

OBSERVATION 2 — Adequate System Internal Controls are Required for Integrity

and Availability of the Data

By September 1, 2021 CAPGMS incorporated a “locked” status whereby after the payment has deared,
the systemn freezes the ability for an Application Intake Processor, Case Manager or Quality Control
hManager to modify or overwrite amy documents, notes or statuses,

Once the payment has been cleared, any change to the file must be initiated by the Finance Director.
This is rare, and changes are timestamped in Notes and Status.

The program does “Keep and maintain public records requined by the public agency to perform the
service,"
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OBSERVATION 3 - Assistance Should Only be Provided to Eligible Applicants

United Way of Marion County took the appropriate action to address the observance as indicated in the
auditors’ report above, Additionally, it is important to note that the staff identified in this observation
did not have the authority to review, evaluate, or approve applictions for assistance and played no part
in determining if an applicant was assisted or the amount of assistance an applicant could recene

OBSERVATION 4 - ERA1 Funds Should be Maintained in an Inde pe ndent Account

United Way of Marion County took corrective action as noted above to separate ERAL funds into a
different account and provided the documentation verifying this action.

OBSERVATION 5 - Appropriate Follow-up Should be Conducted and Documented

On September 20, 2021, the Executive Director of Administrative Services confirmed that the County's
expectation is to rely solely on the self-attestations, as allowed by the FAQs.

OBSERVATION 6 - HMIS Requires Appropriate Data Entry

At the beginning of the ERAL program, when operating procedures were created, the tilization of HMIS
wias seen asthe mosteffective man ner for ensuring there was not a duplication of benefits to applicants
apphiing for assistance. When these operating procedures were created, it was discussed that United
Way staff entering assistance records into HMIS would not be updating or including all data felds.
specifically, household inoome information and howsehold size would not be updated. United Way staff
would identify the correct file in HMS, and upload information showing that they had been assisted as
part of the CAP program, but other information in their fike would not be updated.

In July of 2021, United Way was contacted by the City's Joint office on Homelessness and asked about
missing date of birth and social security number information. Through that conversation, the loint
Office on Homeless ness asked that these additional data elements be entered into the HMIS system,
United Way agreed to add date of birth information, but not the social security numbers d ue to the Fact
that social security nurmbsers were not collected as part of the application process, thus that information
wias not available to be entered,

From July 2021 forward, date of birth information was entered into HMIS for each applicant recening
assistance. Additionally, United Way staff went back to all previously funded applcations and entered
the date of birth information from those applications into the HMIS system.

There was never any intention of United Way staff, or anyone affiliated with the ERAL program, entering
howsehold income or household size into the HMIS system.

OBSERVATION T - Utility Payments Should be compliant with the County
Agreement
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Resohed: Update: The Treasury allows for prospective utility payments. The County chose to rectify the
observation by retroactively amending the County Agreement to align with the Treasury and allow
prospective utility payments.

OBSERVATION 8 — Household Income Should be Calculated Consistently and in
Accordance with the FAQs

On June 10, 2021, a training was conducted at the & office by the Marion CAP Production Lead on
navigating applications in CAPGMS. Theinformation about the applications reviewed for this
Observation wasin CAPGMS at the time of the audit.

The following procedures are in effect for Case Managers verifying Howsehold Income. “Program
Preferences” in the Household Income Verification section below, refer to the ease of processing for
CMs, that is #1 iseasier than #2; #2 is easier than #3, and so0 on. All methods are permissible under
Treasury g uidelines.

CM Meeting/Communication with Applicant

Confirm Hou se hold Composition:

Inyour CWM meeting with the Applicant, if you learn that the household size is different
from what was submitted in the application:

1. InCAPGMS Motes state the cormect number of house hold members living there
now, and if possible the reason for the change.
2. Inthe VRS Section B. Household Composition, ensure every corrent member of
the household is listed, and their date of birth.
3. If any household member is added to House hold Composition and is:
a. 1Bvears or older, and
b. Mot in high school full time, and
€. Has income
Then describe in CAPGMS Motes your atternpt(s) to obtain inoome
documentation that covers that person. This is vital to maintain an accurate
audit trail.

Confirm House hold Income and Assets from Application:

1. InyourCW meeting with the Applicant, review the income and assets reported
inthe application.

2. Revise income and assets, if needed.

3. Ifincome/assets revised, add to Motes what was changed and why.

Household Income Verification:
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Always begin by following the instructionsin VRS “Income-Priority Matric."”

Program Preferences for Income Documentation, in order:

Naote: Iterns 2, 3 and 4 below assume thot everyone in the household with incorme is
covered by that method. [f that (s not the cose, consult with your QC for how to proceed,

1. No income documentation from applicant, and census data confirms eligibility

da.

b.

Ensure that VRS Section D “Household Income Determined with” is
completed and accurate,
Add appropriate note in CAPGMS.

2. Only 20201RS 1040{s)* provided by applicant

d.

Use Line 11 Adjusted Gross Income toenter on the HH Income tab, cell
Ch.

If more than one 1040 is provided, add the amounts in Line 11 together
and enter into cell C6,

Ensure that VRS Section D. “Household Income Determined with® is
completed and accurate,

Add appropriate note in CAPGMS.

3. Only current income source docurnent(s) provided by applicant On the VRS
HH Income tab, in the bluoe cells under each house hold member with income:

a

For itermn “a. Unemployment” ask: How much Unemployment per week
and how many more weeks remaining.

Documentation: Unemployment staterment or bank statement.

For itern “b. Wages/Salary” ask how much they receive per pay, and the
frequency they recene it

Documentation: 1 pay stub for each job.

Foritems €. through y. ask how much recened in the past 30 days for
each itern, and the frequency they recene it

Documentation: 1 statement or bank statement for each source of
IACOTIE,

Ensure that VRS Section D “House hold Income Determined with® is
completed and accurate.

Add appropriate note in CAPGMS.

4. 2020IRS 1040(s)* AND current income source document(s) provided by
applicant

.

Because it is more recent, we must evaluate the current income
documentation to see ifit paints a picture that is complete enough for
ustouse. It cannot be ignored, as an auditor would ask "why didn't you
use the more recent data ™, espedally if that more recent data would
change eligibility for assistance.
Does the currentincome documentation appearto be complete based
on what you know about the case?

i. Ifves, follow Step 3 above.,
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ii. I no, use the 1040(s).
€. Ensure that VES Section D. “Household Income Determined with” is
completed and accurate,
d. Addvyour decision process to Nates,

5. Self-certification (least preferred method)
a, MNoirnmome documents provided after 3 attempts, and
b. Census data is incondusive
c. Ensure that VRS Section D. “Household Income Deterrmined with®” is
completed and accurate.,

=021 RS 1040 i5 not acceptable per Treasury guidan ce.

OBSERVATION 9 - Assistance Should be Provided to Each Ap plicant Consistently

14 did not include the application num ber for the applicant that received less rent than should have
beengranted, but it is likely that application was processed very early in the life of the program as Case
Managers and Quality Contral Managers wen being trained. The systern of having a Quality Control
Manager review every case befare its final disposition is intended to catch such ermors. Staffing and staff
training was enhanced to consistently produce accurate grant award calculations.

The Pay-As-You-Go utiliieswas initially created for households who are not eligible for starting a
traditional utility account due to poor credit andfor the higher-than-normal utility depasit. As stewards
of public funds and per the Program Design, it is not the programs intent to overly enrich one Applicant
over another, however, same Pay-As-You-Go household have daily usage of an amount greater than

510 /day, for example purposes anly (510% 365/12=5304.17). During a mild month of Florida weather
this higher amount is anindication of either imesponsible utility use or the presence of some system not
operating efficiently such as window unit AC's, older version of HVAC units, ladk of sufficient
weatherization, or plumbing issues causing the higher usage, all instances in which an energy audit could
prove beneficial and a responsibility of the Applicant/Tenant. Use of said limits, has ensured responsible
use af the Treasury funds; however, if the County no longer agrees with this methodology as defined in
the approved Program Design, the Administration needs to so inform and provide clear instruction if it is
desired to amend the Award and Grant Agreements from the program’s beginning.
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