
CA HCD ESG-CV Training 
Series: Monitoring Process



Overview

 The State of California’s Department of Housing and Community 
Development (CA HCD) is required to monitor each program, function, or 
activity funded by its ESG & ESG-CV award 

 Monitoring is not limited to a one-time event but is rather an ongoing 
process that assesses the quality of ESG & ESG-CV funded program 
performance over the life of the Standard Agreement and involves 
continuous communication and evaluation

 The goal of this process is to assist ESG & ESG-CV funded programs 
with improving performance, increasing capacity, and avoiding or 
remedying instances of non-compliance
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https://www.ecfr.gov/current/title-2/subtitle-A/chapter-II/part-200/subpart-D/subject-group-ECFR36520e4111dce32


HCD Grantee Monitoring Overview

 HCD’s grantees are required to 
monitor and report on the 
performance of their ESG & 
ESG-CV funded programs, 
including those implemented by:

 Internal departments and divisions
 Service providers and contractors
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HCD Grantee Monitoring Overview

 HCD’s grantees are expected to 
make all program records 
available to CA HCD for, and to 
participate in, regular monitoring  
events

 This training will outline CA 
HCD’s approach to monitoring 
which grantees may choose to 
adopt
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Roles & Responsibilities
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Process & Outcomes
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Potential Monitoring Outcomes

Clearance: No violation of the program regulations or Standard Agreement requirements

Concern:
A condition, that if not corrected, may result in a violation of the program regulations or Standard 
Agreement requirements

Finding: A violation of the program regulations and/or Standard Agreement requirements

*Failure to address findings in accordance with the recommended corrective action may result in the temporary 
denial of reimbursement, repayment of previous reimbursements, or termination of the agreement



Risk Assessment

 Consistent with HUD requirements detailed in the 
CPD Monitoring Handbook and CPD Notice 14-04, 
CA HCD conducts a risk assessment on entities 
implementing ESG & ESG-CV funded activities to 
identify the risk of fraud, waste, abuse, and non-
compliance

 Grantees enter the risk assessment pool six (6) 
months after the Standard Agreement has been 
executed and will remain in the pool until closeout
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https://www.hud.gov/program_offices/administration/hudclips/handbooks/cpd/6509.2
https://files.hudexchange.info/resources/documents/Notice-CPD-14-04-Risk-Analyses-Monitoring-CPD-FY-2015-2016.pdf


Risk Assessment

 CA HCD will fill out the Risk Assessment Tracker 
by listing all grantees subject to the risk assessment
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Risk Assessment

 CA HCD will complete a Risk Assessment Worksheet 
for each grantee in the risk assessment pool to 
determine the level of risk they pose

 The risk assessment is measured on a 100-point scale 
whereby each grantee is assigned points for various 
factors which are summed up to a total score that 
corresponds with the following risk categories:
 High risk (51-100)
 Medium risk (30-50 points)
 Low risk (0-29 points)
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Risk Assessment

9

Risk 
Assessment

Monitoring 
Plan

Monitoring 
Preparation

Monitoring 
Fieldwork

Monitoring 
Report

Monitoring 
Response

Determine Pool

Conduct 
Assessment

Complete 
Records

Finalize Results



Risk Assessment

 The results of each risk assessment should be 
entered into the Risk Assessment Tracker

 Once all risk scores have been entered, rank all 
grantees in order from highest to lowest risk based 
on their total score
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Risk Assessment

 Each risk assessment must be supported by 
documentation in accordance with the Risk 
Assessment File Checklist
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Risk Assessment

 Once all risk assessments have been completed, 
CA HCD will perform a review of each risk 
assessment file to ensure the documentation 
supports the results

 Once the Risk Assessment Tracker has been 
approved, the risk assessment is complete
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Monitoring Plan

 The monitoring plan serves as a roadmap that prioritizes 
monitoring higher risk grantees

 Based on the results of the risk assessment, complete 
the Monitoring Plan Tracker to identify:
 All grantees in order from highest to lowest risk
 The projected timeline of the monitoring events
 CA HCD and grantee contact information
 The type of monitoring event (on-site or desk) to be conducted 

and the area(s) that will be reviewed
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Monitoring Plan

 A Desk Monitoring consists of an in-depth financial review of 
at least one Request for Funds (RFF) per grantee, per quarter, 
to ensure appropriate source documentation is maintained

 An On-Site Monitoring is a comprehensive review of high-
risk grantees and their compliance with one or more program 
requirements including, but not limited to, activity and 
participant eligibility, data collection and reporting, as well as 
other federal requirements
 On-Site Monitoring may be conducted remotely due to extenuating 

circumstances that prevent the event from being conducted on-site (e.g., 
COVID-19)
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Monitoring Plan

 CA HCD will perform a review of the Monitoring 
Plan Tracker to ensure it is complete and 
accurately reflects the results of each risk 
assessment

 Upon approval, the Monitoring Plan Tracker shall 
be distributed to relevant staff
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Monitoring Preparation

 Complete a Monitoring Strategy for each grantee 
being monitored by defining the type of monitoring 
(on-site or desk) to be performed, the area(s) that 
will be reviewed, and the checklists to be used

 Identify any records that will be reviewed during the 
monitoring in the Document Request Checklist
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Monitoring Preparation
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Monitoring Preparation

 Assemble a file for each monitoring to be performed 
utilizing the Monitoring File Checklist

 CA HCD will review each monitoring file to ensure 
appropriate parameters have been defined in the 
Monitoring Strategy

 Upon approval, the Monitoring Tracker should be 
updated to reflect the finalized approach
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Monitoring Preparation
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Monitoring Preparation

 Once the date of the monitoring is determined, an 
Intent to Monitor Letter will be sent to the grantee 
at least 30 days before the monitoring event

 The letter should include the following:
 Date(s) of the monitoring event and a statement indicating whether the 

review will occur remotely or on-site
 Activity(ies) and area(s) to be reviewed
 Attach the Monitoring Checklists to be used during the event
 Attach the Document Request Checklist

20

Risk 
Assessment

Monitoring 
Plan

Monitoring 
Preparation

Monitoring 
Fieldwork

Monitoring 
Report

Monitoring 
Response

Develop 
Strategy

Assemble 
Records

Send Intent to 
Monitor Letter

Entrance 
Conference 

Agenda



Monitoring Preparation
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Monitoring Preparation

 Prepare the Entrance Conference Agenda

 Monitors are encouraged to review the following 
records before the monitoring to become familiar 
with the activity(ies) and identify any potential 
deficiencies:
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 Standard Agreement
 Performance Reports
 Requests for Funds (RFF)

 Written Standards
 Copies of audit reports



Monitoring Fieldwork

 An entrance conference shall be held at the start of 
the monitoring event to ensure the grantee has a 
clear understanding of the purpose, scope, and 
schedule for the monitoring

 Confirm key logistics such as availability of key staff 
and access to the grantee’s relevant files
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Monitoring Fieldwork
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Monitoring Fieldwork

 Complete the Monitoring Checklist(s) by answering 
each question with a ‘Yes’, ‘No’, or ‘Not Applicable’

 Each answer must include a written justification for the 
conclusion
 Relevant source documentation should be referenced with a 

copy attached in the monitoring file (especially in circumstances 
where it substantiates a finding or concern)

 Where feasible, interview the grantee’s staff to assess their 
understanding of the program requirements and capacity to 
implement the program in a compliant manner
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Monitoring Fieldwork

 Depending on the area(s) being monitored, CA HCD may need to 
select a sample of client files to review

 The type of client files subject to review should be based on the 
parameters of the monitoring event
 Example: if the monitoring is focused on participant eligibility, CA HCD staff 

should review client files that have been deemed eligible to verify the 
grantee’s eligibility process is compliant with all program requirements

 The number of client files subject to review should be based on the 
complete list (universe) of all clients reported to date
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Client Files (Universe) Client Files (Sample)

Less than 50 client files 10 client files

Between 50-100 client files 20 client files

More than 100 client files 30 client files



Monitoring Fieldwork

 At the conclusion of the monitoring, CA HCD shall host an 
exit conference with the grantee’s key personnel to 
discuss any preliminary findings and concerns as well as 
the next steps in the monitoring process

 For each finding or concern, the grantee will be provided:
 An opportunity to correct any misunderstandings
 A preview of the required corrective action that will be included 

in the Monitoring Report
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Monitoring Fieldwork

 Before drafting the Monitoring Report, ensure all 
questions from the Monitoring Checklist(s) have 
been answered and are supported by source 
documentation

 All documentation collected prior to, during, and after 
the monitoring must be saved in the monitoring file
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Monitoring Fieldwork

 CA HCD will review the monitoring event file to 
ensure the source documentation supports the 
conclusions drawn in the Monitoring Checklist(s)

 Upon approval, the Monitoring Plan Tracker should 
be updated to reflect the findings, concerns, and 
observations that will be included in the Monitoring 
Report
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Monitoring Report

 Prepare a draft Monitoring Report to the grantee 
outlining the results of the monitoring event including:
 Date of the monitoring
 Scope of the monitoring review
 Any findings, concerns, or observations for the grantee
 Required corrective actions needed
 Timeline for response
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Monitoring Report

 CA HCD will review the draft Monitoring Report to 
ensure all findings and concerns include the 
condition, criteria, cause, effect and required 
corrective action

 Once approved, the final Monitoring Report should 
be issued to the grantee within 30 days after the 
monitoring review
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Monitoring Report

 Ensure all necessary documentation and 
correspondence is maintained in accordance with the 
Monitoring File Checklist

 Update the Monitoring Plan Tracker to include key 
information and deadlines associated with each 
monitoring event, any findings and concerns, and the 
status of each
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Monitoring Response

 Grantees have 30 days to respond to all findings in the 
Monitoring Report, unless otherwise specified

 CA HCD will review the response to ensure the grantee has 
addressed each finding as described in the corrective action

 If all findings are not adequately addressed, schedule a meeting 
with the grantee to provide technical assistance and map out a 
strategy for resolving open findings and concerns
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Monitoring Response

 If a written response is not received within 30 days of the 
Monitoring Report being issued, CA HCD will issue a Non-
Compliance Letter to the grantee requesting their response 
within 15 days

 CA HCD may take one or more of the following actions if a 
grantee fails to correct identified deficiencies:
 Temporarily withhold reimbursements until findings are addressed
 Request the repayment of previous reimbursements for disallowed 

costs
 Wholly or partly suspend or terminate the award
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https://www.ecfr.gov/current/title-2/subtitle-A/chapter-II/part-200/subpart-D/subject-group-ECFR86b76dde0e1e9dc


Monitoring Response

 Once all findings have been remediated, prepare a draft 
Clearance Letter to the grantee
 If the monitoring did not result in any new findings or concerns, 

the Monitoring Report will serve as the Clearance Letter

 CA HCD will review the Clearance Letter and the 
documentation supporting the resolution of the open 
findings

 Upon approval, send the Clearance Letter to the grantee 
and update the Monitoring Plan Tracker
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Monitoring Response

 The monitoring event is complete once the following 
two conditions have been met:
 A Clearance Letter has been issued to the grantee 
 The monitoring file contains all correspondence and 

documentation collected throughout the monitoring process 
as specified by the Monitoring File Checklist
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Thank you for listening
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