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REVISITING THE LOS ANGELES HOMELESS SERVICES AUTHORITY’S
STRUCTURE AND FUNCTION (ITEM NO.3, AGENDA OF FEBRUARY 11,2020) AND
EXPLORING NEW GOVERNANCE MODELS TO IMPROVE ACCOUNTABILITY AND
OVERSIGHT OF HOMELESS FUNDS (ITEM NO. 19, AGENDA OF SEPTEMBER 1,
2020)

On February 11, 2020 and September 1, 2020, the Board of Supervisors (Board) took action
to examine the Los Angeles Homeless Services Authority (LAHSA), a Joint Powers Authority
(JPA) of the County of Los Angeles (County) and the City of Los Angeles (City), created in
December 1993 to address homelessness in the region.

In February 2020, the Board directed the Chief Executive Office (CEO), Auditor-Controller
(A-C), and County Counsel, in consultation with LAHSA and other relevant County
Departments, to:

1) conduct an analysis of the current structure and function of LAHSA (in concert
with the efforts underway in the City of Los Angeles); and

2) report back to the Board with findings and recommendations, including proposed
modifications to improve the governance structure, performance, accountability,
and transparency of LAHSA.

In September 2020, the Board further directed the CEO, in consultation with the A-C and
County Counsel, to report back on:

1) actions, reviews, and audits undertaken by the A-C in response to a prior Board
Motion of April 18, 2018, resulting in operational improvements by LAHSA to
enhance performance and accountability;
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2) any outstanding issues related to LAHSA’s fiscal and contracting operations and/or
data collection and management systems and corrective actions in each of these
areas that are underway or pending; and

3) recommendations that include the exploration of alternative governance models or
structures to administer and oversee homeless funds, programs, and services on
behalf of the County in order to ensure optimal performance, transparency, and
accountability.

An interim response to the February 2020 Board motion was provided on August 13,2020.
The response included an update on the formation of the Workgroup and review process.

An interim response to the September ?020 Board motion was provided on
October 2, 2020. The interim response included a summary of actions, reviews, and
audits undertaken by the A-C and the plan to review for any outstanding issues.

Review Process

The CEO convened a workgroup consisting of staff from the A-C and County Counsel.
The Workgroup met regularly and developed a work plan to address the above
deliverables of each Board motion. The Board directives of the February 2020 Board
motion and directive number three of the September 2020 Board motion are fully
addressed in this report. Under separate cover, the A-C responded to directives one and
two of the September 2020 Board motion (Appendix I).

The Workgroup identified key elements necessary to conduct a thorough analysis of
LAHSA’s structure and function. These include:

• A review of documents related to LAHSA’s structure and performance
• Interviews to solicit feedback on LAHSA’s performance, function, and structure

from various key stakeholders
o Collaboration with the City of Los Angeles and the LAHSA ad hoc Committee on

Governance, including a review of reports developed
• Review of funding and its impact on LAHSA’s function and structure
• Review of accountability and transparency mechanisms

The attached report and appendices address each of the above elements of the
Workgroup’s review, and consider independent reports produced by the A-C (Appendix
1) and the LAHSA Commission’s Governance Consultant (Appendix II).
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Additionally, jointly with the City and the LAHSA consultant, the workgroup participated in
interviews with the LAHSA Lived Experience Advisory Board, philanthropic organizations,
and the United States Department of Housing and Urban Development (HUD). The
findings of those interviews are included in Appendix II, along with other interviews
conducted by the LAHSA consultant.

Potential Modifications to Improve Governance and Operation of LAHSA

As reflected in the attached report and its appendices, there are a range of areas in which
LAHSA’s governance and operations could be enhanced, including contracting,
communications, data, responsiveness, and accountability. To develop specific
proposals for Board consideration, we recommend that the Board:

• Direct the Chief Executive Office and County Counsel, in consultation with the
Auditor-Controller, to work collaboratively with the City of Los Angeles and
the Los Angeles Homeless Services Authority (LAHSA) to develop proposed
amendments to the LAHSA JPA Agreement, and submit an interim report to the
Board in 90 days and a final report in 180 days.

A list of potential amendments to the JPA agreement are set forth in the Potential Actions
section of the attached report, as well as potential actions that would not require
amendments to the JPA agreement.

If you have any questions, please contact Phil Ansell, Homeless Initiative Director, at
213-974-1752 or by email at pansell@ceo.lacounty.gov.

FAD:JMN:TJM:
PA:LC:ab

Attachment

c: Executive Office, Board of Supervisors
County Counsel
Auditor-Controller
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Introduction/Background 

The passage of Measure H resulted in a significant influx of financial resources to support 
the homeless services delivery system in Los Angeles County (County).  As the lead 
Continuum of Care (CoC) for the County responsible for coordinating housing and 
services funding for homeless families and individuals, the Los Angeles Homeless 
Services Authority (LAHSA) receives a significant portion of the County’s funding to 
combat homelessness, including a majority of Measure H funding. 

The Measure H ordinance incorporates oversight, accountability, and transparency.  As 
such, there have been a series of audits and reviews of homeless funds to ensure their 
effective allocation and utilization.  In April 2018, the Board of Supervisors (Board) 
directed the Chief Executive Office (CEO) and the Auditor-Controller (A-C) to take 
comprehensive steps to evaluate and enhance LAHSA’s performance in relation to its 
fiscal and contracting operations and data management systems, and LAHSA has been 
the subject of various fiscal and operational reviews and audits which have identified 
opportunities for corrective action.  However, in the time since LAHSA’s creation, despite 
the infusion of resources to support the County’s comprehensive plan to combat 
homelessness, the structure and function of LAHSA has not been comprehensively  
re-examined.   

On February 11, 2020, the Board adopted a motion directing the CEO, A-C, and County 
Counsel, in consultation with LAHSA and relevant County Departments, to: 

1) conduct an analysis of the current structure and function of LAHSA, in concert with 
the efforts underway by the City of Los Angeles (City); and 

2) report back to the Board with findings and recommendations, including proposed 
modifications to improve the governance structure, performance, accountability, 
and transparency of LAHSA. 

Similar motions were adopted by the Los Angeles City Council and the LAHSA 
Commission. 

In September 2020, the Board further directed the CEO, in consultation with the A-C and 
County Counsel, to report back on:  

1) actions, reviews, and audits undertaken by the A-C in response to the prior Board 
motion of April 18, 2018, resulting in operational improvements by LAHSA to 
enhance performance and accountability;  

2) any outstanding issues related to LAHSA’s fiscal and contracting operations and/or 
data collection and management systems and corrective actions in each of these 
areas that are underway or pending; and  

3) recommendations that include the exploration of alternative governance models or 
structures to administer and oversee homeless funds, programs, and services on 
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behalf of the County in order to ensure optimal performance, transparency, and 
accountability.   

An interim response to the February 2020 Board motion was provided on  
August 13, 2020.  The response included an update on the formation of the Workgroup 
and review process.   An interim response to the September 2020 Board motion was 
provided on October 2, 2020.  The interim response included a summary of actions, 
reviews, and audits undertaken by the A-C and the plan to review any outstanding issues.   

This final report includes the following to fully address the February and September 2020 
Board Motions described above:  

• Overview of LAHSA Joint Powers Authority (JPA) – Overview on JPA creation, 
current governance structure, and the process to implement changes to the 
governance and operational structure. 

• Summary of Stakeholder Interviews – The Workgroup conducted interviews to 
solicit feedback on LAHSA’s performance and any areas for improvement.       
Interviews were conducted with representatives from County Departments, 
Council of Governments/Cities of the Antelope Valley, and Homeless Service 
Providers.  Additionally, the Workgroup participated in joint interviews with the City 
and the LAHSA Commission Consultant on Governance.  A summary of these joint 
interviews with the LAHSA Lived Experience Advisory Board, philanthropic 
organizations, and the United States Department of Housing and Urban 
Development are included in Appendix II.  

• Analysis of LAHSA performance over the most recent three-year period, 
conducted by the County’s lead researcher on homelessness, Max Stevens of the 
County’s Chief Information Office.  

• Potential amendments to the LAHSA JPA Agreement and other potential changes 
to enhance LAHSA’s governance and operational structure, performance, 
accountability, and transparency. 

Additionally, this report includes three Appendices: 

Appendix I – Reports by the A-C address directive number 2 of the above-referenced 
September 2020 Board Motion and provide a list of specific issues and corrective actions 
related to the 2018 assessment reviews conducted by the A-C on LAHSA’s fiscal, 
contracting, and performance data reporting operations.` 

Appendix II – Report on LAHSA Governance and Structure developed by consultant Ann 
Oliva for the LAHSA Commission.  This report includes a summary of joint interviews 
conducted by Ann Oliva, the County Workgroup, and the City with the LAHSA Lived 
Experience Advisory Board, philanthropic organizations, and the United States 
Department of Housing and Urban Development.  

Appendix  III - May 2018 CEO memo to the Board on strengthening the accountability of 
Measure H funds, developed in response to the April 2018 Board motion referenced 
above. 
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OVERVIEW OF LAHSA JOINT POWERS AUTHORITY 

Creation of LAHSA 

In 1993, the County and the City formed a Joint Powers Authority (JPA) to coordinate 
funds and services to address homelessness.  An amendment in 1994 effectuated a 
name change from the Los Angeles Services Authority to the Los Angeles Homeless 
Services Authority, or "LAHSA".  A second amendment in 2001 extended, slightly revised, 
and restated the initial agreement and remains the operative agreement today.   

LAHSA's Current Governance Structure 

Under the 2001 JPA Agreement, LAHSA's governing board is a commission (LAHSA 
Commission) composed of ten members.  Five commissioners are appointed by the 
Board. The other five commissioners are appointed by the Mayor and confirmed by the 
City Council (Council).  The County has traditionally appointed one commissioner per 
Supervisorial District, although this is not a requirement of the JPA Agreement.  In 
addition, the JPA Agreement allows for one or more of the County and City appointments 
to be an elected official, but neither the County nor the City have appointed an elected 
official to date.  

The LAHSA Commission generally holds one regular meeting on the fourth Friday of each 
month, but can hold additional special meetings, as necessary.  The LAHSA Commission 
is subject to the Brown Act.     

The LAHSA Commission's by-laws allow for the creation of standing and ad hoc 
committees to assist the Commission in its work.  Examples of current standing 
committees include Programs & Evaluation, Finance, Contracts & Grants Management, 
Policy and Planning, and the Coordinated Entry System Policy Council.  Examples of ad 
hoc committees include the Ad Hoc Committee on Black People Experiencing 
Homelessness, which identifies opportunities to increase racial equity within the 
homeless service delivery system, and the recently concluded Ad Hoc Committee on 
Women and Homelessness. 

At the Commission meetings, the agenda is usually comprised of reports by the Executive 
Director and by the standing and ad hoc committees.  The LAHSA Commission must also 
approve all contracts and expenditures over $500 thousand, (including leases and other 
real estate transactions).  The Executive Director has delegated authority to approve and 
execute contracts up to $500 thousand.   Action items are approved by a majority vote.  
(A majority of the total membership of the Commission, not counting unfilled seats, 
constitutes a quorum.)   

LAHSA receives legal counsel from County Counsel and the City Attorney.  In the event 
both are precluded from acting because of a conflict of interest or other legal impediment, 
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the Commission may employ independent counsel with the consent of the County and 
City, provided funds are available in the budget and have been allocated for this purpose. 

Process to Implement Changes to the Governance and Operational Structure   

The JPA Agreement may be modified by mutual consent of the parties with 30 days' 
written notice.  Thus, any amendments must be approved by both your Board and the 
City Council.  Amendments must be consistent with existing contracts and grants from 
the federal or State governments. 

The JPA Agreement may be terminated unilaterally by either the County or the City with 
180 days' written notice.  
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STAKEHOLDER INTERVIEWS – COUNTY DEPARTMENTS/AGENCIES  
 

To solicit County stakeholder feedback on LAHSA’s structure and function, the A-C 
conducted interviews with staff from seven County departments/agencies that have 
substantial interaction with LAHSA.  The County departments/agencies included: 

 Department of Children and Family Services 
 Department of Health Services 
 Department of Mental Health 
 Department of Public Health  
 Department of Public Social Services  
 Workforce Development, Aging, and Community Services 
 Los Angeles County Development Authority 

 
The interviews with County stakeholders focused on soliciting feedback on LAHSA’s 
performance and identifying any areas for improvement.  The departments/agencies 
expressed several positive aspects of their partnerships with LAHSA, such as their 
willingness to collaborate and the dedication of LAHSA’s staff.  However, the 
departments/agencies also identified several areas of improvement where LAHSA could 
enhance performance.  Below is a summary of the key improvement opportunities 
identified in our interviews with the departments/agencies. 
 
Data Collection and Sharing 
 
County stakeholders expressed the need for LAHSA to improve data collection and 
sharing, specifically as it relates to the Homeless Management Information System 
(HMIS), a database used to track client services.  For example, LAHSA can improve by: 
 
 Increasing HMIS access to departments/agencies providing homeless services. 
 Having access to all homeless services data, such as data maintained by 

departments/agencies not captured within HMIS. 
 Ensuring data relevant to County departments is captured accurately and timely. 
 
The departments/agencies indicated that these improvements would lead to better 
coordinated services within the County. 
Client Referral Process 
County stakeholders expressed the need for LAHSA to improve the client referral 
process.  Multiple departments/agencies indicated the current process is convoluted and 
needs to be streamlined to enhance the timeliness of client referrals.  
Departments/agencies also expressed that the current referral process underserves or 
does not prioritize a portion of the homeless population (i.e., those that do not have high 
acuity scores) and the process should be improved to ensure more equitable allocation 
of resources.   
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Staff Turnover  

Multiple County departments/agencies identified challenges resulting from high staff 
turnover within LAHSA.  For example, not having a steady workforce has resulted in 
delays communicating with and obtaining information from LAHSA staff.  
Departments/agencies expressed that reducing staff turnover and stabilizing LAHSA’s 
workforce would improve performance by decreasing the recurring need to establish 
working relationships and enhance their overall partnerships with LAHSA. 

LAHSA’s Structure 

Multiple County departments/agencies identified areas where LAHSA’s current structure 
could be improved to enhance the effectiveness of homeless services.  For example: 

 The LAHSA Commission does not include equitable representation between the 
County and City, as the County provides more funding but has equal representation.  

 LAHSA needs to clarify and deliver on their role as the lead policy maker, and their 
function as a Continuum of Care needs to be reexamined. 

 
Departments/agencies also indicated the need for LAHSA to focus more on homeless 
services beyond housing, increase collaboration for specific groups, and increase focus 
on the needs of smaller cities within the County.  
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STAKEHOLDER INTERVIEWS – LOS ANGELES HOMELESS SERVICES 
AUTHORITY PROVIDERS  

 

To solicit feedback on LAHSA’s structure and function, the CEO, A-C, and County 
Counsel Workgroup conducted interviews with representatives from three of LAHSA’s 
services providers: Homeless Outreach Program Integrated Care System, Jovenes, Inc., 
and Union Station Homeless Services.  The interviews focused on soliciting feedback on 
LAHSA’s performance and identifying areas for improvement.  Overall, the providers 
identified two key areas for improvement, contracting and communication, as summarized 
below.  
 
Contracting 
 
The providers expressed a strong need for improvement in LAHSA’s contracting 
operations which they indicated has historically been an issue.  Specifically, the providers 
have experienced delays with the execution of their contracts, primarily due to significant 
errors made in the contracting documents prior to execution.  Due to the errors, the 
contracts go back and forth between the providers and LAHSA multiple times before they 
are eventually finalized and executed.  This results in delays to the providers’ ability to 
invoice LAHSA for services already provided, which negatively impacts their operations.  
 
Communication 
 
The providers expressed the importance, and lack of, effective communication from 
LAHSA and the negative impact this has on their ability to work collaboratively.  In 
addition, the providers indicated LAHSA should improve their ability to receive and 
synthesize provider input and feedback when making decisions that impact their 
operations and client services.  The lack of internal communication between the various 
divisions within LAHSA also impacts providers' ability to operate effectively, causing 
providers to respond to multiple requests for the same information.  This often results in 
inconsistent messaging to providers, requiring clarification which impacts their ability to 
operate efficiently. 
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STAKEHOLDER INTERVIEWS – COUNCILS OF GOVERNMENTS  
 

To solicit feedback on LAHSA‘s structure and function from cities within the County, the 
CEO, A-C, and County Counsel Workgroup conducted interviews with representatives 
from six LA County Councils of Governments (COGs) and the two cities in the Antelope 
Valley (AV).  The COGS/AV Cities included: 
 
 Gateway Cities COG 
 San Gabriel Valley COG 
 Cities of the AV – Lancaster and Palmdale 
 Westside COG 
 San Fernando Valley COG 
 Las Virgenes-Malibu COG 
 South Bay Cities COG 
 
The interviews with COGs/Cities of the AV focused on soliciting feedback on LAHSA’s 
performance and identifying areas for improvement.  Below is a summary of the key 
improvement opportunities identified in our interviews. 
 
Communication 
 
The COGs indicated there is a significant lack of communication from LAHSA in their 
individual cities.  For example, some expressed they were unaware of LAHSA contractors 
providing services in their own cities and were unaware of beds available to house 
homeless clients in their service area.  In addition to a lack of communication, the COGs 
indicated there are often inconsistencies with the information/messaging they receive 
from LAHSA.  Overall, the COGs emphasized that communication needs to be 
significantly improved.  They also indicated direct access to the LAHSA leadership team 
would result in improved service for their homeless population.  
 
Accountability 
 
Multiple COGs expressed LAHSA's general lack of accountability, and that LAHSA does 
not effectively serve the homeless population in their cities.  In addition, COGs indicated 
LAHSA is often unclear about what their providers are doing.   
 
Governance Structure 
 
Multiple COGs expressed a need for change in LAHSA’s governance structure to better 
serve their cities.  For example, multiple COGs said the LAHSA Commission should be 
restructured to provide more representation and a stronger voice to the cities.  In addition, 
LAHSA should decentralize their services to be more localized and community based.  
 
 
 



9 
 

Contracting 
 
The COGs expressed the need for increased efficiencies with LAHSA’s contracting 
operations.  Specifically, multiple COGs indicated the time LAHSA takes to execute 
contracts is excessively long.  In addition, the timelines for Requests for Proposals do not 
allow for sufficient time to respond and LAHSA should consider the time needed for cities 
to adequately prepare and submit proposals.  
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ASSESSING LAHSA’S PERFORMANCE OVER A PERIOD OF THREE YEARS 
Los Angeles County 

Chief Executive Office 

Chief Information Office 

  Max Stevens, Ph.D. 

 

BACKGROUND 

This brief provides an abbreviated 
assessment of the Los Angeles 
Homeless Services Authority (LAHSA’s) 
performance in the period from Fiscal 
Years (FYs) 2017-18 through 2019-20.  
The examination focuses on three 
homeless services areas: 

 

 Clients served, as measured by  
new enrollments with LAHSA;  

 
 Permanent housing placements; 

 
 Interim housing placements.   
 

The three-year assessment period includes the first three years of Measure H.  In each of these three years, 
as shown in Figure 1, at least half of the revenues generated by Measure H were allocated to Los Angeles 
County Homeless Initiative (HI) strategies for which LAHSA is the lead or co-lead agency. 

 

KEY FINDINGS 

Clients Served. Enrollment records in the Homeless Management Information System (HMIS) dating back to 
FY 2016-17 suggest that LAHSA has responded to the growth of the homeless population and the availability 
of Measure H resources by significantly expanding the services they provide. 

 

 The number of clients opening new enrollments with LAHSA increased notably in each of the first two 
years of Measure H and the count recorded for Year Two was 22 percent higher than in the baseline 
year before the beginning of Measure H. 

 

 

$140.3M

54.0%

$217.6M

52.7%

$270.7

50.7%

FY 2017-18 FY 2018-19 FY 2019-20

LAHSA Other Agencies

$258.9M 

$412.2M 

$534.4M 

FIGURE 1 

MEASURE H ALLOCATIONS, FY 2017-18 to FY 2019-20 
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 The onset of the COVID-19 pandemic in March 2020 had far-reaching implications for the homeless 
services system and explains the 17.3 percent decline in clients opening new enrollments in FY 2019-
20, Year Three of Measure H. 
 

Permanent Housing Placements. LAHSA recorded successively higher numbers of permanent housing 
placements in all three assessment years, although growth slowed after the first-time infusion of Measure H 
dollars in FY 2017-18. 

 

Interim Housing and the Point-in-Time Homeless Count. Over the three-year observation period, LAHSA 
played a leading role in a coordinated Countywide effort to strengthen the emergency shelter system. 
LAHSA’s annual Point-in-Time (PIT) homeless count results between 2017 and 2020 suggest some of the 
impacts of the agency’s work in this area: 

 

 Between 2018 and 2020, the overall count grew by 26 percent, but the sheltered portion grew by 
close to 38 percent, which suggests an effect of the time and resources invested in strengthening the 
emergency shelter system over this period.  
 

 LAHSA’s total interim housing placements in the second year of observation increased 51 percent 
from the baseline total recorded in the last year before Measure H. 

 

 With the onset of the COVID-19 pandemic in FY 2019-20, providers operating congregate shelters 
were compelled to reduce their occupancy to meet imposed safety standards.   This had a particularly 
profound impact on the Measure H-funded portion of LAHSA’s interim-housing placements, which fell 
by a third for the year.  
 

o Much of this decline, however, was offset by a 69.4 percent increase in LAHSA’s  
Non-Measure H interim housing placements, inclusive of persons sheltered through 
Project Roomkey, which resulted in an overall annual decrease of only 1.2 percent from 
the previous year’s tally. 
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1. CLIENTS SERVED ANNUALLY 

Annual counts of individual clients served by LAHSA over the three-year observation period offer a view of 
LAHSA’s deployment of an expanding pool of resources in the face of an intensifying homelessness crisis. 

 

 The number of clients newly-enrolled in LAHSA services increased significantly in the first two years 
of Measure H.  The second year total (71,812) was close to 22 percent higher than the  
pre-Measure H baseline total (59,964, Figure 2). 

 

 The increase in newly-enrolled 
clients over the first two 
assessment years is encouraging 
though not unexpected given the 
infusion of Measure H dollars and 
the 11.7 percent increase in 
LAHSA’s 2019 PIT count, relative 
to the previous year. 
 

 The onset of the coronavirus 
pandemic in the fourth quarter 
of the third and final year 
observed here, FY 2019-20, 
explains the 17.3 percent decline 
in clients with newly-opened 
LAHSA enrollments.1  

 

 The enrollment growth in the first two years suggests, in general, that LAHSA successfully expanded 
the provision of services in response to an expanding homeless population and the availability of new 
resources to help meet growing demand.2 
 

A more difficult question is the degree to which the observed increases in newly-enrolled clients in the first 
two years of Measure H represent the optimization of the resources available to LAHSA.  Addressing this issue 
would require more intensive and elaborate analysis. 

  

 
1 Please note that clients with newly-opened enrollments are not limited to first-time clients.  Clients who exit the homeless 
services system in FY 2017-18 and re-enroll in 2018-19 will be counted as newly-enrolled in FY 2018-19.  Clients are not counted 
as newly-enrolled more than one time per year, but they are counted as newly-enrolled if they carry over a previous 
enrollment into a new year and then either exit and re-enroll or transition from one service enrollment to another. 
2 It should be noted, however, that Measure H is one of multiple sources funding LAHSA’s operations.  Unfortunately, we are 
unable to more precisely quantify how much of the enrollment increase over two years can be attributed to various funding 
sources because enrollment records in HMIS cannot be uniformly broken down by those representing services funded and not 
funded through Measure H. 

 

58,964 59,420

FY 2016-17,
Pre-Measure H

FY 2017-18 FY 2018-19 FY 2019-20

71,81267,130

FIGURE 2 

CLIENTS OPENINING NEW ENROLLMENTS WITH LAHSA ANNUALLY* 

  

-17.3% 
+13.8% 

*Percentages shown are the change over the previous year 

+7.0% 
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2. PERMANENT HOUSING PLACEMENTS 

In examining permanent and interim housing placements, we have the advantage of information that, to 
varying degrees, enables placements to be attributed to Measure H and non-Measure H funding sources.   

 Total Permanent housing placements grew in all three years of observation, though growth slowed 
considerably in the second and third year.   
 

 The first-time infusion of Measure H dollars in FY 2017-18 led to an expected spike in permanent 
housing placements recorded for the year.  Specifically, $42 million in revenues was allocated to 
LAHSA in connection with the HI’s Rapid Re-housing (RRH) strategy, which created a 30 percent 
increase in LAHSA’s permanent placements in comparison with the previous pre-Measure H baseline 
year (Figure 3). 

 

 Measure H allocations to LAHSA in 
connection with the HI’s RRH 
strategy grew from $42 million in 
FY 2017-18 to $57.7 million in FY 
2018-19, an increase of 37.4 
percent, and LAHSA placements 
associated with the strategy grew 
by 23.6 percent.  However, LAHSA’s 
annual permanent housing 
placements funded by sources 
other than Measure H declined by 
7.4 percent.    
 

 The reverse occurred in  
FY 2019-20, Year Three of Measure 
H, when LAHSA’s non-Measure H 
funded placements grew by 11.7 
percent, while the agency's 
Measure H placements shrank by 
8.5 percent.  
 

 In Year Three of Measure H, the agency’s total permanent housing placements for the year, regardless 
of funding source, was 6.7 percent higher than the total recorded in Year One.  

LAHSA’s three-year permanent placement results are difficult to evaluate without recourse to qualifications 
and caveats because the budgetary information required to examine the non-Measure H placements in 
relation to the non-Measure H funding LAHSA allocated to permanent housing is not readily available. 
Additionally, although they are largely beyond the purview of the homeless services system, housing and 
land scarcity must be considered in assessing LAHSA’s three-year permanent housing placement 
performance.  The development of a methodology, or the appropriation of one already developed, to 
specifically quantify the impact of an inadequate housing supply on LAHSA’s placement performance would 
permit a more definitive evaluation.3 

 
3Efforts to identify or develop such a methodology will benefit from a review of LAHSA’s 2020 Systems Analysis, which can 
help contextualize the agency’s annual permanent housing placements relative to the housing supply and demand: 

 

FY 2016-17,
Pre-Measure H

FY 2017-18 FY 2018-19 FY 2019-20

FiGURE 3
LAHSA PERMANENT HOUSING PLACEMENTS*

Non Measure H Measure H

16,025

11,903

15,535 16,579

*Percentages shown are the change over the previous year 

+30.5% +3.4% +3.2% 
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3. INTERIM HOUSING PLACEMENTS 

Over the three-year observation period, LAHSA played a leading role in a coordinated effort to strengthen 
the emergency shelter system, which is one of the signature accomplishments of the County’s strategic 
approach to the homelessness crisis.  LAHSA’s annual PIT counts between 2017 and 2020 suggest some of 
the impacts of this effort. 

 

 In proportional terms, as shown in Figure 4, the unsheltered portion of the PIT count was smaller by 
2.4 percentage points in 2020 relative to 2018 and was roughly equal to the unsheltered share of the 
baseline 2017 count.  

 Over a two-year window, between 
2018 and 2020, the overall count 
grew by 26 percent, but the 
sheltered portion grew by close to 
38 percent, from 13,369 to 18,295. 

   

 The total count grew by 12.7 
percent between 2019 and 2020, 
but the sheltered portion grew by 
25 percent whereas the 
unsheltered portion only grew by 
8.7 percent. 

 

 The unsheltered share of the 
population was no larger in 2020 
than in 2017.  This proportional 
stability is likely an effect of the 
resources invested in 
strengthening the shelter system 
over this period.   

 
 LAHSA is to be commended for its part in administering the bulk of the interim housing services that 

resulted in the unsheltered segment of the homeless population growing more slowly than the 
homeless population overall.  

 

When gauged against LAHSA’s three-year permanent housing placement results, the agency’s interim 
placement performance over the same period is more consistent, though the ability to place persons in 
interim housing is not affected to the same degree by the housing and land scarcities discussed above.  

 

 

 
https://homelessness.usc.edu/wp-content/uploads/sites/2/2020/06/LAHSA-06.20_homeless-services-system-analysis-
envisioning-an-optimal-system-in-los-angeles-copy.pdf 
 

40,082
(72.8%) 39,396

(74.7%)

44,214
(75.0%)

48,041
(72.3%)

14,966 13,369

14,722

18,395

2017,
Pre-Measure H

2018 2019 2020

Unshltered Sheltered

52,765

58,936

66,436

FIGURE 4.  PIT HOMELESS COUNT RESULTS SINCE 2017

https://homelessness.usc.edu/wp-content/uploads/sites/2/2020/06/LAHSA-06.20_homeless-services-system-analysis-envisioning-an-optimal-system-in-los-angeles-copy.pdf
https://homelessness.usc.edu/wp-content/uploads/sites/2/2020/06/LAHSA-06.20_homeless-services-system-analysis-envisioning-an-optimal-system-in-los-angeles-copy.pdf
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 In Year One of Measure H, FY 2017-18, $52.8 million in Measure H revenues were allocated to LAHSA 
for interim housing, helping boost placements by roughly 24 percent relative to interim housing 
placements recorded in the pre-Measure H baseline year (Figure 5). 
 

 Measure H allocations to LAHSA 
for permanent housing increased 
by 37.4 percent in FY 2018-19, as 
noted above, while allocations to 
the agency for interim housing 
increased by 26.3 percent over 
the same period. 4   However, 
while LAHSA’s Year Two interim 
placements almost replicated 
the growth in placements 
observed in Year One, the 
agency’s Year Two permanent 
housing placements grew by only 
3.2 percent, falling from the 30 
percent growth observed in Year 
One relative to the Pre-Measure 
H baseline. 

 

In Year One and Year Two, 69 percent and 72 percent of LAHSA’s interim housing placements respectively 
were funded either entirely or in part with Measure H revenues.  The bulk of the placements funded with 
Measure H dollars over these two years were in congregate settings.  

 

 With the onset of the COVID-19 pandemic in FY 2019-20, providers operating congregate facilities 
were compelled to significantly de-compress their occupancies and the Measure H-funded portion of 
LAHSA’s interim-housing placements consequently fell by a third for the year.  
 

 Much of this decline, however, was offset by a 69.4 percent increase in LAHSA’s Non-Measure H 
interim housing placements, inclusive of persons sheltered through Project Roomkey, which reduced 
the agency’s overall annual total by only 1.2 percent from the previous year’s tally. 

  

 
4  In FY 2017-18, $1.8 Million in Measure H funding associated with the HI’s bridge housing strategy for persons exiting 
institutions  and $51 Million associated with the HI’s strategy to expand and strengthen the shelter system were allocated to 
LAHSA, adding up to a total of $52.8 million in Measure H interim housing funds allocated to LAHSA overall.  
In FY 2018-19, $5.1 million in Measure H bridge housing funds and $61.6 million in Measure H shelter system funds totaled to 
$66.7 million Measure H interim housing funding allocated to LAHSA, which represented an increase of 26.3 percent. 

 

5,638
7,509

12,723

16,145 14,313
16,872 11,377

FY 2016-17,
 

FY 2017-18 FY 2018-19 FY 2019-20

FIGURE 5. 
LAHSA ANNUAL INTERIM HOUSING PLACEMENTS

Entirely Non Measure H Funded
Funded Entirely or in Part by Measure H

19,951 

24,381 24,100 
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4. SUMMARY 

A broader assessment of LAHSA’s overall homeless services performance – one that evaluates the agency’s 
results based on the size of the population in need of services in relation to the resources available – would 
require methods and criteria for evaluating homeless services delivery that have not yet been developed.   In 
the absence of such methods, however, the available data shows that LAHSA recorded successively larger 
permanent housing placement totals in each of the three years considered here.  Due largely to the 
Coronavirus public health emergency, new LAHSA services enrollments declined in the third year of the 
observation period.  The agency’s interim housing placements also grew in each of the first two years and, 
despite the impact of the pandemic on Measure H-funded interim placements, LAHSA’s overall annual 
placement total decreased only slightly in the third year.  Additionally, LAHSA deserves credit for its 
leadership in the countywide effort to strengthen the emergency shelter system. The proportional growth of 
the sheltered share of LAHSA’s PIT homeless count suggests that this effort and LAHSA’s administration of 
the majority of interim housing providers in the County have accomplished their stated objectives.  
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POTENTIAL CHANGES 

The various individuals and organizations consulted in the development of this report and 
the CEO, A-C, and County Counsel Workgroup identified a number of potential changes 
which may improve LAHSA's governance and operational structure, performance, 
accountability and transparency.  These potential changes are divided between those 
that would require amendments to the JPA Agreement and those that do not. 

Potential Amendments to the JPA Agreement 

• Change or expand representation on the LAHSA Commission by: 
o Increasing County representation; 
o Adding representation from other cities; and/or modeling the LAHSA 

Commission after other entities such as the Los Angeles County 
Metropolitan Transportation Authority. 

• Modify LAHSA operations by: 
o Altering LAHSA’s scope of work to include clearer expectations and 

accountability; 
o Requiring more frequent reporting on financial activities; and/or 
o Creating a structure to coordinate LAHSA-funded services in each 

Service Planning Area. 
 

Other Potential Changes 

o The County could shift any portion of the Measure H and/or other County funding 
currently administered by LAHSA to a new or existing County Department.  On 
May 10, 2018, the CEO submitted a report to the Board regarding this option in 
relation to Measure H (Appendix IV to this report). 

o Departments/agencies that provide homeless services could be directed to use 
LAHSA’s HMIS to enhance the collection and sharing of data.  

 
o The CEO and A-C will continue to work with LAHSA to ensure County-funded 

contracts/amendments with sub-recipients are executed in a timely manner once 
funding is approved.  

 
o The LAHSA Commission could establish ad hoc committees, with representatives 

from COGs and LAHSA service providers, to develop mechanisms to ensure 
consistent, complete, and timely communication to all stakeholders.  

 
o Departments and LACDA will continue to work with LAHSA to improve client 

referral processes. 
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Report on Governance for the Los Angeles Homeless Services Authority 

To: Wendy Greuel, Chair, LAHSA Commission 
Sarah Dusseault, Chair, Ad-Hoc Committee on Governance 
Heidi Marston, Executive Director 

From: Ann Oliva, Visiting Senior Fellow, Center on Budget and Policy Priorities 

Date: February 24, 2021 

Re: Governance Report 

Attachment: Report on LAHSA Governance Submitted to the LAHSA Commission 

Thank you for the opportunity to work with LAHSA to review and recommend ways to strengthen 
LAHSA’s governance structure. Attached please find a final report that describes the process and 
recommendations developed over the last several months of work with you, your team and community 
stakeholders. This version includes minor changes that provide additional detail related to key 
recommendations.  I look forward to discussing the final report with the LAHSA Commission later this 
week. 

As you know, part of the knowledge I brought to this project was my experience working to end 
homelessness at both the national level and in communities like San Diego, King County, Houston and 
the District of Columbia. I have had the opportunity to see first-hand how governance structures for 
homelessness assistance systems are designed and how they actually operate in real world 
circumstances. This knowledge, along with the stakeholder interviews I conducted as part of this 
process, informed the recommendations developed for this report. Each community I have worked with 
has had their own unique conditions and players - but it is clear that the homelessness services 
ecosystem in Los Angeles is particularly complex both politically and structurally. The recommendations 
contained in the report reflect that complexity.  

LAHSA is already in the process of implementing key operational improvements and is well positioned to 
implement the LAHSA-specific governance recommendations related to the Commission, Continuum of 
Care Board, Coordinated Entry System Policy Council, Lived Experience Advisory Board and workgroups. 
However, LAHSA cannot solve the challenges being faced by the homelessness system and the people it 
serves alone.  

Implementation of the recommendations related to the system as a whole will be, as one of my 
interviewees indicated, a heavy lift and will require buy-in and sustained commitment from City and 
County elected leaders in order to be successful.  My own experience in communities indicates that 
having an elected leader act as the champion for this effort will help to create the engagement and 
momentum needed to move it forward. Additionally, City and County partners – including mainstream 
systems and affordable housing developers that manage key resources outside of LAHSA’s control - 
must fully participate in a comprehensive system-level approach that guides the work of all stakeholders 
for collective impact and transformational change towards ending homelessness.  

I hope the submission of this report contributes to the positive change LAHSA and its stakeholders seek. 
Please feel free to contact me with any questions or if I can be helpful as you move towards 
implementation of these recommendations.   

Appendix II
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Executive Summary 

The LAHSA Commission formed an Ad-Hoc Committee on Governance in February 2020 to review the 
current structures that govern LAHSA’s operations, policy development and relationships with key 
partners across the region, and to develop recommendations on how roles and responsibilities may be 
better defined to improve accountability for housing and services to people experiencing homelessness 
in Los Angeles.  Two major factors drove the need for a governance review:  

1) LAHSA is evolving from acting as a grants administrator for the homelessness system to being a 
system administrator – a role that is critically needed in the region.  However, neither its current 
governance structure nor the Joint Powers Agreement (JPA) fully support this role. LAHSA’s work is 
largely dictated by the City and County of Los Angeles, neither of which delegate full decision-
making power on homelessness/re-housing assistance to LAHSA. This complex governance dynamic 
often puts LAHSA in the center of high-level policy and funding differences without the 
independence or authority to mediate issues. As a result, LAHSA has become a target of criticism or 
blame on issues outside of its actual span of control. 

2) LAHSA has seen unprecedented growth over the last five years - over $709 million dollars (728%) in 
budget growth and an increase of 338 staff (252%). Even with the sizable growth in staff, the 
organization is not fully resourced for or aligned with its level of responsibility for the federal, state, 
City, County and private funding sources it manages. These capacity and functional challenges can 
result in frustration for LAHSA staff and external partners. However, LAHSA is in the process of 
actively addressing these challenges through implementation of its strategic plan and operational 
improvements. Ensuring that its governance structure supports the changes being made to its 
operations is key to long-term success.   

The process for developing recommendations included in this report included of a review of documents 
provided by the Committee regarding LAHSA’s governance structure and legal requirements, interviews 
with community stakeholders (see page 5 for details), and a review of governance models developed 
and used in other systems or geographic areas.  

Summary of Recommendations 

As an organization and critical part of the homelessness response system in Los Angeles, LAHSA is taking 
the steps necessary to strengthen its operations and governance structures. However, these steps alone 
will not address the challenges faced by the region – issues including an increased inflow into 
homelessness, lack of a cohesive regional vision and goals, and an affordable housing shortage 
contribute to homelessness and are not within LAHSA’s span of control. Strengthening the region’s 
overall homelessness response could be accomplished through a three-step approach that includes 
strengthening LAHSA’s operations and governance, but also conducting an assessment of regional 
governance and making changes that support a true system-level approach to ending homelessness and 
increased accountability for those entities that control related systems and resources. 
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While this report focuses on LAHSA governance as illustrated in Step 2 of the graphic, the completion of 
Steps 1 and 3 are key to LAHSA’s success and to the success of the community in ending homelessness in 
Los Angeles. Strengthening operational capacity and performance (completing Step 1) will build trust in 
LAHSA as the system administrator. Clarifying roles and streamlining/ strengthening LAHSA’s governance 
structures (Step 2) will improve the organization’s ability to receive and use information from the field, 
connect with elected leaders, and make strong policy and funding decisions.  

Step 3, however, could be transformational. Building on the improvements made in Steps 1 and 2, Step 
3 could build a true systems-level approach, placing LAHSA as system administrator in the proper 
position and providing it with the authority and flexibility necessary to be successful. This includes the 
ability to develop and implement policy as well as utilize flexible funding approaches to better meet the 
needs of people experiencing homelessness and the organizations that serve them. Flexible funding - 
especially from the City/County as part of the implementation of a shared vision, goals and metrics - 
could also create operational efficiencies in the contracting process and support the shift from a 
predominantly compliance-based approach to a collective action approach at the system level. 

Specific recommendations include: 

1) LAHSA should complete the implementation of operations changes as described in the
organization’s strategic plan, many of which are already underway. Because so many of the
challenges described by interviewees were, in fact, operational in nature (rather than governance
related), it is imperative that LAHSA quickly implement needed structural changes to orient itself
towards its role as system administrator. Priority areas include contracting and procurement,
communications, implementation of equity practices in alignment with the recommendations made
by the Ad-Hoc Committee on Black People Experiencing Homelessness, partnering with people with
lived expertise, and establishing more direct connections with subregional leaders.
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2) LAHSA should establish role clarity and streamline key governance bodies. Each governance-related 
body or workgroup should have a clear purpose and authority and fulfill a strategic purpose for the 
system as a whole.    
 LAHSA should work with the LAHSA Commission, the Continuum of Care Board, the 

Coordinated Entry System Policy Council, and the Lived Experience Advisory Board to establish 
clarity as to when they have decision-making authority, when they are acting in an advisory 
capacity, and when they are workgroups making recommendations on specific policy/program 
areas.   

 The Regional Homelessness Advisory Council (RHAC) no longer serves its originally intended 
purpose, and therefore is recommended to be dissolved after the process to map and 
document roles and responsibilities for the four priority groups discussed above is complete. A 
communications strategy for current RHAC members should be developed and implemented as 
part of the process for successfully disbanding the group.   

 A full analysis of existing workgroups and committees created as part of the LAHSA Commission, 
the Continuum of Care, the RHAC, and the City and County should be conducted in order to 
understand any overlap or conflicting mandates and workflows. Extraneous workgroups should 
then be dissolved and membership in newly created or existing workgroups should be 
reviewed to ensure that they are comprised of appropriate subject matter experts, including 
people with lived expertise.  
 This analysis/mapping is an opportunity to work with current (HUD or other) technial 

assistance (TA) providers to streamline the number of groups working on overlapping or 
similar topics and to be strategic about the use of workgroups. This process should be 
closely coordinated with the organization’s strategic plan implementation work. A four step 
process would provide the information and consensus needed to execute this 
recommendation.   
(1) LAHSA should identify any regulatory or other legal requirements that workgroups fulfill 

so they can be accounted for in the analysis. 
(2) LAHSA staff should identify workgroups that it convenes/manages/participates in, 

including those workgroups convened as part of the Commission, the CoC or CES Policy 
Council. Through its own process, LAHSA can identify the information needed from 
other workgroup conveners to begin mapping and streamlining these functions. 

(3) With the assistance of TA providers, LAHSA should identify key leaders across the 
system who also convene workgroups on the issue of homelessness, and provide a 
standard format for these partners to identify each workgroup, its purpose, legal 
authority, frequency and members. 

(4) LAHSA should convene a meeting of its partners at the City of Los Angeles, County of Los 
Angeles, the CoC Board, the CES Policy Council and the RHAC to produce a system 
workgroup map, identify areas where workgroups can be combined or steamlined, 
review workgroup membership with an equity lens, determine next steps for making 
proposed changes (based on the existing authority for each group) and communicating 
to stakeholders. 
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 The role of both the Commission and its members can be immediately clarified and changes 
can be made to build a stronger connection between the Commission and elected officials, 
including the City Council. Recommended actions include: 
• Create position descriptions for LAHSA commissioners and officers, including expectations of 

the positions.  
• Develop a characteristics, skills and expertise matrix to aid elected officials in the selection 

of Commissioners when filling an open seat. Specifically address diversity, inclusion and 
representation by people of color and people with lived expertise. 

• Work with Mayor’s Office and City Council to develop a process for filling/confirming City of 
Los Angeles seats in the future. 

• Create a formal mechanism to address sub-regional planning, policy and resources. For 
example, create an ad-hoc committee or other process that includes City/County/regional 
leaders designed to specifically develop strategies to include other subregions and cities in 
system coordination.  

• Although this report generally recommends fewer bodies/workgroups with clearly defined roles 
and authority, it is also sometimes necessary to fill gaps in order to successfully execute a 
strategic vision. Currently, there is no body that includes key elected officials to assist LAHSA in 
administering the system and troubleshooting challenges that arise across political boundaries. 
Therefore, it is recommended that LAHSA work with key elected officials (City and County) with 
jurisdiction over homelessness assistance resources to create a homelessness-specific 
planning group to convene regularly while the system-level work (described below) is in 
development.  This will quickly engage important decision-makers to address urgent challenges 
and lay the groundwork for a regional, system-level approach. Community models for engaging 
elected leaders include: 
• In 2020 the City of San Diego implemented a Leadership Council on homelessness that 

includes the Mayor of San Diego, the Chair of the County Board of Supervisors, a City 
Council member and the CEO of the Housing Commission along with key lived expertise 
representation, philanthropic and business leaders, and the Continuum of Care to support 
the efforts of ending homelessness across jurisdictional boundaries. (City of San Diego 
Community Action Plan on Homelessness, p.36) 

• The King County Regional Homelessness Authority (KCHRA) engages with elected leaders - 
including the Mayor of Seattle, the County Executive, members of the City and County 
Councils and members of the Sound Cities Association – via a Governance Board that works 
with representatives with lived expertise to support regional efforts to end homelessness 
led by the KCHRA. (King County Homelessness Governing Board)  

 
3) Support System Administration and Develop System-Wide Vision and Goals  

Leaders in the homelessness community, including key elected officials, should undertake a system-
level review to identify goals/vision for the system as a whole, clarify public and private sector roles, 
and tie LAHSA’s work to its key partners within mainstream and affordable housing systems that 
intersect with homelessness. It is therefore important that LAHSA be included as a partner along with 
the City and County as the review is conducted and a new system-level approach is developed. This 
review be comprised of at least the following components:  

 An assessment of all public and private regional governance structures (including legal 
agreements) that impact homelessness. 
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 Identification of a City/County/LAHSA mechanism to develop a robust system approach to 
ending homelessness in Los Angeles through development of shared goals and vision to drive 
decision-making and resource allocation.  

 A review of LAHSA’s legal authority to determine if LAHSA has sufficient independence and 
decision-making authority to carry out its responsibilities as the system administrator or for its 
role as determined through the system-level assessment and establishing a process for making 
changes as needed. 
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I. Introduction and Purpose 
 
The LAHSA Commission formed an Ad-Hoc Committee on Governance (the Committee) in February 2020 
based on its authority through the Joint Powers Agreement that allows for governance review every five 
years.  The Committee is charged with reviewing the current structures that govern LAHSA’s operations, 
policy development and relationships with key partners across the region, and for developing 
recommendations on how roles and responsibilities may be better defined to improve accountability for 
housing and services to people experiencing homelessness in Los Angeles. Its members include 
Commissioners Dusseault (Committee Chair), Greuel, Sauls, Farkas and Muro.  

Several inter-related actions led to the formation of the Committee. LAHSA’s internal strategic planning 
process (underway since 2018) assisted the staff and leadership of the organization to clarify its vision 
and LAHSA’s role within the larger homelessness ecosystem of Los Angeles (see Figure 1). LAHSA is also 

in the process of shifting internal operating structures to support that vision and role. In light of this 
work and the challenges discovered, the Commission formed the Ad Hoc Committee on Governance and 
encouraged partnership in this effort at both the County and City. Supervisors Barger and Solis directed 
the CEO, the Auditor-Controller, and County Counsel to conduct a thorough analysis of LAHSA’s 
governance structure and to return with recommendations. City Council President Martinez also 
introduced a motion to examine governance of the homeless services system. The Ad-Hoc Committee on 
Governance was designed to consider each of these processes and develop its own recommendations to 
strengthen the organization and advance the goal of ending homelessness in Los Angeles.  

 

 

Figure 1: LAHSA's Role Within the Regional Homelessness 
Ecosystem 
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LAHSA’s Role in Homeless Services 

LAHSA was formed in December of 1993 by the Los Angeles County Board of Supervisors and the Los 
Angeles Mayor and City1 Council in response to litigation between the City of Los Angeles and Los 
Angeles County pertaining to jurisdictional responsibility for addressing homelessness.  It was created as 
an independent, joint powers authority and was designed to become the agency responsible for 
responding to homelessness across the region. LAHSA oversight is conducted by its Commission, which 
is comprised of 10 commissioners, half appointed by the County Supervisors and half by the Mayor of 
Los Angeles with the confirmation of the City Council. 

A number of factors have made it difficult for LAHSA to fully fulfill its intended role. While it has 
performed well in its federally recognized role as the lead agency for the Los Angeles Continuum of 
Care2 (which covers the City of Los Angeles and much of the County), neither the City nor the County 
ever fully delegated decision-making power on homelessness/re-housing assistance to LAHSA. LAHSA 
also does not control – appropriately so – the mainstream systems that often exit people into 
homelessness or that serve people with physical or behavioral health issues who are also experiencing 
homelessness, nor does it control affordable housing production. This complex dynamic has made 
LAHSA accountable to multiple and sometimes conflicting institutions, with a limited ability to govern 
itself due to the terms of the Joint Powers Agreement.  

This dynamic began to change when voters passed Measure H and Proposition HHH in 2016/2017, 
funding a badly needed expansion of homeless services and supportive housing aligned to a coordinated 
City and County strategy that prioritized a housing-first model. While the funding was key, the passing of 
these measures most importantly kept governments and providers united towards a common purpose. 
This helped LAHSA to begin to lean into the role of system administrator – one more in line with its 
intended purpose. 

However, LAHSA’s growth since 2016/2017 and the changing dynamics between its public funders have 
created challenges that the organization is actively trying to solve as described in this report. The Ad-Hoc 
Committee on Governance was created to ensure that LAHSA’s governance structure fully supports the 
organization’s vision and its role in the community. 

Impact of Rapid Organizational Growth  

With passage of Measure H (also known as the Homeless Initiative, which allocates a portion of its 
funding to LAHSA) and Proposition HHH (no funds flow through LAHSA) in 2016/2017, LAHSA has seen 
unprecedented growth both in its personnel and the amount of funding for which it is responsible.  This 
rapid growth created the need to conduct a full review of the organization, including its operational and 
governance structures.  The charts below illustrate the rate of change for the organization: a budget 
increase of over $709 million dollars, or 728%, over five fiscal years and an increase of 338 staff, or 252% 
growth over the same period. 

 
1 https://www.lahsa.org/about  
2 HUD Continuum of Care Program: https://www.hudexchange.info/programs/coc/  
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These charts, however, do not tell the entire story.  While the growth in staff has been sizable, it is also 
clear from the internal operational review that the organization’s staffing is not fully resourced for or 
aligned with the level of responsibility for federal, state, City, County and private funding sources it 
manages. This creates operational capacity challenges in a number of areas – resulting in frustration 
both internally and with LAHSA’s external partners.  These operational frustrations were voiced in the 
interviews conducted as part of the governance review, and to LAHSA’s partners were often 
indistinguishable from governance related challenges. 

The level of funding LAHSA receives through these sources also gives the public and LAHSA’s 
homelessness stakeholders a false sense of what LAHSA controls. While these funding amounts are 
large, each funding source comes with its own set of rules and limitations, creating a complex web of 
contract requirements and eligible activities that can be difficult to navigate and is often passed through 
to subrecipients. This can result in frustration or lack of clarity at the stakeholder level – often with 
LAHSA being blamed for inefficiencies or rules it does not actually control.    

In 2018 LAHSA began a proactive process to address challenges related to the rapid growth of the 
organization.  It began, as discussed previously, with a full operational review and strategic planning 
process to clarify the organization’s mission, vision and role in the community.  LAHSA is currently 
implementing operational changes in six key areas: 

1. System management 
2. External Relations and Communication 
3. Grant Administration 
4. Data Collection and Analysis 
5. Health and Safety response 
6. Equity 

 
LAHSA’s priority is improving operations and creating a structure that will support its role in ending 
homelessness in Los Angeles. Strengthening the region’s overall homelessness response could be 
accomplished through a three-step approach that includes strengthening LAHSA’s operations and 
governance, but also conducting an assessment of regional governance and making changes that 

Figure 2: LAHSA Organizational Growth 
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support a true system-level approach to ending homelessness and increased accountability for those 
entities that control related systems and resources. 

Figure 3: Strengthening Homelessness Assistance in Los Angeles 

While this report focuses on Step 2 of the process as defined in Figure 3, the completion of Steps 1 and 3 
are key to LAHSA’s success and to the success of the community in ending homelessness in Los Angeles. 
Strengthening operational capacity and performance (completing Step 1) will build trust in the 
organization and its role. Clarifying roles and streamlining/strengthening LAHSA’s governance structures 
(Step 2) will improve the organization’s ability to receive and use information from the field, connect 
with elected leaders, and make strong policy and funding decisions.  

Step 3, however, could be transformational. Building on the improvements made in Steps 1 and 2, Step 
3 could build a true systems-level approach, placing LAHSA as system administrator in the proper 
position and providing it with the authority and flexibility necessary to be successful. This includes the 
ability to develop and implement policy as well as utilize flexible funding approaches to better meet the 
needs of people experiencing homelessness and the organizations that serve them. Flexible funding - 
especially from the City/County as part of the implementation of a shared vision, goals and metrics - 
could also create operational efficiencies in the contracting process and support the shift from a 
predominantly compliance-based approach to a collective action approach at the system level. 

Equity and the Ad-Hoc Report on Black People Experiencing Homelessness 

In December 2018 the LAHSA Commission’s Ad-Hoc Committee on Black People Experiencing 
Homelessness issued a report and recommendations to “eliminate racial disparities impacting Black 
people experiencing homelessness by ensuring racial equity within the homeless crisis response 
system.” The insights and recommendations included in the report reflect the connection between 
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LAHSA’s governance structure and meeting the needs of people 
most impacted by homelessness. Two important insights into 
the intersection between equity and governance are described 
on page 7 of the report (emphasis added): 

1. For lasting change to occur, institutional barriers 
across agencies and mainstream systems must be 
dismantled to eliminate the racial disparities and 
systemic racism affecting Black people experiencing 
homelessness. 

2. The inclusion of Black people with lived experience 
of homelessness in all aspects of program and 
policy design, implementation, evaluation, and 
service delivery, is critical to ensuring that programs 
and services effectively meet the needs of those 
they are intended to serve.  

 
While the Ad-Hoc Committee on Black People Experiencing 
Homelessness report did not include a specific chapter on 
governance, it offers a roadmap to how governance can fully 
support its implementation. The insights, principles and 
recommendations included in the report informed the 
development of the governance recommendations included 
here, especially related to power sharing, dismantling 
institutional barriers across systems, and inclusion of people 
with lived expertise in all layers of governance and program 
design.  

II. Overview of the Process 
 

The process for developing the recommendations included in 
this report included a review of documents provided by the 
Committee regarding LAHSA’s governance structure and legal 
requirements, interviews with community stakeholders, and a 
review of governance models developed and used in other 
systems or geographic areas.  

Interviews with community stakeholders began on October 13, 
2020 and continued through the end of January 2021. The list of 
community stakeholders to be interviewed was established by 
Committee as part of the scope of work development for the 
project consultant (Ann Oliva, Center on Budget and Policy 
Priorities). While all interviews conducted as part of this project 
were facilitated by the project consultant, some interviews were 
conducted in conjunction with City of Los Angeles and County 

Stakeholder Groups 
 
The Committee included a broad 
array of stakeholder groups as part 
of the interview process.  
Interviews were conducted in two 
phases. In total, nearly 50 
interviews with approximately 100 
people were conducted as part of 
this project. 

First, interviews were conducted 
with community-based 
organizations and individuals that 
work with or for LAHSA in a variety 
of capacities, including (see 
Appendix A for a full list): 

 LAHSA senior staff and 
commission leadership 

 Local Councils of Government 
 Lived Experience Advisory 

Board members 
 Business leaders 
 City and County staff 
 Faith-based groups 
 Other Continuums of Care in 

the region 
 Housing Authorities 
 Police 
 LA Continuum of Care 

leadership 
 Coordinated Entry System lead 

organizations and policy 
council members 

 HUD staff 
 Philanthropic partners 

Initial themes were identified 
through phase one interviews, and 
informed phase two interviews 
with:  

 Elected leaders 
 Former LAHSA commissioners   
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staff for the sake of efficiency and coordination. Interviews with a single person or entity were 
scheduled for 30 minutes, and those with larger groups or coalitions were scheduled for 60 minutes.  
Some interviews went longer than the scheduled period or were extended if additional discussion was 
necessary or requested by the interviewee. In order to establish clear boundaries and an environment of 
open and honest discussion, interviewees were advised that information collected from these interviews 
would not be attributed to specific individuals unless the project consultant requested express 
permission. 

Interview questions were reviewed and approved by the Committee. They included the following open-
ended questions as well as specific follow-up or related questions based on each discussion. 

1. LAHSA’s role within the larger Los Angeles homelessness ecosystem has shifted over the last 
several years from a grants administrator to a system administrator. Should this shift impact the 
way we think about LAHSA’s governance? 

2. How do you/your organization interact with LAHSA?  Are the lines of authority and roles clear in 
that interaction? 

3. What are the three biggest governance challenges facing LAHSA? In other words, what do you 
think we need to solve for in this exercise? 

4. What skills and knowledge do we need represented in any LAHSA governance structure? 
5. What are the characteristics of an ideal governance structure from your point of view? 

 
Preparation for Phase One and Two interviews involved the review of documents related to LAHSA’s 
governance and operating structure, including: 

 Homeless Response System Map  
 LAHSA Funding Overview  
 LAHSA Joint Powers Agreement (JPA) and 

State JPA Guidance  
 LAHSA Strategic Planning Materials  
 City and County Motions on LAHSA 

Governance  
 LAHSA Commission By-Laws, 

Organizational Chart and Commission and 
Committee Rosters  

 Los Angeles Continuum of Care (CoC) By-
Laws, Charter and Roster  

 Regional Homeless Advisory Council 
(RHAC) Charter and Roster  

 Coordinated Entry System (CES) Policy 
Council Background Memorandum, 
Process and Roster  

 Overview of Home for Good Funders 
Collaborative  

 Measure H Citizens Oversight 
Board Materials 

 Lived Experience Advisory 
Board (LEAB) Charter and Roster  

 Homeless Youth Forum of Los Angeles 
(HYFLA) Charter and Roster 

 Federal Regulatory Requirements and CoC 
Guidance  

 
Other governance and community homelessness assistance models reviewed included: 

 Los Angeles County Metropolitan Transportation Authority Board 
 Southern California Association of Governments 
 Alameda Corridor Transportation Authority 
 King County Regional Homelessness Authority 
 New York City Continuum of Care and Department of Social Services 
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 Houston/Harris County, Las Vegas/Clark County, San Diego City and County, and 
Portland/Multnomah County Continuum of Care Governance  
 

III. Themes Identified Through Interviews and Document Reviews 
 
Phase One and Two discussions identified common themes across stakeholder groups and interviewees.  
The themes identified in Phase One, and presented to the Committee on November 9, 2020, informed 
the discussions with elected officials in Phase Two.  

Interviewees raised, in multiple ways, four broad subject areas, which provide a framework for the 
challenges that will need to be addressed in any changes to LAHSA and system governance.   

1. Operations. Challenges related to LAHSA operations were raised numerous times in Phase One 
and Two discussions, making it clear that LAHSA must successfully address these challenges for 
it to gain community trust and support. The two most often cited challenges relate to contracts 
and communication. 

2. Role Clarity.  Many interviewees pointed to overlapping or unclear lines of authority for various 
governing bodies as a challenge. This lack of clarity exists even for members of these bodies – 
they are unsure when they are the final decision-makers versus when they are acting in an 
advisory capacity. This causes confusion and frustration for governing body members and 
community stakeholders. 

3. Support for System Administration. Generally, interviewees stated that LAHSA’s role as the 
homelessness system administrator is appropriate and needed. However, many also stated that 
LAHSA currently does not have the governance structure, independence, or political support 
necessary to successfully carry out this role. There was also general acknowledgement by many 
interviewees that LAHSA has an incredibly difficult job and is often blamed for issues that are 
not within its span of control.  

4. System-Wide Vision and Goals. The lack of regional goals, metrics and a common vision was 
raised as a challenge in numerous interviews. Many interviewees expressed that a lack of clear 
direction for the system as a whole contributes to the perception that LAHSA is “caught” 
between the City and County when policy or funding disagreements arise.  

 
Phase One Themes 

Community stakeholders interviewed in Phase One identified challenges that should be addressed in the 
work to strengthen LAHSA’s governance structure.   

 Vision and Goals. Community leaders and homelessness service providers should be clear on a 
common vision to drive the priorities and work of all partners. In many communities the 
development of a system-level vision includes a facilitated process conducted with key 
stakeholders, and sometimes includes the development of related interim goals and metrics of 
success. There is often also a single overarching plan that guides the work towards the vision 
and goals. Many interviewees indicated that a single regional vision does not exist, creating an 
environment where stakeholders are pursuing individual efforts that are not aligned. 

 Clear Authority. No single entity has full control over the issue of homelessness in Los Angeles, 
and those in control of LAHSA’s funds are not always in agreement. LAHSA’s authority, especially 
when there is disagreement, is unclear and often does not match its level of responsibility.  
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 Alignment. A lack of alignment between partners (especially between the City of Los Angeles 
and the County) leaves the door open for system-level disruption from other sources (i.e., 
Alliance lawsuit, elected official subregional priorities).  

 LAHSA Commission. The role of the LAHSA Commission and its members is not clear and does 
not adequately reflect the urgency of the homelessness situation today. Many interviewees 
discussed other types of governance structures that illustrate a stronger commitment by 
government because they include elected leaders rather than members appointed by elected 
leaders. While there was no consensus by interviewees about the best model for homelessness 
governance, the most often citied example was the Metro Board, which includes elected leaders 
staffed by subject matter experts. Additional challenges/concerns raised include:  
 City Council does not appoint any seats to the Commission,  
 Commissioners have no clear expectations regarding their role,  
 Commissioners are not selected based on needed expertise. Many interviewees discussed 

the need for elected officials to fill open seats with subject matter experts, including a 
specific focus on lived expertise. 

 Role clarity. Role clarity is needed for all governing bodies to promote increased accountability, 
unity and trust in the system. It is also needed to ensure that each body understands their 
responsibilities and limitations with regards to policy and funding decisions. For example, the 
CES Policy Council may currently make policy decisions that have significant implications for 
funding that is under the authority of the Commission, leading to confusion and unclear 
directives for front-line service providers. Role clarity will also lead to a more robust opportunity 
for collective impact. Many interviewees stated that there are too many groups and planning 
tables that could be streamlined for a more efficient use of time and human resources. 

 Funding Complexity. Funding requirements are complex and not flexible enough to meet the 
needs of people experiencing homelessness or the providers who serve them. This inhibits 
innovation and braiding of funding and creates a perception that compliance is more important 
than outcomes.  

 Connection to LAHSA staff and leaders. Interviewees from areas outside the City of Los Angeles 
expressed a lack of consistent connection to LAHSA, both operationally and through its 
governance structure.   

 
Phase Two Themes 

Many of the themes expressed through Phase One interviews were also identified by Phase Two 
interviewees. However, elected officials and former Commissioners raised several additional items for 
consideration as operational and governance issues.   

 LAHSA’s Focus and Purpose. Several interviewees questioned whether LAHSA’s dual purpose of 
system administrator and direct service/outreach provider is optimal. This issue was raised with 
regards to both operations and governance – specifically asking whether LAHSA should continue 
to conduct direct services or focus solely on its coordination and system leadership function. 

 The Need for More Direct Connection Between City Council and LAHSA. The City Council does 
not appoint seats for the LAHSA Commission. Although they do confirm the Mayor’s selections, 
the terms for Commissioners are often extended without further Council confirmation. For 
example, it is possible that no City-appointed Commissioners at a given time have been subject 
to confirmation by the current City Council because their terms were extended beyond the 
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initial three-year period.  This dynamic can create a disconnect between the City Council and 
LAHSA Commission and Executives. 

 Need for Proactive Communication Between LAHSA and Elected Officials. Several interviewees 
noted the need for more proactive communication and data sharing between LAHSA executives 
and elected leaders and their staff. While there is no formal requirement for this type of 
reporting through the Joint Powers Agreement, it was generally acknowledged that regular 
meetings to discuss challenges and progress would benefit both the elected officials and LAHSA. 

 Geographic Areas for Planning. A unique theme raised in Round Two interviews was around the 
size of some service planning areas (SPAs) and whether they are too large to meet the diverse 
needs of geographic areas within some SPAs.  Several interviewees described difficulty in 
conducting or executing subregional planning at the SPA level or described a desire for smaller 
geographic areas related to coordinated entry. While this is largely an operations issue, it will 
have implications for subregional planning and geographic representation related to governance 
structure.  

 Data Availability and Data Management. Data was raised as both a challenge and an opportunity 
for more meaningful engagement with elected officials in several Phase Two discussions. This is, 
again, a largely operational issue. However, several interviewees raised the need for data 
sharing between LAHSA and the County in order to have a more holistic picture at any given 
time on homelessness in the region. Because the County has access to additional (including 
mainstream system) data sets, County department heads who are directly engaged in 
governance could facilitate data sharing and reporting for this purpose. 

 Mainstream Services. Phase Two interviewees also raised governance challenges related to 
services provided by the County such as mental health and addiction treatment. While staff in 
Phase One interviews generally indicated that a strong working relationship between staff in the 
City, County and LAHSA currently exists, Phase Two interviewees voiced concerns around 
inequitable or inadequate distribution of key resources for people experiencing homelessness 
that should be addressed in the governance context. In other words, mainstream systems (e.g. 
child welfare, justice, behavioral and physical health systems) should be represented at the 
table and held accountable for their part in working towards an overall vision/goals.   

Racial Justice and Equity: Partnership with People with Lived Expertise 

Many interviewees in Phases One and Two expressed the need to align any governance changes to a 
racial justice and equity approach and to ensure that lived expertise is included. This aligns with the 
principles and recommendations made by the Commission’s Ad-Hoc Committee on Black People 
Experiencing Homelessness, as detailed in Section I of this report. Phase One interviewees 
overwhelmingly called for persons with lived expertise to be included in every governance body, 
including the LAHSA Commission.  

Many interviewees also pointed to the need for a more robust and clearer role for the Lived Experience 
Advisory Board (LEAB) including a direct connection between LEAB and LAHSA executive-level personnel 
and the Commission. In addition to the need for authentic representation in governance roles by people 
with lived expertise, a broad theme in both Phase One and Two interviews was ensuring that governing 
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bodies are more reflective of the characteristics of people who experience homelessness in Los Angeles.  
See the box on page 13 for additional details. 

IV. Recommendations 
 
Section I of this reports outlines a three-step process to strengthening homelessness assistance in Los 
Angeles. The steps as outlined are inter-related and will not provide the desired effect if not completed 
as part of a comprehensive approach.   

Communities with the most effective homelessness assistance systems operate and plan at the systems 
level. In other words, they have moved beyond project-level or fragmented planning, funding and 
program design to a collective impact approach with an aligned set of goals and metrics to drive its 
decision-making, resource allocation and public accountability. It is important to note that while this 
report is about LAHSA governance, it is the City of Los Angeles and the County that play the most 
important role in getting to a true systems-level approach to ending homelessness in the region because 
they control funding and many of the systems that intersect with homelessness.   

Operations (Complete Step 1) 

The first recommendation is for LAHSA to complete the implementation of operations changes as 
described in the organization’s strategic plan, many of which are already underway. Because so many of 
the challenges described by interviewees were, in fact, operational in nature (rather than governance 
related), it is imperative that LAHSA quickly implement needed structural changes to orient itself 
towards its role as system administrator.  Changes in these key areas will help to establish an 
atmosphere of trust and collaboration with stakeholders while governance issues are being addressed. 
 

 Contract and Payment Issues: Several activities are planned or underway. 
o A functional reorganization to strengthen grant administration and completing 

implementation of the Grants Management System will ensure more transparency and 
timely processing of contracting and subgrantee payments.  

o LAHSA should continue to implement procurement and contract modernization changes 
approved in December 2020. Among other things, this modernization will separate 
organizational evaluation from program proposals, allowing agencies to become an 
eligible/approved contractor at any time. This will allow smaller and faith-based 
agencies more time to benefit from technical assistance designed to help them meet 
these thresholds.  

o Implementation of master agreements will reduce contracting frequency, complexity 
and execution timelines.  

o LAHSA should clearly communicate to stakeholders when there are challenges outside 
of its control. For example, recent short-term (4 month) funding allocations and 
contracts that caused frustration among LAHSA’s contractors were outside of LAHSA’s 
control. 

 Communication: A comprehensive communications strategy is key to building trust and 
transparency. 

o Implementation of proactive communications, including outreach to elected officials, 
clarity around LAHSA’s true span of control within the homelessness assistance system 
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and related systems, and a feedback loop between LAHSA and stakeholders will build an 
environment of trust and partnership.  

o LAHSA’s communication strategy should include regular and standard data releases to 
track progress towards goals, inform policy, ensure transparency and establish a single 
public data set that supports collective impact at the SPA and regional levels. 

 Equity: Implementation of operating practices in alignment with the Ad-Hoc Committee on Black 
People Experiencing Homelessness and recommendations made by the National Innovation 
Service as part of the equity audit being conducted.   

 People with Lived Expertise: Support the full participation and representation of people with 
lived expertise in LAHSA’s operations, including through: 

o Employment opportunities and paths for advancement within LAHSA; 
o Creation of an executive-level connection with LEAB and conducting an examination of 

its charter and activities to more intentionally create opportunities for co-creation and 
tie its work to informing LAHSA executives on operations and policy; 

o Appropriate compensation policies and practices; and 
o Intentional roles in SPA-level work to ensure implementation progress and challenges 

are communicated to LAHSA executives.  
 Direct Connection with Subregional Leaders: In addition to communication strategies directed 

to subregional leaders and efforts, LAHSA should establish dedicated internal contacts for 
government (including Councils of Government) stakeholders or consider the implementation of 
an ombudsman for issues related to local governments that are not the City or County of Los 
Angeles.  

  
Strengthen Current Governance Processes Through Role Clarity (Step 2) 

Establishing clarity for groups as to when they have decision-making authority, when they are acting in 
an advisory capacity, and when they are workgroups making recommendations on specific policy/ 
program areas will alleviate confusion and frustration and help stakeholders to prioritize their time and 
attention related to these groups. It will also streamline the decision-making process and appropriately 
consolidate authority to increase transparency and accountability. At the end of Step 2, each 
governance-related body or workgroup should have a clear purpose and authority and fulfill a strategic 
role for the system as a whole.    
 
Map and Document Legal Authority and Delegated Responsibilities for Key Groups 

Priority should be given to clarify roles and responsibilities for policy and funding decisions for four key 
governing groups:  

1. The LAHSA Commission as the body that legally oversees LAHSA operations as established in the 
Joint Powers Agreement and State law;  

2. The Continuum of Care and the CoC Board as the bodies that hold regulatory authority for HUD-
funded programs and certain system-level activities established at 24 CFR §578.5-7.  Decision 
making or advisory roles for these activities can be delegated to various groups, including the 
LAHSA Commission;  

3. The Coordinated Entry System Policy Council that has authority delegated by the CoC for specific 
issues related to the implementation and operation of the Coordinated Entry System; and  
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4. The Lived Experience Advisory Board that currently acts in an advisory capacity but could be 
fully leveraged to share power and ensure that policy, funding, and program decisions are 
aligned with and informed by lived expertise. 
 

Regional Homelessness Advisory Council 

The Regional Homelessness Advisory Council (RHAC) no longer serves its originally intended purpose, 
and some members interviewed were unclear as to the value of their participation or for the group as a 
whole beyond information sharing at the regional level. Because the RHAC acts as the Los Angeles 
Continuum of Care for the purposes of meeting some federal requirements, it is recommended that the 
RHAC be dissolved only after the process to map and document roles and responsibilities for the four 
priority groups discussed above is complete.    
 
Members of the RHAC should be surveyed so that a communication strategy can be developed and 
implemented as part of the process for successfully disbanding the group.   

 
Streamlining Workgroups 

Workgroups across the system have been created over time by various governing bodies and by the 
City/County to address sometimes similar or overlapping topic areas or priorities.  LAHSA should lead a 
full analysis of existing workgroups and committees created as part of the LAHSA Commission, the 
Continuum of Care, the RHAC, and City/County strategy implementation in order to understand any 
overlap or conflicting mandates and workflows.  Extraneous groups should then be dissolved and 
membership in newly created or existing workgroups should be reviewed to ensure that they are 
comprised of appropriate subject matter experts, including people with lived expertise. Specific steps 
are outline on page iii of the Executive Summary. 
 
LAHSA Commission 

While a review of LAHSA’s legal authority, and therefore the composition of the Commission, is 
recommended as part of the system-wide governance work described below, a number of changes can 
be made immediately to clarify the role of both the Commission and its members, and to build a 
stronger connection between the Commission and elected officials, including the City Council.  
Recommendations include: 

• Create position descriptions for LAHSA commissioners and officers, including expectations of the 
positions.  

• Develop a characteristics, skills and expertise matrix to aid elected officials in the selection of 
Commissioners when filling an open seat (see box). Specifically address diversity, inclusion and 
representation by people of color and people with lived expertise. 

• Work with Mayor’s Office and City Council to develop a revised process for filling/confirming 
City of Los Angeles seats in the future. 

• Create a formal mechanism to address sub-regional planning, policy and resources.  
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Build a Bridge: Engagement with Key Elected Leaders 

Although this report generally recommends fewer bodies/workgroups with clearly defined roles and 
authority, it is also sometimes necessary to fill gaps in order to successfully execute a strategic vision. 
Currently, there is no body that includes key elected officials to assist LAHSA in administering the system 
and troubleshooting problems across political boundaries.  
 
LAHSA should work with key elected officials (City and County) with jurisdiction over homelessness 
assistance resources to immediately create a homelessness-specific planning group to convene regularly 
while the system-level work described below is in development.  This will quickly engage important 
decision-makers to address urgent challenges and lay the groundwork for a regional, system-level 
approach. The LAHSA Executive Director and two commissioners should participate in structured, 
action-oriented and facilitated meetings alongside elected leaders. Community examples of elected-
official engagement are referenced on page iv of the Executive Summary. 
 
Support for System Administration and System-Wide Vision and Goals (Step 3)  

The final step outlined in Section I of this report entails a system-level review to identify goals/vision for 
the system as a whole, clarify roles, and tie LAHSA’s work to its key partners within mainstream and 
affordable housing systems. It is therefore important that LAHSA be included as a partner along with the 
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City and County as the review is conducted and a comprehensive regional structure is developed. It is 
recommended that this system-level assessment be comprised of at least the following components.  

1) An assessment of all regional governance structures/partners (including, to the extent possible, 
organizing documents like contracts and operational agreements that govern relationships 
between entities) that impact homelessness, including:  
 Public Sector Homelessness-Specific: LAHSA, City/County Departments, State. 
 Public Sector: Mainstream systems (systems that serve people experiencing homelessness 

and that exit people into homelessness) and affordable/supportive housing development, 
State-level systems. 

 Public Sector: Elected official coordination and collaboration across the region. 
 Private Sector: Funders, providers, housing developers and other private sector partners.  
 

2) Identification of a City/County mechanism to implement a robust system approach to ending 
homelessness in Los Angeles and develop shared goals and vision to drive decision-making and 
resource allocation. This mechanism should take into account the following: 
 Creating clear areas and methods of accountability for public and private partners. 
 Networks necessary to develop and implement a region-wide plan. 
 Development of long-term vision/goals and interim (3-5 year) goals (measures of success) to 

create accountability across systems.  
 Subregional planning. 
 Continuum of Care operations and legal requirements. 
 Creating more flexible local funding streams. 
 

3) A review of LAHSA’s legal authority to determine if LAHSA has sufficient independence and 
decision-making authority to carry out its responsibilities as the system administrator or for its 
role as determined through the system-level assessment. 

 
V. Conclusion  

 
LAHSA is at a critical juncture in its evolution as an organization and as a leader in the homelessness and 
housing ecosystem in Los Angeles. The governance actions recommended through this process will help 
to position LAHSA to play an even more critical role in the region’s work to end homelessness. With 
proper and sustained support from its government and community stakeholders, LAHSA can act as a 
true re-housing system administrator and partner to its counterparts responsible for affordable housing, 
mainstream services and homelessness prevention.  
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John Naimo Arlene Barrera Peter Hughes Agripino Alonso 
AUDITOR-CONTROLLER CHIEF DEPUTY ASSISTANT AUDITOR-CONTROLLER DIVISION CHIEF 

FACT SHEET 

 FOLLOW-UP REVIEW 

Los Angeles Homeless Services Authority 
MEASURE H  

PHASE I - FISCAL OPERATIONS ASSESSMENT 
 

On April 10, 2018, your Board instructed the Chief Executive Officer (CEO), in consultation with the 
Auditor-Controller (A-C), the Los Angeles Homeless Services Authority (LAHSA or Agency) and 
County Counsel, to report back in 30 days on strengthening the accountability of Measure H funds.  
Item 1 of the Board motion included a request to report back with the operational improvements that 
LAHSA has implemented in response to our Phase I – Fiscal Operations Assessment Review (Phase 
I) issued on April 3, 2018.  With the support and active participation of the CEO and LAHSA, we have 
completed a follow-up review of Phase I.   
 

Key Outcomes 
 

Of the 16 Phase I recommendations, five were not yet implemented as LAHSA previously indicated, 
nine were still in progress, and two were not on target to meet their implementation dates as follows: 
   

Phase I – Implementation Status by Priority Ranking 

 
 

LAHSA showed improvement in some areas, such as completing their first implementation phase for 
their new automated contract management system, and updating their management approval 
thresholds to streamline the sub-recipient cash advance request and invoice processes.  However, 
LAHSA did not:  
 

▪ Properly account for all cash advances in their accounting records, or optimize their cash flow by 
utilizing all available cash advances from their funding sources and ensuring that reimbursement 
claims were submitted timely. 
 

▪ Standardize their process for completing a comprehensive staffing analysis, including using clear 
methodologies that are supported with documentation, to assess their short and long-term staffing 
needs.   
 

▪ Always reimburse their sub-recipients within the established timeframes.  Of the ten recent 
Measure H sub-recipient payments made, all ten (100%) were paid after their targeted seven 
days, of which four (40%) were paid after the required 30 days.  In addition, of the total $5.6 
million in their Accounts Payables at the time of our review, $5.6 million (100%) were past due, 
of which $790,384 (14%) related to Measure H.   

 

The details of our review are included in Attachment I. 
 
 
 

FAST FACTS  

 

On April 3, 2018, we 

issued our Phase I – 

Fiscal Operations 

Assessment Review 

report of LAHSA, 

which identified 16 

recommendations 

with the following 

Priority Rankings:   
 

• Priority 1:  8 
• Priority 2:  4 
• Priority 3:  4 
 

Based on the results 

of this follow-up 

review, we’ve added 

an additional three 

recommendations 

related to our Priority 

1 recommendations.  
 

 
 
 

 

This report is also available online at auditor.lacounty.gov 
Report Waste, Fraud, and Abuse: fraud.lacounty.gov 
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Auditor-Co ler

SUBJECT LOS ANGELES HOMELESS SERVICES AUTHORITY - MEASURE H -
PHASE I- FISCAL OPERATIONS ASSESSMENT FOLLOW.UP REVIEW
(Board Motion - April 10,2018,|tem 1)

On April 10, 2018, your Board instructed the Chief Executive Officer (CEO), in
consultation with the Auditor-Controller (A-C), the Los Angeles Homeless Services
Authority (LAHSA or Agency) and County Counsel, to report back in 30 days on
strengthening the accountability of Measure H funds. ltem 1 of the motion included a
request to report back with the operational improvements that LAHSA has implemented
in response to our Phase I - Fiscal Operations Assessment Review (Phase l), to increase
their capacity to administer Measure H funds, including resulting improvements in
performance. Details of the implementation statuses are included in Attachment l.

Scope and Objectives

The purpose of our Phase I review was to assess whether LAHSA's fiscal operations
were appropriately designed to meet Measure H requirements and responsibilities
outlined in their Operational Agreement wíth the CEO. ln addition, we determined
whether LAHSA complied with their established operational design and provided
recommendations for improved efficiency to enhance theirfiscal operation processes and
ensure all Measure H requirements and responsibilities are met. This follow-up review
focuses on evaluating the implementation statuses of the recommendations identified in
our Phase I report.

In addition, it should be noted that we identified potential issues regarding LAHSA's sub-
recipients' utilization of non-Measure H funds that were not wíthin the intended scope of
our review.
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Specifically, LAHSA’s Measure H contracts allow providers to recover administrative 
costs at a rate of 12% of their billings, versus 10% for their non-Measure H contracts.  
This may incentivize contractors to recover their costs from Measure H funds before 
recovering from federal and other funding sources.  While it was not within our scope and 
objectives to ensure non-Measure H funds are being fully utilized, LAHSA management 
acknowledged that service providers may find it advantageous to exhaust their funding of 
Measure H funds before recovering from the other sources. 
 

Review of Report 
 
We discussed our report with LAHSA and the CEO.  LAHSA’s attached response to 
our follow-up review (Attachment II) indicates concurrence with the reported 
implementation statuses for nine of the 16 recommendations.  For the remaining seven 
recommendations, LAHSA’s response indicates partial concurrence but does not include 
any details that specifically refute our assessment of their implementation statuses.  The 
CEO will work with LAHSA to ensure that all of our recommendations are implemented.    
 

Follow-up Process 
 
As part of the CEO’s report back on the April 10, 2018 motion, we proposed an on-going 
monitoring plan to strengthen LAHSA’s accountability of Measure H funds, and to provide 
assurance that our recommendations are implemented.  Specifically, we proposed 
quarterly monitoring of LAHSA’s operations and Measure H strategies, in addition to our 
plan to complete a Phase III review of LAHSA’s Homeless Management Information 
System, and a Phase IV review of their Contract Monitoring Operations. 
 
We thank LAHSA management and staff for their cooperation and assistance during our 
review.  If you have any questions please call me, or your staff may contact  
Agripino Alonso at (213) 253-0301.  
 
JN:AB:PH:AA:YP:jh 
 
Attachments 
 
c: Sachi A. Hamai, Chief Executive Officer 
 Celia Zavala, Acting Executive Officer, Board of Supervisors 
 Noah Farkas, Board Chair, LAHSA  
 Peter Lynn, Executive Director, LAHSA   
 Audit Committee   
 Countywide Communications 
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CHIEF EXECUTIVE OFFICE 

LOS ANGELES HOMELESS SERVICES AUTHORITY 
MEASURE H – PHASE I 

FISCAL OPERATIONS ASSESSMENT 
FOLLOW-UP REVIEW 

 

1 Priority Ranking: Recommendations are ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

1 Inadequate Staffing Levels: At the time of our review, LAHSA did not 
have appropriate staffing levels within their Finance Department to meet 
their current or anticipated workload, especially with the addition of their 
Measure H funding from the Chief Executive Office (CEO).  For example:   
 

• We noted a high turnover of Finance Department staff, particularly at the 
accountant/analyst level positions that are primarily responsible for 
processing sub-recipient cash advances and monthly invoices.  For 
example, LAHSA is budgeted for seven full-time program accountant 
positions.  However, at the time of our review, five (71%) of the seven 
positions were vacant with temporary staff being used to backfill four of 
the five vacant positions.  

 

• Finance Department’s staff indicated they routinely worked overtime 
hours to complete the additional responsibilities placed on them due to 
inadequate staffing levels. 

 
• At the time of our review, LAHSA did not provide documentation to 

support that a comprehensive Agency-wide staffing assessment was 
completed to determine the appropriate level of staffing needed to 
properly operate the Agency’s growing operations. 

 
Subsequent to our review, LAHSA submitted their five page, “Fiscal Year 
17-18 Staffing Analysis”, dated January 11, 2018, in which LAHSA reported 
their plan to add 13 new positions to their Finance Department, increasing 
from 45 positions in FY 2016-17 to 58 positions in FY 2017-18. 

LAHSA management 
immediately complete a 
comprehensive Agency-wide 
staffing assessment, including 
determining the cause for their 
high staff turnover, and develop a 
comprehensive staffing plan to 
address the short and long-term 
staffing needs of the Agency.   
 
Priority Ranking: 11 

Agree 
Target Implementation Date:  
June 30, 2018 
 
LAHSA indicated they completed 
an Agency-wide staffing analysis 
during Fiscal Year (FY) 2017-18, 
and will continue to conduct 
assessments on the short and 
long-term staffing needs of the 
Agency to manage the increased 
responsibilities related to Measure 
H.  LAHSA also indicated they 
hired a consultant to assess the 
causes of their high staff turnover 
and will continue to work with the 
consultant to implement their 
recommendations. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 IMPLEMENTATION STATUS: NOT ON TARGET FOR JUNE 30, 2018 IMPLEMENTATION 
1 LAHSA has not yet completed the recommended comprehensive staffing assessment and plan to meet their target implementation date of June 30, 

2018.  LAHSA did not develop a standardized method for completing their staffing analyses that clearly identified the methodologies used in 
developing their FY 2017-18 staffing plan, or the methodologies they plan to use to assess their FY 2018-19 short and long-term staffing needs.  For 
example, LAHSA could not demonstrate, or provide documentation to support, the methodologies used to develop their FY 2017-18 staffing plan.   
 
Since the issuance of our Phase I report, LAHSA filled five permanent positions in their Finance Department that were previously backfilled with 
temporary staff.  However, LAHSA has experienced difficulty in hiring and retaining qualified staff, and appears to still lack adequate staffing levels in 
some key areas, such as sub-recipient payment processing, as mentioned in Issue 6 below. 
 
New Recommendation: LAHSA management ensure they standardize the method for completing their staffing analyses, including using clear 
methodologies that are supported with documentation, to ensure that adequate staffing levels are maintained.   
 
Agency Response: Partially Concur 
 
LAHSA indicated they did complete a FY 2017-18 staffing assessment, but acknowledged their FY 2017-18 staffing assessment was not in the 
standardized method, and are currently working with their consultant to ensure their staffing analysis incorporates best practices including a clear 
methodology and supporting documentation.  In addition, LAHSA indicated they have revised the budgeting process to be standardized for next 
fiscal year. 
 
However, LAHSA has not yet completed, or provided a timeline as to when, the recommended comprehensive staffing assessments and plans will 
be completed to address their FY 2018-19 and subsequent fiscal years’ staffing needs. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

2 Retroactive Contracts: At the time of our review, LAHSA did not execute 
contracts with their sub-recipients timely, which resulted in delays in 
processing, approving, and paying sub-recipient cash advance requests 
and monthly invoices.  
 

We noted sub-recipients continued to provide services without having an 
executed contract in place. 
 
At the time of our review, LAHSA’s policy was to hold payment to sub-
recipients until their contracts with the sub-recipients have been executed.  
Management indicated the delays were caused by their funding sources 
and they could not legally enter into subcontracts until their contracts with 
the funding sources had been executed and finalized.  
 
At CEO’s request, the Agency’s contracting operations will be reviewed 
during our Phase II – Contracting Operations Assessment Review of 
LAHSA which we started in February 2018. 
 

LAHSA management evaluate 
current contracting 
processes/operations to identify 
streamlining opportunities to 
ensure contracts with the funding 
sources and their sub-recipients 
are executed on time as required.   
 
Priority Ranking: 11 

Agree 
Target Implementation Date: 
June 30, 2019 
 
LAHSA indicated they have 
identified and are in the process of 
implementing new streamlining 
opportunities, such as 
implementing a new system that 
will automate the contract 
workflow process, and 
establishing three-year terms for 
contracts funded by Measure H.  
In addition, the Agency indicated 
they hired a consultant to 
complete a contracting workflow 
assessment to identify additional 
streamlining opportunities, with 
the final report expected in March 
2018.  LAHSA also plans to 
implement a new grant 
management system, which is 
expected to improve contract 
processing time.  

 

IMPLEMENTATION STATUS: ON TARGET FOR JUNE 30, 2019 IMPLEMENTATION 

LAHSA’s project plan showed they completed the first implementation phase for their new automated contract management system, which included 
design configuration and testing.  In addition, the Agency received their consultant’s contracting workflow assessment, and indicated they will 
continue to identify additional streamlining opportunities during the implementation process of the new system.   
 
However, LAHSA remains at risk in this area until the full implementation of our recommendation, targeted for June 30, 2019.  For example, LAHSA 
currently uses Microsoft Excel spreadsheets to manually track their subrecipient contracts.  However, the spreadsheets were often missing 
necessary information, such as the contract execution dates, and the information was not always accurate.  In addition, LAHSA new staffing plan 
does not accommodate LAHSA’s 85% increase in contract obligation in FY 2017-18, or the significant increases in subsequent FYs. As a pass-
through entity, the number of contracts will continue to increase as the Agency awards a majority of their funds to sub-recipients.  
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

2 IMPLEMENTATION STATUS: ON TARGET FOR JUNE 30, 2019 IMPLEMENTATION (CONTINUED) 

The above issues and recommendations will be addressed in our Phase II – Contracting Operations Assessment Review of LAHSA report to be 
issued no later than June 2018. 
 
Agency Response: Concur 
 
LAHSA indicated they agree with our assessment of their implementation status. 
 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

3 Inadequate Cash Flow to Pay Sub-Recipients: At the time of our review, 
LAHSA management indicated they did not have funding reserves or other 
resources, such as a line of credit, to pay their sub-recipients until they 
received payments from their funding sources since they are a pass-
through agency.  

 

As of October 25, 2017, LAHSA’s Agency-wide unaudited year-to-date 
financial statements reported $6.9 million in Accounts Payable (A/P) but 
had less than $923,000 in Operating Cash.  Of the $6.9 million in A/P as of 
October 25, 2017, $730,136 (11%) related to Measure H, $1,567,971 
(23%) related to other County programs, and the remaining $4,572,479 
(66%) related to LAHSA’s other non-County programs.   
 
At the time of our review, the Agency's policy was to issue payments to the 
sub-recipients after they received payments from their funding sources.  
However, we noted LAHSA did not submit their reimbursement claims to 
their funding sources until after the sub-recipients’ invoices had been 
processed and approved.  As such, if there were any delays in the receipt 
and/or processing of sub-recipients’ invoices, this caused further delays in 
paying the sub-recipients. 
 
Subsequent to the completion our fieldwork in October 2017, LAHSA 
received a $33.5 million cash advance on October 25, 2017, from the 
County to cover expenses related to Measure H, and an additional $5 
million in cash advances from the County’s Department of Public Social  

LAHSA management explore 
options with banking institutions 
for obtaining a line of 
credit/revolving fund, and/or re-
evaluate and discuss options with 
their funding sources, such as 
allowing billing for accruals, 
increasing frequency and limits of 
cash advance requests, and 
allowing for multiple 
reimbursement claims on an as 
needed basis, that would allow 
the Agency access to cash on a 
short-term basis. 
 
Priority Ranking: 11 

Agree 
Target Implementation Date:  
Not Applicable (Implemented) 
 
LAHSA indicated they have 
improved their cash flow status 
and currently have adequate cash 
on hand.  For example, the 
Agency worked with the County to 
obtain additional working capital 
and cash advances, and worked 
with their non-County funding 
sources to utilize available billing 
options (billing for accruals, 
increase billing frequency, etc.).   
 
In addition, LAHSA implemented a 
finance operations dashboard 
which allows the Agency to track 
their cash flow status to ensure 
that there is sufficient cash to pay 
their sub-recipients.  In addition, 
the Agency indicated they have 
renewed the line of credit with 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

3 Services (DPSS) from November 2017 through January 2018.  However, 
LAHSA did not provide their current cash flow status. 

 their banking institution, which can 
be used to cover the Agency’s 
operational expenses, if 
necessary. 
 

IMPLEMENTATION STATUS: NOT YET IMPLEMENTED AS PREVIOUSLY INDICATED BY LAHSA 

LAHSA did not always maintain adequate cash on hand to pay their short-term debts.  Specifically, as of April 13, 2018, LAHSA only had 
approximately $2.1 million in cash when their A/P totaled $6.1 million, as indicated below in Issue 6.  This can be due to the fact that LAHSA did not 
optimize their cash flow.  For example: 
 
• The CEO indicated LAHSA did not fully utilize their remaining available Homeless Initiative (HI) funds, totaling approximately $10 million.  In 

August 2017, LAHSA was provided with initial, one-time carryover funding of $25 million, approved by the Board of Supervisors for 
implementation of the County Homeless Programs and HI Strategies. 
 

• LAHSA did not always submit their quarterly reimbursement claims for Measure H to the CEO timely, as mentioned in Issue 5 below.  For 
example, the claims submitted in April 2018, which totaled approximately $13.5 million, were originally due to the CEO no later than January 30, 
2018, and would have improved their cash flow had LAHSA submitted them timely. 

 
In addition, in FY 2017-18, LAHSA received approximately $41 million in Measure H cash advances from the CEO.  However, the Agency did not 
properly account for the cash advances in their accounting records.  Specifically, LAHSA’s accounting records identified approximately $37 million 
as a Refundable Advance liability, and the remaining $4 million as Measure H revenue instead of recognizing the full $41 million as a liability to be 
repaid to the County.  Subsequent to our review, LAHSA updated their records to reflect the full $41 million.   
 
It should be noted that LAHSA also received $2.9 million in cash advances from DPSS that were not reflected in their Refundable Advance liability 
account balance.   
 
New Recommendation: LAHSA management ensure that all cash advances are properly accounted for in their accounting records, and optimize 
their cash flow by utilizing all available cash advances from their funding sources and ensuring that reimbursement claims are submitted timely. 
 
Agency Response: Partially Concur 
 
New Target Implementation Date: 
July 1, 2018 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

3 IMPLEMENTATION STATUS: NOT YET IMPLEMENTED AS PREVIOUSLY INDICATED BY LAHSA (CONTINUED) 

LAHSA indicated that due to a lack of clarity on how to treat Measure H and HI funds, cash requests were delayed which prevented the Agency from 
having enough funds to make payments.  After discussions with the CEO, LAHSA subsequently updated their accounting records to appropriately 
account for the Measure H cash advances.  In addition, LAHSA indicated they will ensure all available cash advances are utilized, recorded 
properly, and that reimbursement claims are submitted timely. 
 
It should be noted that LAHSA did not provide documentation to support that they updated their accounting records to properly account for the cash 
advances they received from DPSS. 
 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

4 Lacked Documentation Supporting All Available Cash Advances from 
Funding Sources Were Obtained: At the time of our review, LAHSA 
management did not provide documentation to support that the Agency 
took full advantage of requesting and/or obtaining all cash advances 
allowed from their funding sources.  Specifically, LAHSA did not: 
 

• Identify all funding sources that allow for cash advances. 
 

• Maintain a record of all cash advance requests made or received to 
date.   

 

As a result, we were unable to verify whether LAHSA obtained all available 
cash advances from their funding sources. 
 

LAHSA management ensure they 
are maximizing their options for 
cash advances from funding 
sources by identifying all funding 
sources that allow for cash 
advances and tracking all cash 
advances requested and 
received. 
 
Priority Ranking: 11 

Agree 
Target Implementation Date: 
Not Applicable (Implemented) 
 
LAHSA indicated they have 
developed a log to effectively track 
cash advances by funding source 
to ensure they are maximizing all 
cash advances. 

IMPLEMENTATION STATUS: NOT YET IMPLEMENTED AS PREVIOUSLY INDICATED BY LAHSA 

LAHSA did not always maximize the use of available cash advances.  Specifically, their cash advance tracking log identified $3,052,972 in available 
and unrestricted cash advances the Agency had not requested.   
 
Agency Response: Partially Concur 
 
New Target Implementation Date: 
September 1, 2018 
 
LAHSA indicated they will continue to work with their funders to ensure they have sufficient resources on hand by fully utilizing all available cash 
advances. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

5 Reimbursement Claims Not Submitted Timely: At the time of our review, 
LAHSA did not always submit their reimbursement claims to their funding 
sources by their established due dates.  In September 2017, LAHSA 
submitted 16 (22%) of 74 reimbursement claims after the established due 
dates.   
 

LAHSA’s manual processes hinder the Agency’s efficiency in their fiscal 
operations.  According to LAHSA’s staff, the number of reimbursement 
claims are expected to increase significantly due to Measure H, and as 
such, they may not be able to handle the additional workload with the 
current manual process.  For example: 
 

• LAHSA’s staff are not notified when invoices from the sub-recipients are 
approved for payment, which should then trigger the initiation of the 
reimbursement claims to the funding sources. Instead, staff must 
manually review the A/P reports to determine which sub-recipients’ 
invoices have been recently posted in order to process the 
reimbursement claims to the funding sources.   
 

In addition, only hard copies of reimbursement claims are distributed to be 
reviewed and approved. 
 

LAHSA management re-evaluate 
their current operational 
processes and implement 
updated and/or automated 
procedures to ensure that 
reimbursement claims to the 
funding sources are initiated 
timely and submitted within 
established due dates.  
 
Priority Ranking: 11 

Agree 
Target Implementation Date:  
December 31, 2018 
 
LAHSA indicated they have 
implemented new procedures, 
such as the use of a cash request 
log, to ensure reimbursement 
claims to their funding sources are 
initiated timely and submitted 
within established due dates.  In 
addition, the Agency is working 
with their Information Technology 
(IT) Department to identify 
processes that can be automated 
to improve efficiency and 
effectiveness.  

IMPLEMENTATION STATUS: ON TARGET FOR DECEMBER 31, 2018 IMPLEMENTATION 

LAHSA reduced the amount of late reimbursement claims Agency-wide from 22% in September 2017 to 7% in March 2018, of which approximately 
$12 million related to Measure H.  For continued improvement, LAHSA indicated they are developing an automated process to ensure all 
reimbursement claims are initiated and submitted timely. 
 
As previously mentioned in Issue 3, LAHSA did not submit their quarterly Measure H reimbursement claims to the CEO timely.  For example, 
LAHSA submitted their Second Quarter invoices in April 2018, totaling approximately $13.5 million, which were originally due to the CEO no later 
than January 30, 2018.  According to LAHSA’s Operational Agreement (OA) with the CEO, invoices are required to be submitted within 30 days after 
the claim period.   
 
New Recommendation: LAHSA management should work with the CEO to re-negotiate the terms of their OA to allow the Agency to submit their 
reimbursement claims on an as needed basis to enhance their cash flow.    
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

5 IMPLEMENTATION STATUS: ON TARGET FOR DECEMBER 31, 2018 IMPLEMENTATION (CONTINUED) 

Agency Response: Concur 
 
New Target Implementation Date: 
August 1, 2018. 
 
LAHSA indicated they will work with the CEO to re-negotiate the terms of their OA by July 1, 2018, and will ensure all available cash advances from 
funding sources are utilized and reimbursement claims are submitted timely. 
 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

6 Payments to Sub-Recipients Not Paid Timely: At the time of our review, 
sub-recipients’ cash advance requests and invoices were not always paid 
timely.   
 

As of October 25, 2017, LAHSA’s Agency-wide A/P Aging Report identified 
$4,955,318 (72%) of the $6,870,586 in A/P were between 1 – 120 days 
past due as follows:   
 

Days Past 
Due 

 Amount  % Past 
Due 

1-30 days $3,162,846.80 46.03% 
31-60 days    $768,372.50 11.18% 
61-90 days $1,012,044.50 14.73% 

Over 90 days      $12,054.54  0.18% 
Total  $4,955,318.34 72.12%  

 

Of the $4,955,318 in past due A/P, $504,307 (10%) related to Measure H 
and $1,412,204 (28%) related to other County Programs.  
 

For a sample of transactions reviewed, we noted that payments were at 
times received from the funding sources, but staff could not provide an 
explanation as to why the sub-recipients’ cash advance requests and 
invoices were not paid. 
 

LAHSA management improve 
controls and oversight of the A/P 
function by strengthening 
procedures to ensure payments 
to sub-recipients are paid timely 
by identifying who will be 
responsible for following-up on 
aging A/P.  
 
Priority Ranking: 11 

Agree 
Target Implementation Date:  
Not Applicable (Implemented) 
 
LAHSA indicated they have 
implemented a new A/P process 
that resulted in 97% of LAHSA’s 
payables being current as of 
January 2018.  The Agency is also 
working with their IT Department 
and an outside vendor to further 
enhance their A/P functions. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 IMPLEMENTATION STATUS: NOT YET IMPLEMENTED AS PREVIOUSLY INDICATED BY LAHSA 

6 LAHSA’s sub-recipients were not always paid timely even though the Agency initiated a 7-day pay process to improve the timeliness of their sub-
recipient payments.  We reviewed a sample of ten Measure H sub-recipient payments made in February and March 2018, and noted that all ten 
(100%) were paid after the Agency’s targeted seven days, of which four (40%) were paid after the required 30 days.  LAHSA’s payment processing 
is labor intensive, and currently, the delays appear to result from inadequate staffing levels, as mentioned in Issue 1.  The Agency must continue to 
work with their IT Department to identify opportunities to enhance their A/P process. 
 
In addition, as of April 13, 2018, LAHSA’s Agency-wide A/P Aging Report, which consisted of federal, County, and City of Los Angeles related 
transactions, identified approximately $6.1 million in A/P, of which approximately $4.3 million were past due 30 days.  It should be noted that 
LAHSA’s cash balance at the time was only $2.1 million, as mentioned in Issue 3.  On May 2, 2018, LAHSA provided their updated reports, in which 
LAHSA’s Agency-wide A/P Aging Report identified that all of their $5,609,038 (100%) in A/Ps were past due 30 days.  Of the $5,609,038 in total past 
due A/P, $790,384 (14%), totaling 123 transactions, were related to Measure H.  For reference, it should be noted that in March 2018, LAHSA 
processed $19 million in A/P transactions Agency-wide. 
 
Agency Response: Partially Concur 
 
New Target Implementation Date: 
July 1, 2018. 
 
LAHSA indicated that due to a lack of clarity on how to treat Measure H and HI funds, cash requests were delayed which prevented the Agency from 
having enough funds to make payments.  LAHSA also indicated they have improved controls and oversight of the A/P function, and are working with 
their consultant to identify additional opportunities to ensure payments to sub-recipients are paid timely. 
 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

7 Aged Accounts Receivables Not Followed up Timely: At the time of 
our review, LAHSA did not always follow up on their aged Accounts 
Receivables (A/R) timely.  For example, the Agency did not contact the 
funding source until after the A/R was approximately 50 days old.  Once 
staff followed up with the funding source, the cash requests were 
approved. 
 

LAHSA management re-evaluate 
their current operational 
processes and implement 
updated and/or automated 
procedures to ensure they follow 
up on their aged A/R timely.   
 
Priority Ranking: 11 

Agree 
Target Implementation Date:  
Not Applicable (Implemented) 
 
LAHSA indicated they have 
enhanced their A/R process to 
ensure the appropriate internal 
controls are in place to follow up 
on aged A/R timely. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

7 IMPLEMENTATION STATUS: NOT YET IMPLEMENTED AS PREVIOUSLY INDICATED BY LAHSA 

As previously mentioned in Issues 3 and 5, LAHSA did not always submit their Measure H reimbursement claims to the CEO timely to enhance their 
cash flow.   
 
Agency Response: Partially Concur 
 
New Target Implementation Date: 
August 1, 2018. 
 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

8 Fiscal Operations Lacked Management Oversight: LAHSA 
management did not always provide adequate oversight of key fiscal 
functions.  For example, as indicated above: 
 
• Inadequate fiscal staffing levels. 

 
• Retroactive contracting with their sub-recipients. 
 
• Agency management did not ensure that their A/R and A/P units/divisions 

followed up on their aged receivables/payables timely. 

LAHSA management provide 
adequate oversight of key fiscal 
functions. 
 
Priority Ranking: 11 

Agree 
Implementation Date:  
February 28, 2018 
 
LAHSA indicated they have 
enhanced oversight of key fiscal 
functions with the addition of three 
senior managers and six 
supervisors.  In addition, LAHSA 
hired a consultant to provide 
recommendations regarding 
staffing and operational oversight.   
 

IMPLEMENTATION STATUS: NOT YET IMPLEMENTED AS PREVIOUSLY INDICATED BY LAHSA 

As indicated in their response, LAHSA filled the additional positions, three managers and six supervisors, in their Finance Department.  However, as 
demonstrated in Issues 4, 5, 6, and 7, LAHSA’s fiscal operations continues to lack management oversight.   
   
Agency Response: Partially Concur 
 
New Target Implementation Date: 
August 1, 2018 
 
LAHSA indicated they are finalizing the selection of a permanent Chief Financial Officer, has a fully staffed finance management team, and is 
committed to ensuring adequate oversight of key fiscal functions. 
 
However, as mentioned above, LAHSA’s fiscal operations continues to lack management oversight, as demonstrated in Issues 4, 5, 6, and 7. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

9 Management Review and Approval Process Inefficiencies Over 
Payments to their Sub-recipients: LAHSA can improve their efficiency 
over the sub-recipients’ cash advance requests and monthly invoice 
approval processes by re-evaluating the levels of review required.  
 
Based on the dollar amounts, LAHSA’s policy requires up to five levels of 
review. Specifically:  
 

$10,000 or less – Senior Accountant 
$10,001 - $24,999 – Financial Manager 
$25,000 - $49,999 – Controller 
$50,000 - $99,999 – Chief Financial Officer (CFO) 
$100,000 or more – Executive Director (ED) 

 
Each of the sub-recipients’ cash advance requests or invoices must be 
reviewed by each required level based on the dollar amount requested.    

 
When checks are prepared, the documents are then reviewed again by the 
two check signers, Controller, CFO, and/or ED.   

 
We noted approximately 57% of sub-recipients’ expenditure transactions 
were approved by the Controller, CFO, and/or ED for the month of 
September 2017. 
 
We also noted the approval process for a sample of transactions needing 
approval by the CFO and/or ED, took between 12 to 71 days. 
 

LAHSA management re-evaluate 
their current review and approval 
processes to improve efficiency 
and reduce the time required to 
process all of their transactions.   
 
Priority Ranking: 21 

Agree 
Target Implementation Date:  
July 1, 2018 
 
LAHSA indicated they are 
implementing a streamlined 
approval process that will reduce 
the number of approvals from five 
to three, which will reduce the time 
needed to process transactions.   
 

IMPLEMENTATION STATUS: ON TARGET FOR JULY 1, 2018 IMPLEMENTATION 

LAHSA revised their management approval thresholds to streamline the sub-recipient cash advance request and invoice processes.  LAHSA’s next 
step would be to configure their document management system to update their new approval thresholds. 
 
Agency Response: Concur 
 
LAHSA indicated they are working to reconfigure their documentation management system to be in line with the new approval thresholds and 
expects full implementation by July 1, 2018. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

10 Excessive Management Reviews and Approvals Over Reimbursement 
Claims to the Funding Sources: All reimbursement claims to the funding 
sources require ALL five levels of review and approval, regardless of the 
reimbursement request type and/or amounts, as follows: (1) Senior 
Financial Analyst, (2) Manager, Finance Administration [currently vacant], 
(3) Associate Director, (4) Controller, and (5) Chief Financial Officer.   
 

In September 2017, we noted there were 74 reimbursement requests that 
required all five levels of review and approval before submitting the 
reimbursement claims to the funding sources.   

LAHSA management re-evaluate 
their review and approval 
processes for preparing and 
submitting the reimbursement 
claims to the funding sources. 
 
Priority Ranking: 21 

Agree 
Target Implementation Date: 
July 1, 2018 
 
Similar to their response to Issue 
9, LAHSA indicated they are 
implementing a streamlined 
approval process that will reduce 
the number of approvals from five 
to three, which will reduce the time 
needed to process the 
reimbursement claims.  
 

IMPLEMENTATION STATUS: ON TARGET FOR JULY 1, 2018 IMPLEMENTATION 

LAHSA revised their management approval thresholds to streamline the reimbursement claim process.  Specifically, we reviewed five Measure H 
reimbursement claims for March 2018 and verified that LAHSA reduced the total number of required approvals.  LAHSA’s next step would be to 
develop an automated process to ensure that all reimbursement claims are initiated and submitted timely. 
 
Agency Response: Concur 
 
LAHSA indicated that the reimbursement claims automation process is under development and on target to meet the implementation date of July 1, 
2018.  
  

 
 
 
 
 
 
 
 
 
 
 
 
 



Attachment I 
Page 13 of 17 

 

1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

11 Unclear Job Roles and Responsibilities Within the Finance 
Department: At the time of our review, LAHSA did not provide adequate 
management oversight to ensure that Finance Department’s staff were 
clear on their roles and responsibilities, or who was responsible for certain 
functions.  For example, their Finance Department’s employees did not 
know who was responsible for following up on delinquent A/P accounts, 
and as such, the delinquent A/P accounts were not resolved timely.   

LAHSA management provide 
adequate oversight to ensure that 
responsible individuals are clear 
on their roles and responsibilities. 
 
Priority Ranking: 21 

Agree 
Target Implementation Date:  
December 31, 2018 
 
LAHSA indicated, with the 
assistance of their consultant, they 
are revising their Finance 
Procedures, developing desk 
manuals, and providing 
comprehensive training to staff to 
ensure responsible individuals are 
clear on their roles and 
responsibilities. 
 

IMPLEMENTATION STATUS: ON TARGET FOR DECEMBER 31, 2018 IMPLEMENTATION 

As mentioned in their response, LAHSA is currently working with their consultants to develop a fiscal operations manual and revise their Finance 
Procedures.  LAHSA also developed their fiscal training curriculum, and expects to train all staff by June 2018, with full implementation of this 
recommendation by December 31, 2018. 
 
Agency Response: Concur 
 
LAHSA indicated they are in the process of revising their procedures, developing their operations manual, and training staff on the new protocols, 
and expects full implementation by December 31, 2018. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

12 Delays due to Errors or Incomplete Documentation: Sub-recipients’ cash 
advance requests and invoices were not always processed timely due to 
improper coding or incomplete documentation required by LAHSA.  
 

At the time of our review, LAHSA’s Finance Department did not have a 
central reference file that identified the contract requirements for each sub-
recipient, which could assist staff in ensuring the required documents have 
been submitted and transactions were coded accurately.  

 

When necessary, staff had to locate the specific contract for each sub-
recipient, and manually input the coding for each sub-recipient expenditure. 
 

LAHSA management establish 
and use a centralized file that 
identifies each of the sub-
recipients’ contract requirements. 
 
Priority Ranking: 21 

Agree 
Target Implementation Date: 
July 1, 2018  
 
LAHSA indicated they expect to 
fully implement a central reference 
file that will contain all sub-
recipient contract requirements by 
July 2018. 

IMPLEMENTATION STATUS: ON TARGET FOR JULY 1, 2018 IMPLEMENTATION 

LAHSA has developed a central reference file to identify each sub-recipient’s contract requirements.  The Agency is currently populating the file, and 
expects this to be completed by the end of this fiscal year. 
 
Agency Response: Concur 
 
LAHSA indicated they have developed a central file for sub-recipient contract requirements, and expects full implementation by the end of this fiscal 
year. 
 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

13 Lack of Quality Assurance Reviews: At the time of our review, LAHSA 
did not have an internal quality assurance process to evaluate their 
business operations’ internal controls, compliance with internal policies and 
procedures, and/or compliance with contract requirements.  The Agency’s 
last internal control assessment performed by their Monitoring and 
Compliance Unit was conducted in 2014 due to staff shortages and 
turnover.  

LAHSA management implement 
a quality assurance process to 
periodically evaluate internal 
business operations and its 
effectiveness to ensure 
compliance with internal controls, 
internal policies and procedures, 
and contract requirements. 
 

Priority Ranking: 31 

 
 

Agree 
Target Implementation Date: 
July 31, 2018 
 
LAHSA indicated they are 
developing an internal monitoring 
team to ensure a more robust 
quality assurance process. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

13 IMPLEMENTATION STATUS: NOT ON TARGET FOR JULY 31, 2018 IMPLEMENTATION 

At the time of our review, LAHSA had not yet developed a quality assurance plan or an internal monitoring team to meet their target implementation 
date of July 31, 2018.  Although the Agency is currently recruiting for internal audit staff and expects to have a team in place by the end of this fiscal 
year, their timeline indicates they will not begin engagements until October 2018. 
 
Agency Response: Partially Concur 
 
LAHSA indicated they are actively recruiting to fill the new positions by July 1, 2018, and will develop an Internal Monitoring Plan by August 1, 2018. 
 
However, as mentioned above, LAHSA does not plan to begin their internal monitoring engagements until October 2018, which is after their original 
target implementation date of July 31, 2018. 
 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

14 Cross-Training of Staff: As mentioned earlier, due to high turnover in their 
Finance Department and staff shortages, the remaining staff, had to take 
on additional responsibilities outside of their assigned job functions.  
However, Finance Department’s staff voiced concerns that they had little or 
no cross-training to perform the additional duties required of them. 

LAHSA management ensure that 
more than one employee can 
perform key job functions by 
cross-training staff.  
 
Priority Ranking: 31 

Agree 
Target Implementation Date: 
July 1, 2018 
 
LAHSA indicated they are 
updating existing procedures, 
which will be used to develop desk 
manuals for staff reference.  In 
addition, the Agency is developing 
a training curriculum to ensure 
Finance Department staff are 
regularly trained on the updated 
procedures.   
 

IMPLEMENTATION STATUS: ON TARGET FOR JULY 1, 2018 IMPLEMENTATION 

As mentioned in Issue 11, LAHSA developed their fiscal training curriculum and expects to train all staff by June 2018, which will ensure that staff 
are appropriately cross-trained.   
 
Agency Response: Concur 
 
LAHSA indicated they have developed the comprehensive training curriculum and are actively training staff through June 2018. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

15 Policies and Procedures Not Updated or Consistently Followed: At the 
time of our review, LAHSA’s fiscal policies and procedures manual was 
missing critical fiscal processes and had not been updated to reflect current 
actual practices since August 2016.  For example:  
 
• LAHSA did not have documented policies and procedures for following up 

on delinquent A/R or A/P.   
 

• LAHSA’s policies and procedures manual reflected only hard copy invoice 
processing even though some of their sub-recipients’ invoices were 
processed electronically.    

 
In addition, LAHSA’s management did not ensure compliance with their 
established fiscal policies and procedures.  For example, the existing A/P 
policy indicates that the Administrative Financial Manager is responsible for 
reviewing the A/P aging report on a weekly basis to identify invoice 
payment delays and work with the finance team to ensure invoices are paid 
as promptly as possible.  However, as noted above, the Agency’s A/Ps 
were not adequately monitored to ensure sub-recipients’ cash advances 
and invoices were paid promptly. 
   

LAHSA management should 
review and update the existing 
fiscal policies and procedures 
manual to include critical fiscal 
processes and reflect updated 
practices that are/should be in 
place, and ensure staff are in 
compliance with their established 
policies and procedures.  
 
Priority Ranking: 31 

Agree 
Target Implementation Date: 
July 1, 2018 
 
LAHSA indicated they updated 
their fiscal policies, which were 
approved by LAHSA’s 
Commission, the Agency’s 
governing body.  With the 
assistance of their consultant, 
LAHSA is working on a training 
curriculum to ensure that Finance 
Department staff are trained on 
the updated procedures. 

IMPLEMENTATION STATUS: ON TARGET FOR JULY 1, 2018 IMPLEMENTATION 

We verified that LAHSA updated their fiscal policies, and they were approved by LAHSA's Commission in January 2018.  To ensure staff 
compliance, LAHSA is currently working with their consultant to provide training, which is expected to be completed by June 2018. 
 
Agency Response: Concur 
 
LAHSA indicated they have revised and approved fiscal policies, and are working with their consultant to ensure that staff training is on target. 
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1 Priority Ranking: Recommendations were ranked from Priority 1 to Priority 3 based on the potential magnitude and likelihood for negative impact on the 
Agency’s operations if corrective action is not taken.  See Attachment III for detailed definitions of the priority rankings. 

 PHASE I – FISCAL OPERATIONS ASSESSMENT RESULTS 

 ISSUE RECOMMENDATION SUMMARY OF RESPONSE 

16 Lack of a Fiscal Operations Manual: At the time of our review, LAHSA 
did not have a comprehensive Fiscal Operations Manual, which was 
referenced in their fiscal policy and procedures manual.  A Fiscal 
Operations Manual is important to ensure compliance with proper internal 
controls and to help standardize processes. In addition, documenting the 
technical work procedures for each position helps other employees perform 
necessary functions when the employee normally assigned to a particular 
duty is absent. 

LAHSA management develop a 
comprehensive Fiscal Operations 
Manual for each position that 
includes step-by-step procedures 
for all assigned duties to ensure 
compliance with proper internal 
controls and to help standardize 
processes.    
 

Priority Ranking: 31 
 

Agree 
Target Implementation Date: 
December 30, 2018 
 
LAHSA indicated they are working 
on developing a Fiscal Operations 
Manual that will incorporate 
ongoing process improvements in 
the Finance Department. 

IMPLEMENTATION STATUS: ON TARGET FOR DECEMBER 30, 2018 IMPLEMENTATION 

As mentioned in Issue 11, LAHSA is working with their consultant to develop their fiscal operations/desk manual.  The Agency provided a draft copy 
of the manual, and indicated they are on target to have this recommendation fully implemented by December 31, 2018. 
 
Agency Response: Concur 
 
LAHSA indicated that the development of their operations/desk manual is on target to be fully implemented by December 31, 2018. 
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May L6, 2018

Johr¡ Naimo

Auditor-Controller
Department of Auditor-Controller
Kenneth Hahn of Administration
500 West Temple Street, Room 525
Los Angelet CA 900L2

Sublect: Response to Auditor-Controller Fiscal Operatlons Fulluw-up Review fur
los Angeles Homeless Services Authority

Dear Mr. Naimo:

The Los Angeles Homeless Services Authority (LAHSA) is in receipt of the Phase I Follow
Up report in response to the Board of Supervisors' direction that the Chief Executive
Officer {CEO), in consultation with the Aud¡tor-Controller (AC}, the Los Angeles Homeless

Services Authority {LAHSA) and County Counsel, report back in 30 days on LAHSA's

implementation of AC recommendations in the Phase I Fiscal Operations Assessment
hev¡ew rssueo on r\pflt 5, ¿u¡ó.

Due to the increase in funding that occurred wíth the passage of Measure H, a

supplemental funding source to existíng funding including Hl, became available to pay for
the Homeless lnitiatives. lt was not clear to LAHSA at the beginning of the fiscal year that
the Hl funds should be treated separately as funds in the FY L7-18 budgets, as well as

spent down prior to the spend down of the Measure H funds. This misunderstanding
resulted in the chaiienges related to Cash iiow, Accounts Payabie ancj Accounts
Receivable that are highlighted by the A-C in Recommendations 3, 5, 6 and 7. While our
initial approach to the treatment of the funds may have been incorrect, it was related to
the information that we had at that timg. To ensure that the funds are accounted for as

intended moving forward, LAHSA has created a separate grant code for Measure H and is

ensuring that expenses related to the activities funded by the Homeless lnitiatives are
allocated to Hl prior to Measure H.

TAHSA çoncurs with the Auditor-Controller's proposed quarterly monitoríng of LA|ISA's

operations and Measure H strategies to strengthen LAHSA's accountability of Measure H

funds, ln addition, LAHSA has identified areas where the AC can provide technical
assistance to support the implementation of the recommendations. LAHSA has reached

out to the CEO's office and the Accounting Unit to coordinate this process.

RECOMMENDATION NO.1
lnadequate Staffing Levels Recommendation: LAHSA management immediately
complete a comprehensive Agency-wide staffing assessment, including determining the
cause for their high staff turnover, and develop a comprehensive staffing plan to address

the short and long-term staffing needs ofthe Agency.

ww,lahsa.org
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lmplementation Status: Not on Target
LAHSA has not yet completed the recommended comprehensive staffing assessment and plan to meet
their target implementation date of June 30, 2018. LAHSA did not develop a standardized method for
completing their staffing analyses that clearly identified the methodologies used in developing their FY

2Ot7-78 staffing plan, or the methodologies they plan to use to assess their FY 2Ot8-19 and long-term
staffing needs. For example, TAHSA could not demonstrate, or provide documentation to support the
methodologies used to develop their FY 2017-18 staffíng plan.

Since the issuance of our Phase I report, LAHSA filled five posítions in their Finance Depaftment that were
previously backfilled with temporary staff with permanent staff. However, LAHSA has experíenced
difficulty in hiring and retaining qualified staff, and appears to still lack adequate staffing levels ín some
key areas, such as with processing sub-recipíent payments, as mentioned in lssue 6 below.

New Recommendation:
LAHSA management ensure that they standardíze the method for completing their staffing analyses,
íncludíng using clear methodologíes that are supported with documentation, to ensure that adequate
staffint levels are maíntained.

TAHSA Response:
Partially Concur.

LAHSA did do an assessment of the FY 17-18 staffing needs for each departmen! however we do
acknowledge that it was not in the standardized method that the A-C would prefer. We are currently
working with our consultant to ensure our staffing analysís incorporates best practices including a clear
methodology and supporting documentation. LAHSA has revised the 17-18 budgeting process to be
standardized for 18-19 budget year. However, LAHSA will request AC technical assistance to ensure that
our process meets the standards as laid out in the AC report.

RECOMMENDTåIloN NO.2
Retroactive Contracts Recommendation: LAHSA management evaluate current contracting
processesþperations to identifv streamlining opportunities to ensure contracts with the funding sources
and their sub-recipients are executed on time as reguired.

lmplementation Status: On Target
LAHSA's project plan showed that they completed the first implementatíon phase for their new
automated contract management system, which included design configuration and testing. ln addition,
the Agency received their consultant's contracting workflow assessment, and indicated that they will
continue to identífy additíonal streamlíning opportunities durlng the implementation process of the new
system.

This issue and recommendation will also be addressed in our Phase lf - Contracting Operations
Assessment Review of LAHSA report to be issued no later than June 2018,

LAHSA Response:
LAHSA agrees with this assessment.
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RËCOMMENDATION No. 3
lnadequate Cash Flow to Pay Sub-recipients Recommendation: LAHSA management explore options
with banking institutions for obtaining a line of credit/revolving fund, and/or re-evaluate and discuss

options with their funding sources, such as allowing billing for accruals, increasing frequency and limits of
cash advance requests, and allowing for multiple reimbursement claims on an as needed basis, that would
allow the Agency access to cash on a short-term basis.

lmplementat¡on Status: Not Yet lmplemented as Prevlously lndlcated
LAHSA did not always maintain adequate cash on hand pay their short-term debts. Specifically, as of
4/13/L8, LAHSA only had approximately S2.f million ín cash when their A/P totaled 56.1 million, as

indicated below in lssue 6. This can be due to the fact that LAHSA did not optim¡ze their cash flow. For

examp[e:
. The CEO indicated that LAHSA did not fully utilize their remaining available Homeless lnitiative

¡..-J- ]^¡-ll-- ---,-..:.^^¿^1.. ér^ 
-tlll^- 

t* 
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tinre carryover funding of 525 million, approved by the Board of Supervisors for ímplementation
of the County Homeless Programs and Homeless lnitiative Strategies.

¡ LAHSA did not always submit their quarterly reimbursement claims for Measure H to the CEO

timelç as mentioned in lssue 5 below.

ln addition, in FY 2Ot7-t8, LAHSA received approximately $4L million in Measure H cash advances from
the CEO. However, the Agency did not properly account for the cash advances in their account¡ng records.

Specifically, LAHSIís accounting records identífied approximately S37 mtllion as a Refundable Advance

liability, and the remaining S¿ m¡llion as Measure H revenue instead of recognizing the full 541 million as

a liability to be repaid to the County.

Subsequent to our review, LAHSA updated their records to reflect the full S¿1 m¡ll¡on.

It should be noted that LAHSA also receíved S2.9 millíon in cash advances from the Department of Public

Social Services. However, the Agency's updated accounting records showed their Refundable Advance

liability account totaled on[ Sqt million.

New Recommendation: LAHSA management ensure that all cash advances are properly accounted for in
their accounting records, and optimize their cash flow by utilizíng all available cash advances from their
funding sources and ensuring that reimbursement claims are submitted tímely.

LAHSA Response:
Partially Concur. Planned lmplementation is July L,2AL8

At the time of the review, LAHSA treated the Measure H cash advances as a working capital advance to
issue advances to partner agencies, reimburse partner agency's monthly expenses and cover TAHSA

Administrative Expenses; revenues were recognized as funds were expended and Cash Reguests were

submitted quarterly to replenish the advance. LAHSA has confirmed with the CEO's office that the advance

should be treated as a Cash Advance and updated the agency's accounting records to show a liabitity

account of S41M. As was noted above, the lack of clarity around the necess¡ty to treat Measure H and Hl
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as two sêparate fundíng sources, with the intention to spend down Hl for expenses related to the
Homeless lnitiatives first, led to the delays in LAHSA submitting timely Cash Requests to replenish the
initial advance. LAHSA will ensure that during future fiscal years all available cash advances from funding
sources are utilized, recorded properfy and that reimbursement claims are submitted timely.

.BEçOMMENDAT|ON NO.4
lacked Documentation Supporting All Available Cash Advances from Funding Sources were Obtalned:
LAHSA managernent ensure they are maximizing their options for cash advances from funding sources by
identifying all funding sources that allow for cash advances and tracking all cash advances requested and
received.

lmplementation Status: Not Yet lmplemented as Previously lndicated
LAHSA did not always maximize the use of available cash advances. Specifically, their cash advance
tracking log identified $3,052,972 in available and unrestricted cash advances that the Agency had not
requested.

TAHSA Response:
Partially Concur. Full implementation expected by September \ 2A78

TAHSA has updated our accounting records and the Cash Advancq log showing actual Advances that were
received and has reclassified Measure H cash advances to identify the funds as a liability. LAHSA
management w¡ll cont¡nue to work with our funders to ensure that we have sufficient resources on hand
by fully utilizing advances available to ensure timelier payments to our subrecipients.

RECOMMENDATION NO.5
Reimbursement Claims Not Submitted Timely: LAHSA management re-evaluate their current operational
processes and implement updated and/or automated procedures to ensure that reimbursement claims
to the fundíng sources are initíated timely and submitted within established due dates.

lmplementation Status: On Target
TAHSA reduced the amount of late reimbursement claims Agency-wide from 22/oín September 2OL7 to
7% in March 20L8, of which approximately $12 million related to Measure H. Forcontinued improvement,
LAHSA indicated that they are developing an automated process to ensure that all reimbursement claims
are inítiated and submitted timely.

As previously mentioned ín lssue 3, LAHSA did not submit their quarterly Measure H reimbursement
claims to the CEO timely. For example, LAHSA submitted their Second Quarter invoices in April 2018,
which were due by January 30th, 2018. According to LAHSA's Operational Agreement with the CEO,

invoices are requíred to be submitted within 30 days after the claim period.

New Recomnrendation: LAHSA management should work with the CEO to re-negotiate the terms of their
Operational Agreement to allow the Agency to submit their reimbursement claims on an as needed basis
to enhance theír cash flow.
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TAHSA Response:
Concur. Planned lrnplementation is August t,2AL8.

TAHSA ¿rgrees with the new recommendation and will work with the CEO to re-negotiate with the tertns
of uur OperatiorralAgreernell[ þy July 1, 2018. As wäs noted above, the lack of clarity aroutrd tfie necessity

to treat Measure H and Hl as two separate funding sources, with the intention to spend down Hl for
expenses related to the Homeless lnitiatives first led to the delays in LAHSA submitting timely Cash

Requests to replenish the initial advance. LAHSA will ensure that during future fiscal years all available
cash advances from funding sources are utilized and that reimbursement claims are submitted timely.

RECOMMENDATION NO.6
Payments to Sub-Recipients Not Paid Timely: LAHSA management improve controls and oversight over
the A/P function by strengthening procedures to ensure payments to sub-recipients are paid tímely by

identiñ¡ing who will be responsible for following-up on aging A/P.

lmplementatlon Status: Not Yet lmplemented as Prevlously lndicated
LAHSA's sub-recipients were not always paid timely even though the Agency initiated a 7-day pay process

to improve the timeliness of their subrecipient payments. We reviewed a sample of ten Measure H sub-
recipient payments made in February and March 2018, and noted that all ten {100%) were paid after the
Agency's targeted seven days, of which four (4O%l were paid after the required 30 days. LAHSA's payment
--^^^^-:,.- l- - l^L^-:-t^-^l ,- 
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staffing levels, as mentioned above in lssue 1. The Agency must continue to work with their lT Department
to identify opportunities to enhance their A/P process. ln addition, as of April t3,2At8, LAHSA's Agency-

wide A/P Aging. Report identified approximately $6.1 million AlP, of which approximately 54.3 million
were between 1 - 120 days past due. lt should be noted that LAHSA's cash balance at the time was only

$2.L million, as mentioned above in lssue 3.

on May 2,2018, LAHSA provided their updated reports, in which LAHSlt's Agency-wide A/P Aging Report

identified all of tlreir $s,609,039 (100%) in A/Ps were between 1- 1.20 days

past due as follows
Days Past Due Amount % Past Due

1-30 days s2,357,775 42To

31-60 days s1,933,570 34%
61-90 days S1,054,129 L9%

Over 90 days s263,554 5%

Total Ss,609,038 toa%

of the $5,609,038 in total past due A/P, 5790,384 (L4%1, totaling L23 transactions, were related to
Measure H. lt should be noted that in March 20L8, LAHSA processed $tg m¡ll¡on in A/v trânsact¡ons
Agency-wide.

LAHSA Response:

Partially Concur. Planned implementation is July t,2018.
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LAHSA is working with our lT Department and our accounting system vendor to deploy a more automated
process. As was noted above, the lack of clarity around the necessity to treat Measure H and Hl as two
separate funding sources and the intentíon to spend down Hl for expenses related to the Homeless
lnitiatives first. This thus led to the delays in LAHSA submitting timely Cash Requests to replenish the
initial advance which prevented us from having the funds on hand to pay the expenses. Through an
enhanced understanding ofthe need to accountfor Measure H and Hl funds separately, the creation ofa
separate Grant Code to track Measure H funds separately from Hl funds, and the onboarding of both an
Associate Director of Finance Operations and Manager of Finance Admín, LAHSA managernent has
improved controls and oversight over the A/P function and is working with KH consulting to cont¡nue to
search for opportunities to strengthen procedures to ensure payments to sub-recipients are paid timely.
The direct responsibility to follow up on A/P Aging falls under the responsibility of the Manager, Finance
Admin, with supervision being provided by the Associate Dírector of Finance Operations., both positions
are fifled.

RECOMMENDAT¡ON NO.7
Aged Accounts Recelvables Not Followed-up Timely: LAHSA management re-evaluate the¡r current
operat¡onal processes and lmplement updated and/or automated procedures to ensure that they follow
up on their aged A/R timely.

lmplementation Status: Not Yet lmplemented as Prevlously lndlcated
As previously mentioned in lssues 3 and 5, LAHSA did not always submit their Measure H reimbursement
claims to the CEO timely. Although LAHSA did not have any outstanding A/R related to Measure H at the
time of our review, the Agency should ensure that their reimbursement claims are submitted timely to
enhance their cash flow.

TAHSA Response:
Partially Concur. Full implementation is expected August \ 2A18,

As noted we did not have any outstanding A/R related to Measure H at the time of review. LAHSA will
continue to reinforce the newly enhanced A/R Aeine Action Plan which ensures appropriate lnternal
Controls are in place.to follow-up on aged A/R timely. As we began to ¡mplement the new procedures,
LAHSA encountered some challenges in preparation of cash requests. The reclassification of Measure H

expenses to Hl as instructed by the CEO caused delays in submítting our Hl and Measure H cash reguests.
Those issues have been caught up and we are on track to fully utilize the Hl funds before drawing Measure
H funds.

RECOMMENDATION NO.8
Flscal Operatlons Lacked Management Oversight: LAHSA management provide adequate oversíght over
key fiscalfunctions.

lrnplementation Status: Not Yet lmplemented as Prevlously lndlcated
As indicated in their response, LAHSA filled the additional positions, three managers and six supervisors,
in their Finance Department. However, as demonstrated above in lssues 4,5,6, and7, LAHSA's fiscal
operations continues to lack management oversight.
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LAHSA Response:

Partially Cr¡ncur. Full lmplernentatiun expected by August L,2Ot8.

As of the review while LAHSA finalizing the selection of a permanent CFO, in the interim the position is
being filled by Terry Matsumoto. LAHSA's Finance Management team that reports to the Director of
Finance is fully staffed with the three associate directors, seven managers and seven supervisors. The
Finance Management team is fully committed to ensuring that we provide adequate oversight over key

fiscalfunctions and meet on a weekly basis to review and discuss key metrics from each unit. Additíonally,
through the LAHSA training academy and management team meetings, LAHSA will ensure staff are

adequately trained on their roles and responsibilities, that there is appropriate coverage of all key fiscal

functions, and that oversight roles are well-defined. LAHSA is committed to ensuring adequate físcal
operations oversight and continues to assess our management oversight.

ßECgMMENDATTON NO,9
Management Revlew and Approval Process lnefflclencies Over Payments to their Sub-reclpients: LAHSA

management re-evaluate their current review and approval processes to improve efficiency and reduce
thê tlme required to process all of their transactions.

lmplementation Status: On Target
LAHSA revised their management approval thresholds to streamline the sub-recipient cash advance

request and invoice processes. LAHSA's next step would be to configure their document managernent
system to update their new approval thresholds.

LAHSA Response:
Concur. Full implementation is expected July 1, 20L8.

Wc arc working to configurc our document mûnagement system to be line with new approvalthresholds.

RECOMMENDATION NO.lO
Excesslve Management Review and Approval Over Reimbursement Claims to the Funding Sources:

LAHSA managemeñt re-evaluate their review and approval processes for preparing and submitting the
reimbursement claims to the funding sources.

lmplementation Status: On Target
LAHSA revised their management approval thresholds to streamline the reimbursement cfaim process.

Specifically, we reviewed five Measure H reimbursement claíms for March 2018 and verified that LAHSA

reduced the total number of required approvals. LAHSA's next step would þe to develop an automated
process to ensure that all reimbursement claims are initiated and submitted timely.

TAHSA Responser

Concur. Full implementation expected by July L, 2018.

The reimbursement claims automation process is under development and is on target.
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RECOL4MENDATTON NO.11
Unclear Job Roles and Responsibilities Within the Finance Department: LAHSA management provide
adequate oversight to ensure that responsible individuals are clear on their roles and responsibilities.

lmplementation Status: On Target
As mentioned in their response, LAHSA is currently working with their consultants to develop a fiscal
operation manual and revise their Finance Procedures. LAHSA also developed their fiscal training
curriculum, and expects to train all staff by June 2018, with full implementation of this recommendation
by December 31, 2018.

LAHSA Response:
Concur. Full implementation expected by December 31, 2018.

LAHSA agrees with thís assessrnent. LAHSA and our consultants, are in the process of revising our
procedures, developing an operation manual, and training staff to these new protocols.

RECOMMEN-D.AïQN NO.12
Delays due to Errors or lncomplete Documentation: LAHSA management establish and use a centralized
file that identifies each of the sub-recipients' conract requirements.

lmplementation Status: On Target
LAHSA has developed a central reference file to identiñ¡ each subrecipient's contract requîrements. The
Agency is currently populating the file, and expects this to be completed by the end of this FY.

LAHSA Response:

Concur. Full implementation expected by July 31, 2A18.

LAHSA has developed a central file for subrecipient contract requirements

RECOMMENDATION NO.13
Lack of Quality Assurance Reviews: LAHSA management implement a qualíty assurance process to
periodically evaluate internal business operations and its effectiveness to ensure compliance with internal
controls, internal policies and procedures, and contract requirements.
lmplementation Status: Not on Target
At the time of our review, LAHSA had not yet developed a quality assurance pfan or an internal monitoring
team to meet the¡r target implementation date of July 3L, 2018. Although the Agency is currently
re*uiting for internal audít staff and expects to have a team in place by the end of this FY, their timeline
indicates that they wif I not begin engagements until Octobe r 2OL8.

LAHSA Response:

Partíally concur. Full implementation expected by August t,70\8

LAHSA is actively recruiting to fill these new positions and ís on target to fully onboard staff by July 1,

201B; lmplementation of an lnternaf Monitoring Program will begin in July 2018, in alignment with the
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timeline that has been established. Once the team is in pface LAHSA management will work with them to
develop a risk analysis and the lnternal Monitoring Plan, which wíll be completed by August L,2Ot8.

RECOMMEN9A_Í¡ON NO.14
Cross-TraÍning of Staff: LAHSA management ensure that more tlran one employee can perform key job
f¡ ¡n¡linnc hr¡ ¡rncc-irrininn claffrqrrwlrva.J sl¡ !tvJJ rrsrrlrr16 JLqrr.

lmplementat¡on Status: On Target
As mentioned above in lssue 11, LAHSA developed their fiscal training curriculum and expects to train all
staff by June 2018, which will ensure that staff are appropriately cross-trained.

IAHSA Response:

Concur. Full implementation expected by June 20L8.

We develupetl llre compreherrsive trainirrg curriculum and are actively training staff through June 2018.

RECOMMEN DATTON_IIO. 15

Pollcies and Procedures Not Updated or Conslstently Followed: LAHSA management should review and
update the existing fiscal policies and procedures manual to ínclude critical fiscal processes and reflect
rrn¡lrto¡l nrr¡lí¡oc Ìhef era/chn¡¡l¡l ho in nlr¡a rn¡l anc¡r¡a clr$f ¡ra in ¡nmnli¡n¡a r¡¡íth tlrai¡ ac+lltlicha¡lql,vgsvv 
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policies and proced ures.

lmplementation Status: On Target
We verified that LAHSA updated theirfiscal policies, and that they were approved by LAHSA's Commission
in January 2018. To ensure staff compliance, LAHSA is currently working with their consultant to provide
training, which is expected to be completed by June 2OL8.

TAHSA Response:

Concur. Full implementat¡on expected by June 2018.

We have revised, approved fiscal policies and are workÍng w¡th ourconsultant to ensure stafftraining is
on target.

RECOMMENDATION NO.16
Lack of a Flscal Operations Manuah LAHSA management develop a comprehensíve fiscal operations
manual for each position that includes step-by-step procedures for all assigned duties to ensure
compliance with proper internal contrc¡ls and to help standardize processes.

lmplementatlon Status: 0n Target
As mentioned in lssue 11, LAHSA is working with their consultant to develop their fiscal operations/desk
manual. The Agency provided a draft copy of the manual, and indicated that they are on tärget to have
this recommendation fully implemented by December 3L, 2018.
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LAHSA Response:
Concur. Full implementation expected by December 2018

LAHSA agrees with this assessment. Development of the operation/desk manual is on target.

Conclusíon
We appreciate the opportunity to address the Auditor-Controlfer Fiscal Operation Review Follow-up. We
look forward to continuing our collaboration in the administratíon of Measure H funding with the Chief
Executive Offíce and with the Auditor-Controller to ensure the cont¡nued success in assisting índividuals
and families experiencing homelessness and the programs that serve them in the County of Los Angeles.
TAHSA is committed to continuous quality improvement and welcomes technical assistance to support
our implernentation of the AC's recommendatíons.

lf you or your stafF have any questions or require additional information, please contact Darcie
Mulholland, Monitoring and Compliance Associate Director at (213) 225-8449 or by ernail at
dmulholland @lahsa.org.

Sincerely,

4- F-1.- L7*n
Peter Lynn
Executive Director

Cc: Karla Sarrow
Terry Matsumoto
Kristina Dixon
Tom Waldman
Chris Callandrillo
Darcie Mulholland
Jeffrey Samson
Rhonda Wilson
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PRIORITY RANKING DEFINITIONS 

 
Auditors use professional judgment to assign rankings to recommendations using the criteria and 
definitions listed below.  The purpose of the rankings is to highlight the relative importance of 
some recommendations over others based on the likelihood of adverse impacts if corrective 
action is not taken and the seriousness of the adverse impact.  Adverse impacts are situations 
that have or could potentially undermine or hinder the following: 
 
a) The quality of services departments or contractors provide to the community, 
b) The accuracy and completeness of the County or contractor’s books, records or reports, 
c) The safeguarding of County assets,  
d) The County’s or contractor’s compliance with pertinent rules, regulations or laws, 
e) The achievement of critical programmatic objectives or program outcomes, and/or 
f) The cost-effective and efficient use of resources.  
 
Priority 1 Issues 
 
Priority 1 issues are control weaknesses or compliance lapses that are significant enough to 
warrant immediate corrective action.  Priority 1 recommendations may result from weaknesses in 
the design or absence of an essential procedure or control, or when personnel fail to adhere to 
the procedure or control.  These may be reoccurring or one-time lapses.  Issues in this category 
may be situations that create actual or potential hindrances to the department’s/contractor’s ability 
to provide quality services to the community, and/or present significant financial, reputational, 
business, compliance, or safety exposures.   
 
Priority 2 Issues 
 
Priority 2 issues are control weaknesses or compliance lapses that are of a serious nature and 
warrant prompt corrective action.  Priority 2 recommendations may result from weaknesses in the 
design or absence of an essential procedure or control, or when personnel fail to adhere to the 
procedure or control.  These may be reoccurring or one-time lapses.  Issues in this category, if 
not corrected, typically present increasing exposure to financial losses and missed business 
objectives. 
 
Priority 3 Issues 
 
Priority 3 issues are the more common and routine control weaknesses or compliance lapses that 
warrant timely corrective action.  Priority 3 recommendations may result from weaknesses in the 
design or absence of a procedure or control, or when personnel fail to adhere to the procedure or 
control.  The issues, while less serious than a higher-level category, are nevertheless important 
to the integrity of the contractor’s operations and must be corrected or more serious exposures 
could result.  
 
Target Implementation Dates 
 
Target implementation dates are based on the nature of each finding and the expected timeframe 
required to implement the recommendation.  Departments must ensure contractors implement 
recommendations by the target implementation dates. 
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