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January 23, 2024 

To: Adrianne Todman 
Deputy Secretary, SD 

From:  Rae Oliver Davis 
Inspector General, G 

Subject: Management Alert (2024-IG-0001) – Action Is Needed From HUD Leadership To Resolve 
Systemic Challenges With Improper Payments 

While conducting our annual audit of the U.S. Department of Housing and Urban Development’s (HUD 
or Department) compliance with the Payment Integrity and Information Act, HUD’s Office of the Chief 
Financial Officer (OCFO) informed my office that the Department will once again be unable to estimate 
improper payments for the Office of Public and Indian Housing’s Tenant-Based Rental Assistance (PIH-
TBRA) program and the Office of Multifamily Housing Programs’ Project-Based Rental Assistance (PBRA) 
program for fiscal year (FY) 2023.  These are the two largest program expenditures in HUD's portfolio, 
totaling $45.3 billion in FY 23, or 67.5 percent of HUD's total expenditures.  

This marks the 7th consecutive year that HUD will be unable to report improper payment es�mates for 
these programs and the 11th consecu�ve year that the Office of Inspector General (OIG) will find that 
HUD is not in compliance with improper payment laws1.  Even more troubling, we recently learned that 
OCFO believes it will not be able to provide es�mates of improper payments in these programs next year 
either, and OCFO has informed the Office of Management and Budget (OMB) that it may not be able to 
make these es�mates un�l FY 2027, dependent on funding.  If left unaddressed until then, hundreds of 
billions of dollars in HUD rental assistance payments will continue to be at heightened risk of waste, 
mismanagement, and fraud.  

Action is needed immediately from HUD leadership to resolve its systemic challenges in preventing, 
identifying, and remediating improper payments and better protect taxpayer-funded expenditures 
made through these programs.  The lack of proper planning and coordina�on from leadership in HUD’s 
program and support offices prevents HUD from addressing the root causes behind the failure to comply 
with improper payment laws.  For several years, we have reported that HUD was unable to test for 
improper payments in its largest rental assistance programs because OCFO was unsuccessful in working 
with the Offices of Public and Indian Housing, Mul�family Housing Programs, and the Chief Information 
Officer to securely collect program files needed to test payments.  This year, OCFO told OIG and OMB 

1 Although HUD has been non-complaint for 11 years, prior to 2017 it was able to report improper payment 
estimates in these programs.  The non-compliance prior to 2017 was primarily related to shortcomings in HUD’s 
risk assessments and not meeting reduction targets.  While we reported some flaws with the estimates prior to 
2017, the estimates were foundationally sound.  
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that HUD was again unable to complete improper payment tes�ng because it was delayed in 
implementing a secure platform designed to collect supporting data and documentation and also 
because of limited staffing resources with the technical knowledge of the payment cycles.  

We find that OCFO’s approach to improper payments is fundamentally flawed because for seven years 
OCFO has failed to develop an approach that will allow it to make a valid statistical projection of 
improper payments, and it did not account for the resources necessary to gather the documentation in 
the timeframe required.  We believe this requires intervention from HUD leadership.  As a starting point 
for deciding how it will address improper payments, HUD is required to identify all programs and 
activities that may be susceptible to significant improper payments, estimate the annual amount of 
improper payments using sampling and statistical projections, and report those estimates.  However, 
OCFO has con�nually failed to develop a sound methodology for tes�ng improper payments in HUD’s 
largest programs, which can then be executed in a �mely fashion in order for HUD to publicly report 
es�mates of those improper payments.  For example, OCFO’s sampling approach is to select a sta�s�cal 
sample of HUD’s general ledger disbursements, instead of sta�s�cally sampling payments made from 
PHAs and PBCAs to landlords and owners.  Using this method, the number of individual payments made 
by PHAs and PBCAs in the sample is so large that HUD is forced to apply judgmental sampling, which 
does not comply with PIIA.  We are concerned that these conditions are due in large part to OCFO’s lack 
of a comprehensive understanding of how HUD makes payments through its programs and the resources 
necessary to produce a compliant es�mate.   

This conclusion is supported by the fact that OCFO improperly closed two priority OIG recommenda�ons 
related to HUD's process for sampling and tes�ng the full cycle of payments made through its programs.  
OCFO officials closed these recommenda�ons a�er documen�ng a plan that did not include legi�mate 
steps for crea�ng a sta�s�cally valid sample of payments made from housing agencies and contract 
administrators to landlords.  Without including these payments in its tes�ng, HUD cannot produce actual 
es�mates of improper payments required by law.  Despite these known deficiencies in its plan, OCFO 
closed the recommenda�ons and noted that the Department had taken final action sufficient to address 
OIG’s concerns.  After their closure, OCFO informed OIG that it would not be able to produce estimates 
of improper payments in these programs for FY 2023 and projected to OMB that it may not be able to 
do so until FY 2027, dependent on funding. 

In 2016, the last year HUD reported a compliant estimate, HUD reported an estimated $1.7 billion in 
improper payments for these programs.  Since that time, the dollars flowing through these rental 
assistance programs have increased substantially, from $30.7 billion in FY 2016 to $45.3 billion in FY 
2023.  Yet during that same period, HUD has not been able to estimate the improper payment rate and, 
therefore, has been unable to conduct a root cause analysis and implement corrective actions to reduce 
improper payments.  HUD leadership must act immediately to break the cycle of noncompliance with 
improper payment laws.  
 
Because of this ongoing, systemic problem, we recommend that the Deputy Secretary 
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Develop and execute a detailed plan and �meline for both tes�ng and repor�ng es�mates of 
improper payments in the PIH-TBRA and PBRA programs in compliance with Federal law and 
OMB guidance.  

 

We stress that for HUD to close this recommendation, it must finish testing the full life cycle of 
payments in these programs and publicly report estimates of the improper payments in them.  Merely 
producing a plan with future action target dates is not sufficient to meet the spirit of this 
recommendation.   

My office remains committed to helping HUD reduce improper payments in its programs, and we look 
forward to working with HUD to resolve the challenges outlined in this memorandum. 

Included in appendix 1 is a more comprehensive discussion of OCFO’s challenges with estimating 
improper payments, and appendix 2 is a graphic illustrating the complex payments made through HUD’s 
PIH-TBRA and PBRA programs. 

The information contained in this management alert was developed during an audit conducted in 
accordance with generally accepted government auditing standards.  Those standards require that we 
plan and perform the audit to obtain sufficient, appropriate evidence to provide a reasonable basis for 
our findings and conclusions.  We believe that the evidence obtained provides a reasonable basis for our 
findings and conclusions based on our audit objective(s). 
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Agency Comments 
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OIG Evaluation of Agency Comments 

We are encouraged by the Deputy Secretary’s commitment to develop a plan responsive to our 
recommendation in the next 30 days. Developing a comprehensive plan to address HUD’s challenges in 
testing its rental assistance programs is critical to making a valid improper payment estimate.  HUD’s 
response discusses several internal controls that it has in place to detect and prevent improper 
payments.  However, without a valid improper payment estimate it is difficult for HUD to determine if 
the controls in place are sufficient, operating effectively, and targeting the root causes of improper 
payments occurring in the PIH-TBRA and PBRA programs.   We look forward to our continued 
partnership on this matter. 
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Appendix 1 

Requirements Under Improper Payment Laws 

OMB requires that agencies review all programs that outlay more than $10 million annually and iden�fy 
those that are suscep�ble to significant improper and unknown payments.  For all programs determined 
to be suscep�ble, agencies are required to produce sta�s�cally valid es�mates of the annual improper 
and unknown payments in such programs.  When the rate of unknown or improper payments for a 
program exceeds the statutory threshold, which is either 1) 1.5 percent of program outlays and $10 
million or 2) $100 million during the fiscal year reported, HUD must publish a correc�ve ac�on plan 
detailing how it will prevent and reduce improper and unknown payments and report its progress 
annually in its agency financial statements and on PaymentAccuracy.gov.  

At HUD, OCFO has been responsible for producing a sta�s�cally valid es�mate of the improper and 
unknown payments and for the informa�on required in the accompanying materials to the financial 
statements.  OCFO is the lead office for producing the es�mates and repor�ng on improper and 
unknown payments, but HUD’s program offices are responsible for providing OCFO with the informa�on 
necessary to complete those func�ons. Addi�onally, program offices must implement and monitor 
controls that ensure payment integrity in the execu�on of their programs and ac�vi�es.  Each agency’s 
inspector general performs an annual review of the agency’s compliance with the Payment Integrity and 
Information Act (PIIA).  

Background on Improper Payments in PIH-TBRA and PBRA Programs 

The PIH-TBRA and PBRA programs have complex eligibility requirements, and substan�al parts of 
program administra�on are delegated to thousands of non-Federal administrators, such as public 
housing agencies (PHA) and performance-based contract administrators (PBCA).  HUD provides blocks of 
funding to PHAs and PBCAs to execute its PIH-TBRA and PBRA programs, which then determine tenant 
eligibility and are responsible for making payments to landlords and owners on behalf of HUD to 
subsidize millions of tenants.   

The greatest risk to payment integrity occurs at the PHA and PBCA level, when those en��es determine 
which renters are eligible to receive rental assistance from HUD and then make payments to landlords 
directly on HUD’s behalf.   

HUD’s methodology and tes�ng execu�on has not been able to bridge the gap between the payments 
that HUD makes to the PHAs and PBCAs (�er 1 payments) and payments PHAs and PBCAs make on HUD’s 
behalf (�er 2 payments).  The complex nature of the payment structure that makes tes�ng for improper 
payments complex is also the very reason why it is so important that HUD performs this tes�ng to 
maintain the integrity of these programs.    

The PIH-TBRA and PBRA programs also have an established history of significant improper payments.  In 
FY 2000, HUD reported an es�mated $3.2 billion in improper payments for these programs, and in 2001, 
the U.S. Government Accountability Office classified HUD’s rental assistance programs (PIH-TBRA and 
PBRA, collectively) as high risk, noting significant opportunities to reduce excess subsidy payments.  In 
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2016, the last year HUD reported a compliant es�mate, HUD reported an es�mated $1.7 billion in 
improper payments for these programs.   

In 2017, HUD changed its approach to improper payment estimates and discontinued its quality control 
for rental subsidy determinations studies, which were previously performed annually by a contractor to 
determine HUD’s estimates.  Under the previous studies, the contractor was responsible for collecting 
the documentation from PHAs and owners that was needed to test for improper payments.  This data 
collection effort was a substantial part of the contract and included creating and automating more than 
30 data collection instruments, contacting and obtaining information from PHA and owner staff, and 
hiring and training 73 field interviewers.   
 
HUD’s Failure To Complete Testing and Provide Estimates of Improper Payments in the TBRA and PBRA 
Programs  

When HUD changed its approach, it hired a new contractor and decided to collect the data itself.  
However, it did not adequately plan for this data collection effort.  OCFO, which is responsible for 
repor�ng compliant improper payment es�mates for the Department, has encountered challenges with 
this responsibility because it now relies heavily upon the program offices to provide the necessary 
documenta�on from the PHAs and PBCAs to complete tes�ng.  Program offices have raised concerns 
that they do not have the resources to fulfill OCFO’s requests in the timeframe given, and OCFO, in 
developing its methodology and execu�ng its tes�ng strategy, does not fully understand the complexities 
of the PIH-TBRA and PBRA programs and payment model.  For example, OCFO is trying to reconcile the 
amount HUD paid to PHAs with the amounts in the PHAs’ housing assistance payment (HAP) registers 
for a particular period, which is challenging because HUD’s payments are based on estimates and PHAs 
are allowed to adjust prior periods.   
 
Knowing the number of improper payments occurring in these programs is important in maximizing 
program integrity and the number of low-income households that receive HUD rental assistance.  PIIA 
requires an es�ma�on of improper payments that is either sta�s�cally valid or supported by an 
appropriate methodology that is approved by the Director of OMB.  However, the PIH-TBRA sampling 
plan did not include a methodology to sample �er 2 payments.  The PBRA sampling plan included only a 
nonsta�s�cal judgmental sample of �er 2 payments without approval from the Director of OMB.  
Further, HUD could not produce es�mates based on the plans.  Both of these issues related to the 
sampling plans are required to be compliant with PIIA.   
 
For HUD to develop compliant methodologies and improper payment es�mates in �me, it is extremely 
important to improve the coordina�on of OCFO, program offices, and support offices across HUD to find 
a prac�cal solu�on that will result in departmental compliance with PIIA and maintain payment integrity 
in these programs.  Fully understanding all of the processes and challenges involved in ge�ng to 
repor�ng compliant improper payment es�mates for the PIH-TBRA and PBRA programs will be essen�al 
to ensuring that HUD is successful in its efforts.    
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Appendix 2:  Graphic Illustration of HUD’s Tier 1 and Tier 2 Payment Structure 

 

*In the graphic above, (TCA) and (HFA) stand for traditional contract administrators and state housing 
finance agencies, respectively.    
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