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Challenges for 
Agencies without a 
Dedicated HR 
Department



Unique challenges faced by PHAs 
without a dedicated HR department

Limited resources Difficulty in 
finding and 
retaining 
qualified staff

Time constraints

-
-

-

-
-

-Compliance issues

Lack of HR 
expertise

Inadequate 
employee 
development



- Difficulty providing adequate training and 
development opportunities for employees.

- Difficulty in finding and retaining qualified staff 
leading to decreased employee retention rates and a 
lack of skilled employees to fill key positions.

- Lack of HR expertise resulting in inconsistent or 
ineffective performance management practices.

- Inadequate employee development leading to 
decreased job satisfaction and lower employee 
retention rates.

These Challenges can Impact Employee 
Development and Overall Organizational 
Success



HR solutions that can be implemented by HAs without a 
dedicated HR department

Outsourcing HR functions HR Software Consulting Services



Outsourcing HR Functions

- On P a y

- TriNe t

- Gu s t o

- In s p e r it y

- ADP  To t a lS o u rc e



HR Software

⬣ BambooHR
⬣ Rippling
⬣ Gusto
⬣ GoCo
⬣ Trinet Zenifits
⬣ Jazz HR



Consulting Services

⬣ Freelance HR 
Consultants

⬣ Nelrod
⬣ HR&A Advisors
⬣ The Merit Group
⬣ Wipfli
⬣ Housing Catalysts 



Recap 
⬣ Outsourcing: Regular day to day
⬣ Software: Managing data and 

reducing headache when pulling 
information

⬣ Consulting: For specific, 
challenging, & complicated 
issues that arise less frequent 



Ou t s o u rc in g  HR

⬣ Expertise
⬣ Cost Savings
⬣ Access to 

Technology & 
Resources

⬣ Reduced 
Legal Risk

⬣ Time Savings

⬣ Loss of Control
⬣ Communication 

Issues
⬣ Cultural Fit
⬣ Contractual 

Issues
⬣ Security Risks 

Pros: Cons:



HR Software

⬣ Increase Efficiency
⬣ Improved Accuracy
⬣ Enhanced Data 

analysis
⬣ Streamline 

Communication
⬣ Compliance 

Pros: Cons:
⬣ Employee Adoption
⬣ Cost 
⬣ Technical Issues
⬣ Learning Curve
⬣ Security Risks 



Consulting Services 

⬣ Ex p e rt is e
⬣ Co s t  S a vin g s
⬣ Ac c e s s  t o  

Te c h n o lo g y
⬣ Re d u c e d  

Le g a l Ris k
⬣ Tim e  S a vin g s

⬣ Lo s s  o f Co n t ro l
⬣ Co m m u n ic a t io n  

Is s u e s
⬣ Cu lt u ra l F it
⬣ Co n t ra c t u a l Is s u e s
⬣ S e c u rit y  Ris k s

Pros: Cons:



HR Associations are 
Your Friend!
● SHRM
● Association for Talent 

Development
● State based associations



Make Sure there 
is Clear Direction 
of Who to Go to 



Use Your Team for Special Projects

⬣ Software review & 
selection

⬣ Special Events
⬣ Lunch & Learns
⬣ Employee Training
⬣ Curate Ideas from Your 

Team
⬣ Establish committees



Do n ’t  Fo rg e t  Yo u r  
Ma n a g e rs

● Invest in manager training
● Provide tools to your

managers
● Hold your managers

accountable
● Ensure your managers know 

basic labor laws 



Em p lo ye e  
En g a g e m e n t



What is Employee 
Engagement?

Simon Sinek, the author of “Start 
With Why,” describes employee 
engagement: “When people are 
financially invested, they want a 
return. When people are 
emotionally invested, they want to 
contribute.”



3 Types of Employees

Nearly Engaged: Psychologically unattached to their work, they are putting time but 
not energy or passion into their work. Example: employee complete their work but is 
fueled by duter rather then passion or personal interest. This person  often flys under 
the radar. 

Engaged: Highly involved and enthusiastic about their work. They are psychological 
“owners” they drive high performance and innovation and move the organization 
forward. Example: employee logs in for a few hours longer to get a project complete 
or spends more time on the phone with a resident who needs help.  They build up 
their coworkers and have strong relationships in the housing authority.

Actively Disengaged: Resentful, uphappy, undermine engaged coworkers. Example:
spends their time negitively talking about coworkers, projects, leaders ect. They may be 
searching for other opportunities in their spare time. 



2023 Employee 
Engagement Stats 
According to Gallup

⬣ Engaged 33%
⬣ Disengaged 51%
⬣ Actively disengaged 16%



HR solutions that can be implemented by PHAs without a 
dedicated HR department

Productivity
Highly engaged teams 

are 14-18% more 
productive than low 

engaged teams

Engagement Matters

Turnover
Low engagement teams 
endure turnover rates

18-43% higher then 
highly engaged teams

Cost
Replacing workers 
costs ½ to 2 times 

that employees 
annual salary





When comparing employee engagement levels, Gallup found 
that top- and bottom teams had the following differences in 
organization outcomes:









Managers Matter
• It takes more then a 20% pay 

raise to lure employees away 
from a manager who engages 
them

• It takes next to nothing to 
poach most disengaged 
workers

• Employee trust is crucial



Signs of Disengagement

⬣ Lack of initiative
⬣ Negative habits
⬣ Lack of an interest in 

learning
⬣ Silence



How to Measure 
Engagement?

⬣ Gallup Engagement Survey 
⬣ Conduct stay interviews
⬣ Culture Amp
⬣ 15Five
⬣ Office Vibe



Leadership Plays a Crucial Role in 
Fostering Engagement

⬣ Facilitating open communication
⬣ Providing development 

opportunities
⬣ Creating an inclusive & 

supportive work environment
⬣ Invest in your leadership 

development 
⬣ Hold your leaders accountable



It ’s  Ab o u t  t h e  Ma n a g e rs

● The number 1 reason employees stay
or leave is how much they trust their 
immediate supervisor

● Poor leadership causes over 60% of 
employee turnover

● “When employees stay it is because 
of their immediate managers”. 
National Education Association

● “Employees who stay primarily for 
their supervisors stay longer, perform 
better, and are more satisfied with 
their pay” TalentKeepers

● Offering more money may not be 
enough to keep employees



P ro g ra m s  o r  Ac c o u n t a b ilit y?



Fo re c a s t  Re t e n t io n  
Qu a r t e r ly  

How long do you 
believe this team 
member will stat

6 months or less 6 months or 
more

Over 1 year

Do you believe 
turnover will be 
voluntary or 
involuntary?

Voluntary Involuntary 

How engaged is 
this team 
member?

Engaged Nearly engaged Disengaged 



What do employees talk about over dinner?

Boss Colleagues Duties



Why was your 
best boss your 
best boss?



Why was your 
worst boss your 
worst boss?



Performance Management
● Out with the traditional yearly reviews

Consider
● Regular 1 on 1s with Manager (weekly)
● Quarterly Check Ins (Performance reviews)
● Real-time feedback (400% increase in work quality)

○ Be specific, be constructive, well-intentioned, 
multi-directional 

● Rewards & recognition (praise must be timely, specific, 
& genuine) 

● Set goals that clearly align with housing authority 
strategy

● Software to track progress in real time
● Multi-sources of feedback such as 360 reviews
● Platform for continuous feedback



Balanced 
Scorecard

• Incentive pay plan
• Goal focused
• Rewards

employees for
work that matters 
most



-BambooHR
-Lattice
-Namely
-Workday

Software for Performance 
Management



Flexibility & Work from Home

● While there is an obvious push for WFH, WFH may not be 
feasible or the best for your employees

● It is important to think strategically about your organization’s 
answer to WFH

● Items to consider before WFH
○ Paperless
○ Communication have open Teams or Slack conversations 

that others can join in on rather than private messages
○ What are some other important aspects to consider?



What Have We Learned?

● 100% WFH can lead to isolation, depression, and lost productivity for a vast 
majority of employees 

● There is a 67% increase in loneliness for those who work 100% from home
● While lack of distractions can increase productivity there is lost face to face 

communication which leads to lost innovation and process improvement 
● Benefits of remote work plateau after 15 hours 
● Better approach is a hybrid model

○ 1-2 days WFH
○ 3 days in the Office

● Managers need to be trained on managing remote workers
● Managers need to have tools to stay in touch with team during workday in order 

to hold team accountable 
● Don’t let employees pick their WFH days 



What Else Can You Do?

PROVIDE 
FLEXIBILITY 

HAVE CORE 
WORK HOURS 

ALTERNATIVE 
WORK WEEK



Employee development refers to a
planned effort by an organization to
enhance an employee's knowledge, skills,
and abilities, with the aim of improving
their job performance, job satisfaction,
and personal growth. Employee
development can take various forms,
such as training, coaching, mentoring, job
rotation, and career development
opportunities. The purpose of employee
development is to help employees
acquire new skills, knowledge, and
attitudes that can make them more
effective in their current job or prepare
them for future roles within the
organization.

Employee Development



Benefits of Implementing 
Employee Development 

⬣ Increased employee 
engagement

⬣ Improved performance
⬣ Reduced turnover
⬣ Improved resident 

satisfaction 



Types of Employee Development 

⬣ On-the-job Training
⬣ Job Shadowing
⬣ Mentoring
⬣ Coaching
⬣ Classroom Training
⬣ Online Training
⬣ Job Rotation
⬣ Career Planning



How employee development can help PHAs 
overcome some of the challenges they face

⬣ Increased Engagement

⬣ Improved Retention

⬣ Succession Planning

⬣ Increased Innovation

⬣ Increased Performance



S t a t s

Improved employee retention: Organizations that invest in employee development 
have 34% higher retention rates than those that don't (LinkedIn).

Enhanced job satisfaction: 87% of millennials consider professional development 
and career growth opportunities to be very important when choosing a job 
(Deloitte).

Higher employee engagement: Companies with engaged employees outperform 
those without by 202% (Dale Carnegie).

Increased innovation: Companies that prioritize employee development are 3 
times more likely to be in the top 10% of companies in terms of innovation 
(Harvard Business Review).

Increased productivity: Companies that offer comprehensive training programs 
have 218% higher income per employee than companies without formalized 
training (Association for Talent Development).

Improved customer satisfaction: Companies that invest in employee development 
see a 12% increase in customer satisfaction scores (Harvard Business Review).



How to Implement Employee Development without 
Dedicated HR Department

Involve Executive 
Staff & Managers

Identify external 
training and 

development 
opportunities 

Create an 
individualized 

development plan 
for each employee

Follow 
development plans

Monitor progress 
and adjust 
accordingly 



Ex a m p le s  o f S u c c e s s fu l 
Im p le m e n t a t io n

- New York City Housing
Authority (NYCHA)
implemented leadership
development program for
Senior Staff. The program
included leadership skills,
team building, & strategic
planning. The program
increased employee
engagement, performance, &
increased retention.

- Boston Housing Authority:
The Boston Housing Authority
(BHA) has implemented a
leadership development
program that is designed to
cultivate the next generation
of leaders within the
organization. The program
includes leadership training,
mentoring, and other
professional development
opportunities.

- Gainesville Housing
Authority (GHA): The GHA
implemented a training
program for their
maintenance staff that
focused on safety and
technical skills. The program
included both classroom
training and hands-on training
in the field. The program was
successful in reducing
workplace accidents and
improving the quality of
maintenance services
provided to residents.



Cre a t in g  t h e  Em p lo ye e  De ve lo p m e n t  P la n  

⬣ As s e s s  E m p lo ye e  Ne e d s  & 
Go a ls

⬣ Id e n t ify  T ra in in g  & 
De ve lo p m e n t  Op p o rt u n it ie s

⬣ De ve lo p  a  T ra in in g  Ca le n d a r
⬣ Im p le m e n t  o n -t h e -jo b  

t ra in in g
⬣ Offe r  p ro fe s s io n a l 

d e ve lo p m e n t  o p p o rt u n it ie s  
⬣ P ro vid e  Le a d e rs h ip  

De ve lo p m e n t  
⬣ E s t a b lis h  P e rfo rm a n c e  

Ma n a g e m e n t  S ys t e m s
⬣ Me a s u re  E ffe c t ive n e s s  o f 

t h e  P la n  



Fe e d b a c k  is  Im p o r t a n t

⬣ S e t  u p  s ys t e m  fo r  
re g u la r  fe e d b a c k
⬣ BS C
⬣ On e -On -On e  Me e t in g s
⬣ S t a y In t e rvie w s
⬣ 3 6 0  Fe e d b a c k
⬣ S u rve ys
⬣ S o ft w a re

⬣ Ba m b o o HR
⬣ S u rve y Mo n k e y
⬣ T INYP u ls e
⬣ 1 5 Five
⬣ Glin t



Identify Training & 
Development Opportunities 
⬣ Ba s e d  o n  Ca re e r  

P la n n in g  c re a t e  
t ra in in g  a n d  
d e ve lo p m e n t  
o p p o rt u n it ie s

⬣ En s u re  t h e  g o a ls  a re  
a lig n e d  w it h  HA

⬣ On lin e  c o u rs e s , 
w o rk s h o p s , in d u s t ry 
c o n fe re n c e s , o n -t h e -
jo b  t ra in in g , &  
m e n t o r in g  



De ve lo p  a  Tra in in g  
Ca le n d a r

⬣ Cre a t e  t ra in in g  c a le n d a r 
w it h  s p e c ific  t ra in in g  a n d  
d e ve lo p m e n t  a c t iv it ie s  fo r  
e a c h  e m p lo ye e  t h ro u g h o u t  
t h e  ye a r

⬣ Th is  h e lp s  t o  m a k e  s u re  
e a c h  e m p lo ye e  is  
re p re s e n t e d , a n d  
e ve ryt h in g  is  b u d g e t e d  



Implement on-the-job 
Training

Cross 
training Rotations

Shadowing

Having 
employee 

train 
others 



Ot h e r  P ro fe s s io n a l De ve lo p m e n t  
Op p o r t u n it ie s  

⬣ Wo rk s h o p s
⬣ Co n fe re n c e s
⬣ Me m b e r s h ip  t o  

P HADA, NAHRO, o r  
S t a t e  S p e c ific  
P u b lic a t io n s

⬣ En c o u ra g e e m p lo ye e s
t o p a r t ic ip a t e  in  
c o m m it t e e s  



Ca re e r  P la n n in g  
Ho w  t o

⬣ Me e t  w it h  Em p lo ye e
⬣ Id e n t ify e m p lo ye e ’s  

g o a ls
⬣ S e t  s p e c ific  a n d  

m e a s u ra b le  g o a ls  
⬣ Id e n t ify d e ve lo p m e n t  

a c t ivit ie s  
⬣ Cre a t e  a  t im e lin e
⬣ As s ig n  re s p o n s ib ilit y 
⬣ Mo n it o r  & e va lu a t e  

p ro g re s s
⬣ Me e t  re g u la r ly 
⬣ Ce le b ra t e  s u c c e s s e s  



Ca re e r  P la n n in g  Qu e s t io n s  t o  As k

⬣ Wh e re  a re  yo u  r ig h t  n o w ?
⬣ Wh a t  a re  yo u  g re a t  a t ?
⬣ Wh a t d o yo u lik e d o in g ?

⬣ Wh e re d o  yo u  w a n t  t o  g o ?  1  yr , 3  yr , 5  yr?
⬣ Wh a t d o e s  yo u r  id e a l jo b  lo o k  lik e ?

⬣ Ho w w ill yo u g e t t h e re ?
⬣ Wh a t  s k ills  a n d  k n o w le d g e  d o  yo u  

n e e d ?
⬣ Wh o  c a n  h e lp ?

⬣ Wh o  is  in  yo u r  s u p p o rt  s ys t e m ?  
⬣ Go a ls

⬣ S e t S MART 9 0 d a y g o a ls
S p e c ific , m e a s u ra b le , a c h ie va b le , 
re a lis t ic , t im e  b o u n d



v

As s e s s  Em p lo ye e  Ne e d s  & 
Go a ls

Ca re e r  
P la n n in g  

On e -o n -On e  
Me e t in g s  

On c e  a  ye a r  
w it h  q u a rt e r ly  

fo llo w  u p



v

Ca re e r  P la n n in g

An n u a l

Cu s t o m  t o  
Em p lo ye e

Ca n  b e  
fa c ilit a t e d  b y 

m a n a g e r  o r  
s o m e o n e  e ls e

Qu a rt e r ly  
fo llo w  u p



Me a s u re  Effe c t ive n e s s  o f Em p lo ye e  De ve lo p m e n t  P la n  

⬣ Fe e d b a c k
⬣ S u rve ys
⬣ Me t ric s

⬣ Tu rn o ve r
⬣ En g a g e m e n t
⬣ Em p lo ye e  

Ne t P ro m o t e r
S c o re

⬣ P e rfo rm a n c e  
Eva lu a t io n s

⬣ Ma n a g e r  
Fe e d b a c k  



Other Strategies Implemented by HAs 

- Balanced Scorecard
- Stay Interviews
- Lunch & Learns
- Team Building
- Manager Training
- Flex Work
- Fridays off
- Quarterly Staff meetings to 

update them on key metrics 
- Create leadership team & 

meet weekly
- 5 Dysfunctions of a Team
- Employee Spirit Week 



Stay Interviews 5 Questions
When you travel to work each day, what things do you 
look forward to?

What are you learning here?

Why do you stay here?

When was the last time you thought about leaving our 
team?

What can I do to make your experience at work better 
for you?



Strategy 
Model

•Better quality service, better use of funds

Achieve 
HA 

Outcomes
•Hold supervisors accountable
•Develop supervisors to build trust with team
•Narrow the front door
•Challenge policies
•Script first 90 days
•Drive from the top

Implement 
Strategies 

•Employees quit because they can
•Employees stay for things they get 

uniquely from you
•Supervisors drive retention and 

turnover

Build on Principles

•Manage retention like service, 
quality, and safetyStart with Processes



Books 



Questions?



smith marion 
our mission
building great relationships
We connect with people in order to meet their business 

needs, focusing on areas in which we are the experts, 

providing solutions that are understandable.

www.smco.cpa



connected
Building long-lasting bridges is a key element to our business identity 

at Smith Marion. Continually staying connected to you, industry 

experts, state and federal regulators, and other firms gives us a 

healthy and robust network full of great resources and information 

exchanges.

focused
As specialists we are experts at what we do. The services we provide 

and what industries we service are limited to those we have built a 

library of knowledge, experiences and connections to draw on in order 

to get our client’s the results they want.

understandable
Taking a client-centric approach to communication, we recognize that 

as experts we know a lot about topics and matters, however our 

clients may not. By eliminating assumptions about what our clients do 

and do not know, we tailor our communications to address what you 

need to hear so we are all on the same page.
www.smco.cpa



35+ 
Years 
serving 
HAs

18
HA audit 
team
members

21
States we 

currently perform 
work for HAs

100 
HA and 

LIHTC Clients

SMITH MARION HA TEAM 
AT A GLANCE

www.smco.cpa



Services

• Process Improvement
• Strategic Planning
• Peer Group Connection
• Audit
• RAD Consulting
• LIHTC Consulting
• Training
• Fee Accounting 
• Year-End Close 

www.smco.cpa



Upcoming Workshops
• August 15th Summer Leadership Franklin, TN



A HA peer group to
address your unique
challenges. Connect
with peers who face
the same challenges
as you.

CONNECTION
HA leaders should be 

learning from each other!



WHEN & WHERE?

Fall 2024 :
• October 16 th & 17 th

• Portland, ME

Spring 2024:
• May 7 th & 8 th

• New York, NY

Set up a Zoom call with me 
to get a $500 discount on 
the November meeting. 
hbaldwin@smco.cpa



THANKS!
Do you have any questions?

hbaldwin@smco.cpa
+1 909 894 9795| www.smco.cpa

Please, keep this slide for the attribution

mailto:info@smco.cpa
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