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U.S. 'DEPARTMENT Of HOUSING ANO uR8AN DEVELOPMENT 
OfFlCE Of DiE SECRETARY 

WASHINGTON, D C. 20410.0001 

IEnclosed please find the United States Department of I-lousing and Urhan I 
- Development's submission for the Clinton Administration History Project I• 

I 

Our submission begins with a ISO-page narrative, A Vision Jor Change: The Story 
oJHUD's TransJormation, that describes HUD's work and accomplishments over 
the past eight years_ A Vision Jor Change also includes a CD-Rom in the back 
which provides additional research material, including reports, speeches, quotes 
and video cl ips. 

After the narrative, you will find a Table of Contents that lists 88 separate 
documents that provide further details about the work described in the narrative. 
The documents constitute approximately 972 pages or materials. I 

We have also included an appendix which contains 14 reports published by the 
Department during this time period. These reports are also listed in the Table of 
Contents. 

Hun has undergone a remarkable transformation over the pas! few years and 
made great progress in furthering its mission. Our hope is that this set of research 
materials will allow future generations to study and understand how this work was 
accomplished. 

Sincerely, 
• 
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SUBJECT: HUD CHIEF FINANCIAL OFFICER 

Document: Management Reforms Report - Office of Chief Financial 
Officer 

Date: May 1997 

Description: Secretary Andrew Cuomo established Change Agent teams 
to 'develop concept plans and proposals for major management reforms. i 
This document describes the mission, need for change, proposed reforms, 
staffing and organization plan, and needed implementation tools for the 
office of Ctlief Financial Officer. Implementation greatly strengthened the, 
Department's financial management, ultimately resulting in far more I 

effective and successful budget development and management - a major, 
step toward convincing OMB and the Congress of HUD's competence in II 

handling its financial responsibilities. 
. . I 
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Management Reforms Report 
Office of Chief Financial Officer 

1) 	 Mission 

+ 	 Mission Statement: The Chief Financial Officer leads the 
Department's officials toward the institution and praelice of sound i 
finandal management in program development and operations and in 
the stewardship of public resources. 

+ 	 Impael; By ensuring that the Department has sound financial 
policies and systems, as well as effective management 
co'ntrols, both taxpayers and HUD clients are benefrtted. 
The stewardship responsibility of the Chief Financial Officer, 
when effectively accomplished, assures that the American 
taxpayer's monies are spent as mandated by the Congre~s. 
The HUD client benefits from effective fund utilization and 
funds not lost to fraud, waste and abuse. ! 

I 
2) The Need for Change 

i 

+ 	 Consolidation of Program and Accounting Operations - It is no langei 
I 

cost effective to perform program and administrative accounting 
services in the numbers of locations and with the excessive numbers .of 
staff now assigned to the accounting function. Perhaps, more than any 
other function within the Department, improved financial management' 
and information systems has made it possible to reduce staffing, and I 

streamline and consolidate operations, while improving and I 
strengthening intemal management controls. To accomplish this, the, 
CFO has proposed reducing its staff and consolidating operations into 
one accounting center. The final location of the consolidated I 
accounting operations will be based on staff capacity, operational 
efficiency and other cost considerations. 

+ 	 Consolidation of Budget and CFO Operations - Coordination of budget 

oPerations,_ strategic ..planning ,and:financiaLmanagement. operations is 

critical to the success of Departmental management and operations. ' 

For some time at HUD, functions have operated independent of each' 

other, with little or no coordination. Both the relationship and reporting 

structure of the Department's financial and budget functions have been 

a m'ljor source of critiCism, particularly from the GAO, O!G and the : 

NAPA report, Effective, comprehensive financial management requires 


\, 



, 


integration of budget with strategic planning and financial management 
oversight. ' 

3) 	 Proposed Reforms 

• 	 The Office of Chief Financial Officer is proposing to consolidate its 
program and administrative accounting operation from ten (10) field 
accounting divisions into one accounting center. The proposal calls fqr 
all Departmental accounting operations to be pertormed at one I 

Accounting Center. I 

The Secretary/Deputy Secretary have earlier approved 
consolidation of ten (10) centers into three (3) centers-Denver, 
Allanta and Fort Worth, with total staffing of approximately 95­
100. The current proposal wculd further consolidate accounting: 
operations into one center with a staffing of approximately 70-75 
staff. 

Headquarters Budget operations will be consolidated into the 
Office of the Chief Financial Officer. 

Staff cost savings and financial management improvements will 
accrue from these consolidations and streamlining efforts. 

. I 

4) 	 Staffing and Organizational Plan 

• 	 Current Staffing: HQ = 198 

Field = 143 

Total = 341 


• 	 Proposed Staffing: HQ = 110 

Field = 70 

Total = 180 


• 	 Proposed Organization for HQ and Field: 

HQ: ConSOlidation of Office of Budget (Budget formulation 
and execution) and CFO Operations (Accounting I 
operations, financial policy oversight, and financial systems 
Integration). 

2 
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Field: Consolidation of three (3) field accounting centers 
into one accounting center. 

5) Tools Needed to Implement the. Changes 

• Financial management systems coming on-line I 

I 
I

TRACS (Phase I - Sec. 8 Payments (7/97) 

(Phase 11- Obligations (2nd Otr -FY98) 


Travel Management System (FY 98) 


HUD Procurement System (9/97) 
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" SUBJECT: HUD CHIEF FINANCIAL OFFICER , 

" 
',' 

," Document: Report on HUD Principal Staff Retreat 

: Date: March 6, 1997 

, 
: Description: Secretary Andrew Cuomo held a series of meetings to set the 

,;. agenda for ,3 Principal Staff retreat which would establish the overall i 
, agenda and priorities to ensure HUD's effective achievement of its mission, 
:, Based on discussion at the retreat, the Secretary decided on major I 
:;'changes to the structure and functions of the office of HUD's Chief 
"'Financial Officer. Two key decisions were: (1) to establish the Financial , 
': 'Systems Integration project as a major HUD priority project under the Chief 
" Financial Officer, with the cost of the project to be shared by HUD's major I 
,,' organizations, and (2) to move the Departmental budgeting function to the 
:, CFO from the Assistant Secretary for Administration (reference: page 11 
",> of the document), These decisions put HUD in a far stronger position to 
'.. ' deal with Congressional and GAO concems regarding the Department's 
<financial management capability, 
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1. INTRODUCTION/BACKGROUND 

U.S. Department ofi-lDusing and Urban Development 
Principal Staff Retrcat ~ DR.A.FT REPORT, 3/6/97 
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L 	 IntroduclionlDackground 

• 	 HUD has been working to respond to Congress' critictsms of their 
management and operations, 

• 	 Efforts have been undcf\vay for some time. and the management retrem was 
an opportunity to make everyone on the principal staffawnre of what was 
being done and to describe the comprehensive "New HL'D" model 
representing the combined visions of the principal staff, 

• 	 The "New HUD" model is intcnded to transform HUD into a better, more 
focused and efficient HUD, providing improved servicing to its 
consliluencies. 

- It recognizes the two very different HUD roles ofmnning programs 
and facilitating community efforts. 

- It ealls for a different type of HUD field office with multi-disciplinary , 
staff, I 

-	 There will be a reduced number of full-service processing centers, 

- It will require reduced numbers ofstaff; the concept is "more with 
fewer," 

U.S, Department of Housing and Urban DcvcJopmen1 3 

Principal Slnff Retreat· DRAFT REPORT, 316197 
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II. SUMMARY OF MAJOR AGENDA ITEMS 


U.S. Department of Housing and Urban Development 
Principal 8taffRetreat - DRArT REPORT. 3/6197 
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IlRAFT,3/4/97 

A. FINANCIAL SYSTEMS INTEGRATION 

Ovcniew 
• 	 HUD t:a5 a large number of difTerent financial information systems which fit their 

respective purposes but are completely isolated from one another, This lack of 
continuity constrains the Department in its service delivery and financial reporting 
efforts. An integrated financial system by which aU program areas can seamless!y 
collect, openly share, and easily communicate data is the key to efTectivdy and 
efficientiy fulfilling HUn's mission. 

Dedsions Readsed 

• 	 Contmcting 
• 	 The Department will contract with a single firm ·to achieve a sweeping, 

integration of ~ll HUD's financial systems. The independent contractor will 
be experienced in determining the information needs ofJarge organizations 
and developing an inlegroted and efficient system to meet these unique 
requirements, 

• 	 The integration will be accomplished on a '<turnkey" baSts. This means: that 
the contractor will deliver a complete, functional product which will need 
minimal Department effort to "tum on." The contracting finn will provide the 
full range of services to include needs detennination, system design, 
construction, installation. and maintenance, 

• 	 Fees and Funding 
• 	 The contract fees win be on a perfonnance-based. sHding schedule that is 

detennined by the amount oftime spent lo complete the job and an evaluation 
of the services provided. The Department will pay the contractor, a higher fee 
for finishing the finnl product before the agreed~upon delivery date that is 
eontingent upon the quality of the services, and a lower fee for late ' 
completion, The purpose of this arrangement is to provide an incentive to 
complete the project in as short a time frame as possible without sacrificing 
quality. 

• 	 The funding for this oomprehcnsive and imperative project will eome from 
existing appropriations. Each cylinder will contribute a percentage of its 
budget to fund 1he project. The rewards of this contribution will be tangible 
lime and dollar savings in each cylinder. 

U.S. Department of Housing and Urban Development 
Principal Staff Retreat • DRAFT REPORT, 316/97 
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Individual Responsibililies 
•. 	As the primary users of the mtegraled financial system, the cylinders will act as the 

contractor's "customers." This role entails full cooperation sueh as describing 
reporting requirements or mapping out work flows in oroer to ensure effective 
integralion. 

• 	 The D(:puty Secretary wH! supervise the procurement in tenns of the fmal selection of 
a contractor and the drafting of the contrnet conlents. He will ensure that the 
eontun~tor providing the best value fo the Department is eho.sen Lo execute this 
important project, and he will playa major role in defining the scope of the system 
and tasks to be perfonned, 

• 	 The CFO and the Technology Investment Board (TIB) will act as advisors in the 
design of the contract In addition, the CFO will share the responsibility of 
monitoring the overall post·award progress of the contractor with the TIB, which is 
made up of the Secretary. Deputy Secretary, and Assistant Secretaries. 

• 	 The CFO will manage the contract and insure adherence with OMB Circular A~ 127 
and Federal Manager's Financial Information Act (FMFIA).. 

• 	 The role of the CIO will be to ensure contractor adherence to technology and 
architecture standard.1l for HUD. 

• 	 The efficiencies produced by systems integration should pennit reductions in HUD 
systems staff. most of which will be factored inlo eaeh of the cylinder's management 
plans. Infonnation will be. more readily accessible and transferable. and therefore the 
nUmb(lr of systems personnel needed wilhin each cylinder will be diminished, 

111lplemen:ation Consideratwns 
• 	 Docs the tenn "financial systems integration" include perfonnance measures (GPRA 

and/or others)? 
• 	 What is the Management Committee's role (if any) in devcloping or overseeing this 

contract? 
• 	 Exactly which systems personnel will be downsized? Will this contribute to HUD's 

target of7,SOO? 
• 	 Do we want to say that lbe timetable is two years or less? 
• 	 How will the field be involved in lhe design of this jntegrated system? 

u.s. Department of Housing and Urban Development 
Principal Staff Relreat • DRAFT REPORT, 3/6197 
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B. MANAGEME'IT PLAN 

GENERAL PRINCIPLES 


Overview 
• 	 When the visions for the individual HUD offices are combined, a very different HUD 

wi!! emerge, It wi!! be more efficient, and do more with fewer peop!e_ 

DecisioltS Reached 
• 	 No field offices will be dosed. 
• 	 All local offices within a State will report directly to thelr respeelive state offices. 
• 	 Certain field offices will be designated as new "Model Offices'~. These offices will 

have Gommunity facilitators who are place-based, highly technological, and trained as : 
. 	 I

HUD generalists. 
• 	 Priority will be given to co-location arrangements with Federal, State and Local 

agencies_ 
• 	 All field offices are responsible for representing HUD anhe local leveL 

Bu}'out Strategy 
• 	 Buyout method 

• 	 Buyouts will be offered on a priority basis according to targets of Assistant 
Secretaries. 

• 	 Buyouts will be by category, enabling specific locations. offices, staff and job 
titles to be targeted. 

• 	 Steps in buyout process 
• 	 OMB approval and Congressional notification required 
• 	 Union negotiations 
• 	 Employee announcement( s) 
• 	 Buyout window opening(s) 

Implementation Considerations 
• 	 How does HUD convey to workers enough ofan urgency to incentivize them to take , 

buyouts? ' ; 
• 	 How can HUD quickly convey a dear message about their pian to employees and the I 

Hill? Whcn wiH field office restructures be announced? t 
• 	 The Secretary asked that HVD Academy be consulted. How will this consultation be j 

conducted? t 

• 	 Ifan entire field office takes a buyout, will HeD backfill to keep the office open? 

U.S. Department of Housing and Urban Development 7, 
Principal Staff Retreat· DRAFT REPORT. 316197 I 
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B.!. OFFICE OF PUBLIC AND INDIAN HOUSING (PIH) 
:\1ANAGEMENT I'LAN 

Overview 
• 	 Public Housing is in the middle of a transfonnation which will result in the 

constructiQn of new communities ofimproved public housing. Over the past three 
years they have been constructively tackling the troubled housing agencies. and they 
arc now beginning the next step in reintegration of public housing communities inlO 
their neighborhoods, 

• 	 The service delivery vehicle for public housing is through the Public Housing 
Authorities (PHAs), Part of the PIH mission is to ensure that appropriate monitoring 
of PHAs is in place, 

Deciswlu Reached 
• 	 An effective structure for monitoring o( PHAs wiH be put in place, 
• 	 Funds for "boutique" programs will be channeled through a perfonnance-based 

approval process. 
• 	 We will create a new service model with broader capacity and better focus that can 

better provide monitoring and processing by consolidating offices and creating 
processing centers for back-office work. 

• 	 Outside consultants wlU be used to assist in making tough choices_ 
• 	 We wiH move forward with plans that do nN require legislation, and quickly seek 

legislation to accomplish critical program changes. 
• 	 We will develop legislation which: 

• 	 Makes reforms pennanent. 
• 	 Gives PHAs discretion within targe'ing requirements. 
• 	 Relies on perfonnancc fannula funding other Ulan for HOPE VI. 
• 	 Deregulates small and \\'ell-performing PHAs. 
• 	 Strengthens and continues funding for HOPE VI. 
• 	 Creates reasonable expectations for HUD, 

• 	 We win retrain staff and retain versatile staff who are close enough to the ground to 
stay in touch, i.e. who fit the new service model for offices. 

• 	 We will access housing practitioners as contractors for technical assistance and 
interventions. 

• 	 The process for dealing with troubled PHA,s will be strengthened by establishing 
demarcation lines. For example, give troubled PHAs one year to resolve problems. 
and if they arc not resolved. they go int:' receivership. 

• 	 We \\iH ensure that processing oftne current demolition process is carried~tnrough. 

Implementalion ConsideralioJls 
• 	 Once a PHA is in receivership, how does it get removed from that status? 
• How wiH PIH mOVe forward with changes before legislation is enacted? 

U.S. Department ofHollsing and Urban Development 
Principal StaITRctrcat • DRAFT REPORT. 3/6197 
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B.2. OFFICE OF HOUSING MANAGEMENT PLAN 


Overview 
• 	 !'lousing's mission is to build better communities, and it has a fiduciary responsibility 

both to the fmancial sector and 10 the public that it is not currently meeting as well as 
it CQuld. 

• 	 The gl.lidel~nes for Housing's ncw program vision are: consolidate, automate, 
eliminate, and privatize, 

Decisions Reached 
• 	 Housing's overarching goals: 

• 	 Complete the transition from relail to wholesale. 
• 	 Dedicate mOre time to overall portfolios ralher than single cases. 

• 	 In the single. family housing division, Housing wants to: 
• 	 Continue to utilize technology to eliminate unnecessary paper and automate 

processing. 
• 	 Allocate additional resources to marketing and outreach. 
• 	 Step up quality assurance and lender moniloring. 

• 	 Multifamily changes include: 
'. 	 Increase risk~sharing, 


" Consolidate offices, 

• 	 Reduce the number of Homcownership Centers from five to th.ree. 
• 	 Focus on asset management by converting (he primary role of staff from 

"servicers" to "asset managers" 
• 	 Delegate certain funclions to HUD partners, particularly fenders and 

contraclors. to alleviate the heavy workload. 
" Housing also plans to privatize REO (real estate owned) management and sales, 

Implementation Considerations 
• 	 Win Housing have an adequate and suitably-skilled workforce to oversee and 

implement the plan? 
• 	 Buyouts are the preferred way to decrease staITbut may result in the l?ss of 

experienced personneL 
• 	 How should confidential-items such as geuing out of retail be handled? 
• 	 Do we deal with the obstacles presented by congressional politics (e,g .• "not in my 

districtn )? 

U,S. Department of Housing and Urban Development 
Principal SlaffRelreal- DRAFT REPORT, 316191 
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I!.3. OFFICE OF ADMINISTRATION MANAGEMENT PLAN 


Overview 
• 	 Por the past three years, Office of Administration has made a concerted effort to 

reduce fTEs, Many services have already been outsourccd to private enti,ies, The 
Office ofAdministration's plan to further reduce staff is highly conlingent on the 
plans of the rest of the Department. 

Objectil1es 
In light of changes throughout the Department, Administration has developed severt'll 
components for its downsizing plan: 

• 	 Meet FY 2000 FTE goals. 
• 	 Restructure administrative field office support (based on the assumption that 

program offices wHl also restructure and downsize, resulting in fewer offices 
and employees to be served), 

• 	 Improve teehnology to facilitate communications and operational efficiencies 
• 	 Consolidate the structure of the Office of Administration by rechanneling 

resources across geographic locations, 
• 	 Continue to provide the highest level of service possible, given specific 

demands as wen as consFllinls. The demand for information technology service 
i3 increasing and the Office of Administration must work to meei the demands, 

Decisiotls Reached 
• 	 There will be no administrative officer in any field office with fewer than 25 

employees. 
• 	 No Category B or smaller offiees will be in a slate with Category A offices, with 

exception of a few large states. 
• 	 There will be no more than three Single FamtJy Ownership Centers 
• 	 Automation within Administration will be enhanced. Some possible automations are 

an integrated persoMel system and enhanced Administrative Client 
RequestIResponse System. The ideal tS paperless processing. 

• 	 There will be comprehens,ive contracts for administrative management services at 
headquarters, such as building services, security. elevator maintenance Ilnd air 
conditioning servicing. 

• 	 Contracted staff and HUD staffspecializing in Information Technology scrvice.<; will 
contin:Jc to rise lo meet demands. 

• 	 Consider priVatizing Ihc HUD 'Training Academy. 

Issues/or Implemellfatioll 
• 	 The Secretary must be prepared 10 answer why there is so much outsourcing. rather 

lhan attempting to retain HUD staff, 
• 	 How willlhc Office of Administration deal with near~term peak load issues? 
• 	 How wi!llhc Offiee of Administration continuously incorpora.te changes in other 

cylinders' management plans? 

U,S. Department of Housing and Urban Development 
Principal Staff Retreat - DRAFT REPORT, 3/6/97 
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ll.4. OFFICE OF THE CHIEF FINANCIAL OFFICER MANAGEMENT nAN 

Overview 
• 	 The era management plan envisions 1lI1 environment in which there is programmalic ' 

nnd financial imegration, effective financial management policy, customer-based 
financial management and accurate and timely reporting. 

• 	 TIle CFO has broad management goals: 
- Create a leaner but more effective CFO organization, 

Give primary support in restoring the public trust in HUD, 
- Promote management accountability through defining, measuring and 

reporting success, 
Provide accurate and timely financial reporting. 


- Maintain a balanced management control environment 

- Integrate financial management systems. 

- Reach the targeted fTE Goals. 


Decisiolls Reached 
• 	 The eFa will continue ..vith the downsizing plan begun in 1994 by moving some 

headquarters functions to the field, 
• 	 The CFO's Office win continue the implementation oflhe HUDCAPS system 

(automation), 
• 	 For fi,eld reorganiz.ation, we will continue discussions with pertinent unions in order 

to guarantee "no adverse action". 
• 	 Consolidate administrative accounting centers by the end ofFY1999, 
• 	 The CFO will conduct an in-depth study and analysis on outsourcing accounting 

operations. The CFO will only support outsoureing where no negative impacts on 
financial management are anticipated. 

iSSllesfor implementation 
• 	 In order to reach FTE goals. how will Secretary ensure that CFO employees will be 

accepted by other cylinders? There ought to be support for directed reassignments. 
• 	 Will the CFO be given buyout authority to reach FTE goals? 

. U.S. Department of Housing and Urban Development 
Principal StafTRetreat - DRAFT REPORT, 316197 
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U.S. OFFICE OF COMMUI'iITY I'LAI'iNING AND DEVELOPM~:NT 


MANAGEMEI'iT PLAN 


Overview 
• 	 Although the number and value of gronts continues to rise, CPO has been forced to 

administer these programs with fewer personnel. They cylinder has thus far been 
successfui in increasing the productivity of their scarce resources, 

• 	 They have initiated real measures to enforce how program monies are spent. 
• 	 Competitive grants have a serious management problem that must be addressed. 

Decisions Reached 
• 	 Based on progress to date. CPD believes that substantial staff reductions can be 

achieved by FY 2000 largely through relatively low attrition, intemal reallocation. 
and a hiring freeze. 

• 	 Because CPD has a finn commitment to preserving the core functions of its cylinder, 
no cuts will be made in the field. 

• 	 Field monitoring will be increased, 
• 	 On-site monitoring of high-risk projects win be increased. J 

• 	 The r<!organiz.ation of the headquarters office will elimInate duplicative functions and I 
program specialists, Jnstead the organizational structure wilt reflect the processes I 
perfoh'll1ed by HQ. 

IImplemenlatioh COIlsiderations 
• 	 The concern was raised that HQ should be reorganized with a view to supportIng the 

field offices, 
• 	 Enfolcing harsh sanctions without effectively "pulHng out" of a city is difficult. 
• 	 Competitive grants management must be universally rcfonned. and much of this will I 

require legislation. 
• 	 It was suggested that homeless grants be called «perfonnanee grants" to emphasize 

that certain criteria must be met in order 10 become a recipient 
• 	 The managemeht plan may change somewhat when the new Assistant Secretary for 

ePD arrives. 

U.S. Department of Housing and Urban Development 
Principol StaffRetrent. DRAFT REPORT, 3/6/97 
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H.6. 	OFFICE OF FAIR HOUSING AND EQIJAL OPPORTUNITY , 

MANAGEMENT I'LAN 

Overview 
FHEO would like \0; 

• 	 Be incorporated in one HUD approach, 
• 	 Provide faster. more efficient customer service. 
• 	 Increase the effectiveness ofcompliance efforts, 
• 	 Educate the public to the mission and accomplishments of HUD in fair housing. 
• 	 Develop n management plan to achieve stafT reductions and reach FTE targets for FY 

1997 through FY 2000. 

Decisions Reached 
FHEO will accomplish its management plan by: 
• 	 Maintaining a hiring freeze through the centraiization of approval of all personnei , 

actions. 'I 
• 	 Contracting~out previously identified program, enforcement and management' 

funcHons. 
• 	 Deyeloping a consolidation strategy, and consolidating functions and activities within' 

the organization. 
• 	 Utilizing buyout and early~out possibilities. 
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B.7. OFFICE OF THE GENERAL COUNSEL MANAGEMENT PLAN 

Overview 
• 	 The OGe eurrently seeks to develop a management plan to meet its targeted staffing 

levels by the year 2000. 

Decisious Reached 
OGe management will: 
• 	 Translorm Headquarters by realigning the Office of Insured Housing, transferring: 

functions within OGe offices, focusing on legal issues, consolidating administrative i 
functions, and relocating headquarters stafTto Field Offices. 

• 	 Est'lblish 11 dO'\.\'l1sizing task force, 
• 	 Consolidate Field Offices, 
• 	 Comrnct-out additiona! legal and paralegal services. and 
• 	 Seek possible Human Resource alternatives, including attrition, buyouts resuhing' 

from Field Office consolidation and response from OGe senior management, early 
outs. hiring freezes. the use oflegal interns, and a reduction~in-[orce", 
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C. REALIGNMENT OF FUNCTIONS 


Overview 
• 	 The relationship and reporting structure ofHUO's financial and budget functions has 

been a major Source ofexternal and internal criticism, 
• 	 The retreat goal was to reach an agreement on how the financial and budgel functions 

will be assigned and carried out within the Department 

Decision Reached 
• 	 After discussion, it was decided thallhe Office of the Chief Financial Officer will be 

responsible for budget fonnatlon, preparation and execution. in addition to the 
respo.r~ibilittes outlined earlier. 

! 

ImpJenumlalion Considerations 
• 	 Office of Administration would Hke to be assured that they will continue to be treated 

like every other cylinder and altoealed the appropriate level of resources post~ 
realignment. 

• 	 How will the Secretary ensure that one individual has the authority. accountability 
and responsibility to earry out its budgeting functions? 

• 	 How and when will the Secretary announce the new realignment? 

D. ROLE OFTHE INSPECTOR GENERAL 

Overview 
• 	 The role of the Inspector General was explained to us. 
• 	 HUD would like to improve the relationship between the Office of the Inspector, 

O.cneral (010) and program staff/cylinders. 
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E. 	 I'ROCESS FOR CONDUCTING CONGRESSIONAL AND PRESS 
RELATIONS 

Overview 
• 	 Office of Congressional and Intergovernmental Relations (OCIR) functional arcas ' 

include: 
• 	 Office of Legislation which provides guidance to legislative process on 

Capitol Hill and aclS as liaison between various government agencles, lhe 
Secretary's office and HUD program office, assists in fonnulation of policy: 
and lcglslation, and assures that He'D's positions are understood through 
coordination of briefings on programs and issues. 

• 	 Office of Congressional Relations which acts as HUD's liaison and primary , 
contact with Congress, attends to Congressional inquiries, and assures thaL 
HUD departments and staff are infonned of inquiries, policy and political; 
matters which may affect their activities. : , 

• 	 Offic(~ of Public Affairs (PA) coordinates communication with the public and the! , 
media. 

• 	 HCD seeks to improve the process of congressional and press relations lO insure' 
"unified and successful communication with Congress and the media," ! 

Deciriolls reached: 
• 	 All cnllslinquiries from Congress, even from field offices, are to be referred to OCIR. ' 
• 	 All messages' and responses from Congress must be cleared by OCiR. 
• 	 All ealls/inquiries from the media, even from field offices, arc to be referred to Pl\.. 
• 	 AU messages and responses from the press must be cleared by PA 
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F. IMrLEMENTAnON ANI) MONITORING OF ACTION I'LANS 

OverVI'ew 
• 	 It is important to provide lea.dership and oversight as BUD implements many of the - . 

changes and decisions reached at the retreat. To facilitate communications and ensure' 
eITective implementation, reporting of execution steps to the managemcm committee I 
is essential. 

Decisions Reached 
• 	 The Management Committee wHi include the Secretary, Deputy Secretary and, 

Assistant Secretaries (or Equivalent Officials) and will meet monthly to I) reviewl 
action plans; 2) clarify program and management policy; 3) make decisions on the 
Technology Investment Board's (118) recommendations. , 

• 	 The TIB will include the Secretary, Deputy Secretary and Assistant Secretaries (or' 
Equivalent Official,s) and will meet monthly to establish recomm.endations for; 
Management Committee review. For financial systems integration, the CFO will lead 
an operating committee and bring recommendations to the TIB. 

• 	 The Principal Staff (Secretary. Deputy Secretary and Assistant Secretaries, (o~ 
Equivalent Officials» will meet monthly. Seeretary Representatives wlH participate 
via conference call in one monthly meeting. ; 

• 	 A schedule for these three monthly meetings will be provided in advance and all 
assistant secretaries are expected to commit to them. This is a reduction from the 
prcsent schedule of four monthly meetings, 

Rationale/or Decifiolls 
• 	 111e meetings will provide a forum to follow the progress of the action itcms 

addressed at thc retreat. 
• 	 Activities and milestones for {hc action plans witl be formally recorded at aU the 

meetings and progress will be charted against planned timelincs. 
• 	 The ovcrsight committees wih help align HUD aetions with legislative mandates, 
• 	 The presence of aU Assistant Secretaries is necessary to ensure that the mosl 

consistent message possible is conveyed to HUD staff and the pUblic, 

implementation Considerations 
• 	 How often will the milestones be reported? Monthly? Quarterly? , 
• 	 How wi!! the Management Committee resolve area.. .. of disagreement with regards to 

financial systems integration and management plans? 
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III. OPEN ISSUES & 
FOLLOW-UP QUESTIONS 
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A. 	 IMMIWIATE OECISIONS Nli:f;OEO TO OETERMINE 

CONTENTIWORDING OF FINAL REPORT 


I. 	 Overtly linking Financial Systems Integration to downsizing could create 
problems. 

, 
2. 	 How do we reconeile the need of employees to know specifics of downsizing', 

office changes, etc. so that they can plan their own lives; with the desire to I 
avoid announcing specific decisions and numbers regarding staffing/office 
shifts and closings? 

, 
3. 	 There arc significant implications of "getting out of retail!> including reduction , 

of the facilitator/outreach role. , 
I 

4. 	 There is an inability to reasonably control mu-ch ofour labor force. How will 
we deal with labor? Hard, soft, or not at ail? 

5. 	 What changes are needed in the Office of Administra.tion's management plan' 
as a result of the other cylinders' plans covered in {he retreat? 

6, 	 What, if anything, will be sho\\'n as the new vision for CPD. since the new f 

Assistant Secretary is not herc yet? 

7. 	 How do we reconcile the "no pullout" slatcment with actual downsizing 
actions? ,,, 

8. 	 Management plans presented at rctreat do not result in 7,500 personnel target. , 
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Il. FOLLOW-UP QUESTIONS FOR DISCUSSION 

I" 	 Certain systems personnel are apparenliy treated as staff outside of the 
cylinders and Administration. If this is, the case, how will any staffing impact 
to these FTE resulting from financial Systems Integration be reeogni7.cd? 

2, 	 The Financial Systems Integration contract wilt probably not resu!t in funding 
problems. However, there may be probleins in other areas such as contract 
administration, burden on management, continuation or authorization ofother 
systems work within HUD and determination of the contraet requirements and 
specifications, 

3. 	 The timing orttle hiring of the new CFO and the new Budget Officer could be 
a problem, Recruiting the CFO first would be preferable. 

4. 	 The Financial Systems Integration should encompass all management 
information, e.g, performance management, rather than only financial data. 

5, The Financial Systems Integration effort should include input and 
collaboration with the field, man'y ofwhom are concerned that they may be 

. excluded, 

6. 	 Legislation will be required to fulJy implemenl "New BUD" model. 

7. 	 There is the potential for greater integration ofactivities between GNl\·1A and 
FHA 

8. 	 If a corollarY of the "New HUDn model is multi-functional ficld staff. we need 
to train many HUD stafT. 

9, 	 There is great sensitivity in the Field regarding their inclusion and sharing of 
information. 

iO. We should be prepared to answer· the likely questions from Congress as to 
why any recommended outsourcing and privatization is justified and cost­
effective, . 

II. Should HUD send a deterrent message by selecting several cases for fraud 
prosecution? 

12. How do'we increase likelihood of buyouts being accepted in sufficient 
numbers? The message should present bOlh the "carrot" and the "stick" 
consequences. 
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