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TECHNOLOGY INVESTMENT PROCESS 

Change Agent Team Report 


MISSION 


This repo,' will trace the establishment of technology policy and present findings which 
portray the current status of this important issue in the department. II will ofie' new:major 
recommendations to materially strengthen each facet (development, implemenlation, 
penormance evaluation) of information technology for the department ~ 

The singular premise of the recommendations IS that technology is the linchpin of the 
currenl plans to change and downsize HUD, 

BACKGROUND 

From the beginning, there appears to have been two tracks for Information Technology 
(IT) decision making: I 

, I 

1. 	 The "paper" track which conforms to guidance on "capilal planning", the 
regulatory correct process, designed to impress with, Ihe 
comprehensiveness and eHiciency of the policy and process. 

2. 	 The "real" track which reveals a hi! and miss porkbarrel decision making ,
process offen delegated by management to a fower level career staft.~ 

In short, throughout the examination conducted by the Technology Investment Process 
Change Agent Team, everyone was struck by a recurrently overwhelming theme: There 
is no top management commitment to technology policy except at times of crisis and.the 
current structure does not produce the needed results. 

, 
Recently, HUD was about to respond to the May 1 st OMB requirement tor the Intormaiion 
Technology Management Reform Act's (ITMRA) status report on the CIO organizational 
structure in the Agency that, "we have experienced no operational difficulties" 

, 

When the C,.,T team discussed the proposed response with the CIO, he agreed that)he 
entire CIO process would be greatly improved by a revised "robust" CIO as well as1by 
major additions and revisions to the current technology investment process. Yel. when 
the obvious contradiction with the proposed OMB May 1 st letter was pointed out, the 
response was that it was the Deputy Secretary's letter ... not the CIO·s. 

I 

At the CAT team's request, the 'Deputy Secretary has withheld his Signature and asked 
OMB for a 30 day extension to allow time for this review. 	 ' 

I 
It is important to nole that despite a questionable overall process, HUD has developed . , 
some award-winning products in the e:maif system in 1989 and the HUD Internet Home 
Page in 1996 ... both of Which are seen as among the better ones in the federal 
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government. 	 It is even more important to emphasize that there are hardworking ~nd 
talented people in the leadership and staff of the Office of Information Technology (o,IT). 
The lack of proper commitment from the top management throughout the agency has 
otten resulted in a disproportionate burden of decision making being delegated to career 
staff without direction and authority. 

As a result, the information technology (IT) organization is pummeled from all sides with 
dissatisfied critics who are frustrated with a fundamentally mushy, unsound decision 
making process. 	 I 

How did this happen? 

As recently as the late 1980s, technology was viewed as a somewhat esoteric, 
mainframe Gomponent of HUD's management structure and culture. For most 
managers it was an incomprehensible, almost mysterious, science to be handled by 
experts in a secluded part of the agency. 	 ' 

With the advent of the personal computer, the use of technology became more 
common and the computer has becDme a tool used by employees and managers ai 
all levels. 

However, top 	management has yet to make the consistent commitment to be in 
charge of technology policy development and implementation in a comprehensive 
manner. 

Over the years, the technology management decision making has basically been a 
two step process: 

Step 1. 	 A working group of career representatives from each program : 
area (with staff support from IT doing the in depth analysis) made 
recommendations which were forwarded to the executive level. : 

Step .2. 	 An executive group of political appointees led by the Deputy i 
Secretary comprised the management committee which acted on 
the recommendations of the working group. 

In the early period (pre t 993), the working group was called the IRM (Information 

Resources Management) working group and the executive group was called the IRM 

management 	group or management committee. ' 

In 1994, NS Marilynn Davis, recognizing HUD's growing demand and expenditure Dn 
technology, introduced the concept of technology as an investment. As a result. the 
working group and executive group were renamed the Technology Investment Board 
working group and Technology Investment Board (TIB). . 
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The goal 01 the TlB structure was to focus top management attention on the FY97, 
$213M yearty investment. 

It was 	handicapped by: 

1. A preoccupation with allocation 0; money and little else (eg. oversighi. 
evaluation, performance measurement); and, 

2. 	 Attendance at meetings for both groups was too ohen delegated to lower 
level career stafl 

In 1996, the Information Technology Management Retorm Act (ITMRA) called for the 
creation of a Chief Information Officer (CIO) intended to establish ciear accountabitity 
for agency information resources, management activities, and foster the effective ) 
acquisition and use of Information technology. (See Attachment 1) 	 , ~ 

The requirement that the CIO report to the head at the agency called for the end dl 
the "Mom and Pop" style management of inlormalion technology and the expectation 
01 tull integration into top management. Once again, HUD responded with a ··paper" 
solution by indicating that the current IT Director who reports to the AlS for ~ 
Administrallon, would also be named the CIO rep0rling directly to the Secretary. In 
reality, the HUD CIO does little more than what the IT Director has always done. : 

In 1997, as one of his first acts, Secretary Cuomo strengthened the TIB decision 
making process by· removing it as a routine item on the lengthy management 
committee agenda and elevating it to its own separate meeting. 
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NEED FOR CHANGE :. 
( 

If HUD is to be successful with the Secretary"s proposed "sea change"" in service I 
delivery and concomitant downsizing. it is crucial 10 manage information and I 
information technology to maximize performance, I 

What now exisis is basically an allocation process ... a group of people get iogether to 
divide up the money and then forget about it. OHen the group of people are ' 
representatives of top management whose primary mission is to protect the special 
interests of their respective program/business ·areas. 

HUD has demonstrated on various occasions that it knows what it must do ...what I 
HUD has not demonstrated on any occasion is that it has the VOluntary, wi,lful I 
discipline to just do it. 

The most recent example 01 this phenomenon occurred in June of 1994 when HUD 
became the first federal agency to panner with GAO to benchmark ilS Information 
Resources Management (IRM) against the GAO's 11 best practices, ! 

. The findings that HUD senior managers included in a document transmitted to the I 
Chair of the Senate Committee on governmental affairs on July 1st, t994 appeare~ to 
mirror almost word for word the findings of this CAT Team: ' 

"Top line management often delegates lAM decision ma'<ing to lower level 

managers/program staff who maybe too far removed from the big picture to 

appropriately manage the resources: 


j 

"System development projects often are only monitored 10 del ermine spending , 

levels. And not determine whether system design and implementation meet user l 


needs and further the mission of HUD," : 


I 
"Program staff are often immersed in their own programs and have a narrow I 


perspective, They do nol have a strategiC vision,,: 


In summary, this report's recommendations will give the department the optimal 

framework and staff alignment to use modern technology as a major tool to maximize 

service [n a more efficient. downsized department. 

I 

The team interviewed numerous people within HUD and outside the agency including 

Headquaners and field stafl, OMB, GAO, the TIB Working Group, IG, Change Agent 

Team Leaders, the former IT Director, and current CIO's in other agencies. ' 


There was o'lerwhelming consistency in the assessment 01 the current situation at 
. HUD, 
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1. 


2. 

3. 

4. 

I 
Top management (political apPointees) have been unable or unwilling to 
make the necessary commitment to technology policy development and . . 	 ,
ImplementatIon. .' 	 . I 

a. 	 Historica'ly, Ihe Secrelary has nol shown slrong commilmenl :0 
integrating technology With Ihe Department's mission and 10 holding , 
principal slaH accountable. . 

b. 	 Responsibilily for technology investment decisions is delegated 
downward. 

c. 	 Because of lack of attenlion by program areas, IT Ii lis the void by making 
decisions about program area requirements rather than missing a 
delivery dale. 

HUD staff, stakeholders, and customers repeatedly state that they cann'ot 
get the Information they need tram the existing information systems. 

a. 	 Responsibility and accounlability for systems and dala qualily is not 
clearly identified. This Irequently results in finger pointing w',th no 
progress. 

Decision making process for selection, control ami evaluation ot 
Information technology investments does not work effectively. 

a. 	 Current TIB process is focused almost exclusively (at least 90%)on th~ 
allocation of the working capital fund. Implementation. oversight. and 
performance management receive minor (no more than 10%) attention: 

b. 	 The structure of the TIB encourages the membership to secure funds I 
and approval for their own program areas. Advocacy for cross·cutting . 
issues is extremely limited. 

c. 	 Current portfolio of investment projects does not represent the 

Secretary's current priorities (decisions were made on Blueprint II). 
 , 

d. 	 The negotiating nature of the TIB working group results in compromise~ 
as opposed to making hard decisions. . 

Technology decisions are not tied to the budget process. 

a. 	 Budget formulation for IT investments is on separate track and schedule: 
than the overall departmental budget process. As a result, the 
department misses the opportunity to leverage technology to lulfill its 
mission. 
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5, 	 HUD's strategic vision is incomplete because of IT's inability 10 get , 
verification of Ihelnformatfon Strategy Plan (ISP) from program experts. 

,, 
• a. 	 Current ISP deliverable will not be ready unlil September 1997. rendering 

it too lale for meaningful use in the FY98 budget 

• 	 b. The format and content (votumes of detailed information) are not 
summarized tor high level decision making. 

6. Customers don't perceive that IT Is responsive to Ihelr needs. 

. 	 ! 
a. 	 Syslems delivery takes 100 long and does not do what it is intended to 

do (OIG, field systems). ' 

b. 	 There is contusion about who is responsible for technical assistance.· 

c. 	 Customers fear retaliation for complaining; may not be able to get 
programs or software on the LAN. 

7. 	 Too many layers between customer and service provider. 

a. 	 Program aleas must work with an IT ·Intermediary" in order to obtain: 
services from a contractor. 

b. 	 Most IT systems staff are not located In the program areas. Satislaction 
expressed with model where project manager is in the program area. , 

c. 	 The currenltype of contracts used for systems developmenl and 
maintenance are nol performance-based. In etfect, HUD is buymg hours 
and not results. 

8. 	 Effectiveness 01 cia role Is Impaired. 
, 

a. 	 The dual reporting role of CIO 10 Depuly Secretary and IT Director to ' 
Assistant Secrelary for Administration.is contusing and not conducive 10 
'a slrong leadership role for the CIO. . 

b. 	 The CIO has not played role in Departmental budgel process according 
to OMB. OMB believes that IT investments decisions must be linked to 
budget process. 
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9. 	 The current TlBiiT decision making system is not conducive to innovative 
proposals. 	 : 

I 
2. 	 Frequently unfunded/ignored projects are "bootlegged" outside 01· ! 

allocation/decision making process, For example: 

San Francisco information kiosk 
Model Office TA MAP in Philadelphia 
Procurement system in Denver 

• 
I 

lQ. The current HUD structure does not promote adequate field participation 
in the analysis, design t lesting, implementation, and decision makingl 
p'rocess of HUD systems. 

. 
a. 	 Systems developed in Headquarters to obtain information from the field 

do not get the job done because the field is not fully consulted or 
properly valued. . 

b. 	 Field offices often develop their own systems when the Headquarter's 
systems do not meet their needs, As a resul!, there are no comrols on 
locally developed applications. ' 

c, 	 Field IT Directors and staft are not included in the process but a,e 
expected to support the technology and software, Field IT Directors and 
Automation Technology Administrators report to the Administration I 
Service Center and have a vague relationship to the organization they 
serve. See attached chart "Current Information Technology 
Relationships: Field and Headquarters", 

11. 	 As the use of technology expands, there are unmet user support needs In 
the field, 

, 
a, 	 Local IT staff, who report 10 one of six IT Directors. ,are responsible tdr 

software and hardware administration and maintenance. They do not, 
support program area applications. 

b, 	 Offices rety on "shadow IT experts" tor systems development and 
training in 1he program areas, 

The charts that tollow illustrate the current process and include a narrative description 
of the details of the steps in the process, ' 
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The Current HUn Technology Investment 

. Planning Process 


Activity 
I 

CIO/Infonnation Technology issues memorandum in June!July caning for Program 
Offices to prepare proposals for Information Technology or) invesunelll$/proje.:l.s 
for the up-coming Fiscal Year. . 

IT illveSfmellts olt"scparate track alld schedule thull overall d{:panmc/llalIJllcigcl 
process. HUD's currcm In/ol'rnali(w Strategic Plan Wlf't he used lor Fisc(Jf Year 
98 budget planning. I 

Program areas and Information Technology develop requirementS for sy,..;:ems I 
projects and for the required infrastructure (mainframe <."Omputers, networks, 
equipment and maintenance. ! 

Field inplil is notfully considered 1I0r properly valued d!lfill.~ the dt/re/opme":t of 
requirements. i 

Program areas and the Information Technology submit proposals to the CIO 
organization ttl response to the memorandum. 

Frequently wifundedligllored projects are "boorlegged" mashie of rbe I'mce.\·s., 
CIO orgartization ranks projects according to specified criteria. Propos(d proje,~ts 
are struCtured and displayed by CIO in the Invesunent Portfolio. 

The current porr/olio ofittvesrment projects docs nO! represem the Sccrcwry·.v ' 
current prioriries (decisio1!S were made Oft Bl:wpriJlt If), 

CIa presents the ponfouo to the Te~hnology Inyestment Board {TIB) WorkIng 
Group with program areas making presentations on behalf of their own I 
submissions. 

Program areas are primarily imeresled in approval for rheir own projecrs. Liale 
, advocacy for cross~currillg issues. 

The TIS Working Group votes on submissions llnd udjusls funding allOt:ations f~r 
project.., This results in the lnvesunent Ponfolio for presentation to lilt:: I 
Mnnagement Corruninee. 

The CUlrl.'ftl TIB process is focused almost exclll.tiv!!ly (111 rhe allru.:allrm olIl1l' • 
workinK t.'apilal fund. The lIegoriminK IUJrure of Ihe TIB r('suJts ill COlIlj1fIJ1lfis('J' 
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rafilcr (ita It hard decisions. , ' 

07 The CIO presents the porrfolio to the, Technology lnve!'itment Board (the 
Management Committee), 

Tile Jomw[ and conre!!! (volumes ofdewilcd injbrmaFion) arc lIot SW?I1lUJri:{'d for 
high lew:/ decision making. 

08 The Technology Investment Board (Management Committee) votes to :1pprove, 
funding allocations. 

Main jocus is on geflillg fair share of the budge!, Limite,1 advocacy j()/' crosS"1 
cutting issues at this level either. 

09 

10 

The Office of tnfonnation Technology est3bllshes I.:u::;tolr,er allocation at:\.,'OtllllS in 
the operatmg budget. 1, 

I 
OIT begin:> to work on approved projects. 

Program areas must work wirJr an rr "illlerprerer" {(I obrain COllIraClor ,w:I"il'~s. 
Field offices often develop systems 10 meet requiremellls lIot met with ~ 
Headquarter's systems. No control onlocaliy devcfoped applications. FidtllT 
Directors and staffare not included in the process bur (lre expectefi to support 'the 
technology lind sO/Mare. ' . I 

II Proje\.:t status repons are pres.ented primarily on ~ re4uest~only basi:-;. 

impicmcmatiol!, oversight. and performance managemem receive oilly minor 
attention, 
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PROPOSED REFORMS 

Many of this report's recommendations have been suggested previously. most re:cent!y 
in the report on the June 1994 GAO benchmark session aUended by ave, a hJndred 
senior HUD managers. • 

"The Secretary has to become involved and say thaI this is important an'd most 
importantly, trade off some other priority so that time and resources are made ~ 
available," 

"Consislently involve senior managers throughout the informalion resource, 
management project life cycle to ensure accountability." I 

",,, locus on retufO¥on-inves1ment." 	 I 

"Estabiish disciplined decision process," 

Whai 	we are proposing is a new, high level. comprehensive structure which \"/il! plan, 
decide, oversee, and measure the technology investments for the Department. The 
structure's success is dependent on the willful discipline and commitment of (he ' 
Secretary and Principal Staff. 

So here we go again with the fotlowing recommendations ... 

1. 	 Secretary, Deputy Secretary, CIO, CFO, And Program Assistant ~ 
Secretaries must make IT Investment decisions and evaluate the success 
of those decisions. 

a. 	 Dissolve Ihe TIB and Ihe TIB Working Group and incorporale technology 
decisions with other strategic and resource decisions. 

b. 	 Technology issues and investments, monitoring of current investments, 
and evaluating performance and resulls must be part of the teadership 
agenda on a regular basis. 

c. 	 Leadership must demand and use data to drive decision-maki ng and 
thus convey the importance of accurate informalion. 

d. 	 Principal staff must require that their staffs be fully involved in denning 
information needs and that they panicipate actively in designing and 
testing systems. 

e. 	 Principal staff must Involve the field in design and lesting of systems. 

s 



2. CIO Must Report To The Secretary/Deputy Secretary And Have Full 
Responsibility For IT Polley, Planning, Evaluation And Operations. 

a. 	 Select a political CIO reporting to the Secretary. 
I 

b. 	 Staff the CIO Office with "des~ officers" working directly with p'ograr,1 
staff to identify technology requirements and monitor progress on ! 
technology investments. 

c. 	 Transler IT operations Irom the Ollice 01 Administration to the CIO. 

d. 	 CIO must be responsible lor replacing the volumes at technical 
information currentfy used with concise targeted informationida18 needed 
by executives to make informed decisions, 

e. 	 The CIO must consider data quality issues as they effect any proposed 
system and must continue the work or establishing an information ! 
architecture and data standards. The data standards must be applied to 
all systems. I 

f. 	 Because the CIO must ensure that a process review be conducted prior 
to systems development, transfer the business process reengineering 
function from Office of Management and Planning to the CIO. 

g.. 	 CIO will be responsible for continuously evaluating progress in achieving 
proiect goals and will continuously assess the contribution 01 newly 
developed and existing systems to HUD's objectives. 

h. 	 Commence immediately with preparation.of mUlti-year ISP that will 
support annual decision making well in advance of budget year. Relocus 
attention on making right investments. 

3. 	 Revamp the IT organization and Change the Way IT Projects are Managed 

a. 	 The IT Director will report to the CIO. 

b. 	 'Review and streamline IT organization and staffing :0 correspond to its 
role as a service provider. Conduct an in-depth organizational 
assessment including number 01 staff and contractors. relationship to . 
Program Offices, and adequacy of technical skills. 

c. 	 OIT will become a highly skilled technical organization providing one . 
option to departmental customers for obtaining information servlc,es .. 

9 " 
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d, 	 Each program area wfll have the resources, responsibility, aCCQuo!abilHy, 
and autconty to develop and maintain systems. Project manager(s) \will 
make decisions about how the project will be accomplished. with : 
oversight by the CtG to assure that expected progress is made and, 
standards are foltowed, 

e. 	 Provide technical training for mid·level HUD IT staff so they can provide 
technical services directly, which will reduce reliance on contractors'; 
eliminate management layers, and improve communication w;~h 
customers, 

4, 	 IT Investment Decisions Must Be An Integral Part Of The Departmentai 
Budget Process. 

a. 	 Make decisions about technology expendilures along with other budget 
decisions and do multi~year planning. 

b. 	 Review the entire existing IT budget and CIG operation' to; 
, 
I 

Determine how existing dollars are spent and make decisions; 
about how IT functions are accomplished; and. , 

Eliminate andlor consolidate overlapping. duplicative andlor 
ineffective/inefficient systems, . 

• 	 I 

Assess how the wOr~ing Capital Fund is used and managed. I 
, 	 I 

c. 	 The working capital fund will have a set·aside to be allocated on a 
competitive basis for innovative projects .. HUD field and Headquarter~s 
staff can propose small pilots, consistent with standards. for funding. ; 

, 
5. 	 The CIO and Program Managers Must Involve the Field in Technology I . 

Decisions ' 

a. 	 If technology is to be the linchpin of HUD 2000. then the support stalli in 
the field will be expanded to place an IT Director in each Secretary , 
Representative's office. 

b. 	 Field offices must be involved in the planning, analysis, deSign. and 
implementation of HUD systems. This will be accomplished by a system , 
01 tield concurrence by the Secretary's Representative and Program Area 
Director(s) who will consutt with the IT Director and Field Information 
Systems Specialist on all technology plans proposed by the 
Headquarter's program managers, 

10 
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The Field IT Director (expand trom 6 to 10) will be responsible for. 
analyzing cross-program field office proposa!s for new inlormation ! 
systems, prioritizing needs, directly funding selected small-scale 
proposals, and advocating for larger proposals within Ihe concepts 
contained in the CIO's vision. Field IT Directors to report to the 
Secretary's Representatives, See attached chan -Proposed Information 

• Technology Relationships: Field and Headquarters" . 

. d. Automation Technology Administrators will repon to the State/Area: 
Managers and wlll receive technical guidance and direction from the 
Secretary's Representative's IT Director. ; 

, , 
The charts that follow illustrate the proposed process and include a narrative 
description of the details of the steps in the process, 

11 




• 


Secretaryl 
Deputy Secretary 

-J-
-_.- ... _ ....-

,------_..._-• 
, --[---

I 
r- 

Chief Information Chief Fin AIS tor Program Assistant f-
Ome u ~,Officer Adminis1ration ~- Secretaries I 

~$ ,~, ~X;l:{;%~ ~ ~W~~I~;·~ill:*i~11·r - r 
jTS~rvit4Poliey, f'lafnl19. IT Projt:! IT Pn:If!1CI IT PrOject,

Eva~a!ict! Man.'lgOO'lrol Mnn.1g(!ft1entMO'"'''''''''''''''~ L-- _ """'" 

Proposed H' Headquarters 

Information Technology Reporting 


Structure 

May 16, 1997 

,



7 

Prograr:n 
Assistant Secretaries 

LJ I 

Pn posed " . 
Informatic n Technology 

Rela onships 

Field and Headquarters 

. 

. 

.- ,-

.9.hief Information 
OU;cer (CrO) 

. 

Policy, 
IT ServicePlanning, 

Evaluation Delivery 

'\ . ,.,,,,,,,, 

- _. 

Secretary! 
Deputy Secretary 

• 
. 

Secretary's 
Representative 

Information 
Technology 

Director 

\ Field Office Manager 

\ 
\ 
\ 

, \ 
- \ -. 

\ Automation 
Technology 

Administrator 

. 



Detailed Proposed Change 

A. IT INVESTMENT BUDGET DEVELOPMENT PHASE 


This initial phase begins a cdtical new commitment to mUlti-year technology 
planning and decision making. .• 


1. 	 Approximately 15 months prior to the beginning 01 the Budge! Year. the 
Departmental budget call to Principal Staff requires IT Investment 
Documentation, 

2. 	 Program Assistant Secretaries' budget submissions inctude IT investment. 
justifications. analysis of atternatives, cost and benefit analysis, performance 
measures. This portion is sent to CIO. 

a. 	 Program Assistant Secretaries involve business experts and field in 
identifying and preparing submissions. . 

IT investment decisions become part 01 the Departmental budget process. 
Also, establishing a set-aside fund for "innovations"; a stronger involvement of 
program staff In designing and testing systems; and, stronger field Involverryent 
by requiting their concurrence on proposed technology plans. 

3. 	 CIO Desk Officers perform a technical review and rank according to compliance 
with Information Strategic Plan and Capital Plan. Submissions may be : 
accepted, returned for additionat material or justification or rejected. 

,,, 
a. 	 Performance information from existing projects is used as input to this 

selection and funding process.  , 
I 

Replacing the TIB and TlB working group to incorporating technology into Other 
strategic and resource decisions. The effect of data quality and data standards 
issues on any proposed system are considered. In addition. business process 
reengineering begins here. :, 

4. 	 CIO identifies any issues needing top management approval (inCluding high1risk 
projects, etc.) and leads the Management Committee in making informed I 
ded~ons. 	 I 

TIlls requires that the cia bring issues to top management for decisions. I 
I, 

5. 	 Thirteen months prior to the Budget Year, Department begins preparing OMS 
Budget Submission. Technology investments included as part of Department's 

12 



.' 

overall budget submission, CIO involved in enlire OMB/Congressional budget 
'process -. preparation, justification, and OMS and Cong:9sSional healings., 

, 
CIO becomes an active player in HUD budget process with OMS and the. 
~ , 
v Jngress. 	 I 

6, 	 Customers are allocated funds for IT investments consistent with approved 
HUD budget. With project approval and funds, customer accepts responsibility 
for deciding on an acquisition strategy, consultants and accountabifity, I 

E"ch program area has /otal responsibility, authority, accountability, and 
resources to devefop and maintain systems. OfT available as one potential 
"contractor" for systems implementation. 	 ! 

B, 	 CONTAOL AND EVALUATION PHASES OF THE EXECUTION OF THE IT 
INVESTMENTS 

CIO Clearly responsible lor ongoing oversight 01 projects and contributions 01 
systems /0 achieving HUD objectives; and apprising lOP management 01 . 
progress and issues. 

7, 	 Informal project assessments are perlarmed on a penodic basis lor 
developmental and operational systems by CIO Desk Officers. 

8, 	 CIC> Desk Ollicers prepare quarterly performance reviews 01 identified projects 
to assess if capabilities are meeting program objectives ana performance goals, 

9. 	 As a product of these reviews, the'ManagemeOi Commillee are provided 
updates to the documentation that reflect actual projectlsystem performance in 
terms of schedule, cost and performance goals. Based on actual performance 
information, the ManagemeOi Committee decides if a project: ' 

should continue 
be terminated 
modified or ramped down 

10. 	 The CIO will report to the Management Committee current trend analysis 01 all 
IT initiatives within the agency at least monthly, IT initiatives will be reported In 

three categories:. 

Those systems/projects that have lowered their risks \ 
Those systems whose risks remain the same 
Those syslems that have increased their risk. \ 

13 



11. 	 8elo,e systems are installed. user acceptance tests will be performed by people 
using them' in Headquarters and in the Field. 

C. 	 CIO-DRIVEN TOP MANAGEMENT PLANNING PROCESS 
(Ongoing Process) 

• 12. cia updates Long-term Information Strategic Plan in partnerShip with Secretary 
an·j Assistant Secretaries: 	 ' 

sets broad direction and goals tor managing informa1ion, supporting' 
delivery 01 services to customers and the public and identifies the major 
IT activities to be undertaken to accomplish desired agency missions and 
goals 

i 
13. 	 Outcome of Investment Strategic Planning drives formulation 01 Capital Plan 

which CIO develops with Secretary. CFO and Assistant Secretaries to identify 
tne IT initiatives that implement strategies: specific actions. schedules and 
resources. 

I 

\ 
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BENEFITS 

The team recommendations will correct the problems cited above and accomplish'the 
following: 

i. 	 Technolog)l jpvestments will be aligned with departmental goals. 

, 
2. 	 Technology will be used to serve HUO's customers 3'1d to communicate HUD's 

relevance to the public 1hrough graphical and visual presentation of information 
and easily accessible information sources. ' 

3. 	 Departmental leadership will be active!y involved in the dec;sion·making 
process. The information provided to them will elucldale Ihe Issues for their 
consideration. 

I 
4. 	 Decisions about technology expenditures will be linked 10 the budgel process. 

5. 	 The CIO will have the stalus and the necessary staff to assure tha: IT funds are , 
used effectively and that reasonable standards are enforced. 

. 	 , 
6. 	 Oversighl and monitoring 01 fT projects will be strengthened and results will be 

evaluated. I 

7. 	 Field involvement in systems design and testing will increase so that systems 
meet the needs of the people who must use them. I 

8. 	 Accountability for each technology project will be clear and responsibilily for 
projects will be accompanied by the authority and resources to accomplish 
them. 

9. 	 Program staff must be actively involved in providing information needed for 
their projects and for departmental planning. 

10. 	 IT will be customer-oriented and streamlined, reliance on contractors will be I 

examined. and communication channels between IT customers and providers: 
will be more direct. ! 

11. 	 Accountability for data quality will be clear and there will be a process for 

dealing with data Clean-up, 


12. 	 Standards will promote quality and customer service. 

13. 	 There will be room for creativity and provision for flexibility. 

15 
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STAFFING AND ORGANIZATIONAL PLAN 

This Chan!)e Agent Team did not receive a management reform plan as a basis for its 
examination. A reorganization proposal does exis1 for IT, but does not address . 
managemE!nt reform . 

It should be noted Ihat the current IT staff are funded from the warning capital fund 
and therefore are not included in the FTE count for the Agency. However, there afe 
systems stafl in the program areas who are counted in the FTE allocation. 

Presently, the OIT has a staff of 1227 working on the Depanmenl's technology 
investments, After a review of OIT is complete. a more effective organization will ' 
result from moving the retevant pOliion of OIT staH working on systems development 
and maintenance (currently 115 in OIT) to the respective program areas to suppon 
their increased responsibility. 

The Field IT staff could be moved that would correspond to the stronger emphasis' on 
customer-driven service. 

Stafling (FTE and Contractor) 

" 

With this rapon's new structure in mind, we strongly recommend that a major study 
analyze the functions of all staff and cantlactors involved in IT-related work regardless 
of where they are located organizaUonally and their source of funding. This study will 
produce a plan lor appropriate stat! and funding for this new structure. 11 could result 
in savings, 

16 
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I, 
Headquarters OIT Staff (WCF) -- I . · · 

.. HUD staff 
i 

277 
· .. Contractor slaft 950 

1227 (total) 

Field'IT Staff 
, 
i .. HUD staff t44 · 

· 16 i 
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i 160 (total) · 
Headquarters Program Staff (estimate) 22 

;1 Total 1409 ,, 
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Attach ment 1, 

CIO Requirements of ITMRA: 

What They Are and What Agencies Are Doing 
 , 

As part of our review, we reviewed the CIO requirements of ITMRA and fO~ked 
at what HIJD and other agencies have done to implement these requirements, ! 

Also, since OMS has responsibility for overseeing and evaluating agency 
implementation of the CIO Act and is working with agencies to establish e'lective CIO 
organizations, we interviewed Jasmeet Seehra, OMS Office of Information Policy and 
Technology and CIO Council OMS Point of Contact, for the OMS view on what arid 
how well agencies, including HUD, are doing in implementing the requirements. : 

I 

The results of our reviews and anatysls, including OMB's conclusions and related 
points follow. I 

. I 

Background 

OMS issued guidance to agencies on implementing the CIO requirements of 
ITMAA. In response, HUD and other agencies provided OMS with their pfans for, 
implementing the requirements, Sased on this, OMS concluded that three models 
were followed in implementing the CIO req~irements of ITMAA. 

, 
The organizational models implemented by federal agencies as of August t996 

. ,. , 
are~ 

Completed CIO model: CIO has full access to agency head, although daily 
reporting may be to the Chief Operating Officer; has experience in leveraging 
the use of IT, capital planning, setting and moniioring performance measure, 
and establishing service levels. with tT users; exposure to broad range of 
technologies; and knowledge of the government budgeting process and 
procurement process, 

8 agencies in this category: Army: DOD: EPA: FEMA: GSA: OPM: Navy: 
and, State, , 

, , 
Recruiting model: Agency has appointed an acting CIO or point of contact 
that mayor may not meet the duties, qualifications and placement requirem'ents 
of ITMRA, OMB agreed to reevaluate these situations, 

, 

6 agencies in this category; USDA; Education; Interior: DOT: NSF, ~.nd 
NAC. 
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Evaluation model: Either the CIO does not repon directly to the head 01 the 
agemcy (organiz.ationa! placement); or there is a concern about tr:e experience 
of the ind;vidual regarding the dulies 01 the CIO fong-Ierm. I 

• 
In terms of organization placement, agencies with a CIO that reports through as 
Assistant Secretary for Administration, claim that the CIO has a dOlted : 
relationship to the Secretary or Deputy Secretary. In some cases. CIO is either 
the Deputy Secretary or the Assistant Secretary for Management and there is a 
question of which will be the "primary duty". 

In some cases the CIO functions is established with a separate direct reporting 
relationship 10 Ihe Ollice of the Secrelary even through the CfO repons to the 
Assistant Secretary for basic IRM functions. ' 

OMS is concerned that these agencies in this category may not presently i 
comply with ITMRA. so all these agenCies have been asked to repon back to 
OMS within a year regarding Iheir CIO and CIO organization and how the 
agency will come into compliance with ITMRA. 

I 
11 Agencies in this category: Air Force; Commerce; Energy; HHS; HUD: 
Labor: NASA; SBA; SSA; Treasury; and. VA. 

Note: Two agenCies, Justice and AID were classified as "undecided" because they 
had not made decisions about the selection and organizational placement of their CIO. 

OMS Assessment of fTMRA Implemenli'lion 

OMS has reached severa! conclusions about what organizational"models wqrk 
well and which agencies have made the most progress toward achieving the objective 
intended by the Act based on their experience in worKing with agencies Since the Act 
was passed, including a full budget cycle. 

CIO reporting relationships 

OMS believes that the key factor to an effective CIO is the wheth~r the CIO· 
repons directly to the Secretary. In about one-half to two-thirds 01 the agencies, the 
CIO repons to the Depu1Y Secretary. This has been effective as long as ihe CIO has 
access to the Secretary without having 10 go through another official. In OMS's view, 
CIOs that report to an .Assistant Secretary have not been elfective. 

In the agencies that combined the CIO with the Assistant Secretary or Deputy 
Secreiary fm Management position, OMS believes thai this combination at . 
responsibilities has not been effective because these officials have -too much on their 
plates". : 
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·!n several agencies where financial systems represent a substantial part all the 
agencies information systems portfolio. the CIO and CFO poslHons were combined. 
This appHars to be working in one agency but not in others. However, OMS;s . 

~ 	 amenable 10 combining the CIO and CFO positions if the person meels all the 
qualifications of bolh positions. 

• 	 OM8 believes it does not matter whelher the CIO is a polilical appointee or 
career civil servant. In about half of the agencies the CIO is a political appointee. As 
staled earlier, OMS believes the key factor to an effective CIO is whether the CIO 
(eports directly to Ihe head of the agency. 

With (espect to finding candidates who are political appOintees and well 
qualified·to serve as a CIO, OMS has worked with the Whi1e House personnel office 
to develop a rosier of qualilied CIO lor agencies to choose trom. OMS!ee!s thall 
White House personnel has been doing a good job of recruiting well qualified people 
10 fill these positions. For example, the person chosen for the CIO position at the 
Department of Transportation had good CIO credentials as well as transportalion 
experience. 

Operational 	responsibilities 

In every agency but one, the CIO has full responsibility for all IT functions. I 
OMS thinks it should be that way. In lact, OM8 plans to raise the,;ssue with Ihe one 
agency doing it differenlly. 

tT budget and investment decisions 

In most agencies. the iT budget is controlled by a review board; the CIO does 
not have responsibility for managing the IT budget. ' , 

Generally, the review board members are the CIO. CFO and program assistant 
secretaries. The boards not only review IT decisions. they set criteria for each project 
to assess whether there is a continuing needed for it In most agencies, there IS only 
one board lor the agency and the Soard reviews all IT expenditures. ; 

Agencies that have made the most progress in Implementing ITMRA 

We asked OMS which agencies have the best CIO models. Instead, OMS 
chose to site the ones they felt had made the most progress in implementing ITM8A. 
They are: ' 

USDA: The CIO is a political appointee who reports to the Deputy Secretary. , 

Labor: The CIO is a political appointee who is also the Assistant secreta~,lor 
Management. 



, 
EPA: The CIO is a career employee who repons direclly 10 the head ollh~ 
agency, OMS suggested that HUD contact EPA because 0' their experie"~e in 
including non-headquarters organizations in deve!oping requirements and 	 I 

making decisions, During the interview, we expressed interest in knowing 	how 
each agency included lield offices in the IT inveslment decision process, 	 : 

i 
The following are brief summaries of the interviews wilh GAO, Department 	0' Labor. 
Treasury, and the USDA about their IT organizations and decision making process, , 

Christopher W, Hoenig, Director, Information Management and Technology 
Issues, GAO 

, 
There are a number of publications by GAO and others to guide agencies in 
setting up a capital investment process. 

Best investment decisions are made when the CEO. COO, CIO, CFO, leaders 
of key business areas, budget, and chief technical architect are personally 
involved, They must meet at least quarterly to discuss selection, control and 
evaluation of IT investments as well as other competing expenditures like : 
human resources. Decisions ,must be made in conjunction with budget I 
deciSions, 
DeciSion-making requires good data, Ranking must include both quantitative 
and quafitative data, A small staff of high quality business and technicai people 
must do the ranking and distill the data, The information for ranking must come 
from customers, users, designers, etc. ' 

Follow·through including evaluation of impact of end· product on business is: 
crltical 

HUD prefers policy to operational issues so it is 'criticallo link technology 
decisions to programs. 

To make serious changes, Secretary must: I 
get inVOlved personally 
appoint a champion who has broad credibility and can ael as his agent to 
reinforce on a daily basis 
bring in existing sources of expertise (GAO, OMB. other agencies) to, 
help 

Good examples: Coa;;1 Guard, IRS. GSA 

Anne Reed, CIO, USDA 

CIO reports to Secretary and day ·to· day to the Deputy Secretary, is a 
member 01 the sub~cabrnet. 



Political apPOintee with background in management. budget. business I 
modernization. Believes only a political or a very senior career would have a 
chance to get attention at USDA. [ 

• 
Responsible for CIO functions, telecommunication policy, department-wide 
operations like the National Computer Center and the Headquarters LAN T:hey 
are moving from i 3 nationwide networks 10 one which may be under her or a 
lead age ncy. 

Sees her role as changing view of technology to relate it to service delivery and 
to link capital planning to GPRA and budget. Helped by the interest 01 a ' 
CongreSsional au1horizing committee which is threatening to convene an 
outside board if USDA does nol aCI on ils own. 

CIO staff has 50 on policy (paid from appropriated funds), 250 ... contractor 
sup;Jon total. 

. 
Standardizing dala is biggest long run challenge (19 ways to describe land):
pan business process analysis, part bully pUlpit. Data quality is Ihe ' 
responsibi1ily olthe owner. Most of USDA very conscious of data quality. ' 

, 
Investment board is chaired by the Deputy Secrelary and includes Under , 
Secrelaries and has a written formal charter. II considers projects with lile I 
cycle cost exceeding $1 OOM, cross-cutting, or of special interest to the . 
Secretary, 

Financial systems under CFO. 

Patricia Lattimore, CIO, Acting Assistant Secretary for Administration, Dol 
(Background information provided by DoL is available i/,cluding chaner, appointment 
leiter 10 OMS and OIG materials) 

, 
According to OMB, CIO is a political bul has had a long federal career, mostly 
at OPM. Also responsible for budge! formulation and program reengineering, 

Information Technology Center reperts to her and provides daily support to CIO 
and investment board, Now 7 people support CIO but expanding with senioi 
stafl who can do Cosl benefit analYSis. I , 
Investment board chaired by CIO and includes CFO, DAS for Budget, directors 
of 2 major fT organizations and selected Assistant Secretaries. Has tormat . 
charter. Working on stralegic plan, CIO has had support of Secretary and 
Deputy Secretary, 

Each component has own IT, iT managers from around Dol act as working 
group tor board. Stand alone systems lor slale grantees not considered by 
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bQ~Hd. Board looks lor sound investments, common use, interoperabiiity, 
Working on measures to monitor investments. Systems not delivered is 12·18 
months reviewed, I 

Beginning 10 force standards for e·mail. word processing' goal is lor everyone 
to use inlranet as a .link. Data standards will be addressed 2·3 years into 5 year 
plarl. 

CFO must approve financial systems prior to board consideration. 

Jim Flyztk., Acting CIO, Treasury 

(Briefing materials and Charter provided by Treasury available) 


Reports 10 Assistant Secretary for Management with dotted line to the 
Secretary. Takes issues to the Chief of Staff with his boss. OMB does not like 
on paper but likes business line orientation of CIO Office. 

Political DAS for IT was converted to CIO. Will fill position either career or 
political. Incumbent is career with heavy involvement in VP's reinvention 
initiatives and strong ties to the Office of the Vice Presiden!. 

CIO Office includes IT Policy and Management. Corporate Systems 
Management, Technology Advisory Services. 90 FTEs and 2·300 contractors, 
$1.8B IT budge!. Policy staff paid from appropriated funds, others from the i 
wor<ing capilal fund, 14 bureaus relain control of own applications within 
standards. 

CIO Council oversees corporate systems, make technical decisions, contributes 
money and peopte. Separate. investment board composed at Deputy CFO,! 
DAS in management areas, heads of procurem~nt and budget, representatives 
Irom the CIO Council. ! 

OMS's evaluation of HUD 
I 

OMB recognizes that HUD has an investment board a'od an analylical process 
tor making IT investment decisions. But, OMB believes that because the process is 
not tied at all to the HUD budget process, it's "not real". OMB specifically noted that 
HUD's CIO was not involved at all in HUD's budget process; whereas, CIO's trom 
other agencies were clearly involved. 

OMS believes that HUD's CIO has no top levet support. They see the fact that 
the CtO reports through the Assistant Secretary lor Administration as not in the best 
interest of the Department 

One specific issue noted by OMB is that IT service contracts comprise a large 

part 01 the budget It is not clear to OMB that the Departmenl has tooked at this or 
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made a corporate decision about using these contracts, i.e., whether this is the best 
way tor the Department to get these services or whether this is how the Department 
chooses to oblain the services. I 

I, 
OMB Evaluation aliT investment process and CIO organization 

\ 
OMS is in the process of conducting a more formal evaluation of the agency 

implementation of the tTMRA and the eHectiveness of IT decision processes. i 

As a first step in that process. OMS has asked agencies lor inlormation on the 
capital planning process and the CIO appointment process. OMB is focusing on the 
following issues: I 

Organization and process for IT decision making: What is it? Does a 
charter exist? Is there a review board? Linked to the budget process? 

CIO appOintment process: Who does the CIO report to? What are the d~ties 
and responsibilities? What staff·are assigned to the CIO? I 

Process for evaluating success in IT Investments: Are project mileslonJs 
established and evaluated? Does the agency have an IT architecture? Is there, 
comoliance with the architecture? Are there eva!uatlon criteria for investments? , .

i . 
Benefits/Cost/Risks of Investments: How is this considered? Are prototypes 
used? How is risk assessed? 

OMS asked that agencies provide background information on each 01 these Itwo 
areas by May I, 1997, As previously stated, HUO requested an extension to allow 
time for the completion of this Change Agent Team review. 

Summary of OMB Guidance on ITMRA CIO Reo utremenls 

The following is a summary of the OMS guidance on ITMRA CIO requirements and 
HUO's imptementation ·response. 

OMB (Rlvlln) to Agency HeadS: 414/96 

Designate a senior official for information resources management 

Implement budget linked capital planning and performance based management 
of information technology (IT) systems 

Promote improvements in agency work processes 

Facilitate development, implementation and maintenance Of sound & integrated 
IT architecture tor the agency 



Promote etfeclive design and operation of all major Information resources 1 

management processes, ,, 


Report to agency directly, not through another official 


elCl to actively participate in: 
, 

a) planning and budgeting deliberations 


b) support of work process redesign in areas being considered for IT ' 

investment . 
c) development of information technology program performance meaS-:.Hes ~ 

CFOICIO may be same person in agencies where financial systems represenl a 
substantial part of agency's information systems portfolio, so long as mix of 
CFOICIO duties is consistent With ITMRA i 

HUD (Robinson) to OMS (Koskinen) 5116196 

CIO reports to Secretary/Deputy Secretary; also serves as IT Director 

As CIO responsible for full range of IT services and is responsible for 
oversight and management of tT investment ponfolio 

As IT Director reports to Administration NS for administrative purposes 
and to continue to build upon accomplishments in IT and info'rmation~ 
resources managemen1 

CIOIIT Director has the following responsibilities: 

chairing TIS and provides support and ,ecommendations to Management 
Committee on management of IT investment portfolio ' 

voting member of Management Committee 

meeting with Secretary/Deputy Secretary quarterly to address the 
Department's strategic business plans, goal and objectives an review: IT 
investment portfoliO which supports those plans goals and objectives 

. I 
implementing budget-linked capital planning and performance based, 
management of IT systems I 

I 
promoting (and in some cases initiating) improvements in programmatic 
work processes 



facilitating development, implementation and maintenance of sound and 
integrated IT architecture 

assuring establishment of identifiable !ires of accountability for IRM 
activities. provide 01 greater coordination among HUO's informatior 
activities, and ensure greater visibility of such ac1ivities within HUD 

Wor:,s with CFO to provide leadership for financial systems improvements "nd 
to ensure that financial informatlon sysfems provide reliable. consistent and' 
timely program performance data 

Duat rote allows maximum advantage of the opportunity to build upon the 
institutional strength of past IRM achievements 

move forward aggressively to capitalize on the new opportunities the Act 
brings to link the management of tT resources 10 the accomplishmeni of 
mission related business objectives 

OMB (Koskinen) to HUD 6/6/96: OMB comments on HUD CtO 

CIO reporting to AlS for Administration with reporting relationship also to the 
Deputy Secretary could be misconstrued: must be made clear within HUD 

HUD CIO responsibility not reflected for: 

a) for analysis and restructuring mission related processes before makijg 
significant IT investments 

b) insuring that support functions are redesigned or outsourced where 
appropriate 

HUD (Robinson) to OMB (Koskinen) 7/15/96: Response to OMB's 616196 
comments 

Contirms intent to establish CIO/Director IT as one position 

HUD's system of institutional authorities and responsibilities support the 
organizational model and act as checks and balances 

TIS, Working Capital Fund and Management Committee provide senior 
managers with the mechanisms to assure HUO's entire IT investment· 

. portfOlio is focused on achieving mission critical business objectives. ; 
I 
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OMB (Koskinen) 10 President's Management Council, 6129196; What Makes a 

IGood CIO? 

.I Clear accountability tor agency informatior. resources managefTIent" activities 
\ 

Promote coordination among and visibility of the agency information activitiJs 

1 Promote effective agency operation by encouraging performance-based 
management 

FOSler the effective acquisition and use of information technology. 

in particular, ensure that whenever an IT solution is proposed tha: the 
work in question need to be done, cannot be done by others betler, and 
has been redesigned where appropriate 

Lead the agency's capital planning and control process for IT acquisition . I 
Summary of Recommendations for Implementing the CIO Requirements of 

ITMRA (Attachment 10 Koskinen memo 10 President's Management Council) 


No single model for a good CIO, but a range 01 three types: 

works with the agency's top managers to review and decide on the 
agency's major IT investments. The CIO mayor may not be technical; 
has a small staff of only a few people; the focus is on strategic matters 
and new acquisition investments ' 

runs the internal technical operations 

Has ali the IT resources of the organization within his control and Is 
therefore also 1he chief technical officer in charge of infrastructure 
delivery 

CIO must report directly to the head 01 the department or agency 

CIO should be at the highest executive level. The eflecHveness 01 the: 
relationship between the agency head and CIO is a decisive laClor in any 
.organization's success ~ , 

Must be granted authority commensurate wilh responsibility 

Serves as the principal adviser to the Secretary on infonmetion resources and; 
information systems management' ~ 
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" SUBJECT: ADMINISTRATIVE REORGANIZATION 

Document: HUD 2020 Management Reform Plan 

Date: June 1997 

Description: This document describes the six major reforms that redefined 
the Department of Housing and Urban Development's mission and the 

'. structures for achievement of that mission under Secretary Andrew 
" 

Cuomo, The document was the culmination of an intensive planning I 
process that was set in motion by a Principal Staff Retreat in March 1997 I 

and that included sUbstantive concept proposals by a variety of Change I 

Agent Teams drawn from HUD's Headquarters and Field staff, 

Implementation of this plan fundamentally changed how HUD does 

business and affected nearly all organizations and employees within the 

Department. 
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'SUBJECT: HUD CHIEF PROCUREMENT OFFICER 

Document: Procurement and Contract Integrity Board Proposal 

Date: February 4, 1998 

Description: This proposal from Deputy Secretary Saul N. Ramirez, Jr. to 
''\'.' Secretary Andrew Cuomo laid the foundation for the establishment of the 

office of HUD's Chief Procurement Officer. The CPO's initiatives have 
" 
j} been of tremendous importance in ensuring the integrity of the 
" procurement process while simultaneously providing much more modern 
I and flexible procurement vehicles. 
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Procurement and Contract Integrity Board Proposal 


Introduction 


Secr~;tary Cuomo has directed that the Department make major changes alld 
, 

improvements in the policies, procedures and operations of the HUD procurement 

and contracts function. The purpose of this paper is to provide a new policy 

framework for procurement and contract management. 

The new structure for the Department's procurement and contracting 

operations will be based on the HUD 2020 Management Refoml Plan to: 

" improve 1·IUD's procurement system to insure accountability, while 

responding flexibly to changing program needs. The aim ofrerorm is 

for staffto have the reSOurces they need to serve their customers. 

while safeguarding taxpayer dollars with a system that ensures 

quality and value." 

. 
f 

I I 



To this end, the National Academy for Public Administration has been 

contracted to assist the Department in making needed improvements. 

The Inspector General, in a September 30, 1997 Audit Report on HUD 

Contracting, has identified seven areas needing improvement: (I) better planning, 

, 
need determination and periodic assessments; (2) cost consciousness; (3) 

contractor oversight and monitoring; (4) prohibited personal services and 

inherently governmental functions; (5) better coordination of data system; (6) 

timely contract close-out; and (7) review of interagency agreements. 

Procurement and Contract Integrity Board (PCIB) 

This is a proposal for establishment of the HUD Procurement and Contract 

Integrity Board (PClB) by the Secretary. The mission of the Board will be to: 

I. 	 Develop and recommend the Secretary's approval of department-wide 

procurement and contracting policies and guidelines. 



i 
2. 	 Develop a strategic plan and priorities for multiyear, as well as annual 

procurement. 

3. 	 Develop and institute policies and standards for assessing 

procurement and contracting needs and plans. including legal 

sufficiency reviews and requirements. 

4. 	 Develop and implement a system and process for procurement and I 

contract management oversight, including internal contracting 

, 
management qualifications, training and certification requirements. 

. 	 ! 

5. 	 Develop and issue directives and guidelines for organizational and: 

operational improvements e.g. process changes, financial systems 

integration and similar corrective actions. 

6. 	 Develop and conduct annual procurement and contract management 
I 

evaluations and prepare recommendations for systemic and other 

improvements. 



Roles and Responsibilities 

The Secretary has the overall authority for approving and establishing the 

HUD Procurement and Contract Integrity Board (PCIB). Upon his approval, the 

following roles and responsibilities shall be assigned: 

1. 	 The Deputy Secretary will chair the Board, schedule meetings, set the 

agenda and oversee the preparation of plans, policies, guidelines and , 

other directives, as required. 

2. 	 The Chief of Staff will serve as co-deputy chair oflhe Board and 

assist the chair ;n performing leadership functions. 

3. 	 Chief Financial Officer will serve as co-deputy chair of the Board ahd 

assist the chair in performing leadership functions. 

4. 	 The General Counsel will serve as a member of the Board and 

provide legal advice and guidance ... 
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5. 	 The Assistant Secretary for Administration will serve as a member of 

the Board and ensure that the appropriate administrative policies and 

requirements are implemented. 

6. 	 The Departmental Procurement Executive will provide executive 

secretary services for the Board and will execute approved policies,: 

guidelines and other directives. 

7. 	 Principal Staff will provide proposals, recommendations and other 

information requested by the Board; an'd, carry out approved . 
, , 

procurement and contracting policies, procedures and guidelines in ' 

their respective organizations. 

8. 	 Managers, Supervisors and Employees will carry out the procurement 

and contracting policies, procedures and requirements which are 

approved and issued by the Board. 



Procurement Integrity Process 


I 
The Board will plan, develop and coordinate a department-wide operating' , 

plan for carrying out its mission and functions, including: 

I. 	 Annual Procurement Call 

As part of the annual budget planning process, each principal 

organization will prepare and submit proposed procurement plans for 

the Board's review and recommendations. The initial procurement 

call will set forth proposed procurement for the multiyear Strategic, 

Procurement Plan. The Departmental Procurement Executive will 

plan, 	develop, and coordinate the annual procurement call or 

planning process. 

2. 	 Management Committee Review of the Departmental Procurement· 

Strategic Plan 

The Board will oversee development of the HUD Procurement 

Strategic Plan based on an analysis and recommendations for 

I 



presentation to the Management and final approval by the Secretary. 

The Departmental Procurement Executive will prepare the 

Department's Procurement Strategic Plan based on analysis and 

recommendations for proposed procurements, both short and long 

range. 

3. 	 Procurement Integrity Reviews 

The Board will review and approve the Procurement Executives 
I, 

proposals for issuing policy guidelines and standards for conducting 

I 
annual and periodic procurement needs assessments and cost-benefits 

analyses. Review results will be used to plan and develop Board 
I 	 . 

recommendations for procuremen,t priorities and policies. 

4. 	 Contract Management Monitoring 

The Board will review and approve the Procurement Executive's 

plans and proposals for establishing policyguidance and schedules' 

for conducting contract management qualifications and performance 

, 
reviews, training needs assessments and annual/biannual competency 

certifications. 
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5. 	 Procurement Evaluation 

The Board will review and approve the Procurement Executive's 

plans and proposals for establishing the policy guidelines and 

directions for conducting an annual evaluation of procurement and! 

contracting operations, including reviews of multiyear contracts, 

interagency agreements, outstanding audit recommendations and 
, 

other related issues. Evaluation outcomes will be used to develop and , 

implement improvements in contract administration and 


management. 


6. 	 Annual Procurement Integrity Report 

I 
The Procurement Executive will plan and direct the development of 

. 	 ! 
an annual report which delineates the Department's progress, 

, 
problems and plans for continual improvements in the procurement: 

and contracting process. The board will review and approve issuance 

of the 	report and monitor improvement activities. 



• 

In conclusion, this proposal provides a viable, realistic and comprehensive 
,. , 

approach for implementing the HUD 2020 Management Reform Plan goals and' 

objectives for improving the leadership and management of the Department's 

procurement and contracting functions. Moreover, the Board can also provide an 

objective mview mechanism lor evaluating contracting improvement 

recommendations from the Inspector General, General Accounting Office and the 
I 

National Academy.for Public Administration. 



• 


• 

Department of Housing and Urban Development 

Departmental Procurement Executive 

Introduction: 

The Ornee of the Procurement Executive shall be responsible for the 

development, coordination, administration and oversight of procurement policies,, 

procedures and programs which govern the acquisition of quality goods and 


services in support of th,e overall mission of the Department of Housing and Urban 


Development. 


Duties and Responsibilities:: 


• 	 Plans, develops, and implements the Department's Strategic !'rocurement Pla'n, 

I 
as well as the policies and guidelines for compliance with Department-wide 

procurement and contracting policies, procedures and guidance. 

• 	 Develops and provides reports, plans and policy recommendations for the 

review and consideralion of the HUD Procurement and Contract Integrity 

I 
Board. Develops and coordinates the Board's business agenda and executes , 

i 

approved actions. 

• 	 Oversees development ofacquisition goals, guidelines and innovation by 

fostering acquisition streamlining, open communications and best practices and 

by supporting the Department's diversity objectives through the acquisition 



• 

• 
process. 

i 
• Oversees manage'ment of Department-wide automated procurement systems; 

I 

and collecting data for use by internal and external management and oversig~t,, 

bodies, such as the Congress, the Office of Management and Budget 

(OM B), the General Accounting Office (GAO), the Small Business 

Administration, etc. 

• Develops and maintains policy guidance for Department-wide acquisition 

management and performance measurement programs to include measuring 

and evaluating Office of Procurement and Contract and program oflices 

performance against stated goals. 

• Represents the Department in all external procurement policy matters, 

including liaison with OMB, the Office of Federal Procurement Policy, GSA 
I 

and the Civilian Agency Acquisition Council which maintains the Federal 

Acquisition Regulations (FAR). 
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