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lll. Goal: Deliver Superior Customer Services and Products

A. Sub-Goal: Provide timely, responsive, professional customer service to all REAC partners and
customers.

Strategies
1. Design a REAC-wide customer service strategy/plan to coordinate customer service
delivery and integrate customer feedback into service delivery.
2. Improve and expand the operations of the Technical Assistance Center (TAC).
3. Establish ongoing working relationships with internal and external partners,
stakeholders and customers.

B. Sub-Goal: Implement an organized business approach to the research and development of
professional products that meet customer needs and expectations.

Strategies

1. Develop a REAC-wide strategy for new product design and implementation.

2. Inventory current products, tools and reports produced and provided by REAC.

3. Develop metrics that reflect key measures of success in multifamily housing, public
housing, Housing Choice Vouchers and ONAP.

C. Sub-Goal: Develop and implement high quality solutions that meet key business needs of REAC
customers within HUD.

ot Strategies
op Ten
1. Develop and implement tools for Multifamily Housing that aggregate and analyze

data at a higher portfolio level.

Develop and implement solutions and tools that support financial management
and monitoring in the Housing Choice Voucher program.

Develop solutions and tools that support performance and decision-making in the
Office of Native American Programs (ONAP).
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IV. Goal: Support the HUD Strategic Plan and Key Initiatives

A. Sub-Goal: Support HUD Strategic Goals through policy and program analysis and data validation.

Strategies
1. Validate data in existing PIH systems to establish a baseline of tenant
Top Ten characteristics and conditions of Public Housing properties.
No. 3 2. Improve the existing funding methodology and program requirements for the

public housing Operating Fund.

3. Provide data analysis in support of PIH efforts to meet MTW statutory requirement
to serve “substantially the same number of households”.

4. Provide data analysis in support of PIH efforts to reduce the share of household
income spent on the combined costs of housing and transportation in communities
that receive assistance from the Office of Sustainable Housing and Communities.

5. Provide support to PIH efforts in disaster recovery.

6. Provide support to PIH efforts to standardize energy efficiency and green goals,
including system development, across HUD programs.

B. Sub-Goal: Support HUD Strategic Goal #2 and High Priority Performance Goal #2 to increase the
number of low-income families served in both the public housing and housing choice
voucher programs.

Strategies
Top Ten
1. Develop a comprehensive picture of public housing occupancy through
consolidation and tracking of public housing occupancy data from all relevant
sources.

2. Develop and implement a PIH portfolio management system to facilitate effective
public housing risk assessment and informed management decisions.

3. Support HUD performance and progress in the Veteran’s Assistance Supportive
Housing (VASH) Program.

C. Sub-Goal: Conduct business process reengineering for the public housing program.

Strategies
Top Ten ) ) . . .
No. 10 1. Establish a project team to own and manage the public housing business process
2

reengineering project.
Develop and implement a plan and schedule for public housing business process
reengineering.

3. ldentify priorities for reengineering.

D. Sub-Goal: Support PIH monitoring, tracking and resolution of improper payments pursuant to
the Improper Payments Information Act.

Strategies

1. Ensure accuracy and integrity of PIC HUD-50058 data.
2. Maximize and support use of the Enterprise Income Verification (EIV) system.
3. Support Rental Integrity Monitoring (RIM).
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IV. Goal: Support the HUD Strategic Plan and Key Initiatives (cont.)

E. Sub-Goal: Support the transformation of public housing through the HUD Transformation of
Rental Assistance initiative.

Strategies
1. Participate on the HUD Transformation of Rental Assistance team.
2. Participate in pilot testing and demonstration of TRA.
3. Coordinate IT system issues for transitioning public housing to TRA.
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V. Goal: Build and Maintain Internal REAC Management Infrastructure and Capability

A. Sub-Goal: Implement effective financial management functionality within REAC.

Strategies

1. Develop comptroller function within REAC.

2. Implement administrative and budget management controls within REAC.

3. Implement appropriate financial management controls of information technology
(IT) funding.

B. Sub-Goal: Implement effective human resource, staffing and personnel management
functionality within REAC.

Strategies
1. Develop human resource function within REAC.
2. Develop REAC-wide policies and strategies for staff training and skill development.
3. Revise and update all REAC position descriptions.
4. Develop REAC-wide strategies for team-building and improving staff morale.

C. Sub-Goal: Establish effective contracting and procurement policies and practices within REAC.

Strategies
1. Overhaul Internal REAC contracting processes.

2. Consolidate existing REAC contracts.
3. Develop and issue PIH-wide IDIQ to streamline contracting actions.

D. Sub-Goal: Integrate oversight, monitoring and quality assurance into all areas of REAC.

Strategies
1. Implement Standard Operating Procedures (SOPs) for all REAC business areas.
2. Implement Quality Assurance (QA) plans and internal controls for all REAC business

areas.
3. Develop and implement an internal auditing, oversight and monitoring function

within REAC.

E. Sub-Goal: Establish strategic planning and project management as an integral part of REAC
internal management operations.

Strategies
1. Develop and maintain a REAC strategic plan.
2. Develop annual REAC management action plans (MAPS).
3. Implement a REAC-wide strategy for project planning and performance
management.
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GoAaLl. PRrRODUCE ACCURATE ASSISTED HOUSING ASSESSMENTS AND PROGRAM DIAGNOSTICS

Strategic goal 1 addresses one of the core functions of REAC — assessment and diagnosis of assisted housing

management performance, including physical, financial, management and resident satisfaction.

Subgoal 1A. Effectively manage the Public Housing Assessment System (PHAS) process,
including the development and implementation of improved PHAS processes.

Strategies:

1.

Top Ten
No. 9 3.

Manage the second year of PHAS transition.

Develop and implement a project plan for PHAS Transition Year 2. Develop and publish Transition
Year notices and extensions, as appropriate. Issue and publish accurate Transition Year scores, in
accordance with PHAS timeframes.

Provide Transition Year training and technical assistance to internal HUD partners and stakeholders,
including Field Offices and the TARC. Provide Transition Year training and technical assistance to
the industry.

Implement and manage PHAS IIl.

Develop and implement a project plan for PHAS Ill. Develop and publish PHAS Il rules and notices
and extensions. Issue and publish accurate PHAS Il scores, in accordance with PHAS timeframes.

Provide PHAS lll training and technical assistance to internal HUD partners and stakeholders,
including Field Offices and the TARC. Provide PHAS Ill training and technical assistance to the
industry.

Develop and Implement PHAS IV.
Develop and implement a project plan for PHAS IV, including:

e Review of PHA's PHAS Il scores
e Review current PHAS indicators for possible revisions
e Develop indicators for Capital Fund, residents and revisions to management
e Review PHAS scoring protocols; develop recommendations for improvements and
modifications to approach
e  Use of PHAS scores to assess risk on portfolio level
e  Small PHA deregulation
e Use of HUD-5834 as the management scoring component (see Goal 1.C.
Establish processes and protocols for input from a variety of partners and stakeholders — internal

HUD, PHAs and industry, among others. Develop and implement plans for PHAS IV training and
outreach to partners and stakeholders — internal HUD, PHAs and industry, among others.

Develop and implement solutions for users to access PHAS |V information. This could include a
suite of reports that maximize the use of PHAS data, techniques for mining data for ad hoc reports,
among other solutions.

Institute ongoing, independent review of PHAS scores and the PHAS scoring process.

Develop and implement internal controls, auditing and oversight of the PHAS scoring process and
PHAS scores. Conduct independent, internal audits and reviews of the PHAS scoring process to
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Real Estate Assessment Center (REAC)

Strategic Plan FY 2011-2015

Subgoal 4B. Support HUD Strategic Goal #2 and High Priority Performance Goal #2 to
increase the number of low-income families served in both the public housing and housing
choice voucher programs.

Strategies:

Top Ten
1. Develop a comprehensive picture of public housing occupancy through consolidation and tracking

of public housing occupancy data from all relevant sources.

Identify all PIC data elements that reflect occupancy and vacancy in public housing. Ensure that PIC
data is accurate, up-to-date and comprehensible. Train PHAs and Field Offices on the use of PIC,
PIC data entry, monitoring of PIC data quality, etc.

Ensure that the data warehouse contains all PIC data relevant to tracking public housing occupancy
and that the mapping of data from PIC to the data warehouse is accurate.

Identify and gather data from systems and sources other than PIC that can provide information on
public housing occupancy. Bring all public housing occupancy data sources together into a single
database. Develop tools to track and display public housing occupancy and vacancy information in
a variety of ways (e.g., project-specific, PHA-wide, by unit size, length of vacancies, etc.).

Establish a baseline of public housing occupancy performance; track against this baseline and
produce/distribute periodic reports and updates on public housing occupancy performance and
progress. Conduct analysis to identify PHAs with highest vacancy rates. Assess trends in vacancy
funding and category designation patterns. Develop protocols for Field Offices to assist in analyzing
occupancy data and reduce vacancies.

2. Develop and implement a PIH portfolio management system to facilitate effective public housing
risk assessment and informed management decisions.

Similar to MF IREMS. Consolidates and coordinates all sources of information relevant to the
public housing portfolio (projects and PHAs) to offer a holistic, comprehensive, systematic view of
PIH property management. Identify all sources of data relative to public housing agency programs
and properties — LOCCS, HUDCAPS, PH financial data, occupancy, utilities, SEMAP, PHA Plans, HCV
financial data, Capital Fund, etc. Combine, analyze, interpret, assess data and transform data into
broad, holistic information about PHAs and the programs and properties they manage.

Short-term: Work with OFO and other PIH offices to develop simple, working portfolio
management tools that will focus on key aspects of public housing performance. Convene a
working group of PIH partners to develop business requirements for a comprehensive, on-line
portfolio management system. Prioritize tools to focus on immediate needs of increasing public
housing occupancy, with longer term needs of capturing Capital Fund obligation/expenditures,
physical condition, key financial markers, among others.

Long-term: Develop on-line portfolio management system; coordinate system with other IT
projects and data sources to maximize use of existing resources.

3. Support HUD performance and progress in the Veteran’s Assistance Supportive Housing (VASH)
Program.

Develop protocols, tools, standards, etc., to assess VASH performance. Produce periodic reports on
VASH performance.
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Top Ten R . . . .
o T % Sub-Goal 4C. Conduct business process reengineering for the public housing program.

Strategies:

1.

Establish a project team to own and manage the public housing business process reengineering
project.

Meet with PIH HQ; identify a group of subject matter experts to guide the effort; establish a lead
business owner.
Develop and implement a plan and schedule for public housing business process reengineering.

Identify business requirements. Map dependencies between various elements of public housing.
Produce a matrix of current guidance related to all public housing activities.

Develop a Business Process Improvement document that describes the basic business needs in the
public housing program and produces a “crosswalk” of business requirements across all public
housing areas.

Use model already developed for Next Generation Voucher Management System (NGVMS).
Coordinate with development of Portfolio Management System (see Goal V.C.)
Identify priorities for reengineering.

Begin with public housing building/unit and occupancy/vacancy protocols. Build out to encompass
all areas of public housing.

Subgoal 4D.  Support PIH monitoring, tracking and resolution of improper payments pursuant
to the Improper Payments Information Act.

Strategies:

1.

Ensure accuracy and integrity of PIC HUD-50058 data.

Ensure that PIC HUD-50058 data is accurate and up-to-date (see Goal II.C.). Improve PIC HUD-
50058 reporting rates.

Maximize and support use of the Enterprise Income Verification (EIV) system.

Develop and implement strategies and initiatives to maximize use of the EIV system, both inside
and outside of HUD. Provide training and support to EIV users. Develop information and reports
on EIV system use and EIV results.

Support Rental Integrity Monitoring (RIM).

Support the execution of Rental Integrity Monitoring (RIM) in PIH by both the Quality Assurance
Division and Field Offices. Develop monitoring tools and reports to facilitate conducting RIM
reviews, tracking and reporting of RIM results and progress in addressing RIM issues. Work with
PIH to revise the RIM protocols, procedures and tools.

REAC Strategic Plan 2011-2015
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Subgoal 4E. Support the transformation of public housing through the HUD Transformation
of Rental Assistance initiative.

Strategies:

1. Participate on HUD Transformation of Rental Assistance team.
Participate and represent REAC in HUD working groups and TRA teams. Provide feedback on TRA as
it relates to REAC data systems and business areas.

2. Participate in pilot testing and demonstration of TRA.

Assist in the design and testing of TRA demonstration programs. Coordinate internal REAC
resources to aid in TRA testing. Provide feedback on demonstration results as they relate to REAC
data systems and business areas.

3. Coordinate IT system issues for transitioning public housing to TRA.

Determine how public housing data (projects, residents, etc.) will be converted from existing REAC
data systems (PIC, PASS, etc.) to successor systems for TRA (existing multifamily data systems, new
systems, etc.). Design and coordinate this transition of data to TRA-based systems.
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Real Estate Assessment Center (REAC)

Strategic Plan FY 2011-2015

GoAL5. BuiLb AND MAINTAIN INTERNAL REAC MANAGEMENT INFRASTRUCTURE AND
CAPABILITY

While the other four strategic goals address REAC’s larger responsibilities to provide services and solutions
for our customers, strategic goal 5 is more inward-facing. It addresses critical internal issues and initiatives
necessary to build and maintain REAC’s functionality and capacity to meet our larger mission.

Subgoal 5A. Implement effective financial management functionality within REAC.

Strategies:
1. Develop Comptroller Function within REAC.
Hire a REAC comptroller. Give the appropriate authority to manage REAC financial matters.

2. Implement administrative and budget management controls within REAC.
Includes personnel, supplies, equipment, etc.; should follow from comptroller function, but still a
necessary function.

3. Implement appropriate financial management controls of Information Technology (IT) funding.

Should follow from hiring a comptroller, but still a necessary function.

Subgoal 5B. Implement effective human resource, staffing and personnel management
functionality within REAC.

Strategies:

1. Develop human resource function within REAC.
Hire and/or assign appropriate responsibility to REAC staff to serve as human resource specialist(s);
responsible for managing REAC staffing, working with managers on personnel issues, etc.

2. Develop REAC-wide policies and strategies for staff training and skill development.

REAC training officer and/or training specialist(s). Develop effective and meaningful ITAPS; track
progress on ITAPS. Make more effective use of the ITAP for each employee; make the ITAP a more
meaningful process. Ensure that staff have the necessary skills for their jobs and the skills
necessary to make use of all available tools and resources.

Orientation packages for new employees. Cross-training so that all staff are familiar with all areas
of REAC.

3. Revise and update all REAC position descriptions.
Ensure that REAC position descriptions are up-to-date and accurately reflect the responsibilities and
standards for each position.

4. Develop REAC-wide strategies for team-building and improving staff morale.

Clearly define responsibilities and expectation, and hold staff accountable consistently.

REAC Strategic Plan 2011-2015
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Team-building exercises, training. Incentivize performance.

Identify unused staff skills and create opportunities for staff to fully utilize those skills. Develop a
“skills matrix” that inventories staff skills. Conduct a staff survey; measure staff satisfaction; solicit
staff suggestions (possibly conducted by someone outside of REAC).

Establish an anonymous employee task force to provide feedback to management. Employ
techniques to show staff appreciation (e.g., spot awards, time-off awards, etc.).

Invite HUD/PIH Executive staff to visit REAC and meet employees.

Subgoal 5C. Establish effective contracting and procurement policies and practices within
REAC.

Strategies:

1. Overhaul internal REAC contracting processes.

Streamline the REAC contracting processes and better manage internal REAC planning and
processing. Emphasis on project management, getting contract packages out the door, clear
delineation of responsibility and accountability at the GTR/GTM and contractor levels. Aim for
GTRs and GTMs to be physically located at REAC.

2. Consolidate existing REAC contracts.

Both business and IT contracts need to be consolidated into a fewer number of contracts with
fewer contractors. Assess existing contracts and contracting actions. Develop a schedule for
consolidation as contracts expire over the coming year(s).

3. Develop and issue PIH-wide IDIQ to streamline contracting actions.

Subgoal 5D. Integrate oversight, monitoring and quality assurance into all areas of REAC.

Strategies:

1. Implement Standard Operating Procedures (SOPs) for all REAC business areas.

Implement SOPs for all business areas, or update existing SOPs. Take into consideration
cost/benefit analysis of operations, as well as resources needed. Periodically review SOPs for
efficiency and effectiveness.

2. Implement Quality Assurance (QA) plans and internal controls for all REAC business areas.

Implement QA plans for all business areas, or update existing QA plans. Incorporate regular
customer feedback as an element in QA plans. Use results of regular quality assurance to modify
SOPs, as appropriate. Periodically review QA plans for efficiency and effectiveness.

3. Develop and implement an internal auditing, oversight and monitoring function within REAC.

Establish internal audit function that periodically audits REAC divisions, systems and products.
Provide feedback to upper management and business areas on effectiveness, consistency with
SOPs and QA plans, success, customer satisfaction, issues, etc. Assist business areas in developing
effective internal controls.
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Subgoal 5E. Establish strategic planning and project management as an integral part of REAC
internal management operations.

Strategies:

1. Develop and maintain a REAC Strategic Plan.

Develop Strategic Plan that encompasses the REAC mission and vision for multiple years. Strategic
Plan addresses areas unique to REAC, but also reflects REAC supporting efforts for the larger HUD
Strategic Plan. Publish the plan and provide to internal and external partners and stakeholders.

2. Develop annual REAC management action plans (MAPS.)

Annual MAP for each division and for REAC as a whole, for each fiscal year. MAP reflects longer
term goals and objectives of the REAC Strategic Plan. MAP addresses activities unique to REAC for a
given fiscal year, but also reflects REAC supporting efforts for the larger PIH MAP.

3. Implement a REAC-wide strategy for project planning and performance management.

Develop internal REAC capacity to plan and manage projects, through the use of contractors or
internal REAC staff. Responsibilities would include:

e Assisting each division in planning and organizing their workload for the year, as needed.

e Planning and organizing the accomplishment of initiatives not tied to a specific division or
business area.

e Monitoring the progress of REAC work and accomplishments over the course of the year,
pursuant to the REAC Strategic Plan and MAP.
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