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FPM PEER-TO-PEER CONSULTATION PROCESS

FOR SMALL HUD OFFICES

OVERVIEW

Introduction:  

The Office of Field Policy and Management’s (FPM) Peer-To-Peer Consultation Process is a critical leadership and managerial tool for supporting and enhancing the performance of HUD’s smaller offices and promoting cross-office collaboration.  The process described in this guidebook also provides a systematic approach to  furthering FPM’s role and oversight responsibilities  with regard to managing the operations  of smaller offices and providing opportunities to enhance FPM operations.    Overall, Peer-to-Peer Consultations are designed to:

· Provide a mechanism to assess the effectiveness of smaller office performance by  

comparing local operations to expected operational criteria.
· Facilitate development of a Strategic Response Plan, based on assessment results, to  enhance field office performance.
· Provide, as needed, a forum for asking operational questions among peers and exchanging one-on-one advice, and for on-site training, and/or technical assistance.
· Identify field office activities which are generally effective, and 

to share best practices and related high-performing activities with other field offices.
Peer-to-Peer Consultations will occur annually in select field offices.   The Consultations will include criteria that describe FPM expectations in carrying out specific operations performed by a field office. The Consultation will provide information on the effectiveness of office operations, a forum for conducting an assessment process to improve local field office performance, and it will allow for the exchange of operational information, and the provision of leadership support and expertise.         

Background:

Approximately 25 percent of HUD’s field offices are categorized as small offices.  The general definition of a “Small Office,”  for  FPM Consultations, is a HUD office that has a Field Office Director (FOD) and other HUD employees with limited or no on-site program area presence.   These offices may have a variety of HUD personnel from other program offices; however, these staff members do not serve as part of  a program HUB or Center.  Although small offices may have first line program supervisors, the only “director” in the office is the FOD.

Small field offices face many challenges.   Because of their composition, it is not uncommon for them to receive remote program and/or operational support from a number  of other HUD field offices.  Many small offices serve smaller diverse communities located in rural areas.   The lack of on-site program staff and expertise coupled with a geographically dispersed customer base present extraordinary challenges for ensuring effective program delivery.   

Benefits of the Peer-to-Peer Consultation Process:
The Peer-to-Peer Consultation Process provides a basis for assessing and addressing the unique needs of a smaller office and an opportunity to share successful strategies among offices.   The impact of the peer-to-peer consultation process goes beyond the “client office” by:

· Providing the Regional Administrator and FPM Headquarters with an effective, and beneficial approach to  the assessment of field operations and the accomplishment of customer service through a smaller office;

· Promoting operational consistency between offices while recognizing the unique circumstances of all offices in providing a spectrum of services for the customers of their respective jurisdictions;

· Enhancing  networking among smaller offices by increasing “peer-to-peer” interactions and sharing approaches to problem solving, successful solutions, and lessons learned from notable activities;

· Facilitating cross training and the provision of technical assistance to smaller offices through on-site training, tutoring, and/or the mentoring of recently appointed Field Office Directors or FODs experiencing unique/situational challenges;

· Creating career development opportunities for other FPM staff members through their participation  as a consultation team member; and 

· Identifying training needs of the field offices to better address operational requirements, functions, mission-driven activities, and the Department’s strategic and agency-priority goals.
Next Steps: Pilot Effort in FY2013 and Future Fiscal Years: 
During the third quarter of FY2013, FPM will pilot this program, by conducting peer-to-peer consultations in three small field offices.  The information gathered from this pilot effort will be used to further refine the peer-to-peer consultation process.  FPM will then conduct additional consultations during FY2014, and in future years, as resources permit.  

	Peer-To-Peer Consultation Process


Overview of Peer-to-Peer Consultation Process:  

Annually, beginning in FY 2014, FPM will develop a schedule of small office consultations.  The consultation team, led by a Field Office Director, conducts the consultation through interviews and/or document reviews, and compares the office’s operation to a set of operational review criteria.   Results of each team’s consultation efforts will be reflected in  the team’s Final Consultation Report.    The Regional Administrator and client Field Office Director will use the report to develop the field office’s Strategic Response Plan  to advise how the local FOD will proceed to enhance local office performance.  Although the consultation team’s task formally ends with the report, the Regional Administrator and/or client Field Office Director may confer with the team, and HQ/FPM, as appropriate, to develop and implement the field office’s Strategic Response Plan.  

The consultation relies heavily on the input and expectations of the client field office, and considers the perspective and results of interviews with field office associates, the Regional Administrator, program directors, and customers.    The three attached interview guides are provided as references to facilitate consultation team member interviews:  Program Office Director Interview Guide (Attachment VII); the FPM Staff Interview Guide (Attachment VIII); and Customer Interview Guide (Attachment IX).    These guides will assist the team in assessing the overall effectiveness of the client field office’s management and operations; in helping to identify critical field office needs; and in facilitating the sharing of information, best practices, and related expertise.         

Consultation Team:

The consultation team will be led by peers from other field offices, selected for their expertise  as it relates to the needs of the client field office.  The consultation team is expected to include an FOD (as the lead consultant) from another office outside of the client’s region, and at least one other team member.  The additional team member(s) may be another FPM employee with specific expertise; an FPM employee participating as part of a developmental training experience; and/or another FOD.   The Regional Administrator will recommend the team composition to the Assistant Deputy Secretary (ADS) for approval.

Roles and Responsibilities:

Office of Field Policy and Management - Headquarters  

· Conduct Annual Training Call 
· Develop and disseminate the Consultation Guide (which includes the criteria for small offices), the Consultation Plan, and the Questionnaires.

· Provide overall leadership and management support for the Peer-to-Peer Consultation Process.

· Coordinate with Regional Administrators and Field Office Directors to consider needs and to recommend Field Office(s) for consultation sites.  

· Identify the common challenges, concerns, and issues raised through this review process, and address generic issues identified through peer-to-peer consultations.
· Assist in resolving cross-cutting issues raised during peer-to-peer consultations.

· Provide technical assistance and support to the Regional Administrators and FODs in developing  local Strategic Response Plans.

· Publish an internal annual report on the outcomes and impacts of the consultation process, assess the effectiveness of the process, propose and/or make revisions to the FPM Peer-to-Peer Consultation Guide and related processes, as appropriate, and ensure that the peer-to-peer process continues to add value to field office operations.

· Provide support and/or directly participate on consultation teams, as needed and approved by the Assistant Deputy Secretary (ADS) for the Office of Field Policy and Management (FPM) or the ADS designee.

Regional Administrators:

· Lead the peer-to-peer consultation process for their respective regions.

· Participate in the nomination and recommendation of consultation sites.

· Recommend members to the ADS for FPM to serve on consultation teams.
· Provide input regarding consultations planned for, and/or actually conducted, within his/her region.

· Work with, and support, the client FOD(s) in developing a realistic Strategic Response Plan that will address consultation outcomes and enhance office performance.

· Resolve cross-cutting issues identified during peer-to-peer consultations within his/her region.

· Ensure follow-up for both the development and implementation of the Field Office’s Strategic Response Plan.

Field Office Directors:

· Request peer-to-peer consultations, as appropriate, and provide input for the consultation selection process.

· Participate in the consultation process as a lead consultant, team member, and/or client field office.

· Develop and implement a realistic Strategic Response Plan, with expected timelines for action, to address consultation outcomes and related recommendations for his/her field office.

· Promote and replicate notable activities and provide information, technical assistance and training to other field offices.

FPM Field Staff:

· Participate in consultation process as a team member or as client field office.

· As applicable, assist in developing and implementing a realistic Strategic Response Plan to address consultation outcomes for his/her field office.

· Promote and replicate notable activities,  or provide information, technical assistance and training to other field offices.

     Consultation Team:

· Pre-Consultation Logistics.

· Prepare Team Consultation Plan.

· Conduct Customer/Stakeholder interviews.

· Conduct Advance Team Conference Call(s).

· Conduct Peer Consultation.

· Consultation Closeout Meeting.

· Prepare Preliminary Consultation Report on results.

· Prepare and issue Final Consultation Report.

· Debriefing on Strategic Response Plan.

	Consultation Approach/Methodology


The Peer-to-Peer Consultation Process will use a 3-step process to identify consultation sites, perform on-site consultations, and develop Strategic Response Plans to enhance field office performance.  The process will include the use of criteria to describe FPM expectations in carrying out the specific function performed by field offices.  

Process Steps:

1.  Pre-Consultation

· Peer-to-Peer Consultation Sites Selection (after year 1):  The FPM Headquarters Management Team coordinates recommendations for each year’s consultation schedule for approval by the ADS.  The recommendations are based on input from the Regional Administrators (RAs), the Field Office Directors (FODs), and FPM Headquarters.   

· RA recommends consultation team members for the ADS’ approval.

· Pre-Consultation Preparation:  Prior to arriving on site, the lead consultant(s) notifies the client Field Office Director to discuss the needs of the office and to solicit potential interviewees such as customers, associates, the Regional Administrator and on-site FPM staff.  The  information collected through the interviews  is used to develop the client field office’s consultation plan.  The lead consultant discusses this information with the RA to solidify the consultation areas.  The lead consultant confers with team members to discuss the consultation approach and solicits input.

· Consultation Plan: The lead consultant drafts a Consultation Plan that includes the following: identification of the peer-to-peer team members; the overall expected approach to the consultation; the specific areas to be assessed during the on-site consultation; the method of assessment (i.e. expected interviews with local staff, additional interviews of customers/stakeholders, other possible meetings/discussions, site visits (if any), and local documents to be reviewed, etc.); and the topics for training and technical assistance. To assure consistency, the consultation will follow this Consultation Plan method, unless there are unique circumstances requiring deviation.  The Consultation Plan is sent to the “client” Field Office Director and his/her Regional Administrator at least four weeks prior to the scheduled consultation.

2.  On-Site Consultation:  

· Initial Meeting with Field Office Director:  The consultant team will meet with the client Field Office Director to discuss the consultation schedule and the consultation plan.   The purpose of this meeting is to address any concerns the FOD may have, obtain input from the FOD, and ensure a clear understanding of the on-site consultation process.

· On-Site Consultation:  The consultation team, under the guidance of the lead consultant, conducts the on-site consultation based on the consultation plan.   The on-site consultation will normally be completed in three days, but the duration of the review period will depend on the scope of the consultation plan and the size of the office.   A period of -four or more days requires advance approval from the Assistant Deputy Secretary for FPM.

· Field Office Director Consultation Conference:  At the end of the on-site consultation process, the consultant team will hold a meeting with the client FOD to discuss the results of the on-site consultation.  The FOD will be asked to address each of the observations and/or comments (and whether FOD agrees, disagrees, etc.) and to identify specific support needs. Both the Lead Consultant and FOD will make suggestions as to  possible course of action that should be taken to address the specific comments.   

· The Preliminary Consultation Report:  The -Lead -Consultant will develop a listing of the official review criteria, annotated with both a general note of the consulting team’s conclusions (very effective, effective, not effective), and provide detailed comments on the criteria which merit further discussion (i.e.: areas where the Field -Office has outstanding practices and/or areas  for improvement).    Criteria assessed as “effective” require no additional comment.  (See Attachment III for an outline of the Preliminary Consultation Report.)

· Management Consultation Conference:  The Lead Consultant and team members will review the Preliminary Consultation Report with the RA and “client” FOD.    Specific mention will be made of outstanding best practices, procedures or operations warranting replication by other offices,  and of those procedures or operations that could be improved.  The RA/FOD Consultation Conference completes the formal work of the consultation.  However, the RA and/or FOD may continue to confer with members of the consultation team to develop an appropriate Strategic Response Plan for the field office.

3.  Post-Consultation 

· Consultation Report:  The Consultation Report, completed under the direction of the Lead Consultant and team members, consolidates the information from the Preliminary Consultation Report and the Management Consultation Conference.  The report provides information to facilitate RA and FOD actions to develop an appropriate Strategic Response Plan for the Office.  The Consultation Report is completed within 10 days of the conclusion of the on-site consultation.   The Lead Consultant submits the Draft Consultation Report to Headquarters Office of FPM, for review.   After the headquarters review, the Lead Consultant sends Final Draft copy of the report to the RA with a copy to the DRA.   

Once the RA approves the report, the RA submits the report, along with a transmittal memo, to the ADS for FPM, with a copy to the client FOD.
· Strategic Response Plan:  Using the information from the Consultation Report, the FOD, with input from his/her RA, develops a Strategic Response Plan for the field office.  The Strategic Response Plan will be completed within 20 days after the issuance of the Final Consultation Report (  – unless an adjustments of the time frame is approved by HQ/FPM. The Strategic Response Plan will identify the Field Office’s planned actions to address any possible operational short falls and it will recognize any successes.  The plan should be viewed as an opportunity to enhance the performance of not only the client field office, but also one to be shared (in full and/or through excerpts) with other field offices.  

The local Field Office Strategic Response Plan should be as specific as possible, including a timeline for the proposed follow-up actions, and it should clearly state which follow-up actions/responses will be dependent upon the receipt of certain or additional resources.  The RA is responsible for ensuring implementation of the Strategic Response Plan and submitting a copy to FPM Headquarters.

Assessment Ratings:

Each review criteria must be assessed during the consultation.   The assessment rating categories will include: 1. Very Effective (merits replication in other offices); 2.Effective (should be continued); and 3.Not Effective (stop or change significantly).   

The client FOD and the Lead Consultant should discuss the consultation assessment result for each criteria, and they should attempt to reach agreement on both the level of effectiveness in meeting specific criteria, and they should concur on the best method to address related follow-up needs/actions.  Any disagreement(s) should be noted in the Preliminary Consultation Report and later discussed during the Management Consultation Meeting with the FOD.   

1.  Very Effective:  Field office operations exceed the criteria standard and include innovative activities, best practices, and/or practical solutions that merit replication in other offices. 
If the Field Office develops an effective method  for meeting specific criteria (.e.g.: it creates an effective method for maintaining good relations with various congressional offices), the discussion would then center on how to replicate it in other field offices.  A “Very Effective” rating requires a comment in the Preliminary Consultation Report spelling out what the consulting team identified as outstanding in the local practice.    

2.  Effective:  Field office operations meet the criteria.

This category recognizes what the office is doing appropriately and that the office practice does not require modification. If the answer is “yes” to the question, “Are we doing what we should be doing?, then the element(s) rated as “Effective” do not require a comment on the Preliminary Consultation Report or action by the Field Office.   However, the consultation team may suggest options for enhancing or elevating such performance during the Field Office Director Consultation Conference or the Management Conference.

3.  Not Effective:  Field office operations fall below the criteria and specific actions are necessary to improve performance.

When there is agreement between the client FOD and the consulting FOD that a practice is not effective in meeting operational standards or the related criteria, it is appropriate to recommend a stop in the practice and to re-deploy the resources to more productive approaches and activities.  A “Not Effective” rating requires a comment in the Preliminary Consultation Report and an action item in the Strategic Response Plan (and the agreement reached between the client FOD and the consulting FOD should be so noted in the comments section).    









Attachment I

Action Steps for the Peer-to-Peer Consultation
	Preparing for  Consultation
	On-Site Consultation
	Consultation Outcome 


Preparing for Consultation - Consultation Plan:  

1. Preliminary Needs Assessment

a. Contact FOD 

b. Review staffing plans to identify any critical staffing issues (e.g.: staffing deficiencies, special or extra workload demands without adequate on-site staff, pending retirements, etc.)

c. Review Operating Plan/MAP for operational or customer service deficiencies
d. Identify what works and does not work in office

e. Identify any perceived barriers or stumbling blocks to operational success
f. Review area demographic information and assess local ability and operational impacts on service delivery

g. Identify  resource needs/issues (travel funding, training, management intervention needs, and office equipment and work space needs)

h. Prepare preliminary needs assessment

2. Review Consultation Criteria Areas  (see Attachment IV)

a. Customer Service

b. HUD Representation

c. Cross Program Coordination

d. Personnel Management

e. Administrative Management

f. Resource Management

g. Performance Management

3. Identify and Select Documents for Review (for example)

a. Customer Service Plan

b. Operating Plan/MAP

c. Disaster Relief Plan

d. Priority Issues Papers
e. TEAM Reports

f. Status of Employee Performance Plans: Updated/HIHRTS

g. Work Plans (for out-stationed staff)

h. FOIAs/Correspondence (non-technical)

i. Local Office Website  

j. Employee Individual Development Plans (IDPs) 

4. Identify Stakeholders/Customers

a. Internal Partners and FPM Staff

b. External Partners and Customers (for detailed listing see Attachment V)

5. Define the Consultation Approach

	Preparing for Consultation
	On-Site Consultation
	Consultation Outcome 


On-Site Consultation: 

Conduct On-Site Assessment of Field Office:  
Initial FOD Meeting/Consultation:
a) Needs of the local Field Office.

b) What type of support/TA does FOD need from HQ or Peers?

c) Is local office environment adequate (e.g., work space, telephones, computer and office equipment, etc.)?

d) Are there Union issues? 

e) Are there any pending EEO complaints (discussion may be limited due to legal requirements)?
f) Is staffing adequate?  Are there planned retirements?  Is a succession plan in place?

Conduct Interviews of Local Area Stakeholders/Customers:
Review “Client” Field Office Documents:
a) Are Customer Service procedures in place?

b) Is a Disaster Response Plan in Place?   Are procedures tested and followed?

c) Are the Local Operating Plans/MAPs up to date?   Are goals achieved, and/or on target?  If not, why?   What recommendations do you have to address problem(s) with achieving local goals?
d) Are Priority Issues Papers on file?

e) Are Work Plans in place (for out-stationed staff)?

f) Are FOIAs/Correspondence (non-technical) up to date?

g) Are Local Website pages up to date?

h) Are Employee IDPs developed and up to date?

On-Site Close-Out Meeting - To Communicate Findings/Observations/Results:
Conduct Close-Out Meeting/Consultation Conference with FOD 

a. Preliminary Consultation Report

b. Management Consultation Conference

	Preparing for the Consultation
	On-site Consultation
	Consultation Outcome 


  Consultation Outcome - Results: 
1. Consultation Report - Prepared for RA/FOD by Lead Consultant and Team Members
Consultation Report is due within 10 days of completion of On-Site Consultation. 
The Consultation Report consolidates information from the Preliminary Consultation Report and the Management Consultation Conference.  This report provides information to facilitate RA and FOD actions to develop an appropriate Strategic Response Plan for the Office
2. Field Office Prepares Strategic Response Plan (with RA input/support)

Field Office Strategic Response Plan is due 20 days after issuance of the Final Consultation Report, unless an adjustment to the deadline made or approved by HQ/FPM. 

The Strategic Response Plan will include the following elements, and it will identify the Field Office’s planned actions to address any possible operational shortfalls and it will recognize any successes. The plan should be viewed as an opportunity to enhance the performance of not only the client field office, but also one to be shared (in full and/or through excerpts) with other field offices.  

a. Identify Non-Effective Areas

b. Identify Effective Areas

c. Identify Very Effective Areas

d. Identify Areas Requiring Intervention

e. Identify Areas with Inadequate Resources

f. Outline Course(s) of Action


  









Attachment II

Peer-to-Peer Consultation Process Timeline
	Tasks/FO
	Responsibility
	Day

	Pre-consultation logistics:  ID external partners and customers for interviews; Set up interview schedule with FPM staff; Set up weekly schedule for team conference calls.
	Consultation Team Leader, Evaluators, Field Office Director
	19 Days Ahead of On-Site Date

	Conduct Internal/External Partners and Customer Interviews.
	Consultation Team
	7 Days Ahead of On-Site Date

	Team Conference Call
	Consultation Team
	6 Days Ahead of On-Site Date

	Send to RA/FOD Plan for  On-Site Consultation
	Consultation Team Leader
	4 Days Ahead of On-Site Date

	Arrive at Field Office Consultation Review Site
	Consultation Team
	 Day 1 -

On-Site

	Attend On-Site Entrance Conference for Consultation
	Consultation Team
	Day 1 –
On-Site

	Conduct client visits and Customer/Stakeholder Interviews.   Team meeting to Recap consultation observations, progress, & achievements; preparation for exit/close-out meeting, assignment of consultation report tasks.
	Consultation Team
	Day 2 

– On-Site

	FOD Consultation Conference; FPM Staff Consultation Conference
	Consultation Team
	Day 3 – 
Exit Day

	Team Conference Call: Draft consultation report review; management consultation assignments.
	Consultation Team
	   5 Days after Close-out Meeting

	Management Consultation with RA and FOD
	Consultation Team, RA, FOD
	9 Days after Close-Out Meeting 

	Revise as needed, and Finalize Draft Consultation Report for HQ/FPM.
	Consultation Team Leader
	10 Days 
after Close-Out Meeting

	
	
	

	Strategic Response Plan
	RA/FOD
	 20 Days after Consultation Report


	Upload notable best practices, or activities, on the FPM Toolbox Website.
	Headquarters FPM
	35 Days after  Close-Out Meeting

	Debriefing Conference Call
	Consultation Team, RA, FOD, Headquarters FPM.
	40 Days  after close-Out Meeting

	Close Out Consultation
	Headquarters FPM
	45 Days after Close-Out Meeting


Attachment III

Consultation Report
1.  The Preliminary Consultation Report (Results) should contain:

a. Summary of Assessment Areas. This should include a listing of all of the office criteria looked at during the consultation, and annotated with a summary of the consulting team’s conclusions. 

b. Consultation Recommendations:  This should include only the Consultation Team’s recommendations. It does not include recommendations made during the Management Consultation with the RA and FOD, as those should be included in the Client Field Office’s Strategic Response Plan).
2.  The Final Consultation Report should contain:

a. Introduction.  This should include a description of the date, time, 

and place of the consultation.  It should include details on the composition of the consulting team and expected process.  Any specific problems the team incurred (e.g.: key interviewees not available, weather delays, etc.) should be mentioned in the introduction.

b. Overview.  A short recap of the consulting team’s overall impression of the performance of the FOD and the local office in general.  Overview should contain major comments and or concerns expressed by clients, stakeholders, staff, and key off-site program managers.
c. Assessment.  The Lead Consultant will prepare a detailed discussion of the review criteria and the consulting team’s conclusions (based on ratings of very effective, effective, not effective). Additional comments will be provided on the criteria that merit further discussion (e.g.: areas where the office has outstanding practices and/or practices needing improvement).    Criteria assessed as “effective” require no additional comment.

d. Consultation Team Recommendations.  An outline of strategies, ideas, and recommendations suggested by the consulting team to maintain or enhance the effectiveness of office operations.  Recommendations should also contain specific details about best practices or superior procedures or operations observed in the office that warrant replication or duplication by other offices.









Attachment IV

PEER-TO-PEER CONSULTATION CRITERIA FOR SMALL OFFICES
Determining whether the latest Departmental Operating Protocols are being followed and whether Office operations are in compliance with existing policies and related guidance and Departmental initiatives are essential elements in conducting FPM Peer-to-Peer Consultations. The following checklist provides a consistent framework for making these determinations. Each question should be answered during the consultation process through interviews with a combination of the applicable RA, FODs, FPM staff, and Program Directors.  It is important to follow up, as necessary, when or where any question below cannot be answered affirmatively.

CROSS-PROGRAM COORDINATION

	Authority
	Confirm
	Comment
	Effective
	Very Effective
	Not Effective

	The RA/FOD is responsible for developing and implementing the Operating Plan/MAP.

	A local Field Working Group (FWG) has been established and utilized for the development of the Operating Plan/MAP and for implementation of cross program initiatives.

Operating Plan/MAP has been established and implemented with appropriate strategies and target goals.
Quarterly MAP/Operating Plan Performance Reports are thorough and submitted within required timeframes.
	
	
	
	

	The RA/FOD has responsibility for coordinating cross-program projects and special initiatives.
	FOD takes the lead on cross-cutting efforts such as:

Secretarial Initiatives;
Disaster recovery efforts; and 
Maintaining relationships with other agencies and local organizations.

FOD and Program Directors keep each other informed on cross-cutting efforts.


	
	
	
	

	The RA/FOD is responsible for preparing briefing papers and priority issues documents.


	FOD is requesting/ receiving timely, responsive input from program areas for reports, hot issues, priority issue documents, etc.

Priority issue documents (Hot Issues Reports, Briefing Papers, etc.) contain necessary information that must be submitted within established timeframes.
FOD and program directors are sharing copies of reports with each other.

Relationships with remotely located Program Directors have been established and maintained.


	
	
	
	

	The RA/FOD has the lead in disaster relief efforts.


	FOD manages & coordinates local field office role in disaster relief efforts.

Is there a disaster response plan in place in the field office?


	
	
	
	

	RAs can trigger HQ review of significant field program decisions


	Program Directors ensure FODs are aware of significant upcoming or pending decisions in a timely manner.

FODs and Program Directors make efforts to resolve issues locally before elevating them to RA.

Before raising local FOD issues to the RA and HQ, PODs and FODs make effort to resolve issues locally.

If issues cannot be resolved in the region, the RA raises the matter to the Assistant Deputy Secretary for the Office of FPM.
	
	
	
	

	PERSONNEL MANAGEMENT



	The RA/FOD will manage time and attendance functions.
	FPM staff under approved work schedules and appropriate related documents (CWS/AWS approval forms and Telework Agreements are current).
WebTA data is accurate and processed in a timely manner.


	
	
	
	

	The RA/FOD will act as supervisor, or, when necessary, designate an appropriate on-site supervisor for out-stationed staff.
	All out-stationed staff have an FPM- designated on-site supervisor who is managing related administrative duties as required by the Departmental Protocols and Union Agreements.

	
	
	
	

	The RA/FOD manages and conducts labor/management relations.

	The FOD takes the lead on local bargaining and communications with the Union, in coordination with OCHCO-HR/Employee Relations.


	
	
	
	

	ADMINISTRATIVE MANAGEMENT



	The RA/FOD manages all administrative issues associated with the office space and employee health and safety.

	Office space is adequate and well maintained.
Employee health and physical safety is protected.

COOP Plan has been established, maintained, and tested.

Emergency procedures are in place.


	
	
	
	

	RESOURCE MANAGEMENT



	The RA/FOD is responsible for the management of the administrative budget for his/her jurisdiction, e.g., training, equipment, etc.


	Field Office’s administrative budget is appropriately managed.

FPM travel and training resources are appropriately utilized.
FOD and OCHCO work to ensure maximum effective use of limited resources.

FOD works collaboratively with OCHCO to ensure office supply and equipment needs are met.

	
	
	
	

	HUD REPRESENTATION



	The RA/FOD is the lead point of contact with local officials
	FOD serves as the lead, primary point of contact with local officials.

Field Office contact, outreach, and local area HUD Briefings are conducted in a manner consistent with Departmental Protocols, and policies and guidance from the Office of Public Affairs and the Office of Congressional and Intergovernmental Relations.

For multi-office states, the RA has determined which office shall serve as HUD’s primary point of contact for state officials.   The affected FODs are aware of and comply with this designation.  

The FOD keeps program directors advised of communications and contacts, and/or related results, as appropriate, and vice versa.

Written correspondence (non-technical) for local elected officials and Congressional representatives is prepared for the RA/FOD signature, including remote FODs, as applicable.

	
	
	
	

	The RA/FOD serves effectively as the principal point of contact with industry partners and groups.
	Positive contacts are maintained by FPM Leadership, and in such a way as to recognize, cooperate with, and/or to not interfere with program administration requirements.

Program Directors work cooperatively to inform FOD of regular industry group activities and of conferences, and related participation (as scheduled for program staff).
When Program Director or his/her designee is to meet with HUD’s partner or industry group representatives in a remote jurisdiction, the local FOD is notified in advance.  For regional events or groups involving more than one office, prior notice is given to the RA.


	
	
	
	

	The RA/FOD is responsible for responding to all media inquiries in conjunction with the Office of Public Affairs.

	FOD complies with Regional and HQ public affairs policy and related guidance.

As designated by the RA, on a case-by-case basis, the FOD responds to media inquiries, consistent with the policy and related guidance issued by the Office of Public Affairs, and he/she cooperates with the Regional Public Affairs Officer.

Program Directors forward all media inquiries and public affairs issues to the FOD. And the FOD, in turn, coordinates same, as appropriate, with the Regional Public Affairs Officer. 
	
	
	
	

	PERFORMANCE MANAGEMENT

	Authority
	Confirm
	Comment
	Effective
	Very Effective
	Not Effective

	The RA/FOD effectively and timely manages FPM performance management responsibilities and requirements. 
	Local FPM staff is assigned the appropriate, latest, and applicable FPM elements and standards for individual employee performance plans.
Progress reviews are effectively conducted and completed timely.
Final performance reviews and ratings are well documented and communicated to assigned employees within established timelines.
All performance management actions and related results have been entered into the HIHRTS system.

Issues related to insufficient performance or conduct problems have been appropriately and timely communicated, addressed, and resolved.

Provides input on Program Directors’ cross-program collaboration and support performance element.

	
	
	
	

	CUSTOMER SERVICE



	Authority
	Confirm
	Comment
	Effective
	Very Effective
	Not Effective

	The RA/FOD is responsible for monitoring and evaluating the quality of local customer service.


	The FOD has a Customer Service Plan in place to ensure that quality customer service is provided, and that related issues are dealt with properly and promptly.  

Program directors are working with the FOD to establish and maintain effective customer service for local clients and customers.

Customer service assessments are conducted quarterly and requests, inquiries and/or complaints are tracked, responded to within required timeframes, and analyzed with a view to improving service.

Local Web-based mail is managed and processed in a timely and accurate manner.

Local Website page reviews are conducted quarterly and meet established policy and criteria. 

Controlled correspondence (under CTS) and the FOIAs are managed in accordance with Departmental guidelines.


	
	
	
	












Attachment V

	Customer Service Contact List


Internal Partners:  Interviews with these officials are mandatory.

HQ/FPM’s Contact for Small Office Consultations 
Regional Administrator 

Deputy Regional Administrator
Regional Public Affairs Officer


FPM Web Manager

HUD Program Office Contacts (for the local Field Office jurisdictional area):

Homeownership Center – HOC

FHEO HUB

Multifamily HUB

PIH HUB

ONAP HUB

CPD Office

Regional Counsel

OCHCO (as needed, or applicable)

Any on-site program supervisor or team leader

External Customers:  The Consultation Team should interview an appropriate mix and sufficient number of external customers for the local area jurisdiction.   
Congressional Staff: Senior Representatives of the District/Field/State Director’s office for Member(s) of Congress and Senators/ 
Representative(s) of Governor’s Office
Representative(s) of Mayor’s Office 

Representative(s) of Lead County Government Administrator  

CDBG Entitlement and HOME Program Administrators

Public Housing Authorities/Agencies

Indian Housing Agencies

HUD-assisted Multifamily Housing Property Managers
Federal Agency Partners

State Agency Partners

Continuum of Care Coalition Leader and/or Homeless Program Providers

Faith-Based/Community/Neighborhood Partners Affordable Housing Organizations (developers/providers)
State/Local Associations (i.e. Builders, Lenders, Realtors, Housing Managers, etc.)
Attachment VI

	Definitions


· Peer-To-Peer Consultation Team Members:  The team members will be composed of FPM managers and senior field office staff approved by the Assistant Deputy Secretary (ADS) for Field Policy and Management (FPM).

· Lead Consultant:  The designated Field Office Director (FOD) on a peer-to-peer consultation team will be the Lead Consultant.  The Lead Consultant will be from a different region than the field office being reviewed and visited.   
· Client Field Office:  The HUD field office receiving a peer-to-peer consultation.

· Customers:  Individuals/organizations outside of the Department that participate in or work with HUD programs.

· Associates:  Colleagues within the Department that provide services/support to, or receive services/support from, the client field office.

· Consultation Plan:  The individualized plan outlining the strategy for conducting a specific field office consultation.

· Operational Criteria:   Benchmarks or review areas that are used by peer-to-peer consultation teams during a consultation.  The client field office operations are compared to the listed criteria to confirm operational effectiveness, the quality of customer service, and to identify areas or opportunities for improvement.

· Preliminary Consultation Report:  Listing of official criteria areas, that is annotated with both a general note of the consulting team’s conclusions, and that may include detailed comments on the specific criteria which merit further discussion.
· Consultation Report:  Report that is produced by the team after a peer-to-peer consultation.  The Report describes the outcomes of the peer-to-peer consultation.  

· Strategic Response Plan:  The Action Plan developed by the RA and client field office FOD to specify planned follow-up actions (with timelines) to correct and/or enhance performance and to satisfactorily address the results of the Consultation Report.

· Outcomes of Peer-To-Peer Consultations –A Periodic Report:  Internal Report published by HQ/FPM describing the outcomes and impact of the consultation process.  The report also serves as the basis for assessing the effectiveness of the process, making process revisions, as appropriate, and/or determining the value of continuing the process.
Attachment VII

Program Office Director - Interview Guide
Staff Person’s Name: _______________________________________

FPM Reviewer Name:______________________________________
Date:____________________________________________________

Background Question:
Can you provide a brief history and current practices for on-going interaction with the Field Office Director and his/her staff?  

Work relationships:
1.  Does the local Field Office Director or On-site Supervisor provide guidance, answer questions, support you in the areas of outreach, communicate with you regarding important issues, and keep you abreast of situations?
2.  Who do you regularly work with?  Is the local organizational structure working?  Are there ways it could be more effective?

3.  How would you describe the relationship between you, your staff, and/or Field Office Director staff?  If there are problems, ask: how would you recommend solving them? 
4.  Can you think of examples of more effective cross-program collaboration efforts between you, your staff and/or other program staff?
Management Plan

Were you involved in the development and implementation of the Field Office Operating Plan/MAP? If so, please explain the nature of the involvement.            

Suggestions/Opinions

1.Do you feel HUD, and especially the local field staff and remote program staff, are serving the community to the best of its ability within the allowable resources and through effective collaboration?
2.Do you have any suggestions for improving the efficiency of this field office or the work of the staff members in general?  

3.Are there any other issues you would like to discuss with me regarding the field office?
Attachment VIII

FPM Staff Member - Interview Guide
Staff Person’s Name: ________________________________________

FPM Reviewer Name:_______________________________________

Date:_____________________________________________________

Background Question:
What has been the quality of your overall experience in working in this office?  

Work relationships

1.Who do you report to?  Is the local organizational structure achieving maximum effectiveness?  Are there ways you think it could be improved or made more effective?

2.How do you interact and work with on-site and/or remote program staff?  What types of assignments have you done with other program staff?    

3.Have you experienced any issues or challenges working with program staff?  Or in working with any other employees in the office?

4.Do the Regional Administrator, Field Office Director, and/or On-Site Supervisor provide guidance, answer your questions, support you in the areas of training, communicating major issues/local priorities, and keeping you abreast of situations?
5.How would you characterize interactions in the office?  

Work Environment/Projects

1.What are some of the projects you worked on, and as they relate to cross-program collaboration, that you are particularly proud of? Were there any projects that did not work out as you had hoped or expected?  What would you do differently? 

2.How do you communicate with the other local field staff (e.g., meetings, brown bags, etc.)?

3.Do you have an IDP?  Do you have a current EPPES, and do you have meetings to discuss performance plans and periodic progress on assigned duties and projects?
Management Plan

1.Were you involved in the development of the Local Operating Plan/MAP?   If so, please explain the nature of the involvement.
2. Are you kept informed on the Office’s overall progress in implementing the Local Operating Plan/MAP, and of related Office achievements.  
.

Suggestions/Opinions

1.Do you have any suggestions for improving the efficiency of your local office or the work of the staff in general? 

2.Are there any other topics you would like to discuss?

Attachment IX

HUD Customer - Interview Guide 

Customer Name:____________________________________________

Location/City of Customer:_________________________________________

Phone Number:____________________________________________________

Name of Customer Entity:___________________________________________

Name of FPM Interviewer:___________________________________________

Date:_____________________________________________________________

Introductory Statement:
Hello, my name is _________________________, position title, for the U.S. Department of Housing and Urban Development. Explain why you are calling (e.g., we are conducting a HUD office peer-to-peer consultation of the ______________ Field Office).  One of the primary purposes of our review is to assess the quality of the service provided to our customers.  You were specifically identified as someone who worked with, and/or had contact with this field office. HUD’s goal is to provide you with the best possible service, so we hope you can take a few minutes to talk to us about your experience with the HUD’s local FPM staff, and any other HUD staff members in other Offices. Your input is vital to our success.

TOPICS:
1.Please describe your overall impression, or experience, with the quality of service provided by HUD, and especially the local office.  

2.Do HUD local staff members provide you or your organization with the information you need and is the information useful?
3.Would you please share any recommendations you may have for providing better service to you or other organizations?






Attachment X

“Non-Client” Field Office Director - Interview Guide
Many small HUD Field Offices, within the same jurisdictional area, or State, work together because they share common issues and/or clients and have a positive working relationship.   Important information may be obtained by interviewing “non-client” Field Office Directors within close proximity of the Client Peer-to-Peer Consultation office.   The interview guide below should be used when interviewing “non-client” FODs within the same jurisdictional area (or State) as the Client peer-to-peer consultation office?

FOD Name:____________________________________________________________

FOD Location Name:

FPM Reviewer’s Name:___________________________________________________
Date:__________________________________________________________________
Collaborations

1.Can you give some examples of successful projects or collaborations between your office and the Client Peer-to-Peer Consultation office?

 2. What was achieved, or what proved to the results or overall benefit of the offices working together?
 3. Do you work together on other activities, issues, or events to meet management plan goals?  If so how?

4.a.Do your office and the Client Peer-to-Peer Consultation office have partners or clients that you both work with in your shared jurisdictional area or State?
 If so, how do you and the Client Consultation office assure that your interaction with "shared” HUD clients are effectively coordinated and consistently served?
5.Do you have any suggestions for improving the supportive roles and collaborative efforts between your field offices?
Attachment XI

Regional Administrator (RA) -- Interview Guide
RA’s Name:______________________________________________________________
Region Number/Name:____________________________________________________ 

FPM Reviewer’s Name:___________________________________________________
Date:__________________________________________________________________
1. What unique issues or challenges do you believe that the Client field office currently faces from an operational, organizational, leadership, or human capital perspective? 
2. What do you believe are the greatest strengths and weaknesses of the Client Field Office? 
3. How would you rate the overall performance of the Client Field Office?

4. If you could make any change(s) in the Client field office activities or operations, and the other Field Offices in your Region (regardless of time or cost) what would it be? Why? And, how would it benefit operations and/or HUD’s customer service?
If you could replicate one or more of the Client field office’s operation(s) in other field offices, what would it be and why?
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“Client” Field Office Director - Interview Guide
Client FOD Name:_________________________________________________________

Client FOD Location/City Name:_____________________________________________ 

FPM Reviewer’s Name:____________________________________________________

Date:___________________________________________________________________

1.How would you assess the quality of your Office’s overall customer service delivery (through office coverage for walk-in visitors, phone calls, web-based inquiries, letters, FOIAs, special meetings or events, elected officials, and the media)? 
2.Can you provide some examples of successful projects or cross-program and cross-office collaborations between your office and the program offices (that serve your peer-to-peer consultation office?
3.What were the overall benefits and results achieved from the offices working together? 
4.Do you effectively engage and/or gain the cooperation of local program office directors or lead staff members (and the other field offices in your jurisdictional area or State - if applicable) to work together with you and your staff on shared goals and activities to meet local management plan goals?  If so how?
5. Does your office have partners or clients that you share with other HUD Regional or Field Offices?  If so, how do you ensure that HUD’s interactions with "shared" area clients are effectively coordinated for ensuring coverage, and for ensuring consistent communications? Do you have any suggestions for improving the supporting roles and collaborative efforts between the local area Field Offices? 

6.Do you have any current, or special, issues or challenges that your Office is addressing at this time – from an operational, organizational, leadership, and/or from a human capital perspective?

7.How do you effectively manage and balance workload and competing priorities? 

8. Are your employee-related management documents up to date and in order (e.g.: current EPPES Performance Plans in HIHRTS; IDPs (to support local training goals); WebTA; TEAM Reports; etc.):?   

9.What, in the way of peer-to-peer consultation assistance do you believe would be most helpful to you in addressing your current issues or needs?  

10.What, if any, operational practices were created by you and/or your office staff or program staff, to improve operations, or customer service, that could be replicated or that could serve as a model for other Field Offices? 
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