



















































































THE WHITE HOUSE

WASHINGTON

November 3, 1994

The Department of Housing and Urban Development touches the
lives of millions of people and thousands of communities every
day. HUD has the potential to give low-income families a chance
to achieve self-sufficiency; to give all families access to home-
ownership; to ensure equal housing opportunity; to create safe,
secure, affordable housing environments, and to bring private
sector investment to communities throughout the nation.

This document discusses how that potential can be realized
under the innovative leadership of Secretary Henry Cisneros. New
links between the public and private sectors are being forged, new
ways of developing affordable housing are being developed, fair
housing and fair lending laws are being enforced vigorously, and the
resources of all levels of government are being pooled with private
investment to create jobs and opportunity for people and to provide
communities with the means to help themselves.

This report to the American people, outlining the guiding
principles Henry Cisneros and I have established for the Department
of Housing and Urban Development, is a blueprint for the future as
well, describing in plain terms what HUD does, enumerating HUD’s
successes, and presenting the goals HUD is committed to meeting in
1995. I am proud this report is a product of my Administration,
and I recommend it to all who want to play a constructive role in
building stronger, healthier communities.



A Message from the Secretary

This report is designed to answer the question, “What is HUD doing to
advance President Clinton’s goals for America’s communities?”

It can also help in dealing with other questions about HUD's
work, such as:

e  What is the logic or philosophy at the center of HUD’s
efforts?

e Is there a single phrase or core message that defines
HUD’s work in this Administration?

e  What does the team at HUD stand for and believe in about
America’s community challenges?

These are difficult questions to answer because they suggest there can
be a single phrase or theme for problems that are diverse and cover a
broad range of community challenges. By simply listening to people
across the nation -- citizens, service providers, state and local govern-
ment officials, various experts on urban issues -- and by working to
solve problems with them, we have focused on common sense solutions
to the principal problems they have identified. We are not driven by
predetermined themes or pre-established solutions but rather by what it
will take to get results in the areas that have emerged as our priorities:

Reducing Homelessness,

Changing Public Housing,

Expanding Homeownership,

Expanding the Stock of Affordable Rental Housing ,
Preserving the Stock of HUD-Assisted Rental Housing,
Opening Housing Markets,

Empowering Communities, and

Managing for Performance and Results.

Together with community leaders and activists, we are putting forward
thoughtful solutions in each of these areas, solutions that are not so
much philosophical or ideological as they are a straightforward commit-
ment to helping people live better lives.




One important insight that does serve as a building block for our worl
is that all people need a place to live, and that people with troubles m
solve the problem of where to live before they can make much progre
on the other challenges they face. When nightfall comes or exhaustic
sets in, every single American must have a place to lay his or her hea
and a place to eat, to refresh, to store possessions. The achievement
that stability makes it possible to begin meeting life's other challenge
hence, the title of this report, “‘A Place to Live is a Place to Start.”

A second thought that flows from the notion of a *‘start” is

the idea of people moving upward in life, of a series of transitions to
better life; of a dynamic, forward-moving quest --

not a static ending place. We don’t view the housing products we
help make possible -- homeless shelters, public housing, assisted
rental housing, or even *“‘starter” ownership homes -- as final
destinations. We view them instead as steps from which people can
advance if they are presented education, health services,

training, and income-improving opportunities.

That is the key idea here -- opportunity. We at HUD are

working with other federal agencies and with local leaders to

create communities of opportunity. And that means we have to thin
not simply in terms of services, of how we can provide one more
program that converts people into clients or recipients, but we have
create the conditions of real opportunity where people can take acti
improve their own lives.

We are convinced that there is a middle ground between the
bureaucratic mindset that regards citizens as passive recipients

and the market approach that treats citizens as autonomous
consumers. The lessons of recent history teach us that there are
many human problems which the practices, behaviors, and attribut:
large bureaucracies make it impossible for government to solve.

The nation has also seen the effects of over-emphasizing the
consumer culture, a legacy of disposable products, disposable
communities, and disposable people. We believe strongly that
there is a middle ground: that it is the combination of an
individual stake in the future and a shared sense of

responsibility for collective successes that creates communities
of opportunity. We frequently use the word “empowerment” as a
shorthand term for creating those conditions. At HUD we mean t}







Listening to those working in communities gives HUD a focus

on physical places -- on neighborhoods, communities and cities --

that forces us to keep an eye on the hard realities. It gives the Depart-
ment an on-the-ground footing that serves as a discipline: that is, a
community will either visibly improve or it will steadily decline. Ther
is no hiding whether our programs are helping or not.

HUD can help communities turn around. For example, working
together we can alter the face of public housing and replace aged, out-
moded, overcrowded developments with housing that is

small-scale, on sites of lower densities, designed for safety, and archit
turally attractive. We can convert obsolete industrial sites that deter
community investment -- the so -- called

“brownfields” -- into locations for affordable homeownership and
neighborhood business centers. With communities, we can remake
the urban landscape and literally build solid reasons for hope.

But, at HUD we must listen better, organize ourselves more
appropnately, and simplify our procedures for use by the people
doing the actual hands-on work of community-building.

The ultimate success of HUD's efforts is dependent upon HUD's orga
zational ability to change. This large government bureaucracy is slov
converting itself into an enterprise that is accessible and responsive t
communities. There are practical constraints, of course, on how far a
Washington-based agency can reinvent itself, but there are steps that
are taking to enforce the discipline of performance and accountability
For example, we are using our budget and automated data systems to
track progress toward our program goals, nudging HUD toward bece
ing a performance-driven organization. We have flipped the organiz:
tional structure "right-side up," so that our 81 field offices across the
nation -- the HUD people who work daily in communities -- are con
ing those communities’ needs and forcing the central bureaucracy to
respond. And our new emphasis on pre-decisional involvement of o
unions, on workplace conditions, on full opportunity, and on training
career development is creating a team atmosphere where people are
valued not for their positions in the hierarchy but for their talents anc
contributions to HUD's mission.

Returning to the original questions about what HUD does and
about the logic at the center of HUD's efforts, people across













































































































Managing for Performance and Results

Principle

Approach

The true success of HUD's programs will be measured by whether
HUD’s management of those programs produces results. It is essental
to this performance-driven principle that HUD continue to streamline
decision-making and improve customer service throughout the country.

In order to improve program performance, HUD is rebuilding its capac-
ity to serve communities. HUD has begun this reinvention process by
changing its organizational structure and instituting new systems to
assure performance accountability.

What is HUD
Doing to Manage
for Performance
and Results?

A. Building a performance-driven organization designed to achieve

clear missions, committed to attaining measurable results and
managed through a strategic performance system that integrates
budget, policy, personnel, and organization to focus on perfor-
mance.

B. Creating a team-oriented setting where team members are valued
for their ideas, unique contributions, and the diversity of their
swengths; and where unprecedented union/management collabora-
tion involves workforce knowledge and experience.

C. Structuring a “right-side-up” organization, where field offices are

the building blocks of the organizational structure and where the
regional layer of administration is eliminated.

D. Working to be a partner with communities, respectful of the ideas

of community providers with systematic consultation at all levels.

E. Insisting on entrepreneurial government that is leaner in staff

positions and committed to enhancing productivity through train-
ing and investment in technology.

F.  Constructing a proficient management system that includes up-

graded financial systems, re-engineered programs and offices, and
safeguards to minimize waste, fraud, and abuse.

G. Developing and implementing a department-wide framework to

correct longstanding deficiencies in resounce management prac-
tices.

H. Developing an intemal consulting capacity to help managers

implement changes in programs and support reinvention.







What are HUD's
Management
Priorities for 1995?

Reduce costs and improve outcomes of HUD's operations and
services.

Reorganize the Office of Administration to maximize scarce
resources in support of the National Perforrnance Review objec-
tives, to enhance customer service, and to serve as an in-house
consultant service for the Department-wide reorganization.

Implement a new ance management system that is fully
integrated with HUD’s strategic and operational plans, and that
assures management accountability for results.

Develop and implement a mid-level career development program
designed to expand the cadre of diverse, talented mid-level manag-
ers and supervisors.

Upgrade all aspects of the technological infrastructure, including
LANSs, work stations and mainframes. Expand the capabilities of

the current network to include enhanced use of multimedia.

For further information contact:

Marilynn Davis
Assistant Secretary for
Administration

451 7th St. S.W.
Washington, DC 20410
202-708-0940































THE WHITE HOUSE

WASHINGTON

Dear Mr. Iglesias:

It is my pleasure to invite you to attend the
Summit of the Americas to be held in Miami
December 9-11.

You have played a most helpful role in planning
for the Summit, for which I am very
appreciative. It is my hope that the Inter-
American Development Bank will also play an
active role helping to implement the Summit’s
recommendations.

The Department of State will be in contact
shortly with your staff regarding accommodations
and other details of the Summit program.

I look forward to your joining us in Miami.

Sincerely,

Mr. Enrique V. Iglesias
President

Inter-American Development Bank
1300 New York Avenue, N.W.
Washington, D.C. 20577



THE WHITE HOUSE

WASHINGTON

Dear Dr. Guerra de Macedo:

It is my pleasure to invite you and Mrs. Guerra
de Macedo to attend the Summit of the Americas
to be held in Miami December 9-11.

The Summit will bring together the leaders of
the hemisphere for the first time in more than a
generation to review the progress we have made
toward creating a community of democracies and
to set out a new agenda that addresses the
challenges we will face through the remainder of
this century and into the next.

The Department of State will be in contact
shortly with your staff regarding accommodations
for you and Mrs. Guerra de Macedo and other
details of the Summit program.

I look forward to your joining us in Miami.

Sincerely,

Dr. Carlyle Guerra de Macedo
Director

Pan American Health Organization
525 23rd Street, N.W.
Washington, DC 20037







































Fifth, take a serious look at providing investment account alternatives as part of
Social Security. It will encourage investment in the private sector and expand jobs. I have
read that, I believe, Chile, has used that mechanism quite successfully to expand savings
and investments and still provided greater retirement benefits. This tool should also in turn

create an additional boast to the stock market and overall economy in 1996 - the year that
really counts.

Sixth, Stay Away from divisive social issues. Remember your campaign
slogan. “It is the Economy Stupid.”

Although the talk shows and perhaps much of the general population are still
skeptical and cynical about the administration, the passage of the Crime bill, the handling
of the Haitian situation, Gore’s positive roll in the Cairo Conference, and your recent
speeches on Family Vaiues have helped build a firm feundaticn for moving the
Administration back to position of respect and majority appeal.

Now is the time to chisel in stone a new image of your Presidency.

As I mentioned to you earlier, you have a real opportunity, with creative
leadership, to restore hope in the America.

We need to pre-empt the negativism of society by reaching out with some
imaginative positive ideas with wider appeal than some of the issues with which you were
tagged in the first two years.

Frankly, I could never understand why some members of your Administration
wasted the prestige of the White House on closed end issues, such as abortion and
homosexuality. The Supreme Court has spoken. Let those issues rest. Advocacy of health
coverage of abortions and the use of abortions as a tool of population control are not only
offensive and inappropriate for a national administration, but they are red button issues
which deny the Presidency a claim to a moral position on other issues. Politically, those
issues are losers. The few citizens who are interested in that advocacy are already in your
corner and there is little else you can do for them . '

For example, what genius at the State Department decided to take on the Catholic
Church at the Cairo Conference ? Does not that Department have enough real problems to
handle. I thought State’s job was to avoid controversy, not stimulate it. Thankfully, Vice
President Gore did a good job resolving that mess. That issue certainly did not help
passage of national health insurance, which is otherwise supported as a moral imperative
by the Catholic Church.

Does any one really believe that the funding of abortions in standard health care
packages is of greater priority than the passage of a basic health care plan ? At clinics in
Rhode Island, - A Catholic State- abortions can be purchased for as little as $300. Who



can not afford that “elective” medical procedure ? Do we really need to offend our
Catholic friends any more on this issue ? Let’s get back to the basics of what counts.

These suggestions, I hope, will help us as Democrats recover our strengths with
the greater portions of American who caught in the middle class squeeze, and who are
frustrated and without hope.

Let’s not abandon the middle class and small business community to the
provocation of Republican nay sayers. Let’s show some confidence in the ability of people
to solve their own problems. More full entitlements will not encourage individual
responsibility. How about some New Democrat ideas that focuses on economic freedoms
and incentives rather than more of same old Democratic ideas tied to new regulations and
bureacratic laden grant programs? New Democrat ideas could have a lot of appeal in the
next Congress. Let Americans Be Free and they can do the job of creating jobs.

If you would like me to assist in the details on these suggestions, let me know.
I watched the shots of you on local television on the Vineyard in August. Looked
to me that you needed the break to gain a breather. Wow- golfing in the rain- that is a

disciplined vacation.

Keep Plugging. Stay Tough. Your handling of the Haitian Situation was a true
profile in courage. The voters will eventually appreciate your greatness.

Good Luck.  Your old friend from Georgetown University.

i~

Keven A. McKenna






































































































