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I. Program Evaluation Plan Background

The Military Housing Privatization Initiative (MHPI) was enacted February 10, 1996 as part of the National Defense Authorization Act for fiscal year 1996.  On October 28, 2004, the President signed the National Defense Authorization Act for FY 2005, which among other things, removed the MHPI budgetary cap effective immediately therefore making housing privatization a permanent program. The purpose of the MHPI is to allow the Services to leverage appropriations with private investment to finance the development and/or renovation of military housing within a shorter time frame than could be achieved through traditional military construction (MILCON).  “Leverage” is the ratio of the amount of housing achievable for a given project relative to each government dollar provided; Department of Defense (DoD) policy requires that all MHPI projects achieve a leverage ratio of at least 3 to 1. 
As of February 2005, DoD has awarded 43 housing privatization projects, and an additional 35 are under solicitation.  In 1997 the DoD established a goal of eliminating inadequate housing by 2010.  Given the importance of improving living conditions for military members and their families, as expressed in the FY 2003 President’s Budget, Secretary Rumsfeld has accelerated that goal to 2007.  As of February 2005, over 85,000 units have been privatized, with a total of 100,000 privatized units under MHPI expected by the end of FY 2005.  The leverage achieved to date is nearly 13:1 for the program as a whole.

This Program Evaluation Plan (PEP) has been developed to assist DoD and the Services in evaluating their implementation of the MHPI, developers’ performance, and the satisfaction of service members who occupy the privatized housing.   
II.  Program Evaluation Plan Overview

The MHPI Program Evaluation Plan measures the effectiveness of the MHPI program, and evaluates the strengths and concerns for individual projects, in achieving military housing objectives.  The PEP is also designed to determine how the MHPI could be improved to better meet program objectives. The PEP reporting mechanisms require information to flow from the individual installations to their respective Services and on to the Office of the Secretary of Defense (OSD)/ Housing and Competitive Sourcing (H&CS).  The reporting mechanisms developed under this plan are encompassed in the following reports:

· Service-level PEP Reports

· OSD/H&CS DoD MHPI PEP Report

The PEP establishes a methodology to assist the Services in identifying the key participants and the roles and responsibilities necessary for developing and maintaining the MHPI program.  This approach illustrates how information flows among various project participants and oversight authorities.  Each military service, depending on its organizational structure, may implement a methodology/approach suited to its needs.  However, for ease in implementation and processing, the Services are required to use the reporting timeframes and reporting templates provided on the MHPI web site. To support the reporting effort, the website also provides line-by-line completion instructions for the PEP and a Data Input Glossary.

III.  Key Participants and Roles

Each Service determines how the reporting documents are prepared and submitted to OSD/H&CS.  The following roles and responsibilities are recommended for implementing and maintaining the PEP:

· OSD/H&CS ─ Requires information to: evaluate the overall MHPI program; assist in formulating guidance and policies; submit required government reports; and respond to cross-Service ad hoc inquiries about the program from Congress, government agencies (e.g. OMB, GAO), and other interested parties and stakeholders.

· Service-level Program Manager ─ Needs information to judge the financial and management performance of individual projects as well as the Service’s overall MHPI portfolio.  To aggregate and disseminate information efficiently, each of the Services should consider creating a centralized reporting function, referred to throughout this evaluation plan as the Program Manager (PM), who is responsible for overseeing MHPI activities.  The PM should be responsible for analyzing project data to provide performance guidance to the individual installations, as well as guidance to its Service’s leadership concerning new projects and further expansion of the MHPI portfolios.  The PM would also be responsible for responding to inquiries concerning its Service’s portfolio.

· Installation ─ Needs a variety of data to administer and monitor its respective projects on a day-to-day basis.  Various individuals at the installation level may be required to work with others involved in the financing, development, and management of specific privatization project(s), including other groups within DoD as well as private sector representatives.  Each installation, based on its organizational structure for administering the MHPI, may have direct responsibility for the overall performance and oversight of its MHPI project(s).

IV.  Program Evaluation Plan Reports

As stated above, the main reports of the PEP include: a) a Service-level PEP prepared by each Service; and b) a DoD MHPI PEP Report prepared by OSD/H&CS.  The Service-level PEP Reports serve as the basis for the DoD MHPI PEP Report, which is essentially a composite of the Service-level reports.  The combined report developed under this plan is accessible to all appropriate parties, e.g. DoD leadership, Congress, GAO, OMB etc., so that questions and concerns may be appropriately addressed concerning individual MHPI projects and the MHPI program’s long-term effectiveness.  

Following are more detailed specifications required for completing the DoD and Service-level PEP Reports.

Most projects in the MHPI portfolio are single location projects.  When multiple locations are combined into one project, it is referred to as a Grouped Project or a Multiple Location Project; the land on which the multiple site development takes place can be a few miles apart or across the country.  Regardless of the number of locations in a Grouped Project, for the purposes of the PEP the project is considered one deal.  In addition, while one or more Services may contribute to the multiple location project, for PEP purposes only one Service reports the project’s progress.  

A.  Service-level PEP Report

The Service-level Program Evaluation Plan Report comprises:

· Program Executive Summary

· Project Summary Report(s)

· Project Fact Sheet, and

· Project Monitoring Matrix.

The individual Project Summary Report(s), the Project Fact Sheet and the Project Monitoring Matrix (whether from single or multiple location projects), compiled with the Service’s Program Executive Summary, comprise each Service’s PEP Reports  Service-level reporting templates are provided on the MHPI web site.  

1.  Single Location Project

This section provides a description of the reporting requirements for a project whose development is confined to a single installation.

a.  Program Executive Summary

The Program Executive Summary is a narrative overview summarizing the Project Summary Reports developed for each project, as described below.  The Program Executive Summary is prepared on a semi-annual basis for periods ending 31 December and 30 June.  The Program Executive Summary summarizes the strengths and concerns for the MHPI program and projects from a Service-level perspective, and reports these findings to OSD/H&CS.  This includes providing details on program improvements; problem areas, with specific examples; lessons learned, with specific examples; overall health of the program/project(s); summary of the service members’/tenants’ assessment of the project(s); and any other relevant summary information. 

The Program Executive Summary Report is accompanied by the Project Summary Report(s), the Project Fact Sheet(s) and the Project Monitoring Matrix(s), as described below.  

b. Project Summary Report

The Project Summary Report is a qualitative project overview that monitors each privatization project’s performance in the following areas:

1. Financial Performance

2. Management/Operations

3. Development/Construction

4. Tenant Satisfaction

The report also includes a section where revisions to data provided in the Project Fact Sheet are explained, and a section to report other project highlights.

The report is a tool for gauging the performance of a project at various stages of the development process, including: the solicitation phase; the construction phase; and the post-award phase.  It is intended to reflect the project’s financial health, construction quality, and property management quality.  The Project Summary Report, in combination with the Project Fact Sheet and Project Monitoring Matrix, substantiates the information provided in the Program Executive Summary.

Each Service will determine which party is responsible for preparing the Project Summary Reports.  Depending on the organizational structure of the Service, the Project Summary Reports may be prepared at the PM level or at the installation level.  

c. Project Fact Sheet

The Project Fact Sheet consists of static data that provide a snapshot of each installation’s MHPI project shortly after the transaction closing.  The Project Fact Sheet is completed once, using projected dates for certain data elements, including: projected date for the first newly constructed unit occupied; projected date for completion of construction; and projected time between transaction closing and completion of construction.  

The PM will submit a Project Fact Sheet once to OSD/H&CS for each new MHPI project within 90 days of transaction closing.  An updated Fact Sheet is submitted to OSD/H&CS for any projects requiring a data revision due to an event such as a change in property management.  This process allows both the Service and OSD/H&CS to monitor changes in an MHPI project by comparing the Project Fact Sheet to the updated Project Summary Reports and Project Monitoring Matrix.  Any changes to the Project Fact Sheet must be explained in the Project Summary Report.  

d. Project Monitoring Matrix

The Project Monitoring Matrix focuses largely on the financial performance of each installation’s privatized housing project and the project’s success in meeting housing objectives, including measurements of service member satisfaction. 

The Project Monitoring Matrix consists of dynamic data elements that must be updated regularly to appropriately reflect the semi-annual PEP reporting cycle.  The PM should collect monitoring information from each installation for each MHPI project.  The data from each individual project should be combined into one reporting document for delivery to OSD 

2.  Multiple Location Project (Grouped Project)

This section describes the reporting requirements for a project whose privatized units are located on more than one installation.  The Service responsible for reporting the Multiple Location Project reports the project as part of its portfolio, just as it reports on all other projects.  Because certain data elements in the PEP report are site-specific, and since these projects have more than one location/site, the site-specific information must be conveyed for each location. 

The PEP requirements are the same for Multiple Location Projects as for Single Location Projects (as described above), with the exception of how ongoing progress at each site is reported.  The Service-level Program Evaluation Report is comprised of:

· Program Executive Summary

· Project Summary Report(s)

· Project Fact Sheet

· Project Monitoring Matrix.

a. Program Executive Summary

The Program Executive Summary is at the Service-level, thus the requirements remain the same.  Please see description in Section IV.A.1(a) above for specific reporting requirements. 

b. Project Summary Report

As stated above, the Project Summary Report is a qualitative project overview that monitors each privatization project’s performance.  For Grouped Projects, progress at each of the locations should be clearly identified in the descriptions within the Project Summary Report.  Since Multiple Location Projects track the progress performed at multiple sites, commentary should provide sufficient detail to ensure a user of the report can understand what is occurring at all locations. 

c. Project Fact Sheet

For each Grouped Project, site-specific data elements on the Project Fact Sheet are reported separately.  As stated in the section above, the Project Fact Sheet consists of static data that provide a snapshot of each installation’s MHPI project shortly after the transaction closing.  The Project Fact Sheet is completed once, using projected dates for certain data elements, including: projected date for the first newly constructed unit occupied; projected date for completion of construction; and projected time between transaction closing and completion of construction.  For Grouped Projects, the list below provides the Fact Sheet data elements that should be reported for each site:

Exhibit 1: Fact Sheet

	Line #
	Fact Sheet Data Element Description

	4
	Total # of Base Housing Units Before Privatization

	5
	Total # of Units Transferred

	6
	Total # of Units Replaced

	7
	Total # of Units Renovated

	8
	Total # Transferred Units with No Initial Work Required 

	9
	Deficit Reduction (#)

	10
	Total # of Units Demolished or Sold Without Replacement

	11
	Total # of Units Privatized

	12
	Total # of Inadequate Units Eliminated

	13
	Projected Date all Inadequate Units are Eliminated

	14
	Total # of Base Housing Units After Privatization


	Line #
	Fact Sheet Data Element Description

	45
	Fire (Yes/No)

	46
	Police (Yes/No)

	47
	Utilities (Yes/No)

	48
	Miscellaneous (Name Any)

	49
	School Impact Aid (High/Low)

	50
	Amenities Provided by Developer/Contractor (e.g. swimming pool, community centers, playgrounds, etc.)


	57
	Property Manager (Name)

	58
	Targeted Tenants by Rank


	115
	Ground Lease

	116
	Use Agreement


For a Grouped Project, a roll-up Fact Sheet should be completed (all 120 Line Items) combining the data from all the separate locations.  When a specific date is requested, the latest date provided for any of the individual locations should be the date entered.  In addition to the combined Project Fact Sheet, individual Fact Sheets should be completed for each grouped location, including just those Line Items listed above.

d. Project Monitoring Matrix

Each Grouped Project reports site-specific data elements separately on the Project Monitoring Matrix.  As stated in the section above, the Project Monitoring Matrix focuses largely on the financial performance of each installation’s privatized housing project and the project’s success in meeting housing objectives, including measurements of service member satisfaction.  This matrix represents dynamic data that must be updated regularly.

As stated for the Project Fact Sheets, for a Grouped Project a combined Project Monitoring Matrix should also be completed (all 46 Line Items) combining the data from all the separate locations.  When a specific date is requested, the latest date provided for any of the individual locations should be the date entered.  In addition to the combined Project Monitoring Matrices, individual Monitoring Matrices should be completed for each grouped location including just those Line Items required.

For Grouped Projects, the list below provides the Project Monitoring Matrix data elements that should be reported for each site:

Exhibit 2: Monitoring Matrix

	Line #
	Monitoring Matrix Data Element Description

	122
	First newly constructed unit occupied (date)

	123
	Total # of new units on-line

	124
	Construction completed

	125
	   New construction completed (#)

	126
	   New construction scheduled for completion (#)

	127
	   Renovation completed (#)

	128
	   Renovation scheduled for completion (#)

	129
	Construction completed (Mo./Yr.)

	130
	Transaction closing to construction complete (Yrs./Mos.)


	146
	        Occupancy rate (%)

	147
	        Total # of eligible military families

	148
	        Military tenants in project (#)

	149
	        Total # of military referrals

	150
	        Total # of military move-ins

	151
	        Summary of physical assessment report (poor, fair, good,       excellent)


	158
	               Date of change in property management


	162
	Tenant Survey - Effective Date of Survey (Mo./Yr.)

	163
	Tenant Survey - Number of Tenants Surveyed  this Period (#)

	164
	Tenant Survey - Recommendation for Newly Constructed MHPI Units

	165
	Tenant Survey - Recommendation for Newly Renovated MHPI Units

	166
	Tenant Survey - Recommendation for MHPI Unrenovated Units


B. OSD/H&CS DoD MHPI PEP Report

Using the Service-level Program Evaluation Reports, OSD/H&CS will prepare a semi-annual DoD-wide MHPI Program Evaluation Report that summarizes the full semi-annual PEP reports from each Service.  

V.  Information Flow and Reporting 

The following guidance reflects an approach for collecting and reporting MHPI performance through the PEP.  This guidance is designed to assist the Services in identifying an approach for implementing and administering the PEP.  The approach used by each Service to implement and maintain the PEP will vary according to the Service’s approach and organizational structure with respect to housing and housing privatization initiatives.

At a minimum, information flows from the installation to a Service-level Program Manager.  The Program Manager aggregates all relevant information and produces the Program Executive Summary with the required Project Summary Report(s), Project Fact Sheet (if necessary), and Project Monitoring Matrix as attachments semi-annually.  These reports are then sent to OSD/H&CS.  OSD/H&CS produces the DoD MHPI PEP Report that is distributed to DoD leadership, the Services, and other program stakeholders as necessary.    The following exhibit depicts this information flow graphically.

Exhibit 3:
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Detail on one process for aggregating PEP information is provided below:

A. Installation-level Reporting
Depending on the Service, each installation may be most familiar with the specifics of its housing privatization project.  This knowledge can be acquired through the project’s initial concept development and the procurement process, as well as through the Service’s day-to-day oversight role of owner/developer compliance with project documents.  As such, the following information should be collected and forwarded to the PM:

· The Project Summary Report – semi-annually

· Information to populate the Project Fact Sheet for each new MHPI project or any project requiring data revision – once, following transaction closing, and updates only if deal terms change (scope of project, lender or developer change, etc. – not updates to projected construction schedules or the like)

· Information to populate the Project Monitoring Matrix for each MHPI project – semi-annually.
B. Service-level Reporting
Each Service should designate a position/person responsible for aggregating and reporting its PEP.  This position should:

· Collect information from each of the Service’s installations that have MHPI projects

· Generate the Service-level PEP Report, using the information collected

· Submit the Service-level PEP Report to OSD/H&CS.

The full Service-level PEP Report should be prepared for periods ending 31 December and 30 June of each year.   The reports should be completed within 60 days following the end of the reporting period.  Thus, for the period ending 31 December, reports should be completed and submitted to OSD/H&CS by 1 March; for the period ending 30 June, reports should be completed and submitted to OSD/H&CS by 31 August.   See Exhibit 4.

C. OSD/H&CS level Reporting
OSD/H&CS should receive the Service-level Program Evaluation Report for each of the Services within 60 days of period end dates.  OSD/H&CS uses the information provided by the Services to prepare the DoD MHPI Program Evaluation Report.

The completed DoD MHPI Program Evaluation Report should be distributed to the individual Services and DoD leadership. 

D. Reporting Medium
 All parties will use the Microsoft Excel and Word templates provided in the MHPI web site. 

Exhibit 4: PEP Reporting Schedule

	Data/Report Name
	Submission Timing

	Service-Level 

	Project Fact Sheet

Initial: Transaction close

Thereafter: Semi-annually (only if deal terms change)
	Submit to OSD/H&CS

[Time frame: Within 60 days of transaction close; updates provided with Service combined report semi-annually only if deal terms change by 1 March and 31 August]

	Combined:

Program Executive Summary, Project Summary Report(s), Project Fact Sheet (if updated), and Project Monitoring Matrix 

Semi-annually
	Submit Service-level PEP Report to OSD/H&CS

[Time frame: by 1 March; by 31 August]

	Monitoring Matrix

Semi-Annually
	Submit to OSD/H&CS

[Time frame: by 1 March,  31 August, ]

	OSD/H&CS

	Program Executive Report, Service-level Executive Summary Reports, Project Summary Report(s), Project Fact Sheet and Project Monitoring Matrix 
	Make available and/or distribute DoD MHPI Program Evaluation Report

[Time frame: by 31 March; by 30 September]


VI.  Reporting Summary

Full PEP Report data cut-offs are semi-annual, ending 30 June and 31 December.  PEP Reports are due 60 days after the data cut-off.  A full PEP Report data submission is required, including the Program Executive Summary, Project Summary Reports, Project Fact Sheet and Project Monitoring Matrix.

Exhibit 5:

Year-at-a-Glance Reporting Timeframes
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