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Executive Summary 
On September 13, 2019, the Housing Authority of the City of Milwaukee (HACM) received a letter written from Shirley 
Wong, PIH Director for the U.S. Department of Housing and Urban Development (HUD)  to HACM's Board of 
Commissioners. The letter informed stated that as of May 9, 2019, HACM was designated Substandard by HUD. HUD 
lowered HACM's designation based on the 2017 Public Housing Assessment System (PHAS) score, which included a 
Physical Score 22 (of 40), Capital Funds Score 5 (of 25), Management Score 10 (of 25) and Financial Score 25 (of 25) with 
a point reduction for a late audited financial submission, for a total of 61 of 100. 

In response to the letter and substandard designation, HACM submitted a Recovery Plan to HUD on December 18, 2019 
outlining the action steps to increase the PHAS scores and to achieve a long-term sustainable level of performance. 
Enclosed is the quarterly report for the period October 1, 2019 – December 31, 2019. 

Below are the highlighted agency metrics as of December 31, 2019: 

Occupancy Rate: [91.51% 

HACM Goal through Recovery Plan is 96% by 7/1/2020. 

Average Unit Turnaround Time: 85 Days 

HACM Goal Through Recovery Plan is 30 days or less by 9/30/2020. 

Additional highlights from the period of October – December 2019 include: 

• Rehabilitation and leasing of the 127 long term vacant units identified in the 2018 carryover initiative. 
• Creation of a Quality Control Team which will ensure that we delivering a quality product to residents, confirm 

annual inspections are completed timely, confirm that REAC findings are addressed and our tenant files are in 
compliance. 

• Held the first in a series of REAC trainings for Housing Mangers and Maintenance staff.(Held on Nov.1st- REAC 
training) 

• Established a make ready turn team to focus on efficient turning of vacant units. 
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Update on Recovery Plan Action Items 
PHYSICAL INSPECTION ACTION STEPS Due By 

1. Creation of a Quality Control Team to ensure that all maintenance 
mechanic work on work orders is executed fully and in accordance with 
UPCS standards.  

Already done as of 
August 2019 

Update as of 12/31/2019:  Ongoing Activities- we will modify systems as needed. 
2. Review prior REAC Reports and develop development-specific Action Plans 

to address noted deficiencies.  These REAC Action Plans will be shared with 
the local HUD office. 

 

3/31/2020 

Update as of 12/31/2019:  In Progress  
3.  Summarize common findings/themes in REAC reports to help refine 

training/education needs and to include these common issues as part of 
our Annual or Biannual inspections. 

 

3/31/2020 

Update as of 12/31/2019:    In Progress  
4. Develop and provide refresher REAC training to existing maintenance staff, 

including REAC video training, REAC USPC Manuals, and information from 
the review of HACM-specific REAC reports.  This will include ensuring that 
staff use a “REAC eye” when performing normal work orders or 
maintenance in apartments or common areas---that is, actively looking for 
and immediately addressing potential REAC deficiencies that are outside 
the scope of the current work order.  This training will also be incorporated 
into any onboarding training of new employees 

 

 

1/31/2020 

Update as of 12/31/2019: -Complete.  Operations staff attended a webinar “Transitioning from UPCS to 
NSPIRE” on November 1, 2019. 

5.  Hold a series of special meetings in each housing development to engage 
and educate residents on the importance of reporting deficiencies and 
work orders, and on what residents can do to assist with REAC inspections.  
We will use Managers Newsletters, written literature, resident meetings, a 
brochure and HTVN Videos to educate residents 

 

2/1/2020 to 3/31/2020 

Update as of 12/31/2019:  Housing managers will meet with residents on a monthly basis to talk about how 
to care for their units, all staff has been informed if they enter a resident unit and observe deficiencies they 
are to either make repairs or create a work order.     
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PHYSICAL INSPECTION ACTION STEPS Due By 

6. HACM will realign our annual inspections with a stated goal date of 
completion for both the inspection and work orders issued. We will focus 
significant attention on completing the annual inspection work orders. The 
annual inspections will be completed by May 31st with related work orders 
from the inspection to be finalized by August 31st.   Additionally, when 
HACM is notified of a REAC inspection, we will send a senior representative 
from Housing Operations and Maintenance operations to conduct a pre-
REAC walk-through of all common areas and selected units.  HACM 
believes that a combination of additional REAC Training, a realignment of 
our annual inspections, a focus on completing the annual inspection work 
orders more timely, and pre-REAC walk-throughs of properties will help 
improve our REAC score. 

 

1/1/2020 

Update as of 12/31/2019: Ongoing Activities –Annual Inspections date have been added to staff’s 
performance evaluations.  

7.  HACM will continue to use any major capital deficiencies in the annual and 
REAC inspection results to help us prepare and project budgets for capital 
work in our housing developments. 

 

Ongoing 

Update as of 12/31/2019:  Ongoing  
 

MANAGEMENT ACTIONS ALREADY TAKEN Timetable 

1. Partnerships with Community Organizations:  In September 2017, HACM began 
partnerships with various community service organizations such as Milwaukee 
Christian Center, Northcott Neighborhood House, and Milwaukee Community Service 
Corps to contract out work to speed up some of the steps to unit turnaround, such as 
removing debris from an apartment or basic cleaning.   This allowed HACM staff to 
focus on the other steps related to unit turnaround.   

 

 

Starting in 
September 
2017 

Update as of 12/31/2019:  Ongoing  
2. Creation of Occupancy Work Group:  In February 2018, HACM created the Occupancy 

Work Group to bring together representatives from all HACM divisions that impact 
occupancy. We work together as a coordinated team to discuss and streamline 
occupancy processes. We also determine effective solutions to quickly and 
substantially improve the occupancy rate.   

This work group included Willie Hines (Associate Director), Greg Anderson (Senior Asset 
Manager), Beverly Johnson (Senior Asset Manager), Nyles Walker (Senior Asset Manager), Jim 
Wellman (Maintenance Director), Jim Hoeffler (Senior Maintenance Supervisor), Pat 
Schmidtknecht (Intake Manager) and Ken Barbeau (Director of Community Programs).   

 

Ongoing, 
beginning in 
February 
2018 

Update as of 12/31/2019:  Ongoing  
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MANAGEMENT ACTIONS ALREADY TAKEN Timetable 

3. Scattered Sites Portfolio Assessment:  Beginning in November 2018, HACM staff 
performed an Internal Assessment of HACM’s Scattered Sites portfolio (387 units).  

November 
2018 to 
Present 

Update as of 12/31/2019:  HACM expanded the Scattered Site Management Team and included Dario 
Romero and Jeanne Dawson to help manager the portfolio and prepare for disposition. Dario and Jeanne have 
worked in the Quality Assurance Special Project Division and executed the Scattered Sites Portfolio 
Assessment. They joined the current Scattered Site Team and will play a significant role, as we continue our 
disposition strategy. Their knowledge, familiarity with HACMs’ housing stock and their experience will be an 
asset to the team.  

4. 2018 Occupancy Initiative:  Additionally, as of December 17, 2018, HACM’s Occupancy 
Work Group identified 127 vacant units in need of capital repairs. We allocated 
$1,478,000 of Capital Funds to repair these 127 long-term vacant units during calendar 
year 2019. The scope of work for the units included but was not limited to the 
replacement of cabinets, countertops, cove base, floors, doors, tub surrounds, etc. 
With the success of the 2018 Occupancy Initiative, the agency has adopted a new best 
practice which includes our Maintenance Make Ready Team. The new unit turnover 
process is detailed on page 9 of the Recovery Plan.  

 

 

Ongoing 

Update as of 12/31/2019: All of the units identified as part of the 2018 Carryover Initiative were rehabbed 
and leased.   
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MANAGEMENT:  UNIT TURNOVER ACTION STEPS Due By 

1. Creation of a Centralized Maintenance Make-Ready Team that will be
responsible for all physical work involved in turning units in preparation for
occupancy (extermination, carpentry, painting, mechanical, minor repairs,
cleaning).

9/30/2019 

Update as of 12/31/2019:  Ongoing 
2. Site maintenance staff will now be freed up to focus on standard work

orders.
9/30/2019 

Update as of 12/31/2019:  Ongoing 
3. After initial review of the apartment, Maintenance Operations

communicates expected unit turn completion dates to Property Manager
so that property manager can begin to engage potential residents in
setting up lease dates.

10/31/2019 

Update as of 12/31/2019:  Ongoing – The Maintenance Operations Team communicates and works well 
with the Property Managers. However, to further strengthen our communication and work flow, a work 
flow chart was created. 

4. Review and refine if necessary standardized procedures for identifying any
units to be “on-hold” in PIC.

12/31/2019 

Update as of 12/31/2019:  Team met to review the vacant unit workflow ensuring clear distinction of 
roles and responsibilities.  The workflow chart and modified on-hold form can be found in Attachment 4 
and 5. 

MANAGEMENT:  LEASING AND COMPLIANCE ACTION STEPS Due By 

1. Establish a contract with an external PIC Specialist to ensure that any PIC
errors are reconciled with HUD and corrected. We will keep the PIC
Specialist on retainer and use as needed.

9/30/2019 

Update as of 12/31/2019: Complete as of September 30, 2019.  HACM will continue to monitor and 
reconcile as needed. 

2. Creation of a new Leasing and Compliance Department, with creation of
two new positions (Leasing and Compliance Manager, Quality Control
Specialist) and three existing Senior Housing Assistants. These duties are
currently being executed by Conyunn West, Beverly Johnson, Greg
Anderson and Nyles Walker and will continue until the implementation of
the new positions.

1/31/2020 
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MANAGEMENT:  LEASING AND COMPLIANCE ACTION STEPS Due By 

Update as of 12/31/2019:   As of 1/2/2020 all request for applications for our vacant units will be 
requested from the Quality Control Team. The QC team will track request for names and follow up with 
Housing Manager on the status of the application within 30 days. The Quality Control has created a 
“Request for Names” form which will be completed by Housing manager and forwarded to the QC who 
will then forward to the Intake team, Intake will forward those names to the QC team who will then 
record and track the progress of the lease up. 

3. Prepare standard process and/or reports for communication between 
Intake and Property Managers. 

2/28/2020 

Update as of 12/31/2019:  Quality Control Team is working with our recertification clerks to ensure that 
all tenant files have all of the required HUD forms and are in the file in the same order. All 
Recertification clerks will attend COS-P certification training within the first quarter of 2020. 

4. Begin to perform periodic file audits 6/30/2020 

Update as of 12/31/2019:  Ongoing 
 

MANAGEMENT:  INTAKE AND WAIT LIST MANAGEMENT ACTION STEPS Due By 

1. HACM will continue to assess our waiting list and tenant selection processes to 
ensure they are efficient and will contribute to a quicker lease-up. 

Ongoing 

Update as of 12/31/2019:  We continue to review our wait list management and tenant selection 
procedures.  At this point, we have not made any additional changes other than those described in #3 
below. 
 

2. By December 31, 2019, HACM will conduct a review of its tenant unit 
turndown policy to see if any change would make it more effective. HACM's 
current ACOP policy is that applicants are made a unit offer (usually from a 
development that had been pre-selected by the applicant as a preference) and 
if a household rejects the unit without good cause, they will be dropped from 
the waiting list. If they reject with good cause, they will remain on the waiting 
list. Good cause currently includes reasons related to health and proximity to 
work, school, or childcare. 

 

 

12/31/2019 

Update as of 12/31/2019:  After our review of the ACOP offer acceptance/rejection policies, we believe 
that the current system is working effectively (an applicant can turn down the unit only with good cause 
or lose their spot on the list).   Since offers are usually made taking into account the applicant 
preference (pre-selected at their forms meeting), they have already given thought to this and are not 
just offered a random development.   

 
However, since we will be centralizing the holding of approved applications (see #3 below), we will also 
offer one additional option to applicants for those in need of housing urgently (“I want the first available 
apartment in any housing development”).   

 
We will continue to review this unit offer/acceptance/rejection policy and if, at some point, it makes 
sense to make additional changes to it, we will inform you.  
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MANAGEMENT:  INTAKE AND WAIT LIST MANAGEMENT ACTION STEPS Due By 

3. HACM's Intake Section currently approves applicants and forwards applications
to a housing development that had been identified by an applicant as their
preference as soon as they are approved, so that managers always have a
group of approved applicants that have expressed interest in their housing
development to contact for vacancies. One suggestion has been that it may be
better to centrally hold the approved applications and only forward to
Property Managers when requested to fill an immediate or upcoming vacancy.
By December 31, 2019, HACM will evaluate whether such a process change will
reduce or increase the time to lease a unit and will implement it if it is
beneficial.

12/31/2019 

Update as of 12/31/2019:  During the past two years, an issue has been that approved applications 
were held in housing developments and have gotten stale since there had been delays in housing 
applicants. As of January 1, 2020, HACM has decided to keep approved applications centrally and 
only forward to a Property Manager when requested to fill an immediate or upcoming vacancy.  
We believe this will allow applications to refresh income verifications or criminal background 
check prior to forwarding to a housing development, if necessary.    

4. HACM's intake section has not done a purge of its waiting list in several years,
partially because applicants on the senior/disabled waiting list are fairly recent
and the family waiting list was opened in late 2017. At this point, however, an
increasing number of family applicants pulled off the waiting list have bad
addresses. HACM's Intake section will do an update and purge of its waiting
lists during calendar 2020.

6/30/2020 

Update as of 12/31/2019:  Not yet completed. 

5. Evaluate whether to open public housing family wait list in 2020 6/30/2020 

Update as of 12/31/2019:  Not yet completed. 

Occupancy Report 
The December Occupancy Report is included as Attachment 1.  The report shows as of December 31, 2019 HACM has 
223 vacant units with an occupancy rate of 91.51% 

Vacant Unit Turnover Report 
Included in Attachment 2 is the vacant unit turnover report broken down by category for each site.  At this time, HACM 
does not have the data to be able to report on averages by development and cumulative by category; down time, make-
ready time, and lease-up time. Beginning January 1, 2020 we have developed a structure to capture this data and will be 
able to present averages in the next report due in April 2020. 
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Long-Term Vacancy Report 
HACM currently has a total of 144 units which have been vacant for a period of 90 days or more.  Of the 144 units, they 
have been broken out in the following planned method for addressing each unit vacancy: 

Apply for HUD Approved Vacancy 15 
Make Ready in Process 83 
RAD Conversion Modernization Pending 8 
Ready to Lease 2 
Submit Application for Disposition 36 

Of the units that are make ready in process, the average length of time vacant is currently 207 days and the 
primary reason for this length of time is due to the long-term vacancies at Parklawn. 

The detailed report can be found in attachment 3.
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Waitlist Status Report 
Summary of Wait Lists as of 12/31/2019 

List 1BR 2BR 3BR 4BR 5BR 6BR Total 

Public housing senior and/or disabled 1,892 14 1,906 

Public housing family 4,076 1,082 293 259 66 6 5,782 

Note:    Please see an attachment standard YARDI report for wait list details (gender, race, etc.) by wait list and bedroom 
size. 

************************************************************************************* 

Summary of Wait List Pull Activity during 2019 

Quarter 1 2019 Quarter 2 2019 Quarter 3 2019 Quarter 4 2019 2019 Totals 
ph 

senior/ 
disabled 

ph 
family 

ph 
senior/ 

disabled 
ph 

family 

ph 
senior/ 

disabled 
ph 

family 

ph 
senior/ 

disabled 
ph 

family 

Ph 
senior/ 

disabled 
ph 

family 
# of applicants pulled 
off wait list 

400 338 100 463 0 473 0 397 500 1671 

# of applicants that 
responded and were 
invited to forms 
meetings* 

420 103 110 178 0 234 0 90 530 605 

# of applicants that 
attended forms 
meetings 

128 58 31 91 0 121 0 45 159 315 

# of applicants 
approved and 
transmitted to 
developments 

75 49 128 56 46 74 25 46 274 225 

* - Note that invites to forms meetings may include re-invites from prior wait list pulls

NOTE:  During the 3rd and 4th quarter of 2019, there were no pulls off the senior/disabled waiting lists as we had enough applicants processed and 
approved already to fill available units, especially taking the Merrill Park and Becher Court relocations into account.   In January 2020, we did 
another pull off of the senior/disabled waiting list. 
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Site and Unit Inspections 
During the fiscal year 2019, we completed 42% of our annual unit inspections. For the current year we are requiring that 
all managers provide the QC team with their plan of action in completing all of their inspection by August 31, 2020. The 
most common findings noted during our inspections were as follows: 

• Housekeeping Issues
• Missing or inoperable smoke detectors
• Pull strings missing or inoperable
• Refrigerator missing gaskets
• Outlet covers missing or damaged
• Caulk needed in bathroom
• Stove burners inoperable
• Pest infestation

11 



Attachments 
Attachment 1 – Monthly Vacancy Report – December 2019 
Attachment 2 – Vacant Unit Turnover Report – December 2019 
Attachment 3 – Long Term Vacancy Report – 4th Quarter 2019 
Attachment 4 – Vacant unit Flow Chart 
Attachment 5 – HACM Request for Placing Unit on Modernization Hold Request Form 
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VACANT UNIT TURNOVER REPORT
DECEMBER 31, 2019

1

230 230
Total Vacancies 8 Total Vacancies 15
Downtime 0 Downtime 5
Make Ready 6 Make Ready 10
Lease Up in Progress 0 Lease Up in Progress 0
Leasing Date Identified 2 Leasing Date Identified 0

120 120
Total Vacancies 12 Total Vacancies 11
Downtime 0 Downtime 10
Make Ready 9 Make Ready 0
Lease Up in Progress 3 Lease Up in Progress 0
Leasing Date Identified 0 Leasing Date Identified 1

69 Mitchell Court 100
Total Vacancies 10 Total Vacancies 7
Downtime 0 Downtime 0
Make Ready 10 Make Ready 6
Lease Up in Progress 0 Lease Up in Progress 1
Leasing Date Identified 0 Leasing Date Identified 0

251 197
Total Vacancies 21 Total Vacancies 31
Downtime 0 Downtime 4
Make Ready 19 Make Ready 23
Lease Up in Progress 2 Lease Up in Progress 4
Leasing Date Identified 0 Leasing Date Identified 0

56 380
Total Vacancies 7 Total Vacancies 42
Downtime 0 Downtime 0
Make Ready 7 Make Ready 42
Lease Up in Progress 0 Lease Up in Progress 0
Leasing Date Identified 0 Leasing Date Identified 0

470 180
Total Vacancies 27 Total Vacancies 3
Downtime 0 Downtime 0
Make Ready 19 Make Ready 3
Lease Up in Progress 1 Lease Up in Progress 0
Leasing Date Identified 7 Leasing Date Identified 0

110 64
Total Vacancies 10 Total Vacancies 13
Downtime 0 Downtime 0
Make Ready 5 Make Ready 13
Lease Up in Progress 5 Lease Up in Progress 0
Leasing Date Identified 0 Leasing Date Identified 0

51
Total Vacancies 6
Downtime 0
Make Ready 5
Lease Up in Progress 0
Leasing Date Identified 1

Downtime Total 19 Vacancy Total 223
Make Ready Total 177
Lease UP In Progress Total 16 Total Units 2628
Leasing Date Identified Total 11 Vacancy  Rate 8.49%

Occupancy Rate 91.51%

Locust CourtArlington Court

ParklawnHighland Homes SS

Townhomes at Carver Park

Becher Court (NOT LEASING ) Merrill Park (NOT LEASING )

Southside SSLincoln Court 

RiverviewHillside Terrace

Scattered SitesCollege Court

Cherry Court SS
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REQUEST FOR PLACING UNIT ON HOLD 
 
Criteria: Any major rehabilitation or modernization work which prevents site staff from 

proceeding with the normal repair and clean-up of a vacant unit for leasing.  Normal 
repairs or using a unit for storage does not constitute a reason for placing a unit on hold. 
Reason’s must be consistent with 24 CFR § 990.145. 

 
Procedure: 
 
1) Manager determines at the time of the move out inspection if the unit may need to be placed on hold.  

Complete this form and forward it within 24 hours of the inspection.  The manager contacts Mark Clark if 
there are insurance claims associated with the HOLD REQUEST. 

 
2) Manager forwards the HOLD REQUEST to the Quality Control Team to review and forward to Conyunn 

West and Modernization and Development if applicable. 
 

3) Conyunn West submits HOLD REQUEST TO HUD for approval. 
 

4) The manager proceeds with arranging for site-controlled repairs, regardless of the hold status. 
 

5) Managers and Quality Control Team are notified via email once modernization work is complete.  
 

6) Quality Control Team sends email to Conyunn West (copying manager) to REQUEST TO REMOVE unit 
from HOLD status. 
 

7) Conyunn West notifies Quality Control Team and manager when HUD removes HOLD status on unit. 
 

HOLD REQUEST 
 

AMP # Choose AMP # PIC UNIT #  ENTRANCE #  BLDG. #  

 
DEVELOPMENT Choose Dev APT #:  ADDRESS  
 
EFFECTIVE DATE 
 Choose Date 

EXPIRATION DATE 
(Date site staff starts repair) Choose Date 

 
REASON FOR REQUEST   Exempt for Modernization 
 
UNIT REPAIRS REQUIRED  (Please Be Detailed) 
 
 
 
 
 
FORCE ACCOUNT LABOR OR WORK UNDER CONTRACT  (Please Specify) 
 
 

Housing Manager Signature  Date Choose Date 
 

(Revised 1/10/20) 
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