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Introduction

• James Shuster, PMP, Technology and Program Management,  
New Jersey Department of Community Affairs

• Sam Viavattine, Director, New Jersey Department of 
Community Affairs 
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Build for the Future
James Shuster, PMP
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Choose to Succeed

Priorities Flexibility Key Elements
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Priorities

• Everyone has bottlenecks in new grants
• Mitigate - Critical components across all programs

• Systems must stay head of Program execution
• Applications, Grant Awards, and Disbursements

• Be willing to push back on requests
• Not every request is necessary, no matter who it comes from
• Maintaining a firm scope manages cost and deployment
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Flexibility

• Always Think Big Picture

• Flexibility serves 2 main objectives
• Quick Changes
• Inexpensive over the long term

• Factors to consider:
• Costs more and takes longer
• Not always right for established processes 
• Focus on areas that are most likely to change
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Key Elements - Startup

• Setup:
• Infrastructure

• Stable, Secure, and Virtual
• Business Process Management (BPM) software
• FEDRAMP partners

• Resources
• Identify Subject Matter Experts
• Hire Systems Contractors

• Begin design for 30-day mark
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Key Elements - Startup
• 1st Month:

• Grant Application Intake
• Must be built flexible
• Web-based
• Critical attachments

• Financial
• Integration with Banks
• Accounts Payable (AP) – General

• Reporting
• Basic financial reporting
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Key Elements - Startup

• 2nd Month:
• Programs 

• Start business workflows
• Eligibility, DOB, and Establishing Award

• Grant Status 
• Pending / Approved / Not Approved with

Reasons
• Staff Roles

• Redundancy and Segregation of Duty
• Grant Award calculations

• Financial
• Establish activities w/LMI or UN designations
• Budgets at activity levels
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Key Elements - Startup

• 3rd to 6th months:
• Programs 

• Continue business workflow
• Award signing, Deed restrictions, Payments

• Program specific Accounts Payable 
• Workflow
• Obligated vs Request

• Program reporting (basic output w/excel)

• Financial
• Establish Grant > Program

• Activities are moved within Programs

• Federal QPR reporting (financials only)
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Key Elements – 1st Year Wrap-up

• 1st Year:
• Programs 

• Refine workflows (one team per workflow step)
• Add validations and restrictions
• Grant revisions and award “buckets” such as reimbursement/construction/design..

• Reporting
• Data cleanup
• Dashboard and transparency reporting
• Federal QPR metrics and other non-financial requirements

• Technical Assistance and Monitoring 
• Financial

• Refine costing categories (object codes/GLs)
• Program Forecasting
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Key Elements – Build for the Future

• Integrated Finance Management
• Single source of all financial budgeting and oversight

• Over 3 Grants, 7 rounds, 35 Programs, and 1,000 activities

• Workflow 
• Create, edit, or remove elements of financials
• Confirming consistency with DRGR and Banks

• Establish and maintain critical metrics for each activity
• Manage closeout 

• Unique closeout workflow reviewing each activity closure
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Key Elements – Build for the Future

• Integrated Finance Management
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Key Elements – Build for the Future

• QPR Management
• End to end quarterly reporting oversight 

• 10,000+ Activity/QPRs submitted to date
• Activity selection based on established criteria

• System recommended by default
• User can override selections

• QPR workflows
• Program managers, Finance, Policy, and DRGR each play a role

• Monitoring QPR submissions via reports and reminders
• DRGR integration

• Output key data from systems for DRGR import
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Key Elements – Build for the Future

• Compliance and Contract Management
• Contract Management

• Over 250M in contracts with the State
• Track procurement process, critical documents
• Establish awards, task order, and purchase order thresholds
• Receive invoices, limit payment to PO, and track payments

• Compliance
• ~2,000,000 audit logs tracked based on user, module, and action
• Ensure compliance team is part of workflow processes
• Financial transactions require separation of duty
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Q & A
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Resources
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Resources

HUD Exchange CDBG-DR page:
 https://www.hudexchange.info/programs/cdbg-dr/

HUD Exchange CDBG-MIT page: 
 https://www.hudexchange.info/programs/cdbg-mit/ 

https://www.hudexchange.info/programs/cdbg-dr/
https://www.hudexchange.info/programs/cdbg-mit/


THANK
YOU
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 HUD Policy Unit, DRSIPolicyUnit@hud.gov
 James Shuster, James.Shuster@dca.nj.gov
 Sam Viavattine, , Samuel.Viavattine@dca.nj.gov
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