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Members of the Congressional Oversight Panel, thank you for the opportunity to discuss Fannie 
Mae’s work as the U.S. Treasury Department’s financial agent and as a Program 
Administrator for the Administration’s Making Home Affordable (MHA) Program.  
 
My name is Joy Cianci, and I am Senior Vice President for MHA at Fannie Mae.  In this role, I 
help to lead Fannie Mae’s efforts as the MHA Program Administrator for Treasury under the 
terms of the Financial Agency Agreement (FAA) of February 18, 2009.  Fannie Mae works 
closely with Treasury as well as our regulator, the Federal Housing Finance Agency, Freddie 
Mac, the servicers who interact with homeowners, and other partners in this important effort.  
 
Fannie Mae’s role as Program Administrator is a top priority for the company. We move 
expeditiously to carry out our responsibilities under the Program pursuant to the terms of the 
Agreement, both to help significant numbers of borrowers and to ensure careful stewardship of 
the public resources committed to this effort.  It goes without saying, there are great numbers 
of homeowners who need help, and we have a lot more work to do - Fannie Mae is deeply 
committed to carrying out the important role and responsibility we have been given under the 
Program, we appreciate the opportunity to serve in this capacity, and we take this role very 
seriously.  
 
My testimony today will focus on Fannie Mae’s work as Program Administrator in support of 
Treasury’s Making Home Affordable Program, and I will to limit my comments to our 
implementation of those duties.   
 
Role, activities and actions as Program Administrator  
 
First, let me briefly recap the various initiatives we are working on as Treasury’s Program 
Administrator.  These include:  
 
 HAMP, which is a uniform home loan modification program designed to help eligible 

struggling homeowners achieve a more affordable payment on their first lien mortgage.    
 
 Second-Lien Modification Program (2MP), which creates a comprehensive solution to 

help struggling homeowners achieve greater affordability in their mortgages.  It offers 
incentives to servicers and investors to modify or extinguish second-lien mortgages to 
enable a more affordable overall housing payment for homeowners with second lien 
mortgages.  
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 Home Affordable Foreclosure Alternatives Program (HAFA), which provides incentives 
to servicers and borrowers to pursue a short sale or deed-in-lieu of foreclosure where the 
borrower may be eligible for a HAMP modification but does not qualify for, or failed 
to enter into, a permanent modification.  

 
 Unemployment Program, which provides short-term payment relief through forbearance to 

homeowners struggling to make their monthly mortgage payments because of 
unemployment. 

 
As Program Administrator, under the terms of the FAA, Fannie Mae’s principal activities in 
carrying out its responsibilities under our Agreement with Treasury include the following:  
 
 Communicating the guidelines and policies for the Program, preparing the requisite forms 

and tools, and assisting in the training of loan servicers and industry stakeholders on the 
Program requirements; 

 
 Developing and implementing standard agreements and processes to initiate servicer 

participation in the Program, and conducting servicer outreach throughout the life of the 
Program; 

 
 Developing and implementing an overall marketing plan for the Program that targets 

borrowers at risk of foreclosure; 
 
 Overseeing a customer-service call center to respond to borrower and other inquiries 

regarding the Program; 
 
 Calculating the subsidies and compensation incentive payments to be paid by BNY 

Mellon, the paying agent, consistent with Program guidelines;  
 
 Serving as record-keeper for executed loan modifications and other Program activities; 

and 
 
 Performing other tasks as directed by Treasury from time to time, including providing 

support for other programs under MHA.  
 
To carry out the MHA Program, Fannie Mae established a dedicated Program Management 
Office.  We also assigned dedicated groups to carry out servicer integration, back office 
support, technology development, financial management, and policy advice.  In an effort to 
minimize the overall administrative overhead expenses, we are also making use of certain 
functions that support Fannie Mae’s other business activities, including in such areas as 
human resources, corporate procurement, and compliance and ethics, all on a non-dedicated 
basis. 
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http://makinghomeaffordable.gov/hafa.html


Let me offer a few illustrations of how we have carried out the required activities under the 
Program:  

 
 In preparing and distributing the guidelines and policies for the Program, as well as the 

requisite forms, tools, and training, to date, we have: assisted Treasury with the issuance of 
20 Supplemental Directives; collaborated with an interagency team to build and enhance 
the Net Present Value (NPV) tool (for determining loan eligibility); and, to date, have 
conducted 124 training sessions and/or events with key industry participants, including 
servicers, trade groups, industry professionals and organizations, community partners, and 
borrowers.   

 
 We launched a HAMP Solution Center to execute Servicer Participation Agreements 

(“SPAs”), answer general inquiries regarding Program guidelines and the NPV model, and 
resolve borrower cases escalated by third parties. 

 
 In August 2010, we published a consolidated and comprehensive reference guide called the 

MHA Handbook, which outlines the requirements and guidelines for the MHA 
Program.  Servicers will be able to conveniently reference the Handbook for all Program 
guidance.  Future versions of the Handbook will be expanded to include policy guidance 
for all new programs as well as recent policy directives. 

 
 We assisted Treasury in the implementation of a borrower website – including the 

production of instructional videos and the translation of Program educational materials in 
seven languages.  We also oversee the Homeowner’s HOPE Hotline call center efforts to 
help struggling homeowners determine their basic eligibility for the Program, connect with 
HUD-approved housing counselors, and escalate their cases for review of MHA guidelines if 
applicable.   

 
 We support Treasury’s outreach efforts in markets hard hit by the foreclosure crisis through a 

ground campaign that brings together struggling homeowners, servicers and HUD-approved 
housing counselors in local communities to help borrowers achieve modifications and 
understand their options.  To date, almost 45,000 people have attended these borrower 
outreach events. 

 
 In serving as facilitator to the paying agent, we calculated the incentive payments to be 

paid by BNY Mellon to servicers, borrowers and/or investors, as appropriate, under the 
Program. It should be noted that Treasury does not pay, and Fannie Mae does not receive, 
incentives under the Program for modifications of Fannie Mae-owned loans.  

 
 In serving as record-keeper for executed loan modifications and other Program activities, 

we developed, launched, and enhanced a dedicated systems platform know as “IR2,” which is 
the system of record for all Program information. In order to update IR2 to accommodate new 
programs, Fannie Mae has issued numerous releases and versions of this tool, with each 
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 In coordinating with Treasury and other parties toward achievement of the Program’s 

goals, we support Treasury by providing data analysis and reporting and performing other 
tasks as directed by Treasury from time to time. 

 
As we continue to carry out these activities, I would like to clarify and underscore Fannie 
Mae’s role in relation to Treasury and the Program.   
 
The MHA Program is a Treasury–owned Program. As Program Administrator, Fannie Mae 
plays an important role in support of Treasury and its Program.  While Fannie Mae routinely 
offers advice to Treasury and discusses implementation matters, ultimately it is Treasury 
that sets policy, issues directives, and is the final decision-maker on all Program-related 
matters.  Treasury also monitors, supervises, and decides whether to accept Fannie Mae’s 
work as Program Administrator.   
 
It should also be noted that other entities also carry out important support functions to 
Treasury.  Freddie Mac – as Treasury’s Program compliance agent – conducts examinations 
and reviews servicer compliance with Program rules and guidelines.  BNY Mellon, as Treasury’s 
paying agent for the Program, coordinates transfer of incentive funds to servicers for payment to 
borrowers, servicers and investors, as applicable.  Finally, loan servicers have the most essential 
role to play in the success of the Program.  They are the primary interface with borrowers and are 
ultimately responsible for executing modifications. 
 
Let me also address several specific relevant topics.  
 
Compensation 
 
Treasury compensates Fannie Mae for its work as Program Administrator according to an 
agreed-upon budget. The budget is set at cost, with no mark-up for profit.   
 
The cost of employees and contractors working on the Program – including staff providing 
technology services, servicing operations and NPV modeling and analytics – are 
compensated as fixed-fee amounts related to our cost of labor.  Other than contract labor, 
which is covered in our fixed fee, our third party costs – including costs for marketing and 
call center operations – are handled on a cost reimbursement (or pass-through expense) 
basis.  In selecting subcontractors and vendors, Fannie Mae deploys its standard competitive 
bidding process unless time-to-market pressures dictate otherwise, and has complied with its 
obligation to engage women-owned, minority-owned, and small businesses.  Indeed, in 
furtherance of our work for Treasury, we have awarded contracts to 19 small and diverse 
companies. 
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It should be noted that Treasury can withhold payment if Fannie Mae fails to meet 
established deliverables and milestones. 
 
Conflict of interest 
 
Fannie Mae strictly enforces its obligation to comply with Treasury’s conflict of interest 
regulations in all required areas – organizational conflicts of interest, personal conflicts of 
interest, and confidentiality of Program-related information.  Fannie Mae routinely enhances 
its approach to conflicts of interest, and – in consultation with and upon approval by 
Treasury – has deployed a variety of mitigation techniques, including: 
 
 Firewalls that restrict the flow of information from Program personnel to other personnel that 

are not working on the Program; 
 
 Restricted access to systems containing Program-related information; 
 
 Restricted access to certain workspaces; 
 
 Nondisclosure agreements; 
 
 Training, monitoring, and auditing; 
 
 Certifications and attestations about compliance with conflict of interest requirements; and  
 
 Required reporting of breaches of Fannie Mae’s obligations. 
 
  
Interaction with Servicers  
 
Servicer participation in the Program begins with registration and the execution of a SPA.  
Fannie Mae has a dedicated team charged with assisting servicers.  The team helps servicers 
through the details of executing and administering SPAs, including assisting in securing 
approvals by Treasury, and managing the HAMP registration activities required to give servicers 
access to Program reporting tools, NPV-related material and tools, and other Program materials.  
 
Servicers are paid an incentive amount based on the type and number of modifications 
successfully completing the trial period and becoming permanent modifications.  Incentive 
payments are calculated in our system of record and then paid to servicers, borrowers, or 
investors dependent on the payment type via the Program paying agent, BNY Mellon.  Payment 
information is contained in the Program system of record and electronically communicated to 
BNY Mellon for distribution on the payment due date.  
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Our servicer support includes a dedicated team of Fannie Mae personnel, working closely with 
the participating servicers, day to day, to help them implement the Program.  Our teams are 
available to answer general questions from participating servicers, help them understand basic 
Program requirements, and escalate issues to Treasury.  We also established a servicer support call 
center, we conduct weekly conference calls with the leadership of participating servicers, and we 
have provided training through over 275 live web seminars, recorded tutorials, checklists and 
job aids on HMPadmin.com.  
 
In short, we strive every day to do everything possible to help servicers carry out their 
responsibilities under the Program and to help more borrowers.   
 
Progress of Program Administration efforts 
 
Finally today, I would like to provide an update on Program Administration results to date 
in several areas.  
 
 We have signed SPAs with 113 servicers, including the largest, and now have 

approximately 90% of potentially eligible loans in America covered by MHA SPA 
servicers. 

 
 We have established a website, www.HMPadmin.com, to provide general guidelines and 

overview documents available to the public as well as secure access to core tools and 
documents needed to complete the loan modification process.  Since its launch in April 
2009, the site has received approximately 2,000 unique visits a day.  

 
 With our assistance, as of the July HAMP servicer performance report, servicers have 

initiated over 1.3 million trial modifications and nearly 435,000 borrowers have received a 
permanent HAMP modification. 

 
 We have undertaken an aggressive borrower-outreach effort with Treasury.  This effort 

includes several activities: the establishment of an MHA borrower website 
(MakingHomeAffordable.gov) that has received over 92 million page views; the 
establishment and oversight of a borrower call center through the Homeowner’s HOPE 
Hotline, which has received over 1.4 million calls since June 2009 and has translation 
services available in over 150 languages; and, the design and implementation of a public 
service advertising campaign (in English and Spanish) in partnership with the Ad Council.  
In its first phase, the campaign reached over 8 million households, and in its second phase 
(launched in July 2010), has been distributed to over 33,000 media outlets nationwide. 

 
 In 2009, we designed and implemented the MHA Ground Campaign on Treasury’s behalf 

to reach out to troubled homeowners in markets across the country that have been hard hit 
by foreclosure.  Borrower Outreach Events in each market provide homeowners an 
opportunity to meet face-to-face with mortgage servicers and HUD-approved housing 
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 With respect to Fannie Mae’s work to develop, enhance, and maintain the IR2 system of 

record, The MITRE Corporation, an independent consulting and research firm engaged by 
Treasury, found that Fannie Mae was able to create the IR2 system of record substantially 
faster, more efficiently, and at a substantially lower cost than other comparable systems in 
the industry.   

 
 From the Program’s inception through August 2010, we facilitated the payment of $770 

million in incentives to servicers, borrowers, and investors. 
 
*  *  *  

 
In closing, as a Program Administrator for the Making Home Affordable Program, Fannie Mae 
now has the main Program elements and infrastructure in place.  Clearly, we have much more 
work to do to support Treasury’s Program.  We take our role and responsibility very seriously, 
and we are committed to the tasks at hand and meeting the challenges ahead of us.  I look 
forward to addressing any questions from the Panel.  Thank you.   


