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Foreword

Today, housing managers face demands for 
maintaining and improving operations with 
limited resources at their disposal. These guides 
offer a starting point for those who recognize 
the potential dividends of self-assessment and 
wish to act.

Designed with the assistance of veteran profes­
sionals in the field of housing management, 
these volumes provide — for the first time in 
printed form — a comprehensive framework for 
careful diagnosis and intelligent problem 
solving. We are grateful for the assistance of the 
advisory committee of public housing officials 
and the National Association of Housing and 
Redevelopment Officials whose guidance was 
instrumental in assuring the guides’ utility.

We commend the results of their important work 
to those concerned with conserving our Nation’s 
public housing stock through good management

Secretary for Housing Federal Housing Commissioner
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Introduction

The Insider’s Guide to Managing Public Housing 
can be used by PHA executive directors and 
their staffs in several ways. The Guide’s two 
volumes are a troubleshooter’s diagnostic 
manual for PHAs searching for remedies in prob­
lem areas. For PHAs interested in periodic self­
evaluation as a means of heading off problems 
and improving management systems, they pro­
vide an analytic roadmap. And they can be used 
as a common starting point for formal and 
informal efforts by PHAs to share practical 
management experience.

The guides have uses in addition to self­
assessment. They can serve as training 
documents for new employees or as texts for in­
service training of current staff. Newly appointed 
commissioners of local authority boards unac­
quainted with the public housing system and 
with the daily management of sites will also find 
them informative. They can assist an authority 
to prepare an application under the Compre­
hensive Improvement Assistance Program and 
anticipate the ongoing problems of maintenance 
and modernization once it is completed. Similar­
ly, they should be of help in developing requests 
for Community Development Block Grant funds 
and other types of grants-in-aid. For financially 
troubled PHAs, they may be an aid in the 
development of a Financial Workout Plan.
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Beyond their more immediate and utilitarian 
objectives, the guides have some longer-term 
ambitions. Their structure is based on a detailed 
catalogue of the elements of housing management 
activity. They can thus assist in the development of 
both a standard language for the public housing 
management community and an analytic frame­
work that will help improve the clarity of 
discussions about housing management.

While not a panacea for housing authority 
problems which may in some cases have more to 
do with resource limitations than management 
efficiency, these documents are a starting point for 
self-diagnosis and operational improvement. It is 
clearly impossible to identify all the potential 
sources of problems, to say nothing of suggesting 
all the available remedies. Nor does it make sense 
to be prescriptive. From a distance, it is not 
possible to know what is wrong or what ought to 
be done at any particular housing authority. Only 
those with intimate knowledge of the PHA can 
make that judgment. The objective of these guides 
is to assist the process by offering suggestings 
drawn from the experience of other PHAs, the 
principles of good management, and common 
sense.
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How This Guide 
Is Organized

This guide is in two parts. Volume I 
is diagnostic. Its emphasis is on 
identifying the fundamental tasks 
that make up housing management 
and then on determining what might 
or might not be going wrong in 
various areas, and why. It highlights 
the types of problems that PHAs 
most frequently face in each area of 
management, and it suggests some 
new ways to approach these prob­
lems. Volume 1 is the place to start 
for most authorities.

Volume 2 is analytic and descriptive. 
It is designed to be comprehensive 
rather than selective. It serves as a 
kind of self-interview guide posing 
questions about each aspect of a 
PHA's operations. It offers a de­
tailed framework for analyzing cur­
rent management practice in any 
area. Volume 2 will probably be 
most useful to a PH A which has 
first followed the diagnostic process 
outlined in Volume 1 and wants to 
go farther.

The first task in developing both 
volumes was to identify all the ac­
tivities that go into the management 
of public housing and then to 
organize them in a logical way.
These activities were eventually 
grouped into ten broad functional 
areas, as follows-

1. Genera! 
Administration
General Administration is defined as 
the executive function with overall 
responsibility for organizing and 
sustaining the PHA so it can do its 
job and meet its obligations.

2. Project Management
Project Management is the func­
tional area with direct day-to-day 
responsibility for delivering housing 
services to residents.

3. Finance & 
Accounting
Finance & Accounting manages and 
keeps track of the flow of resources 
within the authority.

4. Management 
Information
Management Information is respon­
sible for assembling and disseminat­
ing the information which permits 
monitoring and evaluation of the 
PHA's status and its performance in 
various areas.

5. Maintenance & 
Custodial
Maintenance & Custodial is 
chargedwith the cleaning, routine 
upkeep and continual repair of the 
PHA's real estate.
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6. Purchasing & 
Inventory
Purchasing & Inventory buys, stores, 
reallocates and generally keeps 
track of the material resources re­
quired for a PHA’s operations.

7. Rental & Occupancy
Rental & Occupancy’s respon­
sibilities include establishing the 
terms of residence, attracting and 
screening potential tenants, letting 
and assigning apartments, and en­
forcing the lease and other rules of 
occupancy.

8. Personnel & Training
Personnel & Training is responsible 
for the recruitment, training, reten­
tion and disciplining of staff and 
generally managing the PHA's for­
mal relationships with its workers.

9. Security
Security's task is to help increase 
personal and property security and 
to help maintain civil peace and 
order at public housing facilities.

10. Social Services
Social Services is responsible for 
helping to meet the social welfare 
and other non-housing needs of resi­
dents, thereby reducing the burden 
such problems place on 
management.

While these categories are im­
mediately recognizable, it is not 
necessary, nor is it likely, that any 
given housing authority is organized 
exactly along these lines.

It is essential to understand that 
functional areas are defined as 
logical clusters of those respon­
sibilities discharged by PHAs in 
operating their housing sites, and 
not as organizational units. In this 
document, for example, collection of 
delinquent rents is defined as part 
of the Rental & Occupancy function. 
In many authorities, responsibility 
for pursuing delinquent rent lies 
with the project manager, rather 
than someone from the occupancy 
staff. In carrying out this task, the 
manager is performing a Rental & 
Occupancy function, even though he 
or she is not formally part of any 
"occupancy unit" at the PHA. In­
deed, many smaller authorities will 
have no separate office or division 
dealing with occupancy matters. 
Nevertheless, the PHA will have 
Rental & Occupancy tasks to per­
form. Organization by functional 
area gives the guides universal ap­
plicability-no matter how a given 
housing authority is organized in 
particular, in general it has to per­
form the full range of functions 
outlined.

A result of using this scheme is that 
all the functional responsibilities are 
allocated to a single management 
area. In reality, of course, many 
responsibilities are shared among 
different staffs and divisions. Fur­
thermore, the ability of most func­
tions to discharge their respon­
sibilities well is dependent on the 
performance of other parts of the 
PHA. These linkages and shared 
responsibilities are therefore 
highlighted throughout the guide. 

Because of the guide's attempt to 
be thorough and comprehensive, the 
treatment may seem extraordinarily 
detailed to some small and medium­
sized authorities. Because they have 
less complex operations and less 
specialization of effort and labor, 
functions that are distinct and 
separate in larger PHAs may be 
merged for them. Such authorities 
may feel that the documents are 
oriented to, and intended only for, 
large agencies. This is not so. The 
complexity and level of detail is 
simply a result of aiming for what 
might be called the highest common 
denominator, in order to be useful to 
even the most complex PHA. If they 
are willing to pick and choose, por­
tions and aspects of the volumes 
should be helpful to authorities at 
all scales and in all parts of the 
country.
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Structure and 
Internal Operations

Governance

1. Statutory Powers and 
Arrangements
To whom is the executive director 
ultimately responsible? Who ap­
proves the authority’s annual 
budget? What is the authority’s legal 
relationship to the municipality or 
county (e.g., separate legal entity or 
administrative department)? If the 
authority is under direct governmen­
tal supervision, does it nevertheless 
have a board of its own?

The Formal 
Administrative Structure

1. PHA’s Organization
Review the authority’s formal 
organizational chart, delegation of 
authority, and chain of command. 
Specify the division of labor among 
departments. Outline the reporting, 
supervising, and monitoring relation­
ships. How is the flow of informa­
tion organized within the authority? 
Are there mechanisms which pro­
vide for accountability?

2. The Board
How are appointments made to the 
board of commissioners? Is the ex­
ecutive director consulted on these 
appointments? What is the back­
ground and qualification of 
members and what appear to be the 
criteria for their selection? Do 
appointments reflect deliberate 
representation for constituencies 
(e.g., labor representative, real 
estate and development, tenant)? Is 
there any pattern to the length of 
tenure for members?

Analyze the role played by the board 
of commissioners. To what extent 
are they involved in the internal 
operations of the authority (e g., 
chairing subcommittees that are 
concerned with substantive manage­
ment areas)? For which staff posi­
tions does the board control hiring? 
Is corporate counsel among them? 
What role, if any, does the board 
play in contractor selection? What is 
the members' role in representing 
the authority on public occasions?

3. Policy-Making
Review those matters that require 
board of commissioners (or city 
manager) review and/or approval and 
the types of decisions which are 
within the discretion of the execu­
tive director or other administrative 
staff. Who decides which issues are 
placed on the agenda for meetings 
with the board of commissioners, 
and how does the agenda-setting 
process work?

4. Planning
Determine the authority’s formal 
planning horizon. Has it put any 
plans in writing or adopted them in 
a formal way? Determine the extent
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to which plans are periodically 
reviewed and adjusted. To what ex­
tent does the real planning horizon 
differ from that formally announced 
(e.g., one year vs. five years)? How 
does the board participate in the 
planning process?

To what extent have the principles 
of management-by-objective or 
similar approaches been adopted by 
the authority or any of its divisions? 
Has any of this been an outgrowth 
of experience under HUD programs 
such as HMIP, TPP, Urban Initia­
tives, etc.?

Informal Administration

1. Structure
Characterize the authority’s informal 
organizational structure and 
operating style and compare them 
with the formal procedures outlined 
earlier, noting any significant depar­
tures. Do routine actions by the ex­
ecutive director and board members 
point to differences between the for­
mal structure and actual practice? 
Where on the continuum between 
board-controlled and staff-controlled 
organizations does the PHA fall?

2. Administrative Style
What is the level of internal staff ac­
cess to individuals with authority? 
How broad is the consultation on 
major decisions? How are tensions 
and disputes within the staff 
handled? How does the authority 
respond to threats or attacks from 
outside? How consistently are rules 
and procedures followed and en­
forced? Describe the general quality 
of human relations among staff and 
between supervisors and subor­
dinates. It may be helpful to work 
through specific examples in several 
of the areas listed above.

Handling Change and 
Dealing with Problems

1. Adaptability and 
Innovation
To the extent possible, trace the 
authority’s experience in adjusting 
to new procedures or obligations im­
posed by HUD or by state or local 
government (e.g., the introduction of 
the Comprehensive Improvement 
Assistance Program or the income 
mixing requirements in the 1974 
Housing Act). How has it responded 
to the dramatic rise in fuel prices? 
Review its experience with new 
technology, both “hard" and “soft.” 
To what extent does the authority 
attempt to stay current, to improve 
its procedures and practices and to 
try new approaches?

2. Seeking and Using 
Technical Assistance
Identify those areas, if any, in which 
the authority has sought outside 
assistance for help with manage­
ment problems (e.g., organizational 
consultation, help with administra­
tion, planning or financial manage­
ment, development of new systems, 
etc.). Who provided these services? 
How did the authority select the pro­
viders? How satisfactory has the 
assistance been? Are there obvious 
areas where additional help is 
needed?

Executive Staff

1. Recruitment
Outline the training and qualifica­
tions of the executive director and 
senior staff. What are the formal 
selection criteria employed in mak­
ing appointments, and to what 
degree do they appear to be fol­
lowed? What steps, if any, does the 
authority take to insure continuity of 
policies and management styles? 
Do any of the chief personnel have 
backgrounds or training in public ad­
ministration, finance, management, 
planning, etc.?

2. Developing Skills
Identify any efforts to upgrade the 
technical competence, knowledge, 
and interpersonal skills of the staff 
leadership and/or the board of com­
missioners. What approaches are 
used (e.g., on-site workshops, off­
site training courses at local institu­
tions)? What incentives does the 
PHA offer to participate in training 
programs (e.g., tuition remission, 
release time during regular work 
hours)? Are such efforts acknowl­
edged to have made any difference 
in authority operations? To what 
degree does the authority try to fill 
vacancies from below?
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Routine Administrative 
Aspects

1. Headquarters 
Facilities
Record the nature and location of 
the PHA’s central office. Are all 
functions housed in one facility? Is 
headquarters in a project or on a 
separate location? Is it owned by 
the PHA or leased?

2. Clerical and Record- 
Keeping Functions
Review the authority’s general ap­
proach to keeping up with its paper­
work, correspondence and reporting 
obligations (e.g., level of sophistica­
tion and technology used in word 
processing, report preparation, 
records storage, form duplication). 
Identify the personnel involved and 
their qualifications. Is any overall at­
tention given to the form, clarity, 
and consistency of the authority’s 
written communications and routine 
documentation?

3. Ensuring 
Conformance with 
Statutes and 
Regulations
Is any one person responsible for 
overseeing operations to ensure that 
the authority complies with its 
various regular reporting re­
quirements, federal and local 
statute changes, and HUD rules and 
regulations; or is this handled in­
dividually by departments? How is 
consistency ensured? How are 
various operating elements notified 
of changes in these areas? Note, if 
relevant, how the authority handles 
its responsibilities in the following 
areas:
1. Davis Bacon wage rates;
2. equal opportunity laws, regula­

tions and executive orders;
3. fair housing requirements; and
4. civil rights and anti-discrimination 

laws, regulations and executive 
orders.

4. Maintaining 
Appropriate Levels of 
Insurance
Describe how the various require­
ments for insurance coverage are 
met (fire, extended coverage, liabili­
ty, vehicles, workmen’s compensa­
tion, insurance benefits for person­
nel, errors and omissions, fidelity 
bonding, etc.). How is the extent of 
needed coverage and the price­
competitiveness of the arrange­
ments determined? Is a consultant 
employed? Is the authority able to 
seek competitive bids on any or all 
of its insurance needs and, in 
general, how does it endeavor to 
minimize insurance costs? Does it 
self-insure in any area? To what ex­
tent is the authority forced, by the 
nature of its sites and population, to 
utilize special state insurance 
programs?
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Corporate Legal Resource
AsPects Generation
1. Handling Union 
Negotiations, Bond 
Sales, Construction and 
Repair Contracts, 
Employee Grievances, 
and So Forth
Describe the authority’s use of in­
house and/or outside counsel to 
represent and advise it on legal mat­
ters. To what extent does the 
authority use more than one firm or 
seek bids for legal services? How 
did it decide which functions to han­
dle in-house and which to contract 
for?

2. Legal Actions 
Relating to Residents
Determine the mix of in-house and 
outside legal counsel used in handl­
ing suits for nonpayment and other 
lease violations. At what stage are 
lawyers brought into the process 
and how do they relate to those 
responsible for rental and occupan­
cy functions? Again, how does the 
authority decide on which functions 
to handle with staff legal assistance 
and which to contract for?

1. Strategy
Describe the decision process that 
permits the authority to determine 
which services it should be pro­
viding and the potential sources of 
funds or in-kind contributions to 
support them. Who is involved in 
this process? To what extent is it 
driven by the likelihood of securing 
funds for different purposes? Is the 
process really more than 
perfunctory?

2. Income from Rental 
and Other Charges
To what extent does the central of­
fice monitor the rent collection pro­
cess? Does it regularly review col­
lection results? To what extent does 
it revise collection procedures and 
policies accordingly? What criteria 
are used in evaluating the perfor­
mance of those responsible for rent­
al collections?
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3. Local Government 
Contribution
Describe the types and levels of ser­
vices that the locality provides the 
authority (e.g., garbage collection, 
police protection, lighting external 
spaces). Has the city provided 
workers under the CETA program? 
Funds for modernization under 
CDBG? Has the level of services re­
mained the same, decreased, or in­
creased over the last few years? To 
whom, and how, does the authority 
register complaints about service 
quality and other such issues? Is 
there an established process for 
reviewing the authority's needs with 
city agencies?

4. Operating Subsidies
Identify who in the authority is 
responsible for making application 
to HUD under the PFS and following 
up to ensure timely receipt. Has the 
authority lodged any formal com­
plaints with HUD regarding its treat­
ment under the system? Have there 
been formal appeals to HUD for ad­
ditional funds based on "costs 
beyond control'’?

5. Modernization
Estimate the degree to which the 
authority has been successful in 
securing its reasonable share of 
modernization funds. Over the past 
five years, what funds have been 
received yearly and what share has 
been spent? Describe how the 
modernization program is organized 
and administered. Is there a 
separate office for this activity? To 
whom does the director report?
Does the authority have an in-house 
technical staff or are professional 
services secured from the outside?

6. Grants-in-Aid from 
Local, State and Federal 
Programs and Other 
Donors
To what extent does the authority 
actively pursue nontraditional 
sources of income (e.g., CDBG, 
CETA)? Which opportunities are pur­
sued with the greatest energy? Is a 
staff member(s) given specific 
responsibility for seeking grants and 
program awards? Has he/she re­
ceived any special training? How 
does the authority stay abreast of 
funding opportunities? How has the 
authority dealt with the recent 
reductions in grant programs?

To what extent does the authority 
seek to secure grants or in-kind con­
tributions to mount special pro­
grams for residents (e.g., Title XX, 
OAA, CETA, United Way, local parks 
and recreation)? Has a specific staff 
member(s) been assigned to develop 
this kind of support? Review the 
authority's participation in recent 
special programs such as TPP, Ur­
ban Initiatives, Comprehensive 
Modernization. Characterize the 
utilization of the funds and their 
relationship to the authority’s long- 
range plans and objectives. Who 
prepares these applications? To 
what extent is the executive director 
involved?
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Reducing
Expenses

1. Payments in Lieu of 
Taxes and the Local 
Cooperation Agreement
Outline the authority’s PILOT obliga­
tions and any modification or 
forebearance which has been 
negotiated with the locality. Who 
has taken the lead in such negotia­
tions for the authority? Where there 
are projects nearing the end of their 
bond indebtedness, has the PHA 
reached any agreement with the 
locality on the project’s future?

2. Utility Payments and 
Energy Conservation
Does the authority enjoy the most 
favorable available utility rates? 
Have any special arrangements 
been worked out with public utilities 
to deal with authority cash flow and 
deficit problems? Has the authority 
checked to be certain the correct 
rate is being applied to its consump­
tion? Describe any steps the 
authority has taken to conserve 
energy consumption, both through 
altering tenant and staff behavior to 
be more frugal and through energy­
conserving investments. How suc­
cessful have these actions been?
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Resource 
Allocation

1. Budgeting
Describe the process by which the 
authority arrives at its annual 
operating budget. What is the nature 
of the inputs to this process? Who 
participates (e.g., division chiefs, 
project managers, HUD area office, 
residents, etc.)? To what extent is it 
guided by predetermined policies 
and objectives (as contrasted with 
an ad hoc annual affair)? How are 
decisions made on distributing ren­
tal income and subsidy between the 
central office and the sites, as well 
as among individual sites? Is the 
distribution on a pro rata basis or 
according to some other principle 
(e.g., based on project condition, 
size, tenancy, special needs)? Is the 
system adopted working, in the 
sense that the budget allocations 
have proven to provide realistic 
targets?

To what extent are annual operating 
budgets, as forecasting tools, ad­
justed during the operating year to 
reflect actual experience or unan­
ticipated changes in funding (e.g., 
PFS levels)? Is the budgeting pro­
cess consciously used as a way of 
establishing targets for manage­
ment? To what extent, if any, has 
the authority established incentive 
as part'of the budgeting process for 
local site operations (i.e., permitting 
excess rent collections to be re­
tained for use at the site)? When 
there have been income shortfalls, 
what has been the basis for 
distributing the cuts across func­
tions and sites?

2. Modernization and 
CDBG
Describe how the authority arrives 
at its modernization priorities (both 
work items and projects) and how it 
allocates any CDBG funds. Who 
determines priorities? Has proper 
consideration been given to poten­
tial energy savings from improve­
ments in this area? To what extent 
are tenants, staff, commissioners in­
volved in the decision-making? To 
what extent are decisions guided by 
any comprehensive physical plans 
previously developed by the 
authority?

3. Social Service Grants 
and Programs for 
Residents
Identify how priorities are estab­
lished for the allocation of social 
service programs among the sites 
and what factors are taken into ac­
count (e.g., size of elderly popula­
tion, number of youth, need, com­
munity interest and involvement). 
Who participates in such decisions? 
To the extent that existing programs 
are being cut back, how are deci­
sions made as to where the cuts 
should occur?
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External Relations 1- General Public
Relations

3. Relations with the 
HUD Area Office

What means does the authority use 
to publicize its role in the communi­
ty and the services it has to offer? 
Does it have any strategy to educate 
the public about housing needs and 
problems? To what extent does the 
authority maintain an individual(s) 
who works primarily on representing 
the authority to its various publics? 
Has it used outside public relations 
help?

2. Relations with “City 
Hall,” Elected Officials, 
and Other Public 
Agencies
Describe the general relationship of 
the housing authority to other agen­
cies within its jurisdiction. What is 
the executive director’s or board 
members’ relation to the mayor? Are 
other offices (agencies) particularly 
important to the authority? Is suffi­
cient time invested by top manage­
ment in cultivating these relation­
ships? Does the quality of these 
relationships assist the authority in 
generating resources and resolving 
problems?

Describe the nature of relations and 
how the authority works with the 
area office. How much help has the 
authority gotten from the area office 
(e.g., in securing financial approvals, 
or finding good technical assistance 
providers)? Are documents submitted 
to HUD by the PHA in a timely 
manner? What has been the author­
ity’s experience in obtaining approvals 
for modernization applications, con­
tracts, and lease forms? How does the 
authority deal with delays at the area 
office in processing such documents? 
Do other, similar authorities seem to 
enjoy better relations? Why?

4. Relating to Tenants 
and Tenant 
Organizations
Describe how the authority is carry­
ing out HUD’s directives in terms of 
promoting tenant participation in 
authority affairs. Note the areas in 
which tenants are formally invited to 
participate. To what extent has it 
committed funds for the support of 
tenant organizations or tenant ac­
tivities? Are tenants invited to par­
ticipate in commission meetings? 
What form of redress do tenants 
have for specific grievances?





Chapter

Project Management



12 The Insider’s Guide
To Managing Public Housing

Basic Organization 
and Relation to 
Central Functions

Organizing for Site 
Management

1. Degree of Managers’ 
Responsibility
Review the fundamental arrange­
ments which govern the manage­
ment of the authority’s individual 
sites. To what extent does the per­
son designated to be site manager 
have decision-making authority and 
a degree of autonomy regarding 
operations at the project? To what 
extent does the "manager” simply 
respond to the instructions of the 
central office and see that they are 
carried out? Determine the role of 
the director of management (or 
equivalent) and his/her degree of 
participation in the day-to-day opera­
tion of the PHA's sites.

In determining the actual location of 
site management authority, it will 
help to note which of the following 
functions is under the primary con­
trol of the site manager:

1. routine custodial functions
2. routine maintenance
3. purchasing authority
4. setting priorities for 

modernization
5. marketing and tenant selection
6. hiring, evaluation, firing of site 

personnel
7. rent collection and follow-up on 

rent delinquency
8. establishing charges for excess 

utilities and other causes
9. reexaminations and rent 

determinations
10. tenant relations
11. site security
12. social services

How much of the site manager’s 
authority is situational, i.e., 
delegated de facto (but not formally) 
due to some special circumstance?

To the extent that it is situational, is 
there an overriding reason to con­
tinue these informal arrangements? 
Key indicators of the manager’s 
degree of autonomy are the extent 
to which he has control over the 
assignment of resources to the site 
(e.g., maintenance staff) and 
discretion to change and redirect 
resources to meet legitimate needs.
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2. Location of Project 
Management Function
Describe the authority's presence at 
its individual sites. Are managers 
residents of its sites? Are they 
nonresidents but assigned to sites 
full-time? Do they rotate among 
sites pursuant to an area or zone 
management scheme? Or do 
management personnel from the 
central office visit on a scheduled or 
as-needed basis? Does the approach 
vary by site? What other personnel 
maintain a presence at the site 
(apart from maintenance and 
custodial workers)? Is there an 
assistant manager or management 
aide responsible for leasing, rent 
collection and/or reexaminations? 
Are there other site staff such as 
cashier, work order clerk, etc.? 
Where there are no staff at the site, 
are individuals in the central office 
assigned to attend to the affairs of 
specific sites? How is site manage­
ment handled outside of standard 
working hours? Are problems attend­
ed to centrally? Are site managers 
on call?

All in all, is the presence of the 
authority sufficient and continuous 
enough to create a working bond 
between tenants and management? 
Do tenants know instinctively who 
to contact when necessary?

3. Facilities for Site 
Management
Describe the range of physical 
space available to management at 
the authority’s various projects (e.g., 
site office, maintenance shop, 
storage space, community facilities, 
social service offices, indoor/out- 
door recreation facilities, security 
post)? Was this space originally 
present at the site? Have apart­
ments been converted to provide it? 
How suitable is it?

4. Project Management 
Oversight and Review
Whatever his/her degree of 
autonomy, to whom does the site 
manager ultimately report? How is 
the manager supervised, and what 
are the mechanisms for evaluating 
the performance of the site staff?
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Relationship to 
Central Office 
Functions and 
General 
Administration

1. Financial and 
Management Planning: 
Preparation
Review the manager’s role in budget 
preparation and financial manage­
ment. Does the manager initiate any 
part of the budgeting process and/or 
have an opportunity to negotiate its 
final form? Is he expected to justify 
individual line items? Does the 
manager have authority to shift 
resources among budget lines? 
Does he assist in the development 
of any longer-term financial plans?

To what extent is the budget pro­
cess used as a management tool? 
What procedures are used to com­
pare budgeted to actual expen­
ditures and to make adjustments in 
the site budget during the operating 
year?

2. Management 
Information
Identify the manager’s responsibility 
for generating and reporting data on 
site operations (e.g., delinquencies, 
turnover, vacancies, work order 
status). Is the manager expected or 
encouraged to do his own analysis? 
Describe the nature of information 
fed back to the site manager (e.g., 
actual vs. planned income and ex­
penditures) and the use he is ex­
pected to make of it. How many 
areas are covered? Is it clear that 
the manager has responsibility for 
generating information in the other 
areas? Does the information given 
to the manager provide the basis for 
any formal or informal evaluation or 
management performance?

3. Modernization 
Planning and 
Implementation
To what extent is the manager in­
volved in modernization planning — 
including setting priorities — for a 
particular site? Where modernization 
funds are utilized, describe the 
manager’s role in overseeing or 
monitoring construction.

4. Management Style
Attempt to identify any general prin­
ciples that appear to characterize 
the authority’s approach to manage­
ment. Is there a certain type of in­
dividual selected for management 
positions or a certain style en­
couraged (e.g., sympathetic and 
good with people; a technician; firm 
and businesslike; ex-police or 
military)? What qualifications and 
background are sought? What type 
of training programs does the PHA 
have to assure consistency among 
its managers? How important does 
style of management appear to be in 
the overall performance of the 
authority?
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Site
Responsibilities

Supervising Personnel 
Assigned to the Site

1. Routine Functions
Describe the manager’s role in 
establishing workloads, assigning 
tasks, designating someone to be in 
charge in his/her absence, keeping 
and submitting employee time 
sheets and payroll records, and so 
on. Does the manager have primary 
authority over site staff or are they 
also directly answerable to the 
director of management or others in 
the central office? How does this 
vary among functions (e.g., 
maintenance vs. occupancy)? How 
do these arrangements work out in 
practice?

2. Nonroutine Functions
Describe the manager's role in 
organizing and operating the ad­
ministrative offices at the site. To 
what extent are space allocation, 
record-keeping and filing systems 
the manager's responsibility? What 
other staff, if any, have responsibili­
ty for these functions?

3. Supervising the 
Project Office
Describe the manager’s role in 
organizing and operating the ad­
ministrative offices at the site. To 
what extent are space allocation, 
record-keeping and filing systems 
the manager’s responsibility? What 
other staff, if any, have responsibili­
ty for these functions?

Maintenance and 
Custodial Functions

1. Direct Supervision
Describe the manager's role, if any, 
in direct supervision of maintenance 
and custodial staff, including task 
assignment, monitoring and follow­
up. Is responsibility shared with 
anyone (e.g., maintenance super­
visor, shop foreman, lead 
custodian)?

2. Oversight
Describe the manager's role in 
cases where direct supervision is 
another’s responsibility. Does 
manager "walk the site," spot-check, 
monitor work orders, request special 
services from central maintenance, 
participate in overall scheduling and 
planning? What is his/her role in 
handling service requests? In han­
dling tenant complaints about 
repairs or the quality of custodial 
activities?

Describe manager’s role, if any, in 
overseeing and approving the work 
of outside contractors (e.g., elevator 
maintenance, painting).
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3. Requisition, 
Purchase, and Inventory
Describe manager’s role in initiating 
or approving purchase orders or 
specifications for outside contrac­
tors. What is the extent of the 
manager’s authority in this area? If 
parts and supplies are stored on 
site, what is the manager’s respon­
sibility for monitoring 
disbursements?

4. Coordination with 
Central Maintenance
How are the maintenance and 
custodial supervisory duties divided 
between the site and central office 
maintenance personnel? How does 
the site manager relate to the direc­
tor of maintenance? How are 
disputes resolved?

Rental and Occupancy

1. Tenant Intake 
Function
Outline site management's role in 
accepting applications, interviewing 
prospective occupants (including 
any marketing responsibilities), 
determining eligibility, and other te­
nant screening; also describe its 
role in rent determination and in in­
come reexaminations. Does the 
manager have a voice in assignment 
policies for his project (e.g., assign­
ing smaller families to some units to 
hold down project density)?

2. Rent Collection and 
Delinquency Control
Describe the site office’s role in the 
billing and collecting of rent, follow­
up on delinquencies and collection 
of other charges. Are there any 
techniques which rely on the 
presence and judgment of the 
manager to help improve collections 
(e.g., personal contact, counseling, 
repayment agreements)?

3. Apartment 
Preparation and Related 
Occupancy Functions
Determine the manager’s role in 
keeping abreast of vacancies, in­
itiating apartment preparation, lease 
preparation and scheduling of move­
ins, tenant orientation, and so forth.

4. Dealing with 
Nonpayments and Other 
Lease Violations
Identify the manager’s role in deal­
ing with delinquent tenants. What 
responsibility, if any, does the 
manager have for initiating or sup­
porting legal or other action? Does 
the authority provide any training to 
managers for dealing with problem 
tenants, short of legal action?

5. Energy Conservation
Describe the manager’s role, if any, 
in monitoring energy usage and 
educating tenants in energy conser­
vation. What approaches have been 
tried? How successful have they 
been?

6. Coordination with 
Rental & Occupancy
For those cases where some oc­
cupancy functions are performed at 
the site, describe the division of 
responsibility between the site and 
the central office. How does the 
project manager relate to the rental 
and occupancy director? Do routine 
review procedures exist? What are 
they? How are differences resolved?
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Tenant Relations and 
Local Service Referral

1. Formal Tenant 
Organization or 
Representative Body
Describe the manager’s role in en­
couraging the formation and 
development of an organized tenant 
body. Alternatively, discuss how 
he/she relates to independently 
formed groups. What formal role is 
given to tenant organizations and 
what informal roles are they en­
couraged or permitted to assume 
(e.g., screening or orienting new 
tenants, hall captains for security, 
review of site budget)? What forms 
of material assistance, if any, does 
management offer (e.g., meeting or 
office space, funds)?

2. Facilitating Tenant- 
Management Relations 
and Responding to 
Complaints
Identify the mechanisms for giving 
tenants access to management per­
sonnel, particularly at the site, and 
any regular program of contact 
(meetings, newsletter, bulletin 
board, etc.). What specifically does 
the manager do in consulting with 
tenants and fielding complaints? 
Has the manager largely delegated 
these duties to a “tenant relations 
advisor," for example? Does central 
office staff deal with tenants before 
the tenant has consulted site staff 
or the site manager?

3. Social Welfare 
Agency Referrals
Review project management’s role in 
directing individual households to 
public agencies and sources of 
assistance appropriate for particular 
problems. How does this relate to 
its activities in dealing with problem 
families? (How do managers know 
what services are available?)

4. Community Relations
Examine project management’s 
role in cultivating or maintaining 
relations with the surrounding com­
munity, local elected officials, mer­
chants, police precinct, neighbor­
hood school, and others. How 
specifically does the manager try to 
secure cooperation and assistance 
for project residents? How suc­
cessful has project management 
been in making the project part of 
the larger community?

Public Safety and 
Resident Services

1. Security and Fire 
Prevention
Describe the manager’s role, if any, 
in directing or overseeing site 
security operations. Is there any 
coordination between the security 
function and management efforts to 
deal with problem families? Do 
security personnel, if any, perform 
any monitoring functions in terms of 
vacant apartments or site 
conditions?

Describe the manager’s role in 
guarding against fire hazards, 
especially in the collection and han­
dling of trash. Is the manager 
responsible for requesting inspec­
tions by the fire department and/or 
correcting violations detected by 
inspections?

2. Resident Services
Identify the degree of responsibility 
the project manager has for the 
development or operation of on-site 
social service programs. Is there any 
coordination between social service 
efforts and the handling of house­
holds presenting clear management 
problems such as rent delinquency, 
property abuse, or other antisocial 
behavior?

Are recreation programs seen as a 
means of dealing with problems of 
vandalism and loitering? What 
recreation programs are available 
through project management (e.g., 
sponsorship of a little league 
baseball team)? Has the manager 
been able to arrange special 
facilities and activities at nearby 
parks or schools?

3. Coordination with the 
Central Office
What is the mechanism for coor­
dinating site-initiated and centrally 
initiated security and resident ser­
vice activities? How does the site 
manager relate to the directors of 
security and/or social services?
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Maintaining Books 
of Accounts and 
Records

1. Standardized 
Accounts
Books and accounting procedures 
should be reviewed to determine 
whether or not they are in accor­
dance with the HUD Low-Rent Hous­
ing Accounting Handbook and other 
generally acceptable accounting 
procedures.

2. Project-Based 
Accounts
Are income and expense statements 
generated for each site or cluster of 
sites (i.e., is the system “project­
based")? What provisions are made 
to ensure that the appropriate site 
and account is charged for a given 
disbursement? How are charges for 
materials, contract labor and central 
labor allocated to individual sites? 
How are these accounts used?

3. Other, Extraordinary 
Accounts
Does the PHA maintain any other 
accounts beyond those prescribed 
in the HUD handbook? For what pur­
poses are such accounts maintain­
ed? What are the costs of maintain­
ing these accounts and how often 
are these costs reviewed?

4. Extraordinary Data- 
Handling Methods
Does the PHA employ extraordinary 
methods to assemble, record, 
tabulate or disseminate the financial 
data required for PHA operations? 
Do outside contractors have an 
unusual role in accounting? Are any 
accounting functions performed out­
side of the PHA's central offices? 
Has the authority investigated the 
cost-effectiveness of a computer 
time-sharing arrangement?
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Providing Financial 
Control

Authorizing Proposed 
Expenditures

1. Mechanism and 
Location
How are proposed expenditures 
examined to ensure that they fall 
within the PHA’s statutory charter? 
Within the PHA’s policies as estab­
lished in its budget and other plans? 
Who in the organization is involved 
in the review process? How do the 
review procedures vary by amount or 
type of expenditure?

2. Unanticipated 
Expenditures
What exceptions, if any, to standard 
procedures are allowed in the case 
of emergencies or other unantici­
pated but urgent expenditures?
What are the definitions of accept­
able exceptions? What procedures 
are used to review and approve the 
exception?

Reviewing Cost 
Projections

1. Mechanism and 
Location
Does anyone review the cost projec­
tions of the operating departments? 
At what step is this done in the 
budget and expenditure process? 
Who undertakes this review? How 
frequently? What kinds of data are 
used in the analysis (e.g., trend 
analysis, data from other 
authorities)?

2. Analysis of 
Alternatives
Does the process of commenting on 
projected expenditures encourage 
the assessment of alternative ap­
proaches and consideration of their 
benefits and costs? Whose job is it 
to see that alternatives are 
considered?

Control of Procurement 
and Disbursements

1. Procurement 
Oversight
Review the methods employed to 
control abuse and minimize conflict 
of interest in procurement of vendor 
goods and services.

413-258 0 - 1983 - 3
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2. Authorizing Vendor 
Payments
Describe how payment is authorized 
for goods and services purchased 
from outside by the authority. What 
evidence is required of the receipt of 
materials or services and from 
whom? Is more than one person or 
division required to authorize pay­
ment and make a check negotiable 
(e.g., management plus finance 
department)? What kind of docu­
mentation and support is required 
before a check is drawn?

3. Payroll System
Describe the system for authorizing 
payment of wages. What system is 
used to verify time for individual 
employees? Is payroll processed by 
the authority or by a bank or service 
bureau?

Monitoring Income and 
Expenditures

1. Monitoring and 
Budget Control
Outline any mechanism for review­
ing income and expenditures and 
comparing them to amounts orig­
inally budgeted. How often is such a 
review undertaken? What actions 
are taken when sites or divisions 
exceed established budget 
allocations?

2. Dissemination of 
Expense Information
Review how expense information is 
communicated to project manage­
ment and to general administration. 
Are budget deviations highlighted in 
some way? What use is made of the 
information?

Auditing Procedures

1. Internal
To what extent is an internal audit 
of accounts undertaken by the PHA? 
Who performs the internal audit? 
How often is it undertaken?

2. Independent
Is an annual review undertaken by 
an independent external auditor? 
How is that auditor chosen? To what 
extent does the PHA respond to its 
findings?
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Managing Cash Maintaining a “Cash 
Flow and Budset”
Maximizing Income 7. Mechanism and

Location
Describe the PHA’s method of pro­
jecting cash inflow and outflow in a 
“cash budget.” Who is responsible 
for this task? With whom and how 
often are the technical decisions 
involved in preparing the data 
reviewed?

2. Adjusting for 
Uncertainties
How often is the "cash budget” 
revised? For how far into the future 
are projections made? How certain 
are the various data inputs? How is 
uncertainty (e.g., no guarantee of 
when cash income will actually 
arrive) handled?

3. Uses
In what form are the estimates of 
magnitudes of cash surplus or 
deficit provided? Who interprets the 
outcomes? How good have these 
estimates proven to be? What con­
fidence does top management have 
in the estimates, e.g., are they used 
in making decisions about the short­
term investment of revenues?

Making Cash 
Management Decisions

1. Mechanism and 
Location
Is there a regular procedure for mak­
ing management decisions based on 
the “cash budget”? How frequently 
is the situation reviewed (e.g., when 
specific levels of surplus or deficit 
are anticipated)? Who is involved in 
the management decisions?

2. Relation to Cash 
Flow Cycles
How long are the various cash flow 
cycles of the PHA? What are their 
sources (e.g., rent collection, HUD 
payment cycles)? How is cash 
management planning geared to 
cash flow cycles?

3. Balancing 
Receivables and 
Payables
What types of policies have been 
established to balance cash inflow 
and outflow? How flexible are these 
policies in meeting shifts in the 
cash budget outlook over time?
Have the benefit/cost relationships 
of alternative policies been 
analyzed?

Mechanisms for 
Maximizing Income

1. Obtaining Subsidies
How does the PHA see to it that 
maximum advantage is taken of sub­
sidy entitlement provisions? Who is 
responsible for preparing the PFS 
application and related documents, 
and for following up to ensure 
receipt of all entitlements?
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2. Reducing Rent 
Delinquencies
What are the mechanisms for 
preparing rent delinquency informa­
tion and for relating “cash budget" 
projections to rent collection policy? 
Describe the timing and contents of 
any regularly supplied reports (for 
example, a listing of accounts 
receivable for 30, 60, and 90 days, by 
site). What is the pattern of report 
dissemination and use?

3. Cash Investment 
Policy
Review the PHA’s methods for in­
vesting temporary surpluses and 
cash reserves. How is the use of 
various methods coordinated with 
cash flow needs?

Mechanisms for Deficit 
Conditions

1. Controlling 
Expenditures
Determine the extent to which the 
“cash budget" is used as a 
mechanism for controlling expen­
ditures. Are further budget restric­
tions made during the year on the 
basis of cash flow information? 
What are the processes for making 
these decisions?

2. Timing Vendor 
Payments
What analyses are undertaken of the 
costs of delaying vendor payments? 
Do the costs of delay take into ac­
count loss of good will of suppliers?

3. Handling Deficits
How does the PHA handle cash flow 
problems when they arise? To what 
extent does it borrow against future 
income? To what extent are prob­
lems carried over from one account­
ing period to the next?
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Linkages General Administration 
and Project 
Management

1. Relationship
How separate or close is the 
Finance & Accounting function to 
General Administration and Project 
Management? Do the individuals 
who perform finance and accounting 
activities participate in management 
decisions or do they simply provide 
information to the decision-making 
process?

2. Responsiveness
Is the Finance & Accounting func­
tion responsive to the needs of 
General Administration and Project 
Management for financial data? Is 
the system set up to provide quick 
answers to specific questions? One 
test of past responsiveness is the 
number of such requests currently 
being received.

3. Rote
Is the Finance & Accounting func­
tion an arm of the executive direc­
tor's office in such respects as 
monitoring other parts of the PHA? 
Generally, or only for one or two 
problem areas? Is the Finance & Ac­
counting function perceived as nar­
rowly quantitative or broadly 
analytic? (The capabilities of staff 
may define the orientation.)

Management 
Information System

1. Relationship
What are the respective roles of 
Finance & Accounting and the 
Management Information System in 
generating data such as trends in 
accounts receivable over time? Are 
Finance & Accounting data compati­
ble with Management Information 
needs?

2. Responsiveness
How does the Finance & Accounting 
function take information needs of 
other PHA activities into account in 
organizing its own activities, and 
what role does the Management In­
formation System play?
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Purchasing & Inventory

1. Relationship
How do Finance & Accounting deci­
sions affect the Purchasing & Inven­
tory function? (Timely payments 
help secure efficiency in other 
authority operations including 
maintenance. The alternative may be 
a supplier's refusal to deliver except 
COD. Relationships with contractors 
and utility companies may be 
similarly affected.)

Rental & Occupancy

1. Coordination
What are the procedures for 
transferring information between the 
Finance & Accounting and Rental & 
Occupancy functions? For example, 
how is information on move-ins and 
move-outs coordinated for billing 
purposes? Is there a method for 
identifying previously delinquent 
tenants who attempt to reapply for 
public housing?

2. Relationship
To what extent are the Finance & 
Accounting and Rental & Occupancy 
functions peformed in the same ad­
ministrative unit? Or does Finance & 
Accounting provide an internal con­
trol over the Rental & Occupancy 
function (for example, checking as 
to whether or not all occupied apart­
ments are on the rolls and being 
billed)?
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Setting Information 
Objectives

1. Principles and 
Policies
Determine the relative emphasis 
within the system on the following 
possible objectives:
1. to meet internal need and/or ex­

ternal demand (HUD) for routine 
information on operations in the 
most efficient way;

2. to provide periodic feedback on 
progress toward established 
goals, facilitating self-monitoring 
and overall review;

3. to provide evaluative and 
diagnostic information by com­
bining and analyzing data in such 
a way as to provide fresh insight 
into the nature and causes of 
operating difficulties; and

4. to help guide future planning 
through analysis of past opera­
tions and projections of current 
trends.

3. Updating the System
Is the system static or evolving? 
Review the requests for changes 
made over the last six months. How 
are various levels of decisions about 
changes to the system made? Who 
is involved in each decision level? 
How often are changes made?

4. Monitoring Usage
Who is responsible for monitoring 
information usage? How often is 
usage reviewed? Are users involved 
in the monitoring process? In what 
form and to whom are the results of 
monitoring reported? What safe­
guards are provided against over­
dependency on the system’s data by 
PHA staff who lack detailed knowl­
edge of operational areas?

2. Gauging User Needs
What is the general quality of in­
teraction between the users and pro­
ducers of Management Information? 
Does management regularly seek to 
define an optimum flow of informa­
tion in the Management Information 
System or does it primarily rely on 
the sporadic requests of users to 
determine changes in the content 
and frequency of output? Is there a 
continuous flow of communications 
in both directions between system 
operators and users?
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Establishing the 
System’s Structure

Essential 
Characteristics

1. Basic Methodology 
and Internal 
Organization
Describe the general methods 
employed to accumulate and pro­
cess information for PHA opera­
tions. Do other divisions share a 
common processing system with the 
Management Information System or 
does the system take raw data from 
each area of PHA operations and 
reprocess this information for its 
own purposes? Is the system fully 
automated? Are the products 
available as computer printouts, 
manually assembled reports, 
through an online data access 
system, or some combination?

2. Establishing 
Guidelines
Describe how decisions are made 
regarding the degree of data manip­
ulation, the level of aggregation, the 
extent of cross-tabulation, and the 
use of estimation techniques.

Data Rules

1. Schedules for Entry 
or Submission of Data
Describe the mechanisms for ensur­
ing that raw data will be supplied by 
sites and operating divisions on a 
timely basis, and that information 
will be updated regularly. Does the 
Management Information System 
provide forms or guides to facilitate 
these tasks? Has the reporting 
burden been minimized by drawing 
as much data as possible from 
forms completed for other reasons?

2. Standardizing the 
Form of Data Reports or 
Entries
Describe those arrangements allow­
ing for the efficient entry of data in­
to mechanical or manual systems 
for processing and analysis. If elec­
tronic data processing is used, are 
raw data put into processable form 
by management systems staff, or 
submitted by operating divisions in 
preestablished format, or entered by 
them directly according to estab­
lished rules?

3. Defining Consistent 
Categories and 
Establishing Rules for 
Allocation
Identify how consistency and unifor­
mity is achieved in the treatment of 
data by different suppliers. How are 
rules developed and explained and 
what procedures are used to ensure, 
for example, that “extraordinary 
maintenance" is defined similarly at 
each site? Describe how nonroutine 
and overhead costs, for example, 
are allocated to different accounts 
or prorated by site.
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Processing 
Mechanisms

1. Ensuring Data 
Accuracy and 
Completeness
Describe mechanisms for cleansing 
or “scrubbing" data. How are miss­
ing data items handled? Is there any 
spot-checking? Are any internal 
tests for accuracy and consistency 
applied? For example, are summary 
results and interpretations checked 
with data sources to be sure they 
look right to those most directly 
involved?

2. Programming
Has the authority developed its own 
computer programs, adapted others 
or purchased packaged programs? 
Are programmers kept fully oc­
cupied? If no computer facility is 
used, describe the types of pro­
cedures used to process the data.

3. Processing
Describe the hardware utilized by 
the authority and indicate its capaci­
ty. What portion is owned or leased 
and to what extent are the facilities 
of outside contractors or service 
bureau operations utilized? How 
flexible is the system (i.e., can 
special tabulations of data in the 
system be easily generated)? Do 
users know the extent of its 
capability?

4. Output Formats
Identify the various methods of 
presentation employed by the 
Management Information System. Is 
one method preferred by the users, 
or are the data provided in various 
forms (e.g., graphic vs. tabular 
form)? What role do users play in 
determining the form in which the 
information is displayed? What is 
the capacity of the system for 
special tabulations and analysis?

5. Staying Current With 
Data Processing 
Technology
Identify how management informa­
tion system personnel keep in­
formed about new data processing 
techniques. How often are im­
provements in hardware or data pro­
cessing technology seriously con­
sidered for incorporation into the 
system? How often are such 
changes actually made?
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Producing 
Management 
Information

Scope and Coverage

1. Data and Products
Describe the kinds of data handled 
by the system, the various dimen­
sions of the data, and the levels of 
specificity and aggregation. Distinc­
tions should be made between infor­
mation assembled for the purpose 
of management analysis and data 
routinely accumulated to meet the 
daily operating needs of individual 
divisions or projects. The scope of a 
Management Information System is 
likely to include items in one or 
more of the following four major 
categories:

1. Rental and Occupancy 
Information
a. Vacancy Analysis (e.g., listings 

and summary of vacancy patterns 
by site, unit size and date of 
vacancy; reasons for vacancies; 
duration of vacancies; proportion 
of vacancies in current year filled 
by moves within the authority and 
from outside).

b. Waiting List Analysis (e.g., 
waiting list in order of receipt, 
project preference, rent-paying 
class, summarized by household 
composition).

c. Rent Delinquency Analysis (e.g., 
distribution of rents by length of 
delinquency).

d. Rent Roll Analysis (e.g., distribu­
tion of rents by size of unit and 
project).

e. Occupancy Analysis (e.g., length 
of tenure, turnover rate, house­
hold composition of turnover).

f. Households in Occupancy That 
Are Underhoused/Overhoused Ac­
cording to Current Family Com­
position (e.g., size of current unit 
and of unit required, by site).

g. Annual Household Reviews (e.g., 
running accounts of number 
scheduled and performed).

h. Demographic Information (e.g., 
household composition, age of 
head, race, source of income).

2. Operating and Financial 
Information
a. Cash Flow Analysis (e.g., cash on 

hand, receivables, accounts 
payable, projected over time 
under different assumptions).

b. Income and Expenditure Analysis 
(e.g., trends by functional area; 
relationship to budget).

c. Project-based Accounts (e.g., in­
come and expenditure analysis by 
project).

3. Maintenance Information
a. Maintenance Activity Analysis 

(e.g., number of work orders by 
type of work, location of project, 
expenditures, time taken to com­
plete work).
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b. Maintenance Backlog Analysis 
(e.g., number of backlogged work 
orders by type of work, project, 
time backlogged).

c. Maintenance Productivity 
Analysis (e.g., number of work 
orders completed in given inter­
val, by work order, by worker, 
crew, site).

4. Other Information
a. Purchasing and Inventory 

Analysis (e.g., record of 
disbursements by item and site, 
inventory of items in stock by 
category, inventory balance over 
time).

b. Personnel Analysis (e.g., number 
of personnel, personnel 
characteristics and payroll by job 
classification, over time, leave 
time taken and accumulated, 
tardiness).

c. Energy Utilization Analysis 
(e.g..monthly consumption by 
building and by site).

Use of Information 
Products

1. Access
Describe the various means of ac­
cess to system output (e.g., are data 
accessed through a computer termi­
nal capability vs. through printed 
reports?).

2. Frequency and Type 
of Reports
To what extent are reports issued 
monthly, weekly, or on request? Do 
reports highlight abnormalities or 
problems? Does a process exist to 
review reports regularly with users?

3. Distribution of 
Reports
What is the distribution list for each 
of the system's routine products and 
how is it determined? How often are 
they reviewed to establish need 
based on usage?

4. Informing and 
Training Users
Describe the process whereby users 
are instructed in the meaning and 
possible application of the system’s 
output. Are there formal training pro­
grams which explain the system’s 
capabilities to users? How do new 
users learn what is available?



Chapter

Maintenance & 
Custodial



38 The Insider’s Guide
To Managing Public Housing

Establishing the 
Workload

Routine and Emergency 
Repairs

1. Work Item Intake 
Mechanisms
Identify the different parties who 
customarily initiate routine and 
emergency work items (e.g., tenants, 
project managers, maintenance 
staff, inspectors). What proportion 
of routine work items is initiated by 
each? Of emergency items? How 
does this compare with the way the 
system is supposed to work?

What are the mechanisms available 
to each type of individual for initiat­
ing a work item (e.g., phone, in per­
son, completing and depositing a 
form)? What special mechanisms 
are there for residents and others to 
notify staff of emergencies (e.g., 
posted phone number, 911 System, 
central phone bank, recording unit, 
answering service)? Identify the 
location of each intake mechanism 
(e.g., site, central or mixed; single or 
multiple).

2. Personnel Involved
Identify the person(s) who handles 
each type of intake (e.g., site man­
ager, maintenance/work order 
clerk(s), maintenance supervisor, 
general clerical staff, other). Identify 
individual(s) with immediate over­
sight responsibility for intake 
function.

3. Information Gathered
What facts are recorded regarding 
the item of work and the request 
(e.g., date, time of day, location, 
nature of problem/repair, caller’s 
name, telephone number, convenient 
time to gain access, other)?

4. Form(s) the Flecord 
Takes
Describe the manner in which the 
information is recorded (e.g., work 
order slip in single or multiple 
copies; entry into computer; entry 
into manual logbook or running 
record).

5. Policies Governing 
Intake Procedures
Is there a preferred mechanism for 
bringing needed work to the authori­
ty’s attention? How are residents 
and staff encouraged to use one 
mechanism over another (e.g., are 
they referred back to preferred pro­
cedure by other staff or administra­
tors)? Is one procedure made more 
timely or effective to encourage its 
use? Is the same procedure fol­
lowed, regardless of who receives 
the request or notification?
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Systematic (Preventive) 
Maintenance, Special 
Maintenance Tasks, 
Grounds Maintenance

1. Mechanism
Are target workloads (e.g., mainte­
nance level, frequency) established 
for preventive maintenance, special 
technology operations or grounds 
maintenance? What is the mecha­
nism for establishing targets? Does 
the mechanism take into account 
the repair and performance experi­
ence of individual building elements 
(e.g., boiler, elevators, exterior 
paint)?

2. Basis
What data are used in the process 
of establishing target workloads? 
How are the data analyzed? Are 
data or recommendations obtained 
from other sources (e.g., industry 
recommendations, the experience of 
other authorities)? Are any items 
automatically scheduled to be 
replaced or serviced based on 
estimated life rather than waiting 
for actual breakdown?

3. Personnel Involved
Identify the individual(s) concerned 
with establishing target workloads 
for systematic maintenance. Who 
has oversight responsibility for this 
activity?

4. Policies Governing 
Procedures
What are the authority’s policies 
with regard to systematic 
maintenance? Is establishing the 
workload given high priority? Is the 
policy to establish uniformity in sys­
tematic maintenance workloads or 
to allow variation by project?

Custodial Operations

1. Mechanism
For what custodial responsibilities 
are target workloads (e.g., person- 
hours, frequency) established? At 
what geographic level (e.g., project, 
zone, authority-wide) are they 
established? How often are they 
reexamined for each activity (e.g., 
cleaning public outside spaces as 
compared with waste collection)?

2. Basis
What kind of information (e.g., visual 
inspections, complaints, rules-of- 
thumb) is used in setting target 
workloads? Who (e.g., project 
manager, supervisor, central office 
staff) collects it? Who uses the in­
formation and how is it used?

3. Personnel Involved
Identify the individual(s) responsible 
for setting custodial work targets. 
Who has oversight responsibility for 
the activity?

4. Policies Governing 
Procedures
What are the policies regarding 
custodial workloads? Are they 
authority-wide? How are they af­
fected by practices of local govern­
ment (e.g., municipal waste removal 
schedules, health and sanitation 
codes)?

Linkages

1. Maintenance with 
Custodial
Are workloads for maintenance and 
custodial functions linked in any 
way?

2. With General 
Management
How does the setting of target 
workloads for maintenance and 
custodial functions relate to 
authority-wide resource allocation 
processes? To what extent are 
workload targets used as inputs to 
the budget process, and to what 
extent are they results of budget 
constraints?
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Allocating Staff 
and Material 
Resources: 
Assigning Tasks

Maintenance

1. Policies Governing 
Procedures
Describe the criteria used in 
scheduling work. How are emergen­
cy jobs defined? How is the 
resource allocation made between 
routine and systematic mainte­
nance? What policies determine 
which routine maintenance work 
orders get priority? How is syste­
matic maintenance worked into the 
regular maintenance system and 
how are its priorities established? 
Are systematic maintenance 
schedules adhered to or easily 
deferred? Are the policies for pri­
orities written down, and do those 
responsible for scheduling have 
them and follow them?

2. Assigning Tasks to 
Outside Contractors
For what kinds of maintenance 
responsibilities (e.g., special 
technology operations, preventive 
maintenance, routine work order 
overloads) are outside contractors 
used? What criteria are used to 
allocate work to outside contractors 
rather than to staff the job? How is 

the work schedule of outside con­
tractors coordinated with that of 
regular maintenance staff, when 
necessary or desirable? To what ex­
tent is it a way to reduce mainte­
nance costs through lower labor 
charges or greater efficiency? Do 
outside contractors substitute for 
inadequate municipal services?

3. System for Assigning 
Orders to Maintenance 
Personnel and 
Distribution of Work 
Order Forms
Examine how orders are assigned, 
particularly any system for batching 
orders by location or nature of job. 
Are assignments made centrally or 
locally? How are required trades 
and/or skill levels determined? How 
are orders requiring several different 
specialties or more than one worker 
handled? Examine how assignments 
are kept track of, how they are 
logged or recorded. Who gets and 
retains the various written forms 
and how are they completed and 
circulated?



4. Schedules of 
Individual Workers
Determine how the day's schedule is 
set for individual workers. Do 
workers schedule their own day 
based on their batch of work 
orders? Does a supervisor schedule 
their time? What, if any, yardsticks 
of time to complete a job are used?

5. Requisitioning 
Supplies and Equipment
Describe the steps required to 
secure different categories of 
material resources (e.g., requisition, 
purchase by charging or using petty 
cash, borrowing or barter with other 
sites). To what extent are the totals 
expended being tracked? What are 
the procedures for controlling inven­
tory regularly stored at site or 
materials awaiting use?

6. After-Hours 
Emergency Work
How are responses (assignments to 
staff, etc.) scheduled for after-hours 
emergency work? How are adjust­
ments to regular work schedules 
made for personnel involved In 
emergency jobs?
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7. Backlogged Work 
Orders
How are backlogged work orders 
handled (e.g., staff temporarily 
shifted to a needy project)? Is there 
a system for tracking them and get­
ting them on the schedule?.

8. Personnel Involved
Identify person(s) with responsibility 
for assignment (e.g., manager, main­
tenance supervisor, work order clerk, 
individual maintenance workers, 
others). Identify individual(s) with im­
mediate oversight responsibility for 
assignment functions.

Custodial

1. System of 
Deployment
Outline the system of assignment of 
custodial staff. Are they assigned by 
building (highrise), lane or block 
(lowrise), by zone, or do they "float"? 
What are the total numbers involved 
per site and are there good reasons 
for variations in staffing ratios?
What portion of custodial functions 
is performed by central personnel?

2. Scheduling
Describe the basic schedule for 
custodial tasks. How are staff loads 
distributed? How are weekends han­
dled? Is there any special schedul­
ing for peak periods, holidays? How 
are special problems dealt with — 
emergencies, snow removal, apart­
ment preparation, etc.?

*13-258 0 - 1983 - 4
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3. Division of 
Responsibility with 
Residents
What custodial functions are ex­
pected to be performed by residents, 
if any (e.g., sweeping or mopping of 
halls and stairwells, painting of 
apartments, cleaning of yards and 
walkways outside units, gardening)? 
What are resident responsibilities 
regarding disposal of household gar­
bage? How are residents informed 
and reminded of their responsibili­
ties? Is involvement of tenants cost- 
effective when follow-up time is con­
sidered? What is the process for 
getting residents to agree to addi­
tional tasks? Are there other tasks 
that residents might do?

4. Custodial Staff 
Organization
Who is in charge (head custodian, 
maintenance supervisor, manager)? 
Are all other staff equal in authority 
or is there a hierarchy?

5. Equipment and 
Supplies
How are the required materials 
ordered and stored? Who deter­
mines when they are low enough to 
be replenished? How are stocks 
controlled and issued to personnel?

Linkages

1. Allocating Resources 
Between Maintenance 
and Custodial Tasks
If staff resources for maintenance 
and custodial activities are fungible, 
how are the resources allocated be­
tween them? Do any staff regularly 
perform both functions? Who 
decides on how their time is 
divided?

2. Vacant Apartment 
Preparation
How are maintenance and custodial 
activities coordinated when an 
apartment turns over?

3. Gardening and 
Grounds Maintenance
Are landscape maintenance and 
grounds clean-up separated? If so, 
what are the problems in coordinat­
ing their schedules and how are 
they handled?

4. With Purchasing & 
Inventory
Does the Purchasing & Inventory 
function have any effect on the 
scheduling of work orders? How are 
requests for parts needed to treat 
emergencies given priority?
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Performing Tasks: 
Actually Getting 
the Maintenance 
and Custodial 
Work Done

Maintenance Performed 
by Regular Workforce

1. Personnel Involved
Identify how the decision is made 
whether to use site and/or central 
personnel. Outline the various 
grades, skill levels, and different 
specialities available and the rules 
for determining assignment. How 
are assignments affected by union 
rules? Identify persons responsible 
for emergency repairs, backup if 
any, rotation schedule where duties 
are shared. Are skill levels commen­
surate with demands?

2. Arranging for Access
How is access for work inside apart­
ments arranged, and what callback 
procedures or notification are used 
where access is not secured?

3. Securing Necessary 
Tools, Materials and/or 
Assistance
Review how workers decide what to 
bring with them and what provisions 
are made for securing necessary 
tools or materials and additional 
hands, muscle power, or technical 
expertise, as needed.

4. Transportation to 
Sites
Determine how workers and 
materials reach the site, if coming 
from off-site. Are visits to 
sites/zones regularly scheduled, 
made as needed, or both?

5. Problem Projects
Do procedures differ for handling 
work orders at problem projects?

6. Modification of Work 
Orders at the Site
Determine how adjustments are 
made in work orders when, after 
inspection, the worker finds that 
repairs needed differ from those 
described in the work order.
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7. Handling of 
Problematic or Difficult 
Repairs
What approach is taken to particu­
larly difficult repairs? Are certain 
workers or a supervisor called on to 
handle special cases?

8. Closed Out/Recording 
of Work Item
Review the process whereby a work 
order is recorded as being com­
pleted, the disposition of signed 
copies, and any entry into a continu­
ing log. Are date and time indi­
cated? By worker? By clerk or other 
person receiving work order? Are 
items recorded so they can 
periodically be summarized by 
nature, location and time required to 
complete?

9. Confirmation of 
Completion
Does someone besides the worker 
confirm completion of the work 
order? If a supervisor or project 
manager, determine the basis on 
which work is certified as done. Are 
all projects or an established frac­
tion checked? If tenant, determine 
the method by which tenant certifies 
work done to his/her satisfaction 
(e.g., signature).

10. Supervisory 
Personnel
Identify person(s) with responsibility 
for overseeing work itself (e.g., main­
tenance supervisor, manager, other). 
Do supervisory staff participate in 
the work themselves?

Maintenance Performed 
by Outside Contractor

1. Routine: On Contract, 
on Retainer or on 
Informal Basis (for 
example, elevator 
service)
Review mechanism for choosing 
contractor, ordering work, monitor­
ing it. What kind of work is covered? 
Who has discretion and what pro­
cedures are followed? Is bidding re­
quired? Is negotiation allowed?

What is the overlap between work 
funded under modernization pro­
gram and systematic maintenance 
by contractors?

2. Extraordinary: 
Emergency, Unusual, In­
frequent or Highly Spe­
cialized Work Items (for 
example: major heating 
plant breakdown)
Determine how contractors are 
secured for work that is beyond 
capacity of regular staff to perform. 
What are the mechanisms for choos­
ing contractor, ordering work, 
monitoring it? What kind of work is 
covered? Who has discretion and 
what procedures are followed? Is 
bidding required?

3. Personnel Involved
What staff are involved with outside 
contractors on a day-to-day basis? 
What functions do the staff perform 
(e.g., coordination with staff 
maintenance workers, providing ac­
cess to buildings, oversight and 
sign-off)?
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Custodial Activities

1. Checklist of Types of 
Activities
Outline in detail those duties 
assigned to the custodial staff.

2. Personnel Involved
Evaluate the skill level of the staff in 
terms of experience, preparation and 
training. Are all generalists or do 
some specialize in types of task per­
formed? Are there job descriptions? 
Different levels or grades of service? 
To what extent do custodial staff 
double as maintenance, or vice 
versa?

3. Supervisory Personnel
Identify individual(s) with immediate 
oversight responsibility for actual 
performance of maintenance tasks 
(lead custodian, maintenance super­
visor, project manager).

Linkages

1. With Management 
Information System
Are completed work items directly 
entered into an information system 
that produces overall indicators of 
performance? If so, how is com­
pleteness and quality of input 
assured? If not, how does manage­
ment obtain comparable information 
on productivity?

2. With Finance & 
Accounting
Are there routine mechanisms for 
assessing residents with charges for 
repairs? On what basis is fault 
determined? How is amount assess­
ed and actually communicated to 
resident?

3. With Security
Is there any link to Security in terms 
of identifying repeated problems of 
vandalism?

4. With Personnel & 
Training
Analyze how the employment needs 
of the Maintenance and Custodial 
systems relate to hiring and training 
practices of the PHA. To what 

extent does Personnel & Training 
share in any training function and 
provide opportunities for attending 
off-site classes or workshops?

5. With General 
Administration
Explore relations with General Ad­
ministration and amount of 
authority/autonomy given to project 
manager and/or maintenance super­
visor. Also explore the interaction 
with General Administration regard­
ing bidding requirements, time re­
quired to solicit and let maintenance 
and custodial contracts.
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Supervising and 
Monitoring 
Performance

Maintenance Functions

1. System Overview
Determine how supervisory person­
nel keep track of the state of the 
system. What strategy do they apply 
when work piles up (e.g., not permit 
residents to transfer apartments un­
til backlog is gone)? How is an "ex­
cessive" buildup defined? Are 
measures of maintenance system 
productivity developed on a regular 
basis? If so, how are such measures 
used?

2. Quality Control
Do supervisory personnel make spot 
checks in person or by phone? Do 
they seek out residents for comment 
or complaint? How do they follow 
up on complaints of incomplete 
work or non-performance?

3. Evaluating Individual 
Workers
What mechanisms are available for 
gauging performance (e.g., time re­
quired for tasks against a standard, 
average number of work orders 
completed)?

4. Monitoring Outside 
Contractors
What is the method employed for 
monitoring outside contractors? Is 
someone involved besides the in­
dividual responsible for selecting 
the contractor? What performance 
measures are used and how are they 
employed?

Custodial Functions

1. Ensuring Completion 
and Quality of Work
Outline the system used for monitor­
ing custodial activities (e.g., daily 
punch list, staff sign-off, spot check, 
daily tour of sites). Pay special at­
tention to inspection of interior and 
exterior stairwells, basements, 
elevator cabs, grounds. What is the 
system for following up on 
complaints?

2. Evaluating Individual 
Workers
What mechanisms are available for 
gauging performance (e.g., time re­
quired for tasks against a standard 
amount of area to be covered in a 
given period)?

3. Resident 
Responsibilities
How are resident responsibilities for 
custodial functions enforced? What 
standards are used? Are tenant 
organizations involved in setting 
standards? What mechanism(s) ex­
ists to handle complaints by 
neighbors?
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Linkages With General 
Administration and 
Finance & Accounting
Explore influence of General Ad­
ministration and Finance & Account­
ing in terms of control or work-rule 
abuses and disciplinary actions, par­
ticularly the general state of PHA- 
union relations and the personnel 
procedures adopted and agreed to 
over time.

With Project 
Management
Explore role of Project Management 
in supervision of staff and outside 
contractors.

With Purchasing & 
Inventory
How are breakdowns in Purchasing 
& Inventory taken into account in 
evaluating performance? How are 
problems corrected?

With the Management 
Information System
Determine the role of the Manage­
ment Information System in monitor­
ing maintenance performance and 
employee evaluation.
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Establishing and 
Acting on 
Purchasing Needs

Basic Rules and 
Procedures

1. Assembling and 
Responding to 
Requisitions
Determine how items required by 
other functional areas are reported 
to purchasing (phone, written re­
quisition, other). How does this 
occur (as needed, periodic solicita­
tion)? Are different types of re­
quirements handled differently? Is 
any separate authorization or ap­
proval of items required? How is it 
secured and in what stage of the 
process, and how long does it take? 
Is any confirmation of the order pro­
vided to the originator?

2. Restocking Inventory
How are purchases to restock inven­
tory triggered? For what proportion 
of stock items have economic order 
quantities been established? For 
what proportion of stock items are 
regular purchases of inventory made 
and for what proportion is restock­
ing an outcome of inventory 
accounting? Who authorizes inven­
tory restocking? How are restocking 
decisions related to the budget?

3. Direct Purchase By 
Users
Determine the extent to which pur­
chasing by staff of other functional 
units is permitted. Who has discre­
tion to purchase directly, under what 
circumstances, and to what dollar 
limit? Do individual sites and/or PHA 
departments have “petty cash 
funds” or an equivalent? Can 
employees get compensated for ex­
penditure of their own funds?

4. Emergency Purchases
Are there special procedures avail­
able for purchase to meet emergen­
cies? Do these differ between nor­
mal working hours and after hours? 
What limits are placed on 
discretion?
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Vendor Selection

1. Rules Governing 
Selection of Vendors
Outline the rules governing com­
petitive bidding and impartial vendor 
selection under which the PHA 
operates. Include those procedures 
which are required by state or local 
law and any that may have been 
adopted by the PHA. What con­
siderations besides price govern 
selection, and how do these vary by 
type of item? Does the PHA have 
any standing purchasing arrange­
ments for certain classes of goods? 
Is comparative pricing done even in 
cases where strict competitive bid­
ding is not required?

2. Attracting and 
Selecting Vendors
Describe the process for preparing 
and soliciting competitive bids, 
preparing specifications, and com­
municating with suppliers generally. 
To what extent is bargaining and 
negotiation employed? What efforts 
are made to advertise and to reach 
out to potential suppliers of goods 
and services? Are policies regarding 
payment linked to maintaining the 
good will of competent suppliers?

Tracking and Accepting 
Deliveries

1. Tracking Deliverables
Describe any system utilized to 
track items on order and to follow 
up when overdue. How are staff 
complaints about slow delivery 
handled? How is the party which 
made a requisition notified when an 
item(s) is secured?

2. Checking 
Merchandise
How is merchandise checked for 
errors or defects?

3. Accepting Deliveries
What is the method for authorizing 
payment after merchandise has 
been found satisfactory?

Keeping Up to Date

1. Staying Current
Are there any mechanisms for iden­
tifying new, better, or cheaper pro­
ducts and services (e.g., trade jour­
nals, conferences, industry shows, 
visits by sales representatives)? Is 
this task shared with any other func­
tional area, e.g., the office handling 
modernization?
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Inventory Planning

1. Extent of Inventory
How many items are kept in stock? 
Is it possible to determine the dollar 
value of the inventory? Can the 
variation in the dollar value on a 
quarterly basis over the past years 
be determined? Does the authority 
have a way of calculating the inven­
tory storage and carrying costs? 
Does the authority know the average 
storage time for selected items?

2. Determining Items to 
be Stocked
Describe considerations governing 
what is stocked as opposed to items 
which are ordered only as needed. 
How is the amount of each item 
maintained determined? Are prior­
year utilization totals used as a 
guide for planning future expendi­
tures and/or establishing budgets?

Inventory Maintenance 
and Accounting

1. Location of Inventory 
Facilities
Review the system of storage areas 
and the deployment of staff, if any. 
Is all storage central or a combina­
tion of site and central? Where there 
is more than one location, how is 
allocation determined? What propor­
tion of stock is stored centrally? Are 
materials ordered for other func­
tions handled in the same manner 
as those for Maintenance & 
Custodial?

2. Cataloguing Stock
Review mechanisms for logging in 
deliveries and maintaining current 
accounts of materials on hand. Are 
unit prices available for stock 
items? Describe accessibility of in­
ventory accounts and unit prices to 
materials users.

3. Inventory Value
Review the methods used to value 
inventory. How often is physical in­
ventory valued compared to bal­
ances in the inventory account? 
How are variances handled?

4. Controlling Pilferage
What checks are employed to con­
trol for pilferage? What proportion 
of inventory is "controlled stock” 
versus “open stock”?

Filling Requests and 
Controlling Outflow

1. Response
Review the system used for record­
ing disbursement of items. What 
procedures and forms are used? Are 
disbursements charged by category 
or site?

2. Controlling Outflow
Is any attempt made to control 
disbursements exceeding a 
preestablished limit for a site or 
functional area? Are these subdivi­
sions given periodic notice of their 
expenditures to date?

Signalling Management 
Problems

1. Management 
Information
Identify any mechanism for alerting 
Project Management and/or General 
Administration to problems as 
reflected in excessive disburse­
ments of a particular type or to a 
specific site, or in excessive inven­
tory build-up.
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Linkages With Maintenance & 
Custodial

1. Materials Delivery
How are materials delivered to the 
Maintenance & Custodial system, 
the functional area most dependent 
on purchasing? What proportion of 
materials are delivered by the ven­
dor to Purchasing & Inventory and 
what proportion directly to the 
Maintenance & Custodial system? 
To what extent is the Maintenance & 
Custodial system responsible for 
getting materials to the point of use 
and to what extent is Purchasing & 
Inventory?

2. Resolving Materials 
Problems
To what extent are problems in the 
performance of the Maintenance & 
Custodial function “blamed” on Pur­
chasing & Inventory? To what extent 
must staff cannibalize vacant units 
or recycle used parts and equipment 
to meet needs? Is there a systema­
tic way of assessing the perfor­
mance of materials delivery pro­
cedures or are problems dealt with 
as they arise? What is the 
mechanism for dealing with prob­
lems; who is involved; and how well 
does it seem to work?

3. Inventory 
Accumulation Problems
If frustrated by the “official” delivery 
system, site managers or 
maintenance supervisors sometimes 
accumulate their own stockpile of 
supplies outside of the normal 
system. To what degree does this 
occur? What role does the Purchas­
ing & Inventory function play in con­
trolling such accumulation? How do 
problems of inventory accumulation 
surface and how are they resolved 
between the two functions?

4. Controlling Waste 
and Pilferage Once 
Items Reach the Sites
Review the operation of site 
maintenance shops in allocating 
supplies, materials, and appliances. 
To what extent are items accounted 
for? Are serial numbers on appli­
ances recorded?
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With Finance & 
Accounting

1. Organizational 
Relationships
Describe the organizational relation­
ships with Finance & Accounting. Is 
there a system of checks and 
balances built into the relationship?

2. Payment Procedures
Examine how authorization to pay is 
transmitted to Finance & Account­
ing. How are deposit or prepayment 
requirements handled? What at­
tempts are made to minimize delay 
and secure discounts? Is Finance & 
Accounting sensitive to the need to 
maintain good relations with 
vendors?

3. Internal Controls
Do the two functions effectively or 
explicitly perform internal control 
functions with respect to each 
other?

4. Problem Resolution
How are problems between Finance 
& Accounting and Purchasing & In­
ventory resolved? Who resolves 
them? What delays are involved? Do 
such problems affect relationships 
(prices) with vendors?

With the Management 
Information System

1. Utilization of the MIS
Describe the ways in which the 
Management Information System, if 
any, is utilized to enhance the inven­
tory function. Identify the specific 
data inputs from Purchasing & In­
ventory to the MIS. Is the MIS role 
primarily in reporting back and 
displaying current inventory data? 
Does it do any manipulation or 
analysis of the data to make them 
more useful for planning or monitor­
ing purposes?
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Establishing the 
Ground Rules

1. Locus of 
Responsibility
Identify who has responsibility for 
setting the authority’s admission 
and assignment policies. Are they 
clearly spelled out in written form 
and made available to staff and to 
tenants? Are policies periodically 
reviewed for effectiveness?

2. The Lease and Other 
Terms and Conditions 
of Occupancy
Outline the provisions of the authori­
ty’s lease. Note respects in which it 
differs from the HUD model lease. 
Does it conform with HUD require­
ments regarding grievance pro­
cedures and other due process con­
siderations? Has any effort been 
made to simplify language? What 
are the provisions for tenant com­
ment on changes?

Are there a specific written set of 
“house rules"? Are they incorporated 
in the lease directly or by reference? 
Are questions of pets, noise, anti­
social behavior, occupancy by non­
family members, installation of ma­
jor appliances, charges for damage 
to the premises, etc. addressed? Are 
rules regarding rent payments and 
other charges spelled out?

What are the provisions for payment 
of security deposits? How are 
deposits held and do they earn 
interest?



Chapter 7
Rental & Occupancy

59

3. Income Limits
Income eligibility is determined by the 
provisions of the Housing and Com­
munity Development Amendments of 
1981.

4. Rent and Other 
Charges
Basic rents are determined by provi­
sions of the Housing and Community 
Development Amendments of 1981.

Indicate whether or not utilities are 
included in the rent and, if so, what 
constitutes excess usage and the 
basis for an addicharge. If tenants are 
tional required to pay their own utili­
ties, what allowances are made in the 
lease? (Are there any residents with 
negative rents?) Determine schedules 
for any other charges, such as utility 
surcharges, damages to the unit or 
project (“sales and services") or penal­
ties for late payment of rent Describe 
the process by which changes or 
adjustments are made in utility and 
other schedules and any opportunities 
for review and comment by residents 
and others.

413-238 0 - 1983 - 5

5. Equal Opportunity 
and Affirmative Action
Identify the PHA’s procedures for 
assigning households to projects to 
promote desegregation or to main­
tain racial balance in the projects. 
Are special steps taken in the selec­
tion of new tenants to influence resi­
dent composition and to further the 
attainment of these objectives? Do 
any of these practices result from 
judicial actions against the 
authority?

6. Priorities Among 
Applicants
Outline any system of priorities for 
the allocation of units. Do any 
groups receive preference (home­
less, displaced, disabled, veterans, 
current residents requesting trans­
fers)? How are preferences recon­
ciled with the principle of first-come, 
first-served? Does the priority 
system allow for income averaging 
or for attracting households “least 
likely to reside”? For maintaining or 
restoring racial balance at individual 
sites?

7. Handling Grievances 
and Insuring Fair 
Practice
Describe mechanisms established 
for residents or rejected applicants 
to complain of or seek redress from 
PHA actions. Review the rules gover­
ning actions taken against residents 
by management. Are there higher 
levels of appeal? Does the PHA use 
outside mediation or arbitration? 
Are peers (other tenants) involved in 
hearings or complaint proceedings?

I
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Securing a Pool of 
Prospective Occupants

1. Marketing
Review the PHA’s approach to at­
tracting eligible households and in­
forming prospective applicants of 
the availability of units (e.g., sole 
reliance on word of mouth and 
maintenance of a waiting list; use of 
community contacts; encouraging 
referrals from other housing 
developments, public agencies or 
social service groups; posting ads or 
signs to attract walk-ins; printing 
promotional brochures; showing a 
model unit; advertising in 
newspapers and other media; 
general public relations).

Identify the rationale behind any 
program of outreach. Do market con­
ditions make it especially difficult to 
attract some types of tenants? Is 
outreach targeted at any particular 
group in the population or to any 
specific pattern of vacancies? Are 
there different strategies for dif­
ferent unit sizes and types of appli­
cants (e.g., elderly, “empty nesters,” 
singles)? Is marketing entirely a cen­
tral office function or do individual 
sites have authority to seek 
applicants?

2. Taking Applications
Review the application procedure for 
admission to public housing. What 
information is available to appli­
cants and at what locations (e.g., 
only at a central leasing office or 
also at local sites)? What data are 
collected from applicants (e.g., race, 
family size, age and sex of mem­
bers, income, source of income, 
prior housing experience, entitle­
ment to preference)? To what extent 
are a household’s specific needs 
considered at this point? What 
degree of verification is required at 
this stage? Are applicant’s en­
couraged or entitled to visit sites or 
see the interior of units?
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3. Notification of 
Applicants
To what extent do application pro­
cedures used at this stage allow a 
preliminary (or more detailed) deter­
mination of eligibility? How are ap­
plicants notified of their post­
application status, assuming no unit 
is immediately available?

4. Maintaining the 
Waiting List
Determine procedures for adding the 
names of applicants to a waiting 
list. Is one list maintained centrally? 
How are registrants sorted accord­
ing to preferences and priorities 
other than by date of application 
(e.g., by size of unit required, prefer­
red project, rent-paying ability)? How 
often is the list checked, purged, 
and updated? Are applicants re­
quired to keep their registration ac­
tive or does the burden rest with the 
authority?

5. Insuring an Orderly 
Flow in Processing an 
Applicant
Outline the overall phasing of the 
application process, moving an ap­
plicant through acceptance, eligibili­
ty determination, other screening, 
and waiting list entry. At what point 
are data computerized, if at all? If 
not computerized, how is the 
waiting list maintained?

Tenant Screening and 
Selection

1. Processing the Appli­
cation and Reviewing 
Eligibility
Review the steps for determining 
eligibility and the criteria applied. 
Examine how policies regarding 
definition of income for eligibility 
and how asset limitations are ap­
plied in practice.

2. Eligibility Verification
Describe efforts made to verify infor­
mation provided by applicants re­
garding eligibility. Outline the docu­
mentation required of applicants

(e.g., W-2 form, employer letter, 
social security or public assistance 
verification, marriage or birth 
records). Is third-party verification 
employed? What does it cost to 
make these checks? Do they seem 
to be worth it? What steps are taken 
to insure confidentiality? How dated 
can information become before it 
must be reverified (e.g., if there is a 
significant interval between initial 
verification at time of application 
and availability of a unit)?

3. Review for Suitability
Analyze steps taken, if any, to 
review applicants for acceptability 
according to social (noneconomic) 
criteria. What criteria are applied 
(e.g., employment stability; health 
and capacity to live independently; 
credit history; previous rent payment 
record; house keeping patterns; 
family stability; history of civil 
disturbance; substance abuse; van­
dalism or criminal activity)? Are 
reviews made for all tenants? If not, 
what is the basis for selecting those 
prospective tenants who are 
reviewed?

4. Suitability Verification
What techniques are used to obtain 
or verify information about appli­
cants (employer references; credit 
check; home visit; military records; 
medical records; policy check; inter­
view)? Are residents involved in the 
screening process at any stage, par­
ticularly in interviewing an appli­
cant? Which types of review are 
most effective? What steps are 
taken to ensure confidentiality?
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5. Establishing Initial 
Rent
Review the process by which rents 
are calculated and the application, 
in practice, of the various deduc­
tions allowed in determining rent 
payments.

6. Quality Control
What steps are taken to ensure the 
accuracy of the computations and 
the reliability of the information 
used in the screening and selection 
process (supervisors check percen­
tage of all cases; computer check of 
calculations, etc.)?

7. Notifying Applicants 
of Acceptability or 
Rejection
Describe procedures for notifying 
tenants of outcome of review. Does 
the PHA observe any time limit? Are 
rejection notices put in writing with 
reasons given?

Assignment of Tenants 
to Available Units

1. Resident Composition 
Policy
Describe extent to which assign­
ment is used to achieve pre- 
established goals in terms of racial 
and socioeconomic mix or to in­
fluence site densities in terms of 
household composition. To what ex­
tent is the rent level that can be 
paid taken into consideration in 
assigning a household? How are 
selective assignment procedures 
reconciled with the first-come, first- 
served rule?

2. Notification of Unit 
Availability
Examine the process by which those 
responsible for tenant assignment 
are notified of anticipated or actual 
vacancies. What procedure is used 
to minimize delays in the process of 
selecting residents and filling vacan­
cies (e.g., selection of several poten­
tial tenants)? Is vandalism of unoc­
cupied units a problem, and, if so, 
what measures are taken to prevent 
it?

3. Determination of 
Proper Unit Size
How do the authority’s apartment 
size standards for households of dif­
ferent sizes compare with those 
recommended by HUD? In general, 
how are factors of age, sex, physical 
disability, and family relationship 
weighed in determining proper size 
of unit for a given family? Do the 
standards factor in expectations of 
future growth or decline in a family’s 
size?

Is there flexibility to deal with hard- 
to-rent sites, apartments with excep­
tionally small room sizes, projects 
seriously deficient in open and play 
space, etc.? Does the project 
manager have a voice in making 
these assignment decisions? What 
legal or blood relationships are con­
sidered to define a family (e.g., are 
marriages based on common law 
acceptable)?
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4. Matching Appropriate 
Household to Unit
Describe how Rental & Occupancy 
responds to the notification of a 
vacancy in a unit of given size. Does 
it provide Project Management with 
files on appropriate applicants from 
the top of the waiting list and allow 
management to choose, does it 
make the decision itself, or is Proj­
ect Management entirely responsi­
ble for matching? To what extent 
are tenant preferences honored in 
the assignment process?

What provision is made for the 
possibility that the household initial­
ly offered a unit will decline? Is 
there a limit on the number of 
refusals of available units before the 
household loses its position on the 
waiting list? Are there legitimate 
reasons for rejection, reasons which 
do not count against a household 
(e.g., a location inaccessible to 
place of employment)?

5. Transfers
Review the policies applying to 
tenant-requested transfers and 
authority-initiated transfers. What 
priority are such transfers given, if 
any? Are transfers deferred during 
periods of high turnover when there 
is a heavy apartment preparation 
workload?

Who handles inter-project transfers 
(Rental & Occupancy?) as distinct 
from intra-project moves (at Project 
Management’s discretion?)? Are 
transfers permitted for other than 
reasons of underhousing or 
overhousing?

Move-in and Tenant 
Orientation

1. Lease Execution and 
Pre-occupancy 
Orientation
Examine the process for preparing 
and signing the lease, collecting the 
security deposit and initial rent pay­
ment, and scheduling the move-in. Is 
the security deposit payable entirely 
in advance or are installment 
payments permitted? When is the 
key turned over to the lessor?

Review any effort to orient applicant 
with regard to contents of lease, 
house rules, general management 
practices, neighborhood facilities 
and services, mutual rights and 
responsibilities, etc. Is a manual or 
any written material provided to new 
tenant? Do other residents have any 
role in the orientation process?

2. Apartment Inspection
Does an authority staff member visit 
the unit assigned with the prospec­
tive resident? Is any document or 
checklist prepared indicating condi­
tion of the unit for future reference 
at time of move-out? Does the ten­
ant sign it? Are any remaining defi­
ciencies noted for remedy before 
move-in date?

3. Move-in
Describe provisions for facilitating 
move-in by a new resident. How 
strictly is the time of move-in con­
trolled? Describe any orientation 
provided at the time of moving (e.g., 
appliances, building systems, gar­
bage collecting schedule). Is there 
any regularly scheduled follow-up 
visit to new residents after they 
have been in occupancy for an 
interval?
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Functions for 
Occupied Units

Collection of Rents and 
Other Charges

1. Policies Regarding 
Payment
Review rules governing when pay­
ment is due, form it is to take (cash, 
check), and penalties for lateness. 
How are residents initially informed 
and then reminded of these 
policies? Outline the rules, if any, 
governing late fees; court costs; ex­
cess utilities or energy consumption 
resulting from tenant-supplied major 
appliances; and “sales and service” 
charges for repairs resulting from 
tenant negligence.

2. Rent Billing 
Procedures
Describe the means by which 
tenants are informed of monthly 
amount due (e.g., ledgerbook in of­
fice; rent book with stubs; individual 
bill each month; delivered by mail or 
hand; with or without return address 
mailer; with duplicate copy for ten­
ant). Where a bill is prepared, are 
charges other than rent included 
and listed separately?

3. Mechanism for 
Receiving Payment
Note whether rents are received at 
the sites, at one or more central col­
lection points, or only by mail to a 
depository. Are collection points 
part of the PHA or branches? What 
considerations influence the choice 
of collection system (e.g., security)? 
If payment can be made in person, 
review the hours and accessibility, 
what forms of payment are accep­
table (e.g., cash, check, money 
order), how the security of deposits 
is protected.

4. Charges for “Sales 
and Services” and 
Excess Utilities
Determine how the amounts for 
such charges are calculated. How 
are tenants informed of charges (by 
maintenance personnel, bill, at ren­
tal office)? Are they prepared month­
ly, quarterly? Can they under state 
law be treated as equivalent to rent 
in legal proceedings for 
nonpayment?
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5. Provisions for 
Handling Rental 
Delinquencies
Analyze the mechanism through 
which the authority identifies and 
keeps track of tenants in arrears on 
charges. Identify the process for 
following up on delinquencies and 
securing payment. Does Rental & 
Occupancy have a significant role in 
this area, or is it exclusively the task 
of the Project Management or 
Finance & Accounting?

Describe the authority’s policy 
regarding accepting partial 
payments and entering into repay­
ment agreements. Are rents ac­
cepted from delinquent accounts 
once legal proceedings have been 
instituted? If so, does this prejudice 
such proceedings?

Reexaminations

1. Schedule & 
Mechanism
Review the PHA’s approach to reex­
aminations. What personnel are 
responsible (special Rental & Oc­
cupancy teams or regular Project 
Management personnel)? What is 
the scheduled frequency and what is 
the frequency in actual practice? 
Are all reexaminations conducted 
during a specified interval or are 
they spread more or less evenly 
throughout the year according to the 
anniversary date?

2. Interim Rent 
Adjustment Policies
Is there a mechanism for adjusting 
rents before anniversary dates, in 
cases where family circumstances 
change markedly? Are practices 
here dictated by state law?

3. Determining Eligibility 
for Continued 
Occupancy
Determine the authority’s policy 
regarding continued occupancy by 
“over-income" households. Is there a 
separate rent schedule for families 
with Incomes above a specified 
level? What is the PHA’s “economic 
rent"?

Dealing with Problems 
and Special Situations

1. Problem Tenants
Describe any measures customarily 
taken to contact and negotiate with 
households accused of antisocial 
behavior, property damage, or other 
violations prior to taking legal ac­
tion (e.g., counseling, grievance 
hearings, social agency referral). 
Who is responsible for deciding on 
the appropriate course of action in a 
given circumstance? To what degree 
are other tenants involved? What is 
the role of the project manager? Is a 
written record kept of discussions 
with tenants about particular 
problems?

2. Special Occupancy 
Arrangements
Insofar as it is relevant, examine 
provisions for housing PHA 
employees or persons providing 
tenant-oriented services who are 
otherwise ineligible (e.g., emergency 
maintenance personnel; local 
police), and any special concessions 
on rental charges.
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Handling Move- 
Outs

1. Tenant-Initiated With 
Notification
Review the procedures for inspect­
ing a vacated apartment, determin­
ing charges for repairs, if any, and 
refunding the security deposit. How 
is the occupancy cycle then 
restarted for a vacant unit?

2. Tenant-Initiated 
Without Notification 
(“Skip-out")
Describe how Rental & Occupancy 
ordinarily learns of move-outs where 
there is no prior notification. Is there 
any system for periodic checking to 
discover “skips”? How is the vacant 
unit secured? Who is responsible for 
checking for any damage and enter­
ing charges against the tenant’s ac­
count and/or security deposit? To 
what extent are “skipping" tenants 
pursued in an attempt to collect rent 
if they leave with a balance due? 
What procedure must the authority 
follow in taking possession, par­
ticularly if belongings are left 
behind? To what extent is it obliged 
to store or dispose of such proper­
ty? At what point is Rental & Oc­
cupancy informed of the vacancy 
and the availability of an additional 
unit?

3. Eviction
Outline the procedure following is­
suance of a court order, especially 
where the tenant refuses to leave 
voluntarily. How are notices served 
to tenants? What steps must be 
taken to get appropriate officials to 
forcibly evict and what delays are 
likely to be encountered? What 
recourse, if any, does the tenant 
have at this stage?
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Legal Action for 
Violations

1. Instituting Legal 
Action for Nonpayment
Analyze the authority's policy 
regarding suits for nonpayment, the 
nature of the process which 
operates and Rental & Occupancy's 
role. What prior notices of delin­
quency are sent to tenants as a mat­
ter of course and who has the 
responsibility (Finance & Account­
ing, Project Management, Rental & 
Occupancy)? After what interval is 
legal action instituted (e.g., after 15, 
30, 45 days)? Who initiates law suits 
(e.g., a paralegal in the central of­
fice, an occupancy clerk, outside 
counsel)?

Where matters go to trial, who coor­
dinates the process to make sure 
that the full records and required 
witnesses are present and that the 
amount requested for judgment is 
correct and includes all outstanding 
charges as of the hearing date? 
What recourse is available to 
residents to pay their outstanding 
indebtedness, thereby forcing a 
dismissal of the legal action?

2. Instituting Legal 
Action for Other Lease 
Violations
In cases of other lease violations, 
who is responsible for making the 
determination that legal action 
should be initiated? What pro­
cedures are utilized to insure that a 
complete dossier and persuasive 
case can be presented? Who coor­
dinates court appearances? What 
recourse is available to residents to 
restore good standing once legal ac­
tion is begun? How often is the 
authority successful in bringing such 
suits.
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Linkages With Maintenance & 
Custodial, Purchasing & 
Inventory
Determine how the various elements 
which go into apartment prepara­
tion, particularly availability of 
appliances, are coordinated to 
minimize turnaround time and en­
sure delivery on schedule.

With Security and 
Social Services
How conscious is Rental & Oc­
cupancy of minimizing social prob­
lems that can grow out of over­
occupancy, inappropriate concentra­
tions of households with children, 
etc.? Does it actively take these fac­
tors into account in its assignment 
policy?

With Project 
Management, Finance & 
Accounting, and 
Management 
Information
How does Project Management 
learn the extent of delinquency at 
appropriate points in the month? 
How is information on move-ins and 
move-outs coordinated for billing 
purposes? Do site staff follow up on 
late payers? How are chronic delin­
quents handled in terms of billing? 
In general, how is a consistent 
policy with regard to rent payments 
maintained and communicated to 
residents?
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With General 
Administration
How do senior staff with ultimate 
responsibility for legal actions and 
for the firm and consistent applica­
tion of rules and regulations coor­
dinate actions so that they are 
generally in a position to back up 
difficult decisions by operating 
staff?

With Management 
Information
Describe means of coordination in 
terms of maintaining the waiting list 
and summarizing demographic and 
socioeconomic data on residents 
and on applicants.
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Establishing 
Personnel Policies

1. Policy-Setting and 
Oversight
Identify who is in charge of setting 
these policies and dealing with 
employee unions. What roles do the 
board of commissioners, the ex­
ecutive director, and the head of per­
sonnel play? How much say do the 
heads of individual divisions such 
as the director of management or 
the maintenance chief have?

2. The Policy 
Environment
To what extent are the authority’s 
personnel practices determined by 
Civil Service regulations and/or col­
lective bargaining agreements? 
Review the broad structure of the 
regulations and the requirements of 
the agreements. Are clerical or other 
staff covered by the Civil Service 
rules and/or union contracts?
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Personnel 
Administration

1. Focus of 
Responsibility
Identify who is in charge of the func­
tion at the authority and how it 
relates to other divisions. Is there a 
full-time specialist working in this 
area? Are the qualifications and 
backgrounds of those responsible 
appropriate? Note who has the 
following responsibilities: 
establishing job descriptions, hiring, 
disciplinary actions, overseeing the 
evaluation process, determining the 
employee compensation schedule.

2. Job Duties and 
Requirements
Determine the steps followed by the 
authority in developing job descrip­
tions. Has an independent analysis 
of actual requirements been made? 
Are standard descriptions borrowed 
from another authority or municipal 
agency? Are formal written descrip­
tions available, are they periodically 
reviewed and updated, and are they 
actually utilized in the hiring pro­
cess? What role do union work rules 
and labor categories play?

3. Numbers of Positions 
of Each Type
How are the numbers of employees 
in each type of position determined? 
Is there any overall assessment of 
personnel needs, or are the totals 
arrived at by “feel” or simply accre­
tion? Are there different practices 
for different categories of jobs? 
Does an increase in the number of 
units under management generally 
trigger a corresponding increase in 
the number of custodial laborers? 
Is there a periodic attempt to ra­
tionalize the authority’s personnel 
rosters? How do staffing levels 
relate to the budgeting process? Are 
variations in staffing across projects 
commensurate with current 
workloads?
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5. Ensuring Fair and 
Equal Treatment, 
Including Meeting Legal 
Requirements
Review how the authority endeavors 
to meet its obligations under the 
various federal and local require­
ments concerning fair labor stan­
dards and practices, equal employ­
ment opportunity, equal pay, 
working conditions, occupational 
health and safety, and the like. How 
are grievances handled? Is there a 
personnel manual spelling out 
authority policies?

4. Guidelines for 
Promotions, Transfers, 
Terminations
Are there formal criteria established 
for promotions and terminations? Is 
there one specific set of evaluative 
steps to be followed by the authori­
ty, and are there rights of appeal on 
denial or termination? What role 
does longevity or seniority play? Is 
there any sort of established career 
ladder for particular job categories?

6. Compensation and 
Benefits
What is the authority's broad policy 
on compensation (e.g., to be slightly 
below market rates for some jobs, 
above for others)? How do civil ser­
vice and union requirements affect 
the broad policy?
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Recruitment and 
Selection

1. Sources and 
Outreach
Indicate the principal sources from 
which personnel are recruited for 
the various job categories and the 
relative importance of the different 
sources (e.g., current employee 
referrals, union hiring hall, employ­
ment agencies, colleges, schools 
and vocational training programs, 
advertisements, personal contacts 
of senior staff). How do civil service 
and union agreements affect 
outreach? To what extent is special 
consideration given to current staff 
and to what extent are promotions 
made from within? How aggressive 
is the PHA in its recruitment efforts, 
and how does it ensure reaching a 
broad enough group to meet equal 
opportunity goals? Does the authori­
ty consistently have a sufficient 
number of qualified applicants to 
choose among?

2. Application 
Procedures
What kind of information is re­
quested of the applicant (e.g., stan­
dard vital statistics, educational 
background, previous job history, 
special training or experience). What 
sort of supporting documentation, 
verification and references is 
required?

3. Testing and 
Interviewing
Indicate the extent to which written 
or oral tests are used and whether 
or not they are aimed at testing 
general ability and aptitude or 
special skills. What reliance is 
placed on test results? How and by 
whom are job interviews conducted 
(by an individual or a group)? Are 
there second interviews for serious 
candidates? Has any testing pro­
gram ever been challenged as being 
discriminatory? With what effect on 
the authority’s overall use of 
testing?

4. Hiring Decisions
Who participates in decisions to 
hire for the various PHA positions? 
Are decisions shared? How are deci­
sions communicated to prospective 
employees? To what extent are new 
workers put on a provisional status? 
Has experience with new hires sug­
gested that sufficient information is 
being assembled for a hiring 
decision?
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Compensation and 
Other Benefits

1. The Compensation 
Package
Outline the elements in the package, 
including wages and salaries, vaca­
tion and sick leave, insurance and 
retirement benefits. How is the 
balance among the elements in the 
package determined? If union or 
civil service inputs are absent or 
weak, are employees polled as to 
their preferences?

2. Mechanics
Describe the mechanisms for 
establishing salary and wage scales, 
benefits, increments, vacation and 
leave provisions, etc. To what extent 
are they a function of collective 
bargaining and the authority’s labor 
relations? To what extent are they a 
function of Civil Service provisions or 
prevailing wages in the local public 
sector? Does the authority survey 
prevailing wages for some jobs? To 
what extent does the HUD wage 
determination for blue collar 
workers influence compensation for 
these workers, and what is the in­
teraction between HUD and the PHA 
on this point?

How strong are attempts to keep 
pace with the cost of living? Does 
the authority split the funds 
available for increases into across- 
the-board and merit components? 
How is the division determined and 
how variable has been the mix over 
time? Do employees understand the 
reasons for choosing a particular 
split each year?
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Training and 
Professional 
Development

1. Basic Approach to 
Skill Development
Describe how training needs are 
determined (e.g., performance or pro­
ductivity problems, safety stan­
dards, desire to match external stan­
dards, introduction of new programs 
or technology, worker demand). Is 
any regular analysis made or plan 
generated for skill development 
(even if the authority’s actual train­
ing programs remain limited and in­
complete)? Is training related to 
career ladders? Are there specific 
objectives for different kinds of 
training? How is proficiency deter­
mined? How does the amount of 
training available compare with the 
amount really needed?

2. Orientation for New 
Staff
How is practical information on 
working life at the authority com­
municated? Are any conscious ef­
forts made to familiarize newcomers 
with the “culture” of the authority, 
its history and mission? How are 
specifics of duties and responsibili­
ties communicated?

3. In-Service or On-the- 
Job Training
Is the nature of such training formal 
or informal? Is there training for cer­
tain categories but not for others 
(e.g., maintenance vs. management)? 
How does it fit into the work 
schedule and who conducts it (e.g., 
PHA’s own staff, outside instructors 
or consultants)? How are the 
trainers selected?

4. Off-Site Training and 
Professional 
Development
Does the authority in any way en­
courage or facilitate staff participa­
tion in off-site programs (e.g., reim­
burse expenses and/or tuition, allow 
release time)? What types of oppor­
tunities are utilized by staff (e.g., 
courses at local universities and col­
leges, trade schools and institutes; 
programs sponsored by professional 
and trade associations, business
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groups,manufacturers and suppliers; 
conferences and workshops such as 
those sponsored by NAH RO)? How 
has the authority dealt with the re­
quirement that all managers be 
certified?

5. Retraining
Determine if any special training is 
offered to those who receive promo­
tions. When new equipment and/or 
new rules or requirements are intro­
duced, is any special briefing or 
training conducted?

6. Evaluating Training 
Efforts
Is any attempt made to assess the 
training program? If so, what criteria 
are employed (e.g., increased job 
satisfaction, higher productivity, 
reduced turnover, cost savings)? Is 
the mastery of new skills tested for 
those recently trained? When was 
the last time such an evaluation was 
made and how has the training pro­
gram changed since then?

Evaluation and 
Employee 
Incentives

1. Standards, Criteria, 
and Measures
Analyze the basic evaluative process 
used for the various job categories 
(e.g., primarily input or output 
measures, general impressions of 
supervisor, detailed checklist). How 
are employees made aware of the 
evaluation procedures? How are 
they informed of the results? Does 
evaluation affect pay, promotion, 
and discipline decisions? What 
safeguards are used to help ensure 
that the process remains consistent, 
fair, and impartial?
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2. Mechanism
Describe how supervisory personnel 
conduct evaluation and how formal 
and scheduled the process is 
(general daily observation, spot­
check of quality, analysis of records, 
workflow problems, complaints, 
discussion with employee, tasks 
completed measured against 
established targets, etc.). If evalua­
tion is frequent, how is the record of 
performance compiled and 
maintained?

3. Promotions and 
Transfers
Review the policies which govern. Is 
job advancement based on seniority, 
on merit, according to a schedule, 
only possible upon vacancies, etc.? 
What considerations govern trans­
fers to different kinds of work at the 
same or lower wage level? Specif­
ically, what roles do training and 
evaluation play in decisions to pro­
mote or transfer employees?

4. Disciplinary Actions
Describe the typical progression of 
disciplinary steps and actions taken 
against employees. How does the 
process differ for various problems 
(e.g., poor attendance record vs. low 
productivity)? Are warnings given in 
writing? Are periods of probation 
used? What alternatives are con­
sidered? How does the authority 
document such cases, make sure it 
meet legal requirements, and deal 
with union or civil service 
representatives?

5. Grievance/Appeais 
Process
Describe those procedures in­
stituted under existing union 
agreements and those that are 
followed pursuant to local and/or 
state law.
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Tenant 
Recruitment and
Training

1. Tenant Employment
What percentage of authority 
employees are residents? What 
steps, if any, are taken to recruit 
tenants for job openings? Are any 
special training programs available 
to residents who are prospective 
employees? Are contractors en­
couraged to hire residents (for exam­
ple, are conditions for resident 
employment made part of bid 
documents)?

2. Training for Other 
Management Roles
Does the authority offer group train­
ing to tenants which might permit 
them to take a more active part in 
project affairs (e.g., modernization 
planning, social service program 
development, the components of the 
PHA’s budget and how it is 
allocated)?
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Linkages With Maintenance & 
Custodial and Project 
Management
Is any special attention given to the 
needs of these two functional areas 
which are the main users of human 
resources in the PHA, employ the 
least experienced and least skilled 
workers, and stand to benefit most 
from an effective personnel and 
training program?

With Management 
Information
How do the two areas coordinate 
the feeding in and reporting out of 
data required to evaluate employee 
performance and the effectiveness 
of training programs?

With General 
Administration
What arrangements are made to see 
to it that personnel staff get ade­
quate backing and support in deal­
ing with union issues and difficult 
personnel decisions?
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Analysis of 
Security Needs 
and Determination 
of Policy

1. Nature of Security 
Problem
What is the nature of the security 
problems confronted by the authori­
ty? To what degree do they vary by 
project and by type of project, i.e., 
elderly vs. family? What is the im­
pact of surrounding neighborhoods 
on the level of crime? What means 
are used by the authority to keep 
track of the security picture (e.g., 
police statistics, resident com­
plaints, vandalism-related work 
orders, internal PHA analysis of inci­
dent reports)?

What is the level of fear of crime 
and vandalism among residents 
and/or PHA personnel at the various 
facilities and sites? To what extent 
does this square with the available 
quantitative indicators of victimiza­
tion and property abuse? To what 
extent are subjective factors taken 
into account in the data collection 
and security planning efforts? Are 
there periodic reviews of crime prob­
lems, both actual and perceived?

2. Strategy
Outline the authority’s approach to 
dealing with its security problem. 
Determine the role of the following 
types of efforts:

1. direct security activity — guards 
or other security personnel, 
special hardware or structure 
modifications, and tenant ac­
tivities that are explicitly geared 
to fighting crime;

2. indirect activities — recreation, 
job training for youth, forceful pur­
suit of evictions where appropriate, 
etc.

Does the approach vary across 
projects? Why?

3. Resources
Review how the authority has mar­
shalled resources for security. Has 
it utilized existing police resources 
in developing its own approach to 
security? Have local public and 
voluntary social service and recrea­
tion systems helped the PHA meet 
its security needs? What types of 
security services does the authority 
provide itself?
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Development and 
Administration of 
Security Program

1. Planning, Design and 
Supervision
Describe the process through which 
the PHA has arrived at its current ar­
ray of security and security-related 
efforts. Was one individual or divi­
sion responsible for its planning and 
implementation or has responsibility 
been split among several divisions? 
Did the PHA use outside consulta­
tion from the police department, 
elements of the criminal justice 
system, juvenile bureaus, or other 
experts in developing its program? 
How long ago was this done? In the 
intervening years has the problem 
changed, i.e., is the current strategy 
still appropriate?

How are the various elements cur­
rently supervised and what is the 
background and training of those 
who have oversight and operating 
responsibility? How involved are 
project managers?

2. Participation in 
Special Security 
Programs and Grants
Determine the extent to which cur­
rent security efforts have been 
designed and supported through the 
modernization program and special 
governmental programs (HMIP, TPP, 
Urban Initiatives, Anti-crime, LEAA, 
etc.)? Has the PHA benefited from 
any citywide anti-crime efforts? How 
has the present security system 
been shaped by participation in 
these activities? If the interventions 
developed under such funding were 
successful, has the PHA been able 
to sustain the security efforts 
through its operating budget?

3. Evaluation
Describe the extent to which the 
authority evaluates its security ef­
forts and modifies them accordingly. 
What data, if any, are used in these 
evaluations? Are such reviews 
regularly scheduled?
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Personnel-Based
Security 
Approaches

Alternate Approaches

1. Total or Partial 
Reliance on Municipal 
Police Department
Analyze the scope and nature of 
municipal protective services nor­
mally given the PHA sites. Is it more 
or less than that given other residen­
tial areas? Does it reflect the spe­
cial needs and nature of individual 
sites (e.g., highrise)? Is there any 
special relationship between police 
personnel at the supervisory or 
patrol level and PHA staff?

Is there a substation or any special 
space or communication equipment 
available to police on site? Do 
police patrol by car, on foot, in the 
interior of buildings, on a 24-hour 
basis?

2. Programs Utilizing an 
Authority-Based 
Seurity Force
Decribe generally the nature of any 
security forces maintained by the 
authority or its residents. Which of 
the following basic types are 
employed?

1. Internal PHA Security Force 
(direct employees of the 
authority);

2. Contract Security Force 
(including off-duty police); or

3. Resident Patrols and/or Building 
Monitors (paid or unpaid).

To what extent is the authority’s 
security force designed as a supple­
ment to or as a substitute for the 
local police?



Chapter 9
Security

87

Characteristics of 
Authority-Based 
Security Systems

[Note that general questions relating 
to all types of authority-based per­
sonnel systems are raised in items 
1-9 below, and that questions 
specific to one type are noted in 
items 10-13.]

1. Legal Authority
What is the extent of the legal 
authority and what restrictions apply 
to the different types of manpower 
employed (particularly do they have 
authority to make arrests and/or to 
carry a weapon)?

2. Deployment and 
Administration
Determine the basic pattern of 
deployment. Are personnel assigned 
exclusively to a site on a decen­
tralized basis, or are they dis­
patched from a central location and 
expected to cover more than one 
site?

3. Personnel Selection 
and Training
Describe the standards employed in 
selecting security personnel and the 
measures used to identify individ­
uals unsuited for such service. How 
much control does the authority 
have over this process? Review the 
auspices, nature, duration and rigor 
of the training received. How does it 
compare with that offered the 
regular police force?

4. Schedule and 
Coverage
For each element of the security 
force, review the nature and pattern 
of coverage (e.g., 24-hour or only 
high-crime periods; stationary ac­
cess control, foot patrol, interior 
and/or exterior). On what basis are 
the physical patterns and frequency 
of patrols determined?

5. Equipment Employed
Describe the type of equipment used 
by security personnel (e.g., walkie- 
talkies, TV monitors, scooters or 
patrol cars, call boxes). Is this suffi­
cient for them to efficiently 
discharge the tasks they have been 
assigned?

6. Relations With Police
Describe any ways in which the 
PHA-based system(s) relates to the 
local police (e.g., training, consulta­
tion, hot-line, regular exchange and 
briefing, informal cooperation).

*13-258 0 - 1983 - 7



88 The Insider’s Guide
To Managing Public Housing

7. Cost and Benefit
Has the authority done an analysis 
of the full cost of security personnel 
(e.g., including amortized training 
cost)? Does the authority have a 
sense of the savings resulting from 
the security system or specific ac­
tivities (e.g., reduction in elevator 
maintenance after installation of a 
lobby monitor)?

8. Monitoring and 
Evaluation
Determine how the performance of 
the security force is guided and/or 
monitored (e.g., briefing for on-duty 
personnel before each shift, punch 
clocks, spot checks by supervisors, 
review of blotter and incident 
reports, tenant complaints). How are 
standards communicated and what 
sanctions are available? Are they 
consistently applied?

9. Record Keeping
Is any analysis done to determine 
whether or not the force is orga­
nized and deployed most effective­
ly? Describe the system for record­
ing those incidents dealt with by or 
brought to the attention of the force. 
Are they sufficiently detailed to be 
of use to project management? Do 
they include civil disturbances, prop­
erty abuse and vandalism, as well 
as more serious offenses? Does 
management utilize security infor­
mation in enforcing the lease against 
or relocating problem families or alter­
ing its site operations to reduce loiter­
ing in halls, vandalism, burglaries, etc.?

10. Questions Relating 
Specifically to an 
Internal PH A Security 
Force
Analyze the degree of management 
control. For example, is the force 
organized centrally and hierarchical­
ly as is typical of a regular police 
command, or is it under supervision 
of individual site manager? Are any 
residents or CETA employees used?

11. Questions Relating 
Specifically to a 
Contract Security Force
Review the source of any security 
services purchased from outside 
and the bidding procedure, if any. 
Are any residents or CETA 
employees included? Can the PHA 
exercise any effective control over 
performance short of terminating 
the contract?

12. Questions Relating 
Specifically to Resident 
Patrols and/or Building 
Monitors
Review the nature of any resident­
based security force (e.g., lobby 
monitors, interior patrols, exterior 
patrols, elderly escort services). Was 
it organized independently and on 
the initiative of tenants, or with the 
encouragement and assistance of 
the authority? Are members of this 
force volunteers, paid staff, or a 
combination? To what extent is it 
integrated with other personnel 
systems? How regular and sus­
tained is its operation? Is any 
special training or equipment pro­
vided? How does it relate to any ten­
ant organization(s) at the site?
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Hardware
Approaches to
Security

1. Approaches
Use the checklist below to identify 
all hardware approaches employed 
by the PHA to cope with either prop­
erty abuse or unauthorized entry.

Protective Devices and Equipment
Elevator systems
Window and skylight grills
Locks and peepholes
Vandal-proof fixtures
Doors and fittings
Windows
Mailboxes
Fire escapes
Parking area access control

Surveillance, Detection and Com­
munication Devices
Intercoms and buzzer systems
Alarms
Walkie-talkies and call boxes
Patrol vehicles
Television monitors
Identification cards
Guard stations

2. Equipment
Describe any provision for ensuring 
that security hardware remains in 
operating conditions, including how 
the continuing operating costs of 
capital items are funded.

3. Tenant Education
Are there any special programs to 
encourage residents to use and pro­
tect security hardware? For exam­
ple, are intercom systems under­
stood? Do children use hardware 
well, or, for example, are doors left 
open in lobby areas?
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Design 
Approaches 
(“Defensible 
Space”)

7. Employing Aspects of 
Original Design or 
Subsequent 
Modification
Review the extent to which original 
design elements and/or structure 
modification serve security pur­
poses. How effective do they appear 
to be?
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Community 
Organization and 
Education

1. Taking Precautions 
and Self-Defense
Review any efforts designed to 
educate residents to look after their 
own security (e.g., being street-wise, 
handling valuables, making provi­
sions for extended absences, using 
chain locks and interrogating 
callers, engraving identifying infor­
mation on property). Is this type of 
material covered as part of the 
tenant’s orientation? At special 
sessions?

2. Mutual Support and 
Surveillance
Note any organized programs involv­
ing street watchers, surveillance of 
neighbors’ apartments during work­
ing hours or vacations, teenage 
escorts for the elderly, general adult 
supervision of youth on site, etc.

3. Reporting Suspicious 
Activity and Actual 
Incidents
Describe any efforts to persuade 
residents of the importance of re­
porting incidents, particularly deal­
ing with the fear of retaliation or of 
“getting involved.”

4. Subjective Aspects of 
Insecurity
Is any effort made to alleviate fear 
of crime where it is exaggerated and 
not justified by the facts?

5. Social Service, Social 
Welfare, Recreation 
Programs
Are there any social programs which 
appear to have had a significant 
secondary impact on security at one 
or more sites?

6. Role of Resident 
Organization
Describe any approaches under­
taken by residents (with or without 
authority encouragement) to regain 
social control of their environment; 
enforce behavior codes and norms 
through peer pressure; involve 
youth; utilize hearing or grievance 
procedures to discipline problem 
tenants; consult/negotiate with 
management, law enforcement, and 
social agencies to secure better 
security conditions at their housing 
development.
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Linkages With Maintenance & 
Custodial
To what extent do security person­
nel monitor physical conditions 
when on their rounds and report 
repair needs? Is there any evidence 
that security has affected mainte­
nance workloads by reducing the 
amount or severity of property 
vandalism?
With Project 
Management and Rental 
& Occupancy
Are security reports available to and 
used by these other functional areas 
in identifying problem households, 
undue concentrations of large 
households, and the like? Are 
security reports used to supplement 
tenant files where cases go to 
court?



Chapter

Social Services



96 The Insider’s Guide
To Managing Public Housing

Policy and 
Organization

1. Policy
Identify, if possible, the PHA's basic 
orientation towards social services. 
Is it oriented primarily to supple­
menting property management func­
tions (e.g., counseling problem 
families, workshops in homemak­
ing), or towards the traditional 
social work goals of maximizing 
well-being and self-sufficiency 
(health services, day care for work­
ing mothers)? At what point in the 
authority structure is social service 
policy set? How actively are com­
missioners and the executive direc­
tor involved?

2. Organization
What part of the authority is respon­
sible for the following aspects of 
the Social Services function: 
planning, program development, 
fund-raising, and program ad­
ministration? Is a separate depart­
ment mainly responsible for social 
services, a single staff member, 
several staff members with other 
assignments devoting a portion of 
their time? If more than one part of 
the authority is responsible for 
social services, how do the staff 
relate to each other? What is the 
coordination mechanism? What are 
the backgrounds and qualifications 
of the key social service staff? What 
responsibility do project managers 
have, if any, for overseeing the 
delivery of these services?
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Program
Development and
Analysis of
Residents’ Needs

1. Characteristics of 
Tenant Population
Describe the extent to which the 
authority assembles and uses infor­
mation on the resident population of 
each project and the PHA as a 
whole in assessing the need for 
services. Is information available on 
household composition (age, sex, 
and race of members), household in­
come and source, educational at­
tainment, presence of disabilities 
and special health problems? What 
is the level of detail and to what ex­
tent is it summarized in convenient 
form? In general, what is the depth 
of the PHA’s own knowledge of its 
tenant body and to what extent does 
this knowledge get used for social 
service planning purposes?

2. Other Indicators of 
Need
Determine the extent to which data 
assembled by others (public and 
voluntary service agencies, 
academic researchers, etc.) on 
crime, community health, employ­
ment, dependency, and similar in­
dicators are used to evaluate resi­
dent needs and levels of well-being.

3. Resident Views and 
Desires
To what extent and in what ways 
does the authority attempt to involve 
residents in establishing an agenda 
for social services? Are tenants 
polled informally or formally regard­
ing their needs? Are tenant associa­
tions consulted on the question?

4. Social Services as an 
Adjunct to Management
To what extent and in what ways 
does the authority use its social ser­
vice programs to make management 
easier (e.g., recreation programs to 
occupy adolescents, day care for 
children to permit mothers to work, 
thereby raising the income base for 
calculation of rents)?
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Resource 
Generation

1. Bringing Existing 
Programs to Residents 
and/or the Site
How does the authority review pro­
grams and services already 
available to its residents through 
other agencies in the community? 
Does the authority have any basis 
for judging quality as well as 
availability? To what degree has the 
authority tapped the local health 
and welfare council as a source of 
information or participated in its ac­
tivities? Describe any special efforts 
made by the authority to lure pro­
gram providers to public housing 
sites or to secure special attention 
for public housing on referrals.

2. Securing Grants and 
Raising Funds
What success has the authority had 
in getting support for its social ser­
vice efforts? Identify any aspects of 
the authority’s organization that 
seem to facilitate proposal prepara­
tion and/or to be persuasive with 
funding sources. To what extent is 
the authority required to serve a 
population other than its own tenant 
body in order to secure program 
support, and to what extent does its 
willingness to do so attract 
resources?

3. Matching Strategy 
With Resources

Analyze the interaction between out­
side resources —both funds and in- 
kind services —and the program 
developed by the authority. Does the 
authority rely strictly on outside 
funding? Does it use its own 
resources to provide a few services 
that it views as critical if outside 
funding or services are not 
available? How is the uncertainty of 
outside resources handled in the 
budgeting process?
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Social Service 
Activity of the 
Authority

1. Services Provided
Describe the type and nature of the 
social service programs which ac­
tually operate at the authority and/or 
those community services in which 
large numbers of public housing 
tenants participate. The checklist 
below contains most of the program 
types likely to be operating at PHAs; 
separate lists are given for the two 
main categories of household. 
Review significant changes in the 
range of programs in recent years 
and the reasons for them.

Families
Child Day Care and After-School 

Programs
Tutoring and Remedial Education 
Alcoholism/Substance Abuse

Counseling
Recreation and Summer Vacation 

Programs
Employment and Job Development 
Health and Prenatal Care
Information and Referral
Elderly
Congregate or Home-Delivered

Meals
Adult Day Care 
Health Services 
Transportation 
Homemaker Services 
Information and Referral

Determine the period of time par­
ticular programs have been in opera­
tion, and review the numbers served, 
linkages among programs, and im­
portant features of outreach, spon­
sorship, and program organization.

2. Mechanisms for 
Providing Social 
Services
For each of the services actually of­
fered, indicate which among four 
possible approaches the authority 
takes to delivering the service, and 
the rationale, if any, for the ap­
proach used.
1. Direct provision by employees of 

the PHA (a separate social ser­
vices staff).

2. Contracts or agreements with 
public agencies or voluntary ser­
vice organizations to deliver on­
site services at no charge to the 
PHA (through provision of cheap 
or free facilities at projects).
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3. Subcontracts with public agen­
cies, voluntary organizations or 
tenant groups to provide on-site 
services with funds secured by 
the PHA.

4. Organized on-site referral to ser­
vice providers in the community 
at large (including how the 
availability of referral help is 
communicated and the extent of 
follow-up and advocacy).

Determine the period of time par­
ticular programs have been in opera­
tion, and review the numbers served, 
linkages among programs, and im­
portant features of outreach, spon­
sorship, and program organization.

3. Supervision and 
Evaluation
To what extent does the authority 
monitor program operation and 
endeavor to ensure quality control? 
How does it deal with performance 
problems in programs not under its 
direct control?

Involving Residents 
in Program 
Development and 
Administration

1. Tenants as Partners 
or Providers
Are there service programs which 
employ residents or which are run 
by residents, either voluntarily or 
under contract to the authority? Is 
there any significant consumer role 
in planning or in monitoring and 
evaluating social programs?
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Linkages With Maintenance & 
Custodial and Security
Does the presence or absence of 
social service programs appear to 
have any bearing on the incidence 
of vandalism, malicious mischief, 
loitering and crime?

With Project 
Management and Rental 
& Occupancy
Does the presence of social service 
programs have any impact on the 
number or seriousness of occupan­
cy problems? Does it increase 
management’s capacity to treat non­
paying or problem households 
through other than legal means?

I


