CHAPTER 1
OVERVI EW OF MANAGEMENT ACTI VI TI ES

HUD provi des funds to | ndian Housing Authorities
(IHAs) to devel op rental and honeownershi p housi ng.
For rental housing, HUD al so provides operating
subsi di es for nmanagi ng and nai ntaining the units.
The IHA's mission is to create housing
opportunities offering rents and honeowner paynents
that are affordable to |l owinconme famlies

Thi s chapter provides an overvi ew of | HA managenent
activities. It also provides gui dance about key
policies and procedures that |HAs nust establish to
ef fectively adm nister the prograns.

PART |: I NTRODUCTI ON TO | NDI AN HOUSI NG PROGRAMS
1.1 THE BASICS

Where Do the Residents Cone Fron? |ndian Housing Prograns are
intended to serve | owinconme Native Americans. The prograns offer
eligible fam lies the opportunity to live in affordable renta
housi ng and, for sone of those families, to becone homeowners. To
recei ve assistance, famlies nust apply to the IHA for housing, be
determned eligible by the | HA and, when housing is avail abl e,
agree to the terms of the rental |ease or homebuyer agreenent they
sign. Famlies living in I HA housing nmust continue to conply with
program requi renents, including paying a fair share of their income
for housing.

VWhich fam lies receive assistance is determ ned both by federa
regul ation and I HA policies. Chapter 2 of this gui debook provides
det ai | ed gui dance about programeligibility and resident selection
requirenents.

VWhere Does the Housing Come Fron? HUD provides devel opnent funds
to enable IHAs to build or purchase housi ng. Wen devel opnent funds
are available. HUD uses a conpetitive process to select IHAs to
recei ve devel opnent funds. HUD executes an Annual Contributions
Contract (ACC) with the selected I HAs. The ACC specifies the rights
and responsibilities of both HUD and the |IHA

The devel opnent process is challenging. Fromthe planning stage to
conpl etion can take several years. The | ndi an Housi ng Devel opnent
Qui debook, a conpanion to this guidebook, covers policies and
procedures related to the devel opnent process.
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Where Does Money for
Managenent Cone Fronf? In the Funding for | HA Operations
rental program HUD provides | HAs
wi th operating subsidy which | HA operating funds come from
suppl enents the incone the | HA two sources:
receives fromthe tenant. In the 0 resident paynents (tenant

Mutual Help (MH) program the IHA rents and honebuyer paynents),



uses the administration charge from and

t he honebuyer for operating 0 HUD operating subsidy in
expenses. the rental program
0 The Performance Funding System The Perfornmance Fundi ng System

(PFS) is the systemused for calculating the operating subsidy
for IHA rental prograns. PFS uses a fornula that is based upon
proj ected expenses of a typical, well-nmanaged housing

aut hority.

0 Budget - based operating subsidies (non-PFS): IHAs in Al aska are
funded on a budget basis.

0 Fundi ng for Miutual Help (M) prograns: HUD provides limted
funding for certain specific costs, such as training,
counseling and audit. However, the nmjor source of funds for
managenent of Miutual Help (MH) housing is honebuyer paynents.

0 Limtations on operating subsidies: Operating subsidies are
subj ect to Congressional appropriations and may be paid at
| ess than 100 percent of the anounts deternined under the PFS
formula in an I HA' s budget.

For additional information on |HA funding, see the Indian Housing
Fi nanci al Managenent Gui debook

VWhat Are the | HA's Managenent Responsibilities? The I|HA ultimately
is responsible for planning, constructing or purchasing: |easing
and managi ng all devel opnents funded under the I|Indian Housing
Programs. Key | HA nanagenent rol es include:

o] Property managenent: As a property nmanager, the IHA is
responsi bl e for the physical condition of |IHA properties.
Through a strong mai ntenance program the | HA hel ps preserve
one of the tribe's primary sources of decent, safe and
sanitary affordabl e housing. As does any | andlord (for the
rental program) and/or |ender (for the honebuyer prograns),
the 1HA collects paynments fromresidents. These payments, plus
operating subsidies provided by HUD for the rental program
generate the revenue needed to operate the | HA

0 Program and subsidy admi ni stration: Because |Indian Housing
Programs receive federal funding, the IHA nust conply with a
variety of program and administrative requirenents. Key
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program requi renents address who is eligible for Indian
housi ng, how nuch residents are required to pay, rules about
tenant sel ection and | ease enforcenent. Adm nistrative
requirenents affect the IHA s financial managenent practices,
personnel policies and record-keeping.

0 Qutreach and education: The IHA is responsible for assuring
that fanilies who may need housi ng know about | ndi an Housi ng
Progranms and how to receive assistance. Once fanilies becone
program participants, the IHA's rol e becones one of counsel or
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to help families understand their rights and responsibilities,
and what is required to be successful renters or honebuyers.

0 Pl anni ng: Because fami |y needs and circumnstances are ever-changi ng,
pl anning is an ongoi ng process. From a nanagenent
perspective, the I HA' s planning nust focus on physi cal
financial and social issues. The | HA nust nake plans that: (1)
assure the long-termviability of the housing resource, (2)
help the HA maintain financial stability, and (3) anticipate
t he changi ng needs of program partici pants.

0 Budgeti ng and financi al managenent: The budgeti ng process goes
hand-in-hand wi th I HA pl anni ng. Each year, the |IHA nust
devel op an operating budget that estimates income and
expenses. Throughout the year, the |IHA nust conduct operations
consistent with the budget and keep financial records in
audi t abl e condition. Quidance on budgeting and financi al
managenent is provided in the Indian Housing Financi a
Management Qui debook.

I NDI AN HOUSI NG PROGRAMS

I ndi an Housi ng Prograns serve both eligible renters and honebuyers.
The foll owi ng descriptions highlight key aspects of each program

Rental Housing: To live in IHA rental housing, eligible residents
pay an affordable rent based upon a fornul a established by
Congress. In sone circunstances, tenant rents nay be capped by a
ceiling rent established by the | HA

The I HA perforns functions simlar to those of a private owner,
including: tenant selection, |easing, rent collection, naintenance
and | ease enforcenent.

Mut ual Hel p: The MH prograns provi de honeownership opportunities
for qualified | owincome famlies. Under MH, honebuyers purchase
the property over tine. They nmake an initial contribution valued at
$1, 500 and nake monthly paynents that hel p them accunul ate equity.

The I1HA has three roles in the MH program to select and provide
counseling to applicants for honmeownership, to collect and account
for required honebuyer paynents, and to ensure that the housing is
adequat el y mai ntai ned by the honebuyers.
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| HAs admini ster three different IMH honeownership prograns.

0 Units devel oped under the IH program before March 9, 1976 are
considered "old MH'" units.

0 Units devel oped after that
date are considered "New The Term "Mitual Hel p"
MH' units. The New MH
programdiffers fromthe "Ad The Term "Mitual Hel p" (or
MH' in the calcul ations for "WMH') is used throughout this
honebuyer paynents and gui debook. Except where

not ed,



the purchase price schedul e. it refers to information
O herw se, the two prograns applicable to any of the
are simlar. This guidebook IVH program types

will highlight differences in ============

managi ng the two prograns when necessary.

0 Sel f-Hel p MH was authorized by the Indian Housing Act of 1988.
It is a cooperative owner-built programwhich relies to a
great extent on sweat equity provided by program participants.
(For more information on Self-Help, see Chapter 12 of the
I ndi an Housi ng Devel opnent Gui debook. )

Turnkey 111 Honeownership Program Sonme |HAs administer units under
the Turnkey 111 homeownership program although no new units are
bei ng devel oped under this program Turnkey |1l provides

opportunities for homeownership through a | ease-purchase
arrangenent .

1.3 HUD S ROLE I N SUPPCORT COF | HA MANAGEMENT

Three Roles: HUD is responsible for adninistering the federa

governnent's participation in Indian Housing Prograns. |In addition

to providing funding through its Ofice of Native American Prograns

(ONAP), HUD has three key responsibilities.

0 Devel opi ng the regul atory framework for |ndian Housing
Prograns: Based on | egislation enacted by Congress, HUD issues
regul ati ons that provide the foundation for the Indian Housing
Programs [24 CFR Part 950].

0 Provi di ng techni cal gui dance and support: HUD provides tools
to help IHAs run their prograns effectively, including
traini ng prograns, individual technical assistance and witten
gui dance (such as this docunent).

0 Moni toring | HA operations: As admi nistrators of federal funds,
HUD is responsible for nonitoring | HA operations to assure
that IHAs are using programfunds effectively and conplying
with |l egislative and regul atory requirenents.
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1.4 OTHER PARTNERS | N THE PROCESS

Tri bal Government: |HAs generally are established by the tribe. The
| HA Board of Conm ssioners is appointed by the tribal council and
del egated authority to operate | HA prograns. The tribal governnent
sets goals for the IHA and puts in place | aws and ordi nances t hat
support | HA operations. The tribal government may al so provide
sites. Regardi ng managenent activities, the tribal government nmay
enact |andlord-tenant |aws, eviction and foreclosure codes, and
bui l di ng and i nspection standards to be followed by the | HA

Bureau of Indian Affairs (BIA): The Bureau of Indian Affairs (BIA)
carries out government-to-governnent functions for the federa
governnent. It administers nmore than 46 nmillion acres of tribally
owned | and and 10 mllion acres of individually owned |and held in
trust. Because of its role in adnministering trust |ands,



particularly its role in approving |leases, the BIAis a key actor
in any housing devel opnment on trust land. BIA funds nmay be used to
devel op and mai ntain access roads for |HA devel opments.

I ndian Health Service (IHS): Through its Sanitation Facilities
Construction Program (SFC), the Indian Health Service (IHS)

provi des fundi ng and techni cal assistance for providing systens and
facilities for safe water, waste water and solid waste.

| HA Residents: As the primary beneficiaries of the IHA s prograns,
renters and honebuyers al so have responsibilities. These
responsibilities are detailed in the | ease or agreenent signed by
the famly at or before the time they nmove into the home. In
general, residents are responsible for making nmonthly rental or
honebuyer paynents, occupying the hone wi thout being destructive,
refraining frominterfering with the rights and peaceful occupancy
of their neighbors and conplying with other conditions of
occupancy.

1-5 THE NEED FOR GOOD MANAGEMENT
Al t hough new devel opnent activities
are often nmore visible, the hard Success Generates Success
wor k of ongoi ng nanagement is
equal ly inportant. Good Good nmanagenent does not
nmanagenent assures that |HA just protect current |HA
housi ng resources are put to good resources. It also can help
use and that |IHA residents -- the the 1HA obtain additiona
ultimte customers -- receive good resources
servi ce. Attractive, well-run
housi ng encour ages
residents to pay for the
services they receive
It also tends to
encour age ot her housing
i nvest ment s.
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PART |1: PREPARI NG FOR MANAGEMENT
It takes many pieces fitting together just right
to make nanagenent wor k!
[GRAPHI C I N THI S SPACE]
1.6 DEVELOPI NG EFFECTI VE POLI CI ES AND PROCEDURES

Each | HA nmust devel op policies, procedures and operating principles
that inplement HUD regul ati ons and | HA di scretionary policies. A
policies nust be approved by the | HA Board of Comm ssioners and be
avail abl e to applicants and residents upon request. There are
several policies that each | HA nust devel op as a m ni num

Admi ssi ons and Cccupancy (A&0O Policy [24 CFR 950.30]: The
Admi ssi ons and Cccupancy (A&0O Policy species eligibility
requirenents, describes the IHA's procedures for selecting and



screening tenants and establi shes basi c nanagenent practices.
Strong occupancy policies are one of the keys to successfu
management. By havi ng good policies and follow ng them
consistently, IHAs can help staff performeffectively and ensure
fair and equal treatnment of applicants and participants. Appendi X
1 provides a sanple outline for an A&O Poli cy.

Gri evance Procedures [24 CFR 950. 340]: The I HA nmust adopt grievance
procedures to inform applicants and residents of their rights and
the procedures for naking an appeal if they are adversely affected
by I HA actions. These procedures nust be appropriate to | ocal
circunstances and nust conply with the Indian Cvil R ghts Act, if
appl i cable. A copy of the grievance procedures nmust be posted
prominently in I HA of fices and nust be provided to any resident or
appl i cant upon request. Appendix 2 provides a sanple outline for

gri evance procedures.

Payment and Col |l ections Policy [24 CFR 950.335]: The | HA paynent
and col | ections policy provides instructions for maki ng paynents,
speci fies charges established by the | HA and descri bes actions the
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actions the IHA will take in the case of non-paynent. Appendix 3
provides a sample outline for a payment and coll ections policy.

Mai nt enance Policy [24 CFR 950. 345): Each | HA nust develop a

mai nt enance policy that explains the maintenance responsibilities
of the IHA and programresidents. A good mnai ntenance policy sets
standards and outlines procedures for performng all duties
necessary to maintaini ng decent, safe and sanitary housing.
Appendi x 4 provides sanple outlines for rental and honebuyer

mai nt enance polici es.

Personnel Policy [24 CFR 950.360]: |IHAs nmust adopt a personne
policy to give enployees a clear statenent about their rights and
responsibilities. The policy nust incorporate all applicable |ocal
tribal and federal requirenents. It should include such elenents as
an organi zational chart, job descriptions, conduct policy for

enpl oynent and term nation, benefits, vacation and | eave policy,
overtine and compensatory time, and performance eval uation. A
sanpl e policy outline is provided as Appendi x 5.

Procurenment Policy, [24 CFR 950.160]. Each |IHA nust adopt a
procurenent policy that describes howit will procure supplies,
materials, services and equi prment. The IHA' s procurenent policy is
intended to assure that all |IHA purchases are handled fairly and in
a manner that encourages full and open conpetition. Additiona

gui dance on procurenent requirenments is found in HUD Handbook
7460. 8, Procurenent Handbook for Public Housi ng Agencies (PHAs) and
I ndi an Housi ng Authorities (lIHAs). Al though HUD approval is not
required, a copy of the policy nmust be provided to HUD.

STAFFI NG FOR EFFECTI VE MANAGEMENT
No two | HAs are exactly alike and, as a consequence, there is no

one "right way" to organize or to staff a managenent operation. But
one thing is true for all IHAs -- a capable, well-trained staff
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with a sense of teammork is essential to good managenent. Exhibit
1-1 summari zes the key skill areas that managenent functions
require

HUD | ooks to the I HA for good managenent perfornmance. It is up to
the IHA to deci de how managenent functions should be assigned to
staff and how nuch staff is needed, within the constraints of the
operating budget. Because the area Ofice of Native American
Programs (ONAP) works with many | HAs, ONAP staff nenbers are a good
source of information about organizational options and staffing.

BUDGETI NG FOR MANAGEMENT [ 24 CFR 950. 745]

Each year, the I HA must prepare an operating budget that estimates
operating receipts and expenditures for the year. Budgets are
prepared by the I HA and requests for subsidy should be subrmitted to
HuD three nonths in advance of the beginning of the IHA's fisca
year. For nost
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| HAs, the | argest conponents of nmnagenent costs are staffing,
utilities, and nai ntenance equi pnent and supplies. To devel op the
estimate for managenent costs, |HAs should review the previous
year's expenditures and determ ne whether costs will be simlar

hi gher or lower. In addition to basing the budget on the IHA' s
previ ous experience, area ONAP staff nmay be able to provide

i nformati on about managenent costs for other IHAs of simlar size
and in simlar circunstances.

At the end of each year, the | HA nust prepare a year-end statenent
that reports actual receipts and expenditures. The | HA nust al so
obtai n an i ndependent annual audit at year-end. Detail ed guidance
on the devel opnent of budgets and reporting requirenents can be
found in the Indian Housing Fi nanci al Managenment QGui debook

EVALUATI NG PERFCRVANCE AND PROGRESS [ 24 CFR 950. 135]

Even after policies, procedures, budgets and staff are in place,

| HA managenment operations require constant attention. HUD
periodically assesses each |HA' s performance, but there is no
reason for the IHA to wait for HUD to evaluate its performance and
progress. This section highlights HUD s revi ew procedures but --
nore inmportantly -- identifies ways in which an I HA can eval uate
its own performance

Tracking | HA Perfornmance: Tracki ng nmanagenent performance is a
conti nuous process. Sone things, |ike progress on nai ntenance work
orders, should be reviewed by the front-1line supervisor every day.
O hers, such as actual vs. budgeted expenditures and tenant
paynments, should be | ooked at nonthly. Still others, such as trends
in vacancies and utility consunption, need a |onger view Exhibit
1-2 provides key questions that will help | HAs assess their
managenent perfor mance.

HUD s Role in Determining | HA
Admi nistrative Capability: |HAs Adninistrative Capability



are expected to have the staff and

systens to successfully run their HUD | ooks at | HA capabilities,
housi ng programs in accordance i ncl udi ng

with the ACC. To make sure | HAs adm ni stration

are prepared and equi pped to o financial managenent,
handl e housi ng nanagenent 0 occupancy, and

adm nistrative responsibilities, HUD 0 nmai ntenance.

o

periodically conducts eval uati ons of ===========
| HA adnmini strative capability. The eval uations use on- and off-site
performance reviews, audits, surveys and risk assessnents.

HUD s eval uations |ook at an IHA's work in devel opnent,
nmoder ni zati on and operations. |f problens are identified, HUD nmay
issue a witten notice of deficiency or a corrective action order
which identifies the problemand requires the IHA to take action to
correct the problem
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If a corrective action order is issued, HUD requires the IHA to
submit a nanagenent inprovenent plan to address the deficiencies.
If the deficiencies are not addressed, HUD may declare the | HA
"high-risk." In that case HUD will either require the IHA to submit
addi tional documentation or determne that the IHA is ineligible
for future funding until the deficiencies are addressed.

Overall, an IHA that nmanages its prograns effectively and in
accordance with HUD requirenents will have the flexibility to
admi nister its progranms in a way which benefits and addresses the
needs of its comunity.

I ndi an Housi ng Managenent Qui debook 1-9 August 1996
Exhibit 1-1

Sunmary of | HA Managenent - Rel ated Skill Areas
SKI LL AREA MAJOR ACTI VI TI ES

Mai nt enance Supervi sory: Hel p devel op mai nt enance
policy, preventive mai ntenance program
wor k order system and budget; organize
wor k; nmaintain necessary inventory to
handl e service requests and ensure
quality control

Staff: Respond to mai ntenance worKk
orders; prepare vacant units; naintain
grounds and commpn ar eas; conduct
periodi c i nspections.

Qccupancy Supervi sory: Hel p devel op A&O
col l ections and grievance policies;
organi ze work; execute quality control
monitor waiting lists and reexam nation
schedul es.

Staff: Conduct outreach and take
applications; nonitor waiting lists to



ensure applications are up-to-date;
determne eligibility and i ncone; sel ect
tenants and assign units; conduct |ease-up

activities; participate in nove-in and

nmove- out inspections; conduct annua
reexam nations; counsel residents;
execut e HUD- 50058 reporting to HUD

Fi nanci al Managenent Col l ections: Collect rent and honebuyer

paynments, security deposits, fees and
damage char ges

Budget Control: Mnitor actual vs.
budget ed managenent expenses; devel op new
budget s.

Recor d- keepi ng: Miintain and reconcile
tenant and honebuyer accounts.

Property Managenent Lease Enforcenent and Resident Rel ations
Pl an capital inprovenents; coordinate
services
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Exhibit 1-2

Key | HA Managenent Performance Questions

PROGRAM PCLI CI ES AND PROCEDURES

0 Has the Board of Commi ssioners adopted all of the required HUD
policies (A& naintenance, paynents and col |l ections, personnel
gri evance and procurenent) ?

0 Are the policies correct in terms of HUD requirenents and the way
in which the IHA actually conducts these activities?

MAI NTENANCE

o] Are | HA devel opnents in good physical condition?

0 For units or devel opnents that need work, has the I HA set
priorities for correction and identified funding sources?

o] Is the IHA following its preventive mai ntenance procedures?

0 Are routine and energency work order requests handled in a
reasonabl e ti meframe?

0 Are mai ntenance records kept current and in good order so that they
provide: (1) a history of mmintenance for particular units, (2)
docunentati on of repair expenditures, and (3) data on nmmintenance
expenses to hel p the budget process?

0 Are periodic inspections made of all units?

OCCUPANCY



0 What is the vacancy rate? (H gh vacancy rates can have nany
reasons, but a high rate is always cause for concern.)

0 Are eligible residents selected fromthe waiting lists in a fair
and equitabl e manner follow ng the A& Policy?

0 Are tenant certifications conplete and accurate? Are reexani nations
timely?
0 What is the turnover rate? (H gh turnover nmay have nmany reasons,

but is generally a cause for concern.)

0 How many residents selected for honeownership are successfully
achi evi ng homeowner shi p?

(Conti nued)
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Exhi bit 1-2 (Continued)

Key | HA Managenent Perfornmance Questions
FI NANCI AL MANAGEMENT
Col | ecti ons

0 VWhat is the rate of tenant accounts receivable (TAR) (H gh TARs may
i ndicate a weak or inconsistent collection policy.)

Recor d- Keepi ng

0 Does the | HA have the paperwork to fully support its collections
and expendi tures?

Budget
0 How wel | do I HA actual expenses conformto the budget?
0 I's the budget prepared in a tinmely manner in coordination with

different program areas (such as nai ntenance, occupancy and
property managenent) ?

0 Does the | HA have adequate operating reserves?
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