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A. The Management Plan

Delineates how the management company/housing manager will coordinate the physical, fiscal and operational management functions to meet the owner's objectives. A good management plan assures the owner, manager, lenders, investors and residents that the property is being professionally managed.
	General Description and Ownership Objectives

	1. Description of Property and Owner
	

	2. Anticipated Term of Ownership
	

	3. Property Management Objectives
	

	For Families/Tenants:
	

	For our Neighborhood:
	

	For Our Organization:
	

	Per Program Funding:
	

	4. Asset Management Goals
	

	For Property Management:
	

	For Fiscal Soundness:
	

	For Physical Facility:
	

	For Resident/Community Relations:
	

	For Reporting and Monitoring:
	

	Management Structure 
	

	1. Summary of how Property Management will be structured and managed
	

	2. Summary of how Asset Management will be structured and managed
	

	3. Staffing Plan
	

	4. Management Office
	

	Management Tools, Templates and Forms
	Sample Third Party Management Contract

	Communication and Decision-Making
	

	1. Type and frequency of reports to owner
	

	2. Schedule of meetings with owner
	

	3. Authority
	

	Marketing Strategy
	

	1. Target population 
	

	2. Property description
	

	3. Amenities (development vs. community)
	

	4. Marketing methods
	

	5. Government/funder applicable regulations
	

	6. Application process/waiting list development and maintenance
	

	7. Public relations strategies
	

	Management Tools, Templates and Forms
	Sample Resident Selection Criteria and Marketing Plan

	Resident Selection Plan and Criteria
	

	1. Resident screening process
	

	2. Target Resident profile 
	

	3. Selection criteria (references, employment, sources of income, credit check, background check, home visit, program commitment)
	

	4. Resident selection (owner involvement, manager role, selection committee)
	

	5. Resident services (counseling, meals, health, education, employment, etc.)
	

	Management Tools, Templates and Forms
	Sample Resident Selection Criteria and Marketing Plan

	Rent Structure/Lease Arrangement
	

	1. Rental rates
	

	2. Rent increase policies
	

	3. Leasing (term, adherence to rules, compliance with "action plan'')
	

	4. Other sources of income
	

	Management Tools, Templates and Forms
	

	Property Maintenance 
	

	1. Detailed physical description
	

	2. Equipment (security system, HVAC, energy systems)
	

	3. Maintenance and repair procedures
	

	4. Maintenance management
	

	5. Inspection policies
	

	6. Contracted services
	

	Management Tools, Templates and Forms
	Sample Maintenance Policy and Procedures

Sample Preventative Maintenance Schedule

	Financial Management
	

	1. Structure and detail of financing
	

	2. Accounting/bookkeeping systems
	

	3. Type and frequency of property status reports
	

	4. Operating budget
	

	5. Purchase procedures and limitations
	

	6. Insurance requirements
	

	7. Compliance
	

	Management Tools, Templates and Forms
	

	Rent Management
	

	1. Move-in/move-out policies
	

	2. Orientation
	

	3. Lease compliance
	

	4. Rent collection policies
	

	5. Security/pet deposit requirements
	

	6. Resident policies
	

	7. Eviction procedures
	

	Management Tools, Templates and Forms
	

	Asset Management  (see the Asset Management Task Chart)


	1. Asset Management Goals
	 

	2. Property Management Oversight
	 

	a. Property Management
	 

	b. Tenant Eligibility and Selection
	 

	c. Occupancy  
	 

	3. Financial Oversight
	 

	4. Oversight of Physical Properties
	 

	a. Maintenance and Inspections
	 

	b. Long-Term Capital Improvements
	 

	5. Resident and Community Relations
	 

	6. Reporting, Recordkeeping and Monitoring
	 

	7. Worst-Case Scenario Asset Exit Strategy
	


	Management Tools, Templates and Forms
	Asset Management Task Chart & Performance Standards

	Supporting Documents
	

	1. Job Descriptions for Staff, Scope of Work Descriptions for Third Party Management Company

	2. Property Management Operations Manual

	3. Maintenance Policy and Procedures

	4. Resident Selection Criteria and Marketing Plan

	5. Asset Management Plan and Task Chart

	6. Performance Standard and Metrics to Evaluate Monthly, Quarterly and Annually


	SSR Staffing Plan

	Position 
	In House or 3rd Party Provider?
	Name of Staff or Contractor 
	% FTE Allocated to SSR Portfolio
	Annual Salary or Contract Amount
	Responsibilities in SSR Operations*
	Detailed Job Description or Contract Developed?

	Development and Asset Management                                                                             (typically in-house staff)

	Executive Director
	
	
	
	
	Overall strategic direction; relations with community 
	

	Senior Project Manager
	
	
	
	
	Leadership of real estate development; concept development
	

	Project Manager
	
	
	
	
	Implementation of real estate development; financing 
	

	Construction Manager
	
	
	
	
	Scope of work; hiring and supervision of contractors 
	

	Asset Manager
	
	
	
	
	Leadership in asset management plan; supervision of property manager 
	

	Bookkeeper
	
	
	
	
	Data entry and production of reports
	

	Clerical Support
	
	
	
	
	Support to project manager and construction manager
	

	Property Management and Services                                                                            (may be 3rd party provider)

	General Housing Manager
	
	
	
	
	Overall responsibility for implementation of the Management Plan and Maintenance Policy
	

	Maintenance
	
	
	
	
	Preventative and responsive upkeep of the physical asset. Emergency repair response.
	

	Marketing,  Leasing and Income Cert.
	
	
	
	
	Maximizing occupancy via effective and compliance marketing, leasing and eligibility certification. 
	

	Financial Reporting
	
	
	
	
	Preparation of regular reports to owner/Asset Manager regarding revenue, expenses, vacancy
	

	Supportive Services
	
	
	
	
	Services to support tenant stability, self-sufficiency and well-being
	

	*You will want to develop detailed Job Descriptions and an Organizational Chart in addition to the table above.


	ASSET MANAGEMENT TASK CHART

	Proposed Timing
	Who is Responsible?
	Plans, Tools and Templates to aid Management

	Initial and General Asset Management
	 
	 
	

	Develop and Update the Asset Management Plan 
	Predevelopment, Every 3 yrs. 
	 
	Sample Asset Management Plan 

	Create Asset Management Binder:
	 
	 
	 

	Project Documents (Agreements, Plans and Specs, Warranties)
	Prior to Initial Occupancy
	 
	 

	Summary of Each Funder’s Project Requirements
	
	 
	Sample AM Plan 

	Summary of Most Restrictive Project Requirements
	
	 
	Sample AM Plan 

	Calendar of Reporting Requirements 
	
	 
	 

	Updated Operating Budget and “Sources of Funds” Pro Formas
	
	 
	Devel. Proforma 

	Keep up-to-date on legal requirements of funding sources and relevant laws 
	Ongoing 
	 
	Chart of Funder Requirements 

	Investigate, purchase and use software for tracking Property and Asset Mgt
	Predevelopment
	 
	 

	Coordinate Asset Management tasks within organization 
	Ongoing 
	 
	 

	Evaluate whether project is fulfilling the project's and organization's mission
	Every 2-3 years 
	 
	Self-assessment 

	Property Management Oversight
	 
	 
	 

	General Property Management
	 
	 
	 

	Create and Update a Property Management Plan 
	Predevelopment and every year 
	 
	Management Plan

	Select or hire Property Manager
	Predevelopment and every 2-3 yrs 
	 
	Management Agreement 

	Meet regularly with Property Manager
	Monthly/Quarterly
	 
	 

	Evaluate property manager; renew management agreement 
	Annually 
	 
	Performance Standards

	Review monthly status reports on all properties, revenues and expenses
	Monthly
	 
	 


	Tenant Eligibility and Selection
	Proposed Timing
	Who is Responsible?
	Plans, Tools and Template

	Establish Tenant Selection Criteria, income and occupancy guidelines
	Prior to Initial Occupancy 
	 
	See Samples 

	Insure Fair Housing and Reasonable Accommodation are met
	Ongoing
	 
	 

	Review all tenant files for eligibility and for proper file set-up 
	Prior to tenant’s occupancy 
	 
	Summary of Most Restrictive Req’ts 

	Review random sampling of tenant files and review waiting list procedures
	Annually
	 
	 

	Occupancy  
	 
	 
	 

	Policy for Rent Collections, Partial Payments, Bad Debt Write-Offs, Rent Increases, Evictions, Grievance Process, etc.
	Prior to Initial Occupancy; Update every 2-3 yrs. 
	 
	See Samples

	Keep current on applicable regulations related to funding/financings, landlord-tenant law, fair housing
	Ongoing 
	 
	 

	Financial Oversight 
	 
	 
	 

	Insure required insurance is in place, with proper coverage
	Prior to Initial Occupancy 
	 
	 

	Review project financials and calculate metrics for Performance Standards. Compare w/ YTD budget. Make sure required payments are made. If reserves have been used, for what? Was approval given as required? 
	Monthly or Quarterly 
	 
	Monthly financials; Performance Standards 

	Meet with Property Manager to discuss problems, potential solutions
	Monthly
	 
	 

	Prepare Annual Budget Update, verify correctness of Max. Rents, Tenant Incomes and Utility Allowances and anticipating extraordinary cost increases. Update the operating cash flow to project operating deficits/surpluses. 
	Annually 
	 
	See Samples

	Review Annual Audit and Year-End Financial Statements. 
	Annually 
	 
	 

	Prepare required financial reports to funders and board
	Annually or as required 
	 
	

	Evaluate and plan for “end of term” situations (e.g., balloon payment dates, 16th year for tax credit projects); transfer of reserve accounts 
	 
	 
	 

	Evaluate refinancing options
	 
	 
	 


	Oversight of the Physical Properties
	Proposed Timing
	Who is Responsible?
	Plans, Tools and Template

	Review plans, specs and budgets to assure long-term physical needs of project are adequately addressed 
	Design phase 
	 
	 

	Maintenance and Inspections
	 
	 
	 

	Create a Preventive Maintenance Plan 
	Prior to Occupancy 
	 
	Maintenance Plan 

	Create a Building Systems Manual
	 
	 
	 

	Conduct Drive-through inspection of property 
	Monthly 
	 
	 

	Review work order summaries, inspection reports 
	Monthly
	 
	 

	Conduct Inspection of unit interiors, exteriors and common areas 
	Annually
	 
	Inspection forms 

	Develop and post Emergency Contingency Plan (fire, flood, power loss, etc.) 
	 
	 
	 

	Long-Term Capital Improvements
	 
	 
	 

	Assess physical conditions and repair, replacement and capital improvement needs
	Annually
	 
	 

	Update Capital Need Assessment:  Are replacement reserves sufficient?
	Annually 
	 
	 

	Resident and Community Relations
	 
	 
	 

	Adopt and update the Resident Services Plan 
	Design Phase and every 2-3 yrs 
	 
	 

	Adopt and update the Resident Participation Plan
	Design Phase and Annually 
	 
	 

	Insure the annual budget includes expenses for resident services
	
	 
	 

	Assure that Resident Services Plan and Participation Plan are implemented 
	Quarterly 
	 
	 

	Maintain tenant demographics database
	Annually 
	 
	 

	Survey tenants and former tenants: resident services, tenant satisfaction 
	Every 2-3 yrs 
	 
	 

	Get feedback from tenants, neighbors, local government and funders 
	Every 2-3 yrs 
	 
	 

	Reporting, Recordkeeping and Monitoring 
	 
	 
	 

	Insure timely reports to funders and board are provided
	As required 
	 
	 

	Review Annual Audit or other annual financial statement
	Annually
	 
	 

	Review annual tax return(s)
	Annually
	 
	 

	Establish a record retention policy and filing system
	Ongoing 
	 
	 

	Prepare for and Participate in Monitoring Visits 
	As required
	 
	 


	Asset Management:  Financial Performance Standards

	Performance Metric
	Sample Goals
	Your Goals

	1. Debt Coverage Ratio
	> 1.15 for Compliance Period
	 

	2. Annual Turnover as % of Units
	 < 15% 
	 

	3. Economic and Physical Occupancy Rate 
	> 93% 
	 

	4. Economic and Physical Vacancy Rate 
	< 7% Combined
	 

	5. Annual Operating Expenses Per Unit
	< $4,000 per unit 
	 

	6. Bad Debt Losses 
	< 2% of Gross Rent Potential
	 

	7. Operating Reserves 
	= 25% of annual budget 
	 

	8. Replacement Reserves 
	>20%
	 

	9. Asset Management and Resident Services Costs 
	100% of Costs Recovered
	 

	10. Accounts Receivable as % Gross Income
	<10% 
	 


Your Business Plan:  Management 











� Adapted from:  Property Management for SSR Housing (2009) by David Fromm and William Brett, published by NeighborWorks America for the NWA Training Institute (NTI).


� Adapted from a Sample Asset Management Plan created by the Community Development Law Center, 2002.





	
	
	



