BoC Training (Part I)
Roles and Responsibilities of the Board of Commissioners
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1
= Participation in this training course does not
constitute an open meeting and did not have
to be posted as such
= As it is not an open meeting, you should not
discuss PHA business or make any decisions
while gathered for this training, especially if a
quorum of Commissioners is present
(2]
2
= Provide an understanding of:
= Acts, Laws, Regulations and Policies governing a PHA
= The ACC, Cooperation Agreement, & other legal
documents
= The Role of the Commissioner
= Policy governance
= Fiduciary responsibilities
= Procurement Responsibilities
= Effective PHA Monitoring [ s ]
3
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= ACC

= Annual Contributions Contract

= ACOP

= Admissions and Continued Occupancy Policy

= ADA

= American With Disabilities Act

= Adjusted Income

o

= Administrative Plan
= AEL

= Allowable Expense Level

= AFFH
= Affirmatively Furthering Fair Housing

= AMP

= Asset Management Project

= Asset Management (s)

[S,]

= Budget
= BLI

= Budget Line Items

= CDBG

= Community Development Block Grant

= Ceiling Rent

()
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= CFP
= Capital Fund Program

= CFR

= Code of Federal Regulations

= COCC

= Central Office Cost Center

~

= Contracting Officer

= Davis-Bacon Wage Determination

= EID

= Earned Income Disallowance

= EIV

= Enterprise Income Verification

= Fair Housing Act

(=)

(o]

= FDS

= Financial Data Schedule

= FFY

= Federal Fiscal Year

= Flat Rent

= FMR

= Fair Market Rent

()
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= FOIA - Open Records
= Freedom of Information Act

= FSS
= Family Self Sufficiency

= Fungibility
= FY

= PHA's Fiscal Year
= FYE

= PHA's Fiscal Year End [ © ]

= HAP

= Housing Assistance Payment

= HCVP

= Housing Choice Voucher Program

= HQS

= Housing Quality Standards
= HUD

= U.S. Dept. of Housing & Urban Development

(=)

= |[HA

= Indian Housing Authority — Program administered

by ONAP, Office of Native American Programs

= [ncome Limits

= LEP

= Limited English Proficiency

= LIHTC

= Low Income Housing Tax Credit [ 2 ]
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= eLOCCS

= Electronic Line of Credit Control System

= Low-Rent Public Housing

= MBE

= Minority Business Enterprise

= MOU

= Memorandum of Understanding

= NAHASDA
= Native American Housing Assistance Self-

Determination Act
= NAHRO

= NOFA
= Notice of Funding Availability

= 0IG

= Office of Inspector General

(=)

= Operating Subsidy
= OSHA

= Occupational Safety and Health Administration
= PBA/PBM

= Project Based Accounting/Management
= PEL

= Project (Property) Expense Level
= PHA

= Public Housing Authority/Agency

(=)
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= PIC

= Public and Indian Housing Information Center —

Public Housing family reporting system

= PIH

= HUD’s Office of Public and Indian Housing

= PILOT

= Payment in Lieu of Taxes

= PM

= Preventive Maintenance

= PNA

= Physical Needs Assessment

= PUM

= Per Unit Month

()

= QBS
= RFP

= Request for Proposals

= RFQ

= Request for Qualifications

= REAC
= Real Estate Assessment Center

(=)
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= PHAS

= Public Housing Assessment System

= FASS - Financial Assessment Subsystem

= MASS — Management Assessment Subsystem

= PASS — Physical Assessment Subsystem

= CFP - Capital fund

= ROSS
= Resident Opportunity and Supportive Services

= SAC
= Special Applications Center

= SAVE

= Systematic Alien Verification for Entitlements
Program

= Section 8 Housing Choice Voucher Program

(=)

= Section 504 of the Rehabilitation Act of 1973

= Section 3

= Businesses

= Residents

= SEMAP

= Section Eight Management Assessment Program

(=)
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= TRACS

= Tenant Rental Assistance Certification System —
Multi-family housing reporting system

= TSAP

= Tenant Selection and Assignment Plan
= UA

= Utility Allowance
= URP

= Utility Reimbursement Payment

= UEL

= Utility Expense Level

= UFAS

= Uniform Federal Accessibility Standards

= UPCS

= Uniform Physical Conditions Standards

(=)

= VAWA

= Violence Against Women Act

= VCA

= Voluntary Compliance Agreement

= VMS

= Voucher Management System

(=]
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= Real Estate Management

= Human and Community Development

= Implementing Government Shelter Programs

(=]
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= Accountability

= Primarily accountable to HUD

= Accountable to any source of funding

= The locality and the agency’s residents and staff

= Partnerships with other agencies and
organizations for the fulfillment of common goals

(=)

= Funding: Where does the money come
from?

= Tenant Rents

= Operating Subsidy

= Capital Fund Program

= Some agencies benefit from state financing and/or
Rural Development programs

= Philanthropic resources in their areas

(=)

= Programs and developments within your PHA;

= The executive staff that manage your PHA;

= The PHA’s funding sources;

= The performance rating of your PHA;

= The PHA’s guiding documents/policies

(=)
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= Good governance is the basis of any Public Housing
Authority (PHA)'s success.

= The board of commissioners:

= Has the ultimate responsibility for the PHA’s performance
and is accountable to HUD, the community and the

residents it serves

= Sets the operational norms, rules, and values of the PHA.

= Establishes policies and internal controls to ensure integrity

= Role is to guide and oversee the PHA’s policies,

management, and finances

()

= Hire a qualified and trustworthy executive director

= Stay informed and support the executive director

= Represent the community on the board, and
promote your PHA in the community

= |t is not enough to only attend monthly board
meetings — you must dedicate the time and

attention required to understand the issues
and contribute to policy decision making

(=]

32
1. Trusteeship
2. Ethics
3. Board decisions should be policy decisions
4. Policy formulation should be determined by
taking broadest values first and progressing
down to narrow one
= Macro to Micro approach
(=)
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5. Board should define and delegate rather than
react and ratify

6. Agency outcomes should govern success
7. Best control over staff resources is to set

parameters
8. A Board must build a linkage with the Executive

Director that is both empowering and safe
9. Performance of the Executive Director must be

monitored rigorously but only on Board
established policy criteria [ " ]

= Commissioners take an oath to uphold the
constitution and the laws pertaining to the

agency

= Individuals have no authority — Authority is

when acting as a Board

(=)

= Recommended Skills/Experience of a
Commissioner:

= Administration (financial, reporting, legal)

= Qutreach & marketing (speakers, media contacts)

= Past service to other agencies in the public,
private, and non-profit sectors

= Known positive reputation

= Community connections

()
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= The agency’s history, mission, vision, values,
programs, financials, and current strategic

plan

= Roles/responsibilities of the board and

individuals

= Key staff roles in the programs of the agency

= Agency-owned developments and properties

()

= Agency records and documents

= Board meeting processes, including open

meeting and open records requirements,
open records, and confidentiality

= Agency policies

()

*

*
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= The fundamentals of oversight include
understanding:

= The guidelines and policies that guide your PHA;
= The pitfalls that a PHA and its board can face;

= The internal workings of your PHA; and

= Your ethical and legal responsibilities

= Keep informed, ask questions and hold the

PHA accountable
(=]

= |neffective oversight of the overall operation
of the PHA

= Failure to read and question policies
presented for approval

= Failure to monitor key performance indicators
= Failure to ensure the PHA’s resources are

effectively spent
= Failure to implement internal controls &

separation of duties

(=)

= Lack of external checks on financial reporting

= Improper disposition of assets

= Failure to carefully review outside contracts

= Failure to make ethical, unbiased decisions

= Failure to comply with State laws

= Involvement in day-to-day operations of the
PHA

(=]
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= HUD interprets the laws made by Congress
and develops regulations to guide PHAs

= HUD is a resource for PHAs. HUD guidebooks,
notices, and handbooks are important tools

to guide your oversight

= |f you're looking for HUD clarification or assistance

on an issue, speak with your executive director
first as the PHA staff may already know the answer

or may be able to help you find it
(=)

= HUD establishes rules under which Federal
Monies can be spent. PHAs are required to

sign an Annual Contributions Contract (ACC).
If terms of the ACC are violated, HUD can:

= Withhold operating subsidy;

= Take over the agency;

= Appoint a receiver to operate the agency; or

= Impose sanctions

(=)

44
= Cooperation Agreement = Employer Requirements
= Covenant Against = Books of Account, Records
Disposition & & Government Access
Encumbrances R .
= Termination of a Project
= Declaration of Trust Under Management
= Depository Agreement and = Rights & Obligations of
General Fund HUD
= Pooling of Funds = Conflict of Interest
= Operating Budget = Interest of a Member or
= Civil Rights Requirements D.elegate to Congress
= |nsurance Requirements = Rights of 3rd Parties
(=)
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= Disseminates information to the board and keeps
Board informed of any problems (e.g., audit

concerns, major resident issues, financial status,
changes in law)

= Maintains decent, safe, and sanitary units and
resident programs

= Develops, implements, and oversees operating
budgets and handles all fiscal functions for the
board of commissioners

= Usually serves as Secretary to the Board

(=)

= Ensures compliance with all federal laws, HUD
guidelines (regulations, handbooks, notices,

circulars, etc.)
= Signs all financial reports, contracts, and other

official correspondence
= Manages the day-to-day operations of the

PHA
= Hires, evaluates, trains, and terminates staff

= Executes board-approved policies

(=)
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All the following are part of the oversight
responsibilities of a board member except:

A. Knowing the guidelines and policies that guide
your PHA

B. Being aware of the pitfalls that a PHA and its
board can face

C. The day-to-day operations of the PHA

D. Following your ethical and legal responsibilities

(=)

Which is the most important outcome of good
governance of a PHA?

A. More funds to support the executive staff

. More families in the community served

B
C. Improved reputation of the PHA board
D

. Improved reputation of appointing officials

(=)

Which of the following is NOT a problem that
PHA commissioners often experience?

A. Spending too much time becoming familiar with
the PHA’s policies and HUD guidelines

B. Ineffective oversight of the overall operation of
the PHA

C. Failure to implement internal controls

(=)
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= The public housing program was established
in 1937 to provide decent and safe rental

housing for low-income families

= Approximately 1.2 million public housing units

= Administered by over 3,000 PHAs

(=)
53
= Significant amendments
= Brooke Amendment (1969)
= Cranston-Gonzales Housing Act (1983)
= QHWRA (1998)
= HOTMA (2017)
(=)
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= QHWRA established a new Operating Fund
program and required a new formula for

determining the cost of operating public
housing

= As a result of this change in the subsidy allocation,
HUD required housing authorities to adopt a new

business model similar to multi-family housing,
with project-based budgeting, accounting, and

management — Asset Management

(=)

= Under the Housing Act, States were required
to pass enabling legislation permitting City &

County Governments to create local housing
authorities in accordance with provisions of

the State legislation

(=)

= Failure or success of a PHA starts with the Mayor
(or other appointing body, as applicable) because

the appointment of qualified individuals to the
Board of Commissioners is generally his/her
responsibility

= Governing body may or may not confirm
appointments

= Once Board is appointed, the Mayor nor
governing body may interfere with the operation

of the PHA
(=)
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= Cooperation Agreement (city/county)

= Tells local Authority where or how it can build or

acquire housing

= Defines what support will be provided by the local

government

= Authority agrees to make a payment in lieu of

taxes (PILOT)

= Includes the duties of the Chairman, Vice
Chair and Secretary (the ED)

= Includes elections/appointments process
= Qutlines the kind & frequency of meetings

= Qutlines the order of Business
= Qutlines the manner of voting

= Discusses Special meetings

= Discusses Executive Sessions

(=)

= Housing Authority Law
= Open Meetings Law

= Freedom of Information Law

= State Procurement Law
= State Ethics Law

= Tenant Landlord Rights

(=)
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= Section 8 Housing Choice Voucher Program

= Low-Rent Public Housing

= Choice Neighborhoods (replaced HOPE VI)

= Rental Assistance Demonstration (RAD)

= Project Based Section 8

= Project Based Vouchers

= LIHTC development

(<)}
[
j—
2
—

= 1937 Housing Act as amended by Quality
Housing and Work Responsibility Act of 1998

= Fair Housing Act and subsequent civil rights
and disability laws

= Title 24 Code of Federal Regulations (CFR)

= Title 2 CFR §200
= Annual Appropriations Act

= State laws and local ordinances

= Asset Management business model

Performance
cocc Assessment
Project-Based Management

Project-Based Accounting

Project-Based Budgeting

Project-Based Funding

(=)
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= Project-Based Funding

= Separate subsidy calculated for each project

= Project Expense Level (PEL) is a major component

= Ensures appropriate resources are allocated to

each AMP

= Project-Based Budgeting
= Must be approved by PHA Board

= Not subject to HUD approval (unless troubled)

= Used for planning and monitoring purposes

(=)

= Project-Based Accounting

= Year-end project statements (revenues, expenses,

balance sheet) reported separately on FDS when
submitted to HUD

= Central Office (COCC) an only charge projects
allowable fees and reasonable fees for services

actually received — few permitted pro-rations

(=)
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= Project Based Management

= PHA arranges property management services in

the best interest of the project

= Personnel assigned to each project

= If a property is too small to afford full-time staff, the
property may have a part-time or shared staff —

hours tracked and charged appropriately

= Project-Based Performance Assessments

(PHAS)

()

Under the Asset Management business model,
which of the following statements is FALSE?

A. Maintenance staff are shared across AMPs to
economize

B. Budgets are available for individual AMPs

C. Commissioners review and approve yearly
budgets for each AMP

D. The COCC is funded by fees from each AMP and
other PHA program

(=)
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Under the Asset Management business model,
the Board can identify which properties are

costing more than they earn and should be
more closely reviewed.

A. True
B. False

= At the discretion of the PHA, and with HUD
approval, vouchers can be used in three

different ways:

= Tenant-based assistance, which moves with the

family

= Project-based assistance, where the subsidy is tied

to the particular property

= Homeownership, where the family meets

requirements and the PHA offers this program

(=]
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= What are the allowable expenses that can be
paid with HAP funds?

= Rent to landlords

= Utility reimbursements to renters

= Family-Self Sufficiency (FSS) escrow deposits

= Unexpected cost increases or fluctuations in
leasing

(=)

= Paid based on the number of units actually
leased, not on the authorized number of

vouchers

= May be used to pay eligible HCV admin

expenses

= Disbursed monthly and reconciled quarterly
by HUD

= Pro-rated depending on appropriations

(=]
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= Accumulated in admin reserve if they exceed
expenses

= Board establishes Payment Standards

= PHAs should have an HCV admin budget with
Revenue & Expense Reports reviewed

monthly by the board

= The board is responsible for setting and
approving policies and establishing the

Admission and Continued Occupancy Policy,
PHA Plan, and Administrative Plan, in
accordance with its obligations under the

Annual Contributions Contract
= Once the policies and plans are adopted, the

executive director is responsible for
developing procedures and implementing the

policies
(=)
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= Policy is the broad statement about how the
agency approaches a particular area

= Procedures are the more detailed methods
the agency chooses to use to carry out the

policy

= Board establishes the policies

= Executive Director creates procedures to be used
in implementing the policies

()

= Procurement Policy

= Admissions and Continuing Occupancy Policy

= Personnel Policy

= Drug-Free Workplace Policy

= Capitalization Policy

= Fair Housing & Equal Opportunity Policy

= Reasonable Accommodation Policy

(=)

= |Investment Policy

= Records/Property Disposition Policy

= Maintenance Policy/Plan

= Risk Prevention Policy

= Respect in the Workplace Policy

= Disclosure of Records Policy

(=)
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Roles and Responsibilities of the Board of Commissioners

= Accessibility Policy

= Long Term Capital Replacement & Reserve
Policy

= Technology Use Policy

= Conflict of Interest/Ethics Policy
= Credit Card Policy

= Vehicle Use Policy

= Policies should be reviewed regularly,
= Updated and modified periodically

= Change in Policy may require a change in
Procedures

(=)

= Section 8 Administrative Plan

= Minority/Women Business Enterprise Plan
= Affirmatively Furthering Fair Housing Plan
= Section 3 Plan

= Annual Plan

= 5-year Plan

(=)
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= Agency Mission and Plan

= Be cognizant of your agency’s goals, whether they are

focused on redevelopment, increased homeownership
opportunities, or improved energy performance

= Review your agency’s annual, 5-year, and capital plans

Monthly reports

= Closely review all financial and performance reports

= Ask questions if you don’t understand the information

provided
(=)
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= Audits
= Review the audit
= Request a board of commissioner meeting with the auditor
= Residents and landlords
= Listen to input and recommendations gathered at meetings
and in the community
= Performance Assessment Indicators
= Review and understand your PHAS performance monthly
= Review and understand your SEMAP performance monthly
(=)
86

= Required monthly reports should include:

= Monthly financial reports

= Summary of revenue and expense statements for
administration and all programs

= Latest bank reconciliation

= Check vouchers issued

= Tenant accounts receivable

= HCVP utilization

(=)
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= Monthly asset management report (public housing
performance)

= Occupancy

= Modernization schedule & units that cannot be occupied

= Monthly contracting and procurement report

= Obligation and expenditure deadlines
= Contract awards and progress

= Monthly compliance report
= Outstanding audit findings (financial audits, HUD, OIG)

= Repayment agreements

()

= Establish check-signing authority
= Maintain control over the obligation and

drawdown of grant funds
= Establish authority to access LOCCS and request a

draw of funds, to be approved by HUD staff
= Designate a contracting officer

= Monitor credit card use
= Monitor the transfer of funds between accounts

or programs, when funds have restricted uses

(=)

= Two HUD regulations govern financial
reporting of PHAs:

= Public Housing Assessment System (PHAS)
= Uniform Financial Reporting Standards (UFRS)

(=)
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= |f your agency expends $500,000 or more of
federal awards, or if your agency elects to

have an annual audit, the UFRS and PHAS
regulations require your agency to file an

annual audit
(=)
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= Unaudited
= Submitted electronically via FDS within 2 months
of fye
= Prepared by finance staff or fee accountant
= Audited
= PHA with more than $500,000 in federal funding
= Submitted via FDS within 9 months of fye
= Prepared by independent contractor
(=)
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PHAS is the system that HUD uses to assess a
PHA’s performance in managing its public

housing programs

= PHAS uses a 100-point scoring system based on
four indicators:

= PASS (Physical Assessment Subsystem) — 40 points

= FASS (Financial Assessment Subsystem) — 25 points

= MASS (Management Assessment Subsystem) — 25
points

= CFP (Capital Fund Program) - 10 points

(=]
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= Scoring Sub-Indicators
= Quick Ratio (QR) Liquidity = 12 points

= Months Expendable Net Assets Ration (MENAR)
Adequacy of reserves = 11 points

= Debt Service Coverage Ratio (DSCR) Capacity to
cover debt = 2 points

= Total Maximum Points = 25

(=)
94
= Inspectable Areas
= Site = 15 % (Area weight) Max Points = 18.5
= Bldg Exterior = 15 % Max Points = 17.5
= Bldg Systems = 20 % Max Points = 19.7
= Common areas = 15 % Max Points = 5.5
= Dwelling Units = 35 % Max Points =38.8
= Total Maximum Points = 100
(=)
95
= Scoring Sub-Indicators
= Occupancy = 16 Points
= Tenants Accounts Receivable= 5 points
= Accounts Payable = 4 Points
= Total Maximum Points = 25 Points
(=)
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= Scoring Sub-Indicators

= Timeliness of Fund Obligation = 5 Points

= Occupancy Rate = 5 Points

= Total Maximum Points = 10 Points

l—
©
N

—

= Scores are generated for each development, or
Asset Management Project (AMP). AMP scores

are weighted by how many units are in the AMP
and then combined into the agency-wide score

= The agency-wide score is used to determine the
PHA's designation

= Scores of < 60 result in a “troubled” designation

= Scores of 90 points or above result in a “high

performer” designation

()

Yo}
I oo

= SEMAP is HUD’s performance measurement
tool for the HCVP and assesses 14

performance indicators

* Selection from Waiting List * Payment Standards

+ Determination of Adjusted = Correct Tenant Rent
Income Calculations

+ Utility A ce Schedule - Pre-Contract HQS Inspections
* HQS QC Inspections = Annual HQS Inspections

ing Housing Opp i = Family Self-

99]
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= There are consequences for poor
performance

= HUD requires corrective actions

= HUD may limit new funding awards

= |f violations are flagrant, HUD can withhold
administrative fees, capital funds and operating

subsidies until corrections are made

= A troubled PHA is less able to support the families

in the community who need the agency’s suppt)rt ]
100

= As a commissioner, it is your responsibility to
ensure that the PHA is performing well

Focus attention on weak PHAS and SEMAP

performance areas for effective and efficient use of
scarce resources

Establish goals for the weak performance areas

Match performance against goals in every board
meeting

Determine the reason for the failure if goals are not
being met

Look for patterns and trends

[101]
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= Both federal and state laws apply to PHAs —
and when the law varies, the strictest rule

applies

= Conflict of interest requirements appear in

the ACC (HUD-53012A, 7/95)

()

= The conflict of interest provisions of 2 CFR
200.317 through 2 CFR 200.326 apply to the
procurement of property and services by PHAs

and to the selection of legal counsel

Employees must follow their PHA’s written standards

when they award and administer contracts

Exceptions to these provisions can be granted, but

only by approval by HUD Headquarters on a case-by-
case basis, according to 2 CFR 200.319(a)

These regulations also apply when a PHA is selecting
legal counsel
[ 104 ]

= A PHA employee or representative, may not
participate in the selection or administration of a
contract supported by federal funds if he/she:

Will also be awarded the contract;

Is any member of the immediate family of the contract

awardee;

Is the partner of the contract awardee;

Is an organization that employs or is about to employ
any of the above individuals; or

Has a financial or other interest — real or apparent —in

the firm selected for the award
[ 105 ]
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= Family members include :
1. Spouse, and parents thereof;

Children, and spouses thereof;
Parents, and spouses thereof;
Siblings, and spouses thereof;

Grandparents and grandchildren, and spouses thereof;

o vk wN

Domestic partner and parents thereof, including

domestic partners of any individual in 2 — 5 of this
definition; and

7. Anyindividual related by blood or affinity whose close

family relationship.

association with the employee is the equivalent of a
[ 106 ]

106

= Hometown Housing Authority sought a
contractor to complete a parking lot by sealed

competitive bids

= Doty & Sons is the engineering firm that will
oversee the contract. Jones Construction, Inc.

was the low bidder for the job and has been
selected for the award of this contract

= The owners of the engineering firm, Ben Doty,
and the construction company, Arnold Jones, are

stepbrothers
[ 107 ]

107

Can Hometown Housing Authority award the contract?

Note: This is a procurement of construction services allowed under 2 CFR
200.317 through 2 CFR 200.326

A. Yes, because although the owners of the two companies
are stepbrothers, Hometown Housing Authority secured
the bid by sealed competitive bid

B. Yes, because Ben Doty and Arnold Jones are not
immediate family members

C. No, a conflict of interest exists because Ben Doty and
Arnold Jones are immediate family members.

D. No, because Ben Doty will be administering funds being

paid to Jones Construction, Inc
(1)
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Bill Watts, the executive director of the Hometown
Housing Authority, is married to Carol

She does freelance work building websites for small
businesses

Carol knows the Housing Authority well, and wants to

serve the community by pitching in and building the
Housing Authority a site at a very low cost

Currently, they have only been able to support a
monthly newsletter, and a website would help keep

the public better informed of the activities of the
Authority

()

109

What is the appropriate action by the board in
response to this request?

Note: This is a procurement covered by Section 19 of the ACC.

A. The board should request that Bill review the conflict of
interest regulations in the ACC and only proceed if the
executive staff agree that there is no conflict

B. The board should advise Bill that this “looks like” a conflict
under Section 19 of the ACC, Part A, and he would need to
disclose his interest in his wife’s contract to the PHA and then

request a wavier from HUD

C. The board should approve the request. The board should not
micro-manage these processes and focus instead on big

picture planning. If a conflict of interest issue arises, they can
reprimand or even fire Bill
[ 110 ]

110

Should Bill be able to easily obtain a waiver
from HUD?

A. Yes
B. No

[111]
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= According to the Section 8 HAP Contract Part
B Section 13, persons mentioned in the
regulations 24 CFR 982.161(a), members of

the PHA and other decision makers may not
have any direct or indirect interest in the HAP

contract or in any benefits or payments under
the contract

= HUD HQ may waive the conflict of interest
requirements for good cause (except if

requirements is an act of Congress)

()

= The MOD REHAB ACC states in Section 2.18:

= The PHA, its contractors, and subcontractors may

not enter into any contract, subcontract, or
arrangement, in connection with any project in
which any of the following has an interest, direct

or indirect, during tenure or for one year
thereafter

= Members, officers, or employees of the PHA

= Members of the local governing body

= Other public officials

[113]

= Beverly Henson, the owner of a large real
estate business in town, also administers two

apartment projects that participate in HUD’s
Housing Choice Voucher program through the

Hometown Housing Authority. The mayor of
Hometown just released a list of possible new

commissioners, and Beverly, based on her real
estate expertise, has been included on that

list
[ 114]
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Can Beverly Henson be appointed as a
commissioner?

A. Yes. There is no conflict of interest as long as she
does not abuse her dual role as commissioner and
administrator

B. Yes, because the commissioner does not directly
oversee Housing Choice Voucher program funding

C. No, a conflict of interest exists. She must resign as

administrator or not accept the commissioner offer

()

= Under the ACC Section 19(B), the PHA may
not hire an employee in connection with a

project under the ACC if the prospective
employee is an immediate family member of:

= A present or former member or officer of the
governing body of the PHA (some exceptions apply

for former tenant commissioners)

[116]

= An employee of the PHA who makes policy or
influences decisions with respect to projects; or

= A public official, member of local governing body,
or state or local legislator, who exercises functions

or responsibilities with respect to projects or the
PHA

[117]
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= The prohibition applies during a member’s
term and for one year after his or her term

= Additionally, board members must disclose
family ties to the PHA and to HUD

= The PHA board of commissioners may waive these
requirements for good cause, provided that state

and local law permit a waiver

= However, the board’s determination of good cause

should be well documented
[ 118 ]

118

= The Hometown Housing Authority has been
financially strong, and Bill Watts has submitted a
request to the board to hire a receptionist

= |n the request from the Authority, a woman

named Sonya Ferrero is the applicant selected for
the position

= She is the mother of Raymond Ferrero, the
Authority’s Chief of Maintenance and Painting

= Sonya’s salary will be paid with public housing

operating funds
[ 119]

119

Is there a conflict of interest for The Housing
Authority to hire Sonya Ferrero?

Note: This is a question of nepotism covered by
Section 19(B) of the ACC

A. Yes

B. No

(1)
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= |n addition to concerns about conflicts of
interest, PHAs must ensure that staff, board

members, landlords, and program participant
all behave with integrity

= What type integrity issues may arise? Let’s
look at some of them on the following slides

()

= Requiring side payments of participants
= Misrepresenting of ownership

= The building owner living in an assisted unit
= The building owner receiving HAP after the

tenant family has vacated

Requiring that the tenant pays utilities included

in the rent
Attempting to evict the tenant for unpaid HAP

Bribing or attempting to bribe PHA staff [ ]
122

= Not using the unit as their sole residence
= Non disclosure or falsifying:

= Community Service exempt status
= Citizenship status

= Family composition

= Income

= Medical expenses

= Family assets

= Criminal Activity

(1)
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= Ghost tenants (HAP paid to phony landlord)
= Waiting list fraud

= HCVP Inspectors seeking/taking bribes to pass units

= Staff seeking/accepting sexual favors in exchange for

charges not being assessed
= Maintaining more than 1 set of accounting records

= Use of PHA credit cards or tax exempt status for
personal use

= Personal use of PHA property

()

= Your PHA should have an ethics policy to ensure
public confidence in the integrity of the PHA and

accountability to the people it serves

= Review your Authority’s bylaws & Ethics Policy to

better understand how they guide unethical behavior

= Contact the PHA’s legal counsel

= Do not contact the suspected individual in an effort to
determine facts or investigate on your own

[125]

= Allow the investigative body to conduct the
investigation

= The Office of the Inspector General

= Local law enforcement

= Observe strict confidentiality

(1)
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= The Hatch Act’s may apply to the political
activities of certain state and local employees.

As a board member, you may:

= Be a candidate in non-partisan elections

= Attend political meetings/conventions

= Contribute money

= Campaign in partisan elections

= Hold office in political parties

()

= You may not:

= Be a candidate in partisan elections

= Use official influence to interfere in elections

= Coerce political contributions from subordinates in

support of political parties or candidates

[128]

p-

-
| R0

= Can a PHA employee or Commissioner sponsor a
candidate for state senator?

= Yes, but you may not coerce contributions from
subordinates in support of your candidate. You may make a
personal contribution to his or her campaign.

= Can a PHA employee or Commissioner run for the local
school board?

= Yes, but only if the election is nonpartisan. An election is
partisan if any candidate is running as a representative of a
party whose presidential candidate received electoral votes

in the last presidential election
(19)
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= Should the Housing Authority enter into
litigation for any reason, the litigation must be

reported to HUD

= HUD Regional Counsel must approve any legal

action or contract with private legal counsel

= For reference, see: HUD Litigation Handbook

1530.1 Rev-5, 5/18/04

()

Which of the following are examples of conflict of
interest situations that commissioners could face?

A. A business you own provides a service to the PHA

B. A relative of yours applies for a job at the PHA and

asks you to put in a good word

C. Your fellow commissioner has a friend who owns a

construction company and he suggests that the PHA
hire this company to perform some work for the PHA

D. All the above

()
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What should you do as a commissioner if you think there
might be a conflict of interest involving another
commissioner, the executive director, or other staff?

A. Confront the person of interest and ask for clarification
about the suspected behavior — it might all be a big

misunderstanding

B. Review the housing authority’s bylaws, and consult the
PHA's legal counsel

C. Do a little investigating on your own to determine if your
concerns have any validity

D. Contact local law enforcement so that they might
conduct their own independent investigation [ 133 ]

Which of the following are allowable in your
position as a commissioner?

A. Visit housing developments and get to know
residents

Find a job for a friend

C. Influence the PHA to do something that

financially benefits a family member

[134]

Are there limits on the political activities you
can be involved in as a commissioner?

A. No, as long as you disclose your role on the
board to the Election Commission

B. Yes, there are limitations. For example, you
cannot run in a local election where PHA
appointing officials may be elected

C. Yes, there are limitations. For example, you
cannot run for office as the candidate of a

political party

(1)
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You are currently a commissioner, and you
receive a job offer to work on a housing

development that has a HUD contract. There
are no circumstances under which you can take

the job.
A. True

B. False

()

= Fiduciary responsibilities include:

= Monitoring budgets, contracts, and other financial

obligations;

= Overseeing the annual audit process; monitoring

for compliance with laws, regulations, and other
requirements; and

= Ensuring a system of internal controls is in place to
safeguard the agency’s assets

= Review and approve budgets

(1)
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= Check signature authority
= LOCCS Security (Authorizing official)

= Designated Contracting Officer

= Cash accounts and credit card usage

= Use of restricted funds

= Separation of financial responsibilities

= Proper cost allocation

()

139

The ACC requires the PHA to prepare annual budgets

When the board approves the budget, it is submitted
to HUD

Prior to the start of each fiscal year, the board must
approve project-based budgets and separate budgets

for each of the other PHA programs

HUD does not prescribe a specific budget format, but

budgets should reconcile with the updated Financial
Data Schedule (FDS)

= Revenue and expense reports should be reviewed each
month and compared to the budgeted amounts [ 0 ]

Income The annual budget should be
constructed so that the PHA at least breaks even,

or ideally, operates at a surplus. That is, project
expenses should not exceed project revenues

= Information needed for budgeting income includes:

= Data on occupancy of units

= Amount of operating subsidy and dwelling income
projected

= Other income, including fees and damages projected

[141]
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= Expenses that a PHA commonly incurs include
administrative and maintenance salaries, utilities,

supplies, contracts, and resident and other
programs

= Information needed for budgeting expenses includes:

= Physical analysis of the property (i.e., physical inspection)
= Fiscal analysis of the property, including past and present

data, previous year’s budget, and actual income and
expenses

= Comparison of the actual income and expenses from two
to three previous years to identify trends [ ]
143

= Operating Subsidy is provided to PHAs by HUD
for operating and maintenance expenses

= Per Unit Per Month (PUM) is an analysis of a
property’s income and expenses as an average
for each unit for one month

= PUM is a budgeting tool for property management
that:

= Compares across units to determine cost reduction
potential

= Allows, through trending, to better plan for seasonal

spikes in expenses or major payment due dates

= Allows a comparison of expenses for different AMPS[ s ]
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SAMPLE report - 3 months of the PHA’s FY
Annual Budget for “Administrative Salaries” is $97,850

Calculation:
$97,850 + 12 months = $8,154 per month

$8,154 x 3 months = $24,462

Actual for the 3 month period is $21,562
Variance: $2,900

Result: The PHA is under the budget for the period by
$2,900 in “Administrative Salaries”
[ 147 ]
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= Determine the income and expenses of each
project

= Look at the bottom line (Net Cash Flow)

= Bottom line - the difference between income and

expenses

= Positive — we spent less than we made (e

= Negative — we spent more than we made

(2]
148
Total Income $ 904,177
Total Expenses - 847,695
Net Cash Flow $ 56,582
[ 149 ]
149

= Commissioners should request explanations
for unusual expenses, and ask for verification

that payments be made from the proper
accounts with eligible program funds

= Questions to ask include:
= Are there variations from the budget? Why?

= Which AMPs are not performing within their
budget?

= Are reserves being used to support budget losses?

= Are there intermingling of funds to cover Iosses?[ 150 ]
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= Increase revenue

= Evaluate lease enforcement and rent collection

policies
= Raise minimum rents (subject to HUD regs)

= Sell non-performing property (HUD approval required)

= Sell unencumbered property

= Reduce the scope of non-federally funded programs
= Assess whether portability revenue is fully collected

= Obtain supplemental funding from state/local
government agencies [ 51 ]

= Decrease expenses
= Evaluate:

= Utility consumption and energy policies

= Existing contracts for cost & necessity

* Insurance costs

= The need and usage of fleet vehicles

= Contract property management or maintenance to
another entity

= Reduce management and line staff levels

= Reduce salaries & employee benefits appropriatel\[ 152 ]

152

= Ineffective oversight of PHA’s overall financial
operation

= Failure to notice if resources are effectively
spent on designated programs

= Failure to implement internal

controls/separation of duties

= Lack of external checks on financial reporting

(audits for budgets of $500,000 and greater)

(1)
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= Focus on executive pay at the expense of
other employees

= Failure to “bid out” assets being sold

= Failure to carefully review outside contracts

and sub-contracts

= Spending restricted funds for other purposes

= Mixing family, business, and charitable board

work
[ 154 ]

Per Unit Per Month averages in project-based budgets
are used to do which of the following?

A. Allow, through trending, to better plan for seasonal spikes

in expenses or major payment due dates

B. Determine the rents to be charged to each resident,

based on their monthly expenses

C. Allow for the PHA management to hone in on each unit’s

monthly expenses to forecast expense budgeting in the
future

D. Isaterm no longer used for PHA budgeting - PHAs should
move away from this method
(1)
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Key questions the Board should ask regarding
the budget include all of the following except:

A. How will projected losses be funded?

B. Is the anticipated revenue realistic?

C. Isvariance from prior year actual expenses
sustainable?

D. Can the PHA change the annual budget based on
this month’s shortfall?

()

Internal controls the PHA management team
should have in place include all of the following

except:
. Establishing check signature authority

. Designating a contracting officer

A
B
C. Controls on restricted funds use
D

. Centralization of financial responsibilities

[158]

Strategies to decrease expenses at your PHA
might include which of the following?

A. Terminate all existing contracts

B. Consider energy conservation measure to reduce

energy costs

C. Sell all fleet vehicles

D. Hire more management staff to keep a better
eye on expenses and operations

(1)
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= Be a Trustee
= Be Ethical

= Board Decisions = Policy Decisions
= Formulate Policy

= Define, Delegate/React, and Ratify
= Qutcomes govern Success

= Control Staff Resources
= Establish Linkage with Executive Director

= Monitor Rigorously

[161]

= Don’t have a conflict
= Don’t implement Agency operations

= Don’t be a Renegade Commissioner or try to take
actions on your own

= Don’t develop non-compliant policies
= Don’t accept gifts from Agency contractors

= Don’t use contractors for personal use
= Don’t sign blank checks

= Don’t ask for Agency favors

(1)

162

©2019 The Nelrod Company, Fort Worth, Texas 76107

54



BoC Training (Part 1)
Roles and Responsibilities of the Board of Commissioners

Thank your for participating!
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