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I. Introduction 
A. Why This Toolkit at This Time?  
Most housing nonprofits have avoided Scattered Site Rental (SSR) development and management 
because it is fraught with complexity and risk and because homeownership development was preferable 
way to stabilize and revitalize neighborhoods. However, our reality has changed. Organizations and their 
funders are considering SSR for a number of reasons:  

1. Household Economics 
• Household incomes have been decreasing. 
• People are out of work and consumer credit is weak. 
• Mortgage lending terms have tightened, prohibiting would-be buyers from getting loans. 
• Capable buyers are wary of buying a home or trading up. 
• Increased foreclosures. 
• Moderate-income households (earning 60%-80% of area median income) seek affordable, quality 

single-family rentals. 
  

2. Neighborhood Economics 
• Homeownership development is at a standstill: demand is low and mortgages hard to secure. 
• Neighborhoods have high inventories of vacant and foreclosed properties:  These properties can 

have a blighting influence, compete with other homes on the market, and threaten to undermine 
the previous investments an organization has made over time in the neighborhood. 

• Acquisition opportunities abound with the increase in vacant and foreclosed properties, and 
housing nonprofits may want to get control of properties lest they fall into the hands of slum 
landlords. 

• Stabilizing neighborhoods may require SSR. Organizations may have to add SSR to their 
organization’s products and services to address the dramatic changes the recession has visited 
upon households and neighborhoods. 

 

3. CDC Organizational Economics 
• Need to maintain a pipeline of development despite a stagnant homeownership market. 
• Need to cultivate new sources of revenue to ensure organizational sustainability.  
• Opportunity to utilize Neighborhood Stabilization Funds under stimulus programs (see Chapter 6: 

Financing)  

In light of these new realities, CDCs are asking themselves: 

• Should we add SSR to our core products and services? 
• How do we stabilize neighborhoods and families through SSR? 
• How do we convince our board, neighborhood, local government and other funders to invest in 

SSR? 
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B. Purpose of the Toolkit:  Business Planning for SSR 
Developing and managing SSR projects is an undertaking fraught with risks for your organization.  If 
improperly planned or managed, SSR can be a severe drain on a CDC’s resources. Nevertheless, SSR can 
be done successfully with thorough planning and execution. To support a thoughtful, thorough approach, 
NeighborWorks America has created this SSR Toolkit for the following purposes: 

1. Help you build a thorough Business Plan to manage the details of:   

 Mission and Goals:  Why are you entering into SSR? 

 Neighborhood:  Know your market and let it drive strategy and design 

 People:  Whom do you seek to serve? 

 Product:  What will you build?  What units will attract your target renters? 

 Financing:  How will you pay for development and operations? 

 Management:  How will you cultivate organizational capacity to get it built, to manage the 
property, and to manage the asset long-term? 

2. Help you use the Business Plan to “Make the Conceptual Sale”  You must make the case to your 
board, neighborhood stakeholders, local government subsidy providers, and other funders that SSR 
development and management makes sense in terms of mission and finances.  
 

3. Connect you to the substantial SSR resources already in existence. 
 

 

 
 

SSR Toolkit Format 
 

1. Web–Based Toolkit:  this Toolkit was written as an accessible online guide.  If you 
are viewing the printed format, consider also using the fully functional Toolkit 
available on the NeighborWorks® America website at www.stablecommunities.org. 

2. Step-By-Step Business Planning: Each chapter ends with business planning 
worksheets that together make up a complete business plan for SSR. 

3. Customizable Tools and Templates:   

a. Business Planning Worksheets and Workbook (Microsoft Word) 

b. Development and Operating Projection Proforma (Microsoft Excel) 

c. Property and Asset Management Spreadsheets (Microsoft Excel) 

4. Links to Extensive Resources: 

a. Sample Documents 

b. Publications 

c. Useful Web-Based Guides 
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C. Business Planning Overview:  Key Questions You Must Answer 
 

Mission and 
Goals 

Why are you entering into SSR? 
1. Does SSR fit well with your existing mission and goals? 
2. Will your board, neighborhood, and funders see SSR as a good fit? 

Neighborhood  
 

Know your market and let it drive strategy and design  
1. What kind of market are you operating within?   
2. Is there a shortage of affordable housing or a need for stabilization?   
3. How do local preferences, needs and trends shape unit designs? 
4. Are you locating units in a market that’s experiencing complete failure?   
5. Are other investments occurring near your units?  

People:   
 

Whom do you seek to serve?  What do they need and want? 
1. What is your target tenant profile? 
2. How can you attract excellent tenants? 
3. What services are needed to help tenants keep their housing? 

Product 
 

Where and How will you Build? 
1. Achieve Scale: Varies for organization and market.  
2. Cluster Units to make development and management easier: 

What units will attract your target renters? 
1. Rehab/build to a home purchase standard with standardized construction 

specifications. 
2. Units must attracts quality tenants and contribute to stabilization 

Financing 

How will you pay for development? 
1. Conventional multifamily underwriting often isn’t appropriate for SSR 
2. Think in terms of what is in the best interest of the block and neighborhood. 
3. Negotiate a developer fee of 8 to 12 percent. 
4. Offer funders additional detail to justify higher subsidy needs. 

How will you pay for operations? 
1. Avoid debt to keep positive cash flow and sufficient reserves.  
2. Negotiate an adequate management fee to professionally manage. 
3. Maximize contributions to operating and replacement reserves. 
4. Plan on more expensive maintenance. 
5. Pursue real estate tax abatements wherever possible. 

Management 

How will you cultivate organizational capacity to manage the property? 
1. Before you take on property management, budget how much it will cost to staff 

operations or hire a third party manager. Will the revenue cover all staff and 
operating costs and provide for a general management fee? 

2. If you don’t have in-house management capacity, how will you engage it? 
 

How will you manage your portfolio as a long-term asset? 
1. Allocate more time and resources to management than anticipated. 
2. Establish detailed tracking systems, standard operating procedures and sufficient 

staff.  
3. Embrace property and asset management as a new line of business. It is an 

important community service unto itself. 
4. If a property/project fails, what is your strategy for “exiting” without harming 

residents, the neighborhood, or your organization’s reputation? 
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D. Tips for Making the Conceptual Sale 
You will have to make the case to your Board, Neighborhood Stakeholders, Local Government Subsidy 
Providers, and Other Funders that SSR is worthy of their support. A sound business plan will force you and 
your board to thoroughly plan this new line of business and help you persuade partners to support your 
program. Below are some strategies for “selling” your business plan to your board and partners. 
 

 

Strategies for Making the Conceptual Sale 
 
 

General Tips 

1. Position SSR as investment rather than poverty housing. 
2. Remind Folks that SSR will pay local real estate taxes. 
3. Make the case that quality, well-managed rental housing 

contributes to stabilization. 
4. Illustrate how SSR can be done right via a solid Business Plan for 

Production and Management. 
5. Address push-back from neighborhoods not wanting any more 

low-income housing. 

 
To Your Board 1. Plan with your Board how to add SSR as a new line of business 

whose risks can be managed. 
2. Illustrate how SSR can be done right via a solid Business Plan for 

Production and Management. 

 
To The 

Neighborhood 

1. Demonstrate the stabilization impact of your project. 
2. Dispel misperception that this is public housing or Section 8 

housing. 
3. Show neighbors your tenant profile so they can see who will be 

moving in. 
4. Manage units to demonstrate that they are good neighbors. 
5. Select tenants carefully. 
6. Show how you are adding to the tax base. 

 
 

To Local 
Government 

Subsidy Providers 
 

1. Some local governments avoid SSR because they: 
 Don’t know how to underwrite rental deals 
 Worry about long-term compliance requirements 

2. Others are realizing that some rental does not fit the LIHTC model.
3. Establish systems for ongoing compliance management. 
4. Show government how you will ease their regulatory burden. 

 
To Lenders and 
Other Funders 

1. Provide details on costs to make the case for reducing debt and 
providing reserves to meet higher annual operating costs. 

2. Show them your business plan. 
3. Be specific about the type of financing you need (long term debt, 

revolving line of credit, etc.).  
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E. SSR Resources 

Considerable resources already exist for Scattered Site Rental development and management.  This 
Toolkit seeks to organize them in an easily consumed online format.  Following are the publications, 
training materials, and tools that shaped this Toolkit. 

Overall SSR Program Design & Implementation 

Stabilizing Neighborhoods Impacted by Concentrated Foreclosures: SSR Housing Challenges and 
Opportunities (2009) by Ivan Levi; published by the Joint Center for Housing Studies of Harvard University 
and NeighborWorks America.  www.jchs.harvard.edu/publications/communitydevelopment/w10-1_levi.pdf     

Developing and Managing Scattered-Site Rental Housing: A Complete Overview of the Skills and Finances 
Needed to Run a Successful Program (1999) by Matt Perrenod, published Enterprise Community Partners. 
Error! Hyperlink reference not valid. 

Management for Scattered Site Rental Housing (2009) by David Fromm and William Brett, published by 
NeighborWorks America for the NWA Training Institute (NTI).  

HUD NSP Resource Exchange Single-Family Rental Toolkit.  This HUD website offers many useful templates 
for developing and managing single-family homes as rental with Neighborhood Stabilization Funds.  
Templates range from program checklists to property management agreements. 
www.hudnsphelp.info/index.cfm?do=viewToolkitsHome&programtypeid=4  

Neighborhood 

New Approaches to Comprehensive Neighborhood Change: Replicating and Adapting LISC’s Building 
Sustainable Communities Program by Chris Walker, Sarah Rankin and Francisca Winston; published by 
LISC. Offers insight on the idea that it takes more than physical development to make real change in the 
lives of people and in the places that they live and offers a comprehensive approach to dealing with this 
issue. www.lisc.org/content/publications/detail/18424 

Assessing Property Value Impacts of Dispersed Housing Subsidy Programs: Final Report (1999), by Mary 
Cunningham, George Galster, Anna M. Santiago, Robin E. Smith, Peter A. Tatian and Charlene Y. Wilson. 
This HUD report looks at the effects on neighborhoods and property values when low-income development 
takes place within a community. www.huduser.org/portal/publications/pubasst/dispers.html  

Nonprofit Strategies for 1- to 4-Unit REO Properties: An Analytical Framework (2009), by Daniel 
Fleischman. This NeighborWorks America publication describes strategies for dealing with REO properties 
within various neighborhood types. 
www.nw.org/network/documents/Fleischman_Nonprofit_Strategies_for_REO_Properties.pdf 

Comprehensive Housing Market Analyses. A website where HUD has collected a number of reports 
associated with market analysis in various geographies across the U. S. 
www.huduser.org/portal/publications/econdev/mkt_analysis.html  

People 

Homes for Everyone: Universal Design Principles in Practice (1996) a HUD report that provides useful 
information on building and rehabilitating homes using universal design principles.  
www.huduser.org/portal/publications/destech/unidesig.html 
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Resident Services Step-By-Step, an Enterprise Community Partners manual that helps you determine what 
services would most benefit your residents, how to fund, staff, design, implement, partner and measure 
the effectiveness of those services. Provides helpful sample documents.  
www.enterprisecommunity.org/resources/tutorials/resident_services/  

Product 

Barriers to Rehabilitation of Affordable Housing (2001), a HUD report which analyzing the value of and 
barriers to, rehabilitation of older housing stock. Developed through a cooperative agreement with the 
National Trust for Historic Preservation. Authored by Edward J. Bloustein, Barbara Listokin; and David 
Listokin. www.huduser.org/portal/publications/destech/brah.html  

Responsible Lease-Purchase: A Review of the Practice and Research Literature on Nonprofit Programs 
(2010 by Dan Immergluck and Philip Schaeffing), published by the Social Science Research Network.  
http://papers.ssrn.com/sol3/papers.cfm?abstract_id=1691194  

Lesson from Ten Years of Lease to Purchase (2010 by Bill Goldsmith and Cindy Holler. Discusses a 
number of best practices learned through experience with lease purchase. 
https://www.mercyhousing.org/Document.Doc?id=105   

Financing 

Financing Mechanisms for Affordable Housing (2007), an Enterprise Community Partners publication by 
Peter Werwath. Describes a variety of ways to fund affordable housing: 
http://www.practitionerresources.org/showdoc.html?id=19410&topic=Housing%20Finance&doctype=Spr
eadsheet    

Long-Term Low Income Housing Tax Credit Policy Questions (2010) by Eric S. Belsky and Meg Nipson of 
the Joint Center for Housing Studies of Harvard University. Discusses opportunities and challenges 
associated with the Low Income Housing Tax Credit (LIHTC) Program and the corresponding policy 
implications.  http://www.jchs.harvard.edu/publications/governmentprograms/long-
term_low_income_housing_tax_credit_policy_questions.pdf  

Alternative Financing Models - Hybrids of Homeownership Lease Purchase Housing (2007), an Enterprise 
Community Partners publication by Peter Werwath.  Discusses the role of lease purchase models in 
providing homeownership opportunities to households that would otherwise not qualify for a mortgage. 
http://www.practitionerresources.org/showdoc.html?id=19612&topic=Affordable%20Housing 
&doctype=Spreadsheet  

Management 

Lesson from Ten Years of Lease to Purchase (2010 by Bill Goldsmith and Cindy Holler. 
www.mercyhousing.org/Document.Doc?id=105   

Nonprofit Strategies for 1- to 4-Unit REO Properties: An Analytical Framework (2009), by Daniel 
Fleischman, NeighborWorks America. 
www.nw.org/network/documents/Fleischman_Nonprofit_Strategies_for_REO_Properties.pdf 
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II. Mission and Goals 
 
A. Aligning Program Design with Vision and Mission 

The first and primary consideration in planning a Scatter Site Rental (SSR) development and management 
program should be to ensure that it will be consistent with your vision and mission. This might seem 
obvious, but we often see inconsistencies between an organization’s mission and how a program is 
designed and managed. Following are four mission statements from organizations engaged in SSR 
development and management—three that are NeighborWorks America Affiliates: 

 “The mission of St. Ambrose Housing Aid Center is to create and maintain equal housing 
opportunities for low- and moderate-income people, primarily in Baltimore City and to encourage 
and support strong and diverse neighborhoods.” St. Ambrose Housing Aid Center, Baltimore, 
Maryland 

 (Our) “goal is to help transform people, families and communities, so that they achieve the skills, 
strategies, resources and commitment to succeed for the long-term.” Beyond Housing, St. Louis, 
Missouri 

 “Building vibrant communities” Columbus Housing Partnership, Columbus, Ohio 

 “Our mission is to develop affordable housing for low- and moderate-income Clevelanders with a 
special emphasis on generating pathways out of poverty and providing homeownership 
opportunities.” Cleveland Housing Networks, Cleveland, Ohio (not a NWA Affiliate.) 

SSR Development could certainly be consistent with each of the above mission statements. However, each 
of the above statements evokes somewhat different considerations. The first mission statement, from 
Cleveland Housing Networks, would suggest that their SSR program should have economic components 
and someone developing a program with this type of mission might give consideration to ensuring that low 
income residents have access to jobs created through this activity, or that consideration is given to the 
proximity of available housing to public transportation opportunities. Notice also the special emphasis on 
homeownership. This would imply that their SSR program should present opportunities for homeownership. 
For example they may want to assist tenants in setting up and maintaining an Individual Development 
Account (IDA) for a future down payment or consider a lease-purchase program. 

The second mission statement from St. Ambrose Housing Aid Center raises equality as a part of their core 
mission. An agency with this focus may want to consider the impact of their SSR program on the integration 
of neighborhoods along racial and economic lines. This mission also promotes strong neighborhoods. An 
organization with this value would likely wish to consider the impact of their SSR program on the 
community as a whole and how they can use this program to strengthen and stabilize neighborhoods. 

Beyond Housing talks about transforming communities as well, but they also discuss the transformation of 
people and families. An organization with this focus may want to consider services such as providing child 
care for residents that wish to return to school, or providing youth after-school programs, or offering drug 
and alcohol abuse counseling as supporting services to their SSR program. 

Columbus Housing Partnership focuses on the vibrancy of their communities. An agency with this motto 
would want to ensure that consideration is given to the quality of the houses that they develop, along with 
an emphasis on strong management and maintenance, though the term “vibrant” can also refer to some of 
the other neighborhood and household characteristics that we discussed earlier. 

So begin by reviewing your vision and mission statements, or develop these statements if you do not have 
them and then look for ways to match your SSR program design to the broader mission of the organization. 
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B. Goals Should Drive Design 
Once you have a clear idea of how your SSR development and management program fits with your mission 
and goals, you should begin to think about and develop goals for your SSR program. You may want to 
review existing plans—those for your organization as well as the larger neighborhood and community—to 
insure your program is aligned with each. This is best done with input from key stakeholders. Include your 
staff in this discussion, meet with other organizations working in your service area, and consider having a 
public meeting in potential target neighborhoods and talk to potential funders. This feedback will ensure 
that you are not forgetting important program elements and help you to see the program from multiple 
perspectives. We also recommend reading through the remainder of this manual and taking notes on other 
program elements that you may wish to discuss with one or more of these groups as you contemplate 
program design. By determining up front the full scope of feedback you want to elicit from various 
stakeholders, you can avoid multiple meetings. 

It is also important to be honest about what you hope to accomplish. Often nonprofit organizations are 
hesitant to admit that they want to undertake an activity in order to accomplish self-preserving goals such 
as making money or keeping staff occupied. Yet these goals are often critical to the very survival of an 
organization. If you are not honest about these realities, then you may fail because your activity design 
does not create a pathway to successful implementation. 

Once you have brainstormed to identify potential goals, you will need to work to narrow and refine these 
goals. Start by attempting to combine similar goals, while refining the assimilating goal so that it captures 
the essence of all of the goals that are being integrated. You can also ask stakeholders to prioritize the 
potential goals, so that you are focusing on the things that are most important. Again, the use of facilitation 
techniques is useful in narrowing the field of potential goals.  

Now you are ready to think about the linkage of the goals with the activity in a more direct way, as you 
further refine your goals and begin thinking about the realities of an SSR program. This is where reality 
begins to sink in and you take the first steps toward analyzing and understanding whether an SSR program 
is a good fit for your organization. 

Finally, each goal, which will be a somewhat abstract concept such as providing housing to low and 
moderate income people, will need to be developed into a set of more concrete objectives. This will be 
accomplished as you complete each of the following modules of this business plan program toolkit. 
Included in your objectives will be specific information about location, density, scale, target population, 
type of unit produced, etc.  

On the following page is a link to resource material. After that is a chart with some sample goals and a few 
of the program design criteria and challenges to implementation associated with each of the listed goals. 
This is designed to assist you in getting started on the process of identifying and evaluating goals 
associated with the development and management of an SSR program. It also serves as an example of the 
kinds of things that you will need to think about as you begin evaluating your program. 

Following this chart is the first of several worksheets for you to complete as you create a business plan for 
your SSR program. Completing these worksheets will serve as a beginning point for thinking through the 
various elements of your business plan. 
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C. Review of Common Agency Goals: How they shape SSR development activity design 

Goal 
Degree of fit 
between goal 
and activity 

Required program design 
emphasis to meet goal Challenges to implementation 

1. To earn a lot of 
money through 
rental 
development. 

poor 1. All units exactly the same (this helps to keep 
development and maintenance costs low). 

2. All units together in one place (this helps to keep 
acquisition, maintenance and management costs 
low). 

3. Build and manage a lot of units, to take 
advantage of economies of scale. 

4. Very little or no permanent debt. 

SSR development by its very nature is scattered, with each unit unique. 
This adds costs to every phase of development and management. To 
keep costs low enough to break even, you must make an effort to use 
uniform components, where possible; cluster units to some extent; and 
develop units at enough scale to realize some economies  

2. To make the 
provision of 
housing easier. 

poor 1. All units exactly the same. 
2. All units together in one place. 
3. Ability to control units and variables by having an 

on-site presence to see who comes and goes, to 
quickly check on maintenance and back rent, to 
monitor tenant behavior, etc. 

More time and effort are required to acquire, develop, manage and 
maintain scattered site units. These projects must be “managed to 
death” in order to be successful. Staff must also be well qualified to 
deal with acquisition, development, asset management, property 
management and maintenance. 

3. To keep agency 
staff occupied in 
something 
useful until the 
home owner 
market returns 

fair 1. Utilize strengths of existing staff. 
2. Develop a long range plan for unloading or 

managing units. 
3. Address gaps in knowledge and experience 

regarding this type of development and 
management 

4. Note different skill sets required of agency staff 
and of organizational orientation. 

As one very experienced person in SSR development told us “It is a lot 
more difficult than anybody thinks it is. This is so much harder based 
on the nature of it, the construction, management, maintenance are all 
more difficult.” Hire the appropriate staff and get the necessary 
education required to be successful. Also recognize that this is not a 
short term commitment. This type of development generally requires a 
commitment to manage, maintain and keep units occupied for a 
minimum of 15 years. 

4. To provide 
attractive, 
desirable, well 
maintained, 
structurally safe, 
affordable 
housing to low 
and moderate 
income 
households 

good to 
excellent 

1. Careful property selection 
2. Good management 
3. Good maintenance 
4. Control of costs 

Here scattered site development has both advantages and 
disadvantages over project based rental development. The advantages 
are that scattered site properties can be more desirable to would-be 
renters because they may have larger yards, more privacy, a garage, 
more character and/or meet the preference for a single family house 
over a multi-unit building. This can make vacancies lower for well-
managed, well-maintained units. The disadvantages, as above, are the 
increased costs and time associated with managing and maintaining 
units. Careful property selection can both help to mitigate some of 
these costs and make units more desirable. 
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Goal 
Degree of fit 
between goal 
and activity 

Required program design 
emphasis to meet goal Challenges to implementation 

5. To provide 
housing for low 
and moderate 
income people 
in low-crime, 
racially and 
economically 
integrated 
neighborhoods. 

good 1. A low concentration of units highly dispersed 
across a variety of upper and middle class 
neighborhoods. 

2. Additional consideration given to lease purchase. 
3. Good management of units. 
4. Good screening of tenants. 

Challenges come primarily from two fronts. First, there will likely be 
challenges based upon “Not In My Back Yard” (NIMBY) attitude of 
current residents opposing your development work for one of two 
reasons: a). they are concerned about the lowering of property values 
because you are bringing rental units into neighborhoods that are 
primarily homeownership in current make-up; or b). they are prejudiced 
against either people of a particular race or ethnic group, or against 
low-income people in general and may have fear of increasing crime, 
poorly kept units, etc.. Keeping the concentration of units low, making 
the units lease purchase, careful screening of tenants and good 
management to keep units well maintained, lawns mowed, trash 
cleaned up, etc. can sometimes alleviate some of their fears, but be 
prepared for a fight.  
The second challenge comes from the fact that you are keeping 
concentrations low, making development, management and 
maintenance more expensive. 

6. To revitalize a 
community or 
neighborhood 

good/excellent 
in some 
neighborhoods 

1. A clear vision of the neighborhood and its needs. 
2. Recognition that it will likely take a variety of 

activities and a certain scale to make a real 
difference in a community. 

3. Willingness to work with other partners. 
4. An ability, either directly or through partners, to 

pump large sums of money and effort into a 
community over the course of several years. 

Every neighborhood is unique and what works one place may not work 
in another. It takes careful, thoughtful planning, partnerships, money 
and a commitment to seeing it through to make a real difference in a 
community. When undertaken with other activities, SSR development 
can be a very useful activity and very successful in some 
neighborhoods, if well planned and managed. 
This is often a viable activity in tipping point neighborhoods, though 
there may be some opposition due to a desire for more 
homeownership. 
In revitalization neighborhoods, SSR development is not very effective 
as a stand-alone strategy. However, if planned as part of a 
concentrated and targeted larger strategy it can be very effective.  

7. To make good 
use of existing 
housing stock 

excellent 1. A focus on rehabilitation rather than new 
construction. 

2. Good initial property inspections. 
3. A recognition that unit component uniformity will 

be more challenging to achieve. 
4. A willingness to work through historic 

preservation, lead-based paint and other issues 
raised by many federal funding sources. 

Rehabilitation of housing units for SSR development can be a great 
way to preserve older housing stock, though it is not without its 
challenges. An effort will have to be made to use uniform components, 
where possible, to reduce maintenance costs, but this is more difficult 
than with new construction. Also, federal funding requirements will add 
to the development cost and complexity, in addition to the normal 
unknowns when undertaking rehabilitation.  
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Your Business Plan:  Mission and Goals 
 

A. Developing the Mission and Goals Chapter of Your Business Plan 
This chapter should accomplish the following: 

 Completion of each of the worksheets that follow. 

 Discuss the strengths and weaknesses of the current organization as it relates to the SSR 
program and explain how strengths will be built upon and how weaknesses will be overcome. 

 Explain how your program goals align with your mission, vision and core values. 

 Make clear how the structure of the SSR program will be developed and managed in order to 
meet the program’s goals. 

 Give details regarding the opportunities and challenges associated with implementation of the 
SSR program. 

 Describe how the organization will build upon the opportunities and meet each of the 
challenges to goal implementation 

This narrative, along with the charts above will provide a framework for the first chapter of your 
business plan. The Business plan is to serve as a blueprint for your success in program 
implementation as well as a marketing tool to demonstrate to your board, neighborhood 
stakeholders, funders and others that you are prepared for success as you undertake your journey 
into the SSR program.  
 
Planning Worksheets 

The following worksheet is designed to assist you as you think through the connection between 
what your organization values and the planning and implementation of an SSR development and 
management program.  

Your organization may already have some of these elements. If you already have a mission, vision 
and a set of guiding principles and if they are fresh and relevant to the organization, then simply 
include them below. If they need updating, or you do not have one or more of these elements, then 
the organization will need to go through the process of reviewing or developing them. This includes 
seeking input from stakeholders and review and approval by the board. 
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B. Mission 
The mission statement defines the overall purpose of the organization. It should clearly distinguish 
the organization from other organizations. The mission should include beneficiaries (for whom); 
geography (where); and services (what). 

Make sure Your Mission Statements are SHORT and SNAPPY so board members, staff and 
supports understand it and can easily communicate it to others. 

Write your organization’s Mission Statement(s) below: 
Overall CDC 
Mission 

 

SSR Program 
Mission 

 

 

C. Vision 

 Describes goals motivating the organization  
 Describes  where the organization is headed  
 Should be a compelling, vivid description of the organization’s future success 

External Vision: Defines how the environment where and/or with whom you work will be improved as a 
result of your efforts.  

Internal Vision: Describes what your organization will look like and will have accomplished as a result of 
your efforts. 

One way to think about your vision is to ask the question: “What do we want to have accomplished 
within X years?” 

External Vision  

Internal Vision  
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D. Guiding Principles/Core Values 
Broad, brief statements of belief that shape the criteria by which the Board, staff and volunteers can 
judge whether or not the mission, vision, goals, objectives, plans, actions and outcomes are right for 
the organization. These are the Building Blocks of why people work for and support the organization. 

Guiding Principles/Core Values of your organization: 

1.  

2.  

3.  

4.  

5.  

6.  

 

E. Key Elements of the SSR Program 
Key elements of the organization’s mission, vision and core values need to be reflected in the design of 
the SSR development and management program. This is your opportunity to collectively think through 
the connection between the overall values of the organization and the SSR program that you are 
developing to ensure that they are a fit. These key elements should assist you as you begin to think 
about the program design and structure and move toward developing program goals. 

Key elements of your SSR program required to remain consistent with your mission, vision and guiding 
principles/core values: 

1.  

2.  

3.  

4.  

5.  

6.  
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F. Goals and emphasis of the SSR Program 
This is where you really develop what you want to accomplish through your SSR program. Goals should 
define the core fundamentals of what is important to the organization as it moves forward with an SSR 
program and will serve both as criteria upon which to develop plans and as a means of measuring success. 
Each goal will be targeted toward addressing a particular emphasis, but goals will also be somewhat broad 
and abstract in their scope. They will be further refined by objectives as we move through the other 
modules of this business plan. 

In addition to the development of goals, it is also important to begin to think about what components the 
program will need to emphasize in order to be successful in meeting each goal. The table provided in the 
module on mission and goals provides an example that may be helpful as you complete the table below. 

Goals of your SSR program, required program emphasis and challenges to implementation: 

Goal Required program emphasis to meet 
goal Challenges to goal implementation 

1.   

2.   

3.   

4.   

5.   

6.   

7.   
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III. Neighborhood 
 

A. Understanding How Market and Neighborhood Drive Program Design 
In this section we will discuss the timing, location and scale of your potential Scattered Site Rental (SSR) 
development and management program. These issues will be driven by a number of factors including your 
agency’s mission, the tenants that you desire to serve, the type of units that you plan to develop, the kinds 
and amounts of financing available and your organization’s overall capacity and efficiency. Related to all of 
these other factors, but perhaps of greater consequence than any of them as a means of determining a 
rational project location, timing and scale are the characteristics of the local housing market and the 
neighborhoods in which you work. 

We can begin with a discussion of timing. The current economic climate across the country has created an 
increased interest in SSR as an activity for a number of reasons. Among them are the following: 

 Financing, developing and moving units for sale is difficult in many markets. 

 Credit is tight, secure jobs are scarce, homes are becoming foreclosed upon and interest in 
the rental market is growing. 

 Neighborhoods are becoming ravaged by foreclosure and there is a need for something to be 
done to stabilize the growing number of vacant units and the neighborhoods in which they 
reside. 

 Agencies are struggling to make ends meet and to keep current staff fully occupied. 

For these reasons and others like them, a number of agencies are turning to SSR as a potential activity. 
They may be the reason that you are reading this toolkit. Three of the four reasons above are market driven 
and that market largely determines whether this is a logical activity for your organization. While we can 
make generalizations like the ones above, each regional market and neighborhood is different and must 
be analyzed on its own merits. 

Other timing considerations involve your organization’s capacity, the availability of funding, and the political 
will of various stakeholders.  These should also be analyzed as you think about whether this is the right 
time for you to undertake an SSR program. 

B. Neighborhood Selection: Contributing to Stabilization and Revitalization 
In working toward the overall goals of community revitalization, SSR development is just one of several 
tools in the toolbox. The effectiveness of SSR development as a strategy varies with each neighborhood 
type and project situation. Below are some descriptions of different neighborhood types and discussion 
about SSR development as a strategy within each type of neighborhood. 

Healthy neighborhoods: Healthy neighborhoods are neighborhoods where the market is largely sustaining 
occupancy and real estate transactions. Homes in these neighborhoods are generally well-maintained and 
vacancy rates are low. However, in the present economic climate, even healthy neighborhoods are in some 
distress. Job loss and loss of market value has resulted in some foreclosure activity. 

In this type of neighborhood, market forces generally resolve vacancy and abandonment issues. Though in 
distress now these neighborhoods will likely be the first to rebound when the economy improves. Loss of 
property values will typically be less than in the other neighborhood types. Any blighted properties will be 
more likely to be purchased by speculators or adjoining property owners and cleaned up. For these 
reasons, SSR development generally only makes sense in this type of neighborhood where the goal is to 
provide housing in low-crime, racially and economically integrated neighborhoods to low and moderate 
income people. Keep in mind that SSR development on any scale can actually be a disincentive to 
investment in this type of a neighborhood and could actually lead to neighborhood decline as people move 
out, causing property values to fall. 
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Tipping point neighborhoods: In these neighborhoods there has been some marked decline. There are 
often a significant number of houses for sale and/or rent and a number of vacancies. However, these 
neighborhoods are still vital. Occupancy is often a mix of owners and renters and the majority of units are 
occupied, though the vacancies are increasing and the home values are falling. Generally, less than 20 
percent of the properties are blighted. For the most part, people still maintain their properties, though the 
number of properties not maintained is growing. 

Like the healthy neighborhoods, these neighborhoods fall into a rather broad range. Therefore the 
strategies necessary will vary from neighborhood to neighborhood. In general, the goal is to stop the 
bleeding and to begin to turn these neighborhoods in a positive direction so that market forces will take 
over. SSR development for the purpose of integration, as described in the section above, could be a viable 
model for this type of neighborhood, though likely opposition to integration would, of necessity, be a 
consideration. 

SSR development as a strategy for community revitalization may also be effective for this type of 
neighborhood, when combined with other activities, such as demolition and 
acquisition/rehabilitation/resale. By strategically purchasing blighted properties and rehabilitating them or 
demolishing them and rebuilding, the blighting influences of the neighborhood can be removed and 
hopefully the market and reinvestment can and will, occur.  

Revitalization neighborhoods: These neighborhoods have often seen considerable decline over years or 
even decades. Vacant, boarded up houses are noticeable and there is a mix of occupied and unoccupied 
units. Often occupancy is primarily renters. Many properties are not well maintained and 20 to 70 percent 
are blighted. These neighborhoods again fall into a broad range, but are generally unable to become vital in 
the marketplace again, without substantial outside assistance. 

The strategies necessary to revitalize these neighborhoods will vary based upon the needs and specific 
characteristics of each neighborhood. Often the assistance will include concentrated work in a small 
targeted area and radiating from there into the surrounding neighborhoods. This work will usually involve 
multiple activities including rehabilitation, infill development, streetscaping, infrastructure improvements 
and demolition. SSR development, if done as a stand-alone strategy, is not very likely to be successful in 
this type of neighborhood. However, if planned as part of a concentrated and targeted strategy for 
revitalization, it can be a useful tool. 

Redevelopment areas: These areas have seen the most decline. Though once vibrant neighborhoods, lost 
industries and decades of disinvestment have caused these communities to become virtual ghost towns. 
Abandoned, blighted houses are everywhere, with over 70 percent of the properties blighted. A minority of 
houses are occupied, usually by renters or illegal occupants. Maintaining basic utilities and city services to 
these areas usually places a burden on the City. 

There are two successful strategies that addressing this type of neighborhood: 

 Reinventing the neighborhood: In this strategy, much, or all of a neighborhood will be 
demolished and the neighborhood will be redeveloped. Sometimes a few of the original 
properties will be saved and will serve as a design element for the new neighborhood. Other 
times the entire neighborhood will be razed and redeveloped with a new plan. This strategy will 
often make sense where a critical mass of properties of character remain in reasonably good 
condition; where adjacent neighborhoods contain important community anchors that need to 
be protected; or where adjacent neighborhoods are being revitalized. SSR development will 
generally not be a workable approach for this type of development, though new construction of 
mixed-use and mixed income development with rental units included in the mix may be a viable 
strategy. 

 Shrinking toward prosperity: In this strategy whole blocks or neighborhoods are razed and the 
property turned into vacant land, which may be land banked for future redevelopment or 
utilized for parks, green space, or urban farmland. This strategy is often used where few of the 
properties are salvageable and there is an overabundance of housing in the region. Its 
secondary goals include cutting municipal costs associated with infrastructure and crime 
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prevention, blight removal to stimulate reinvestment and the protection of property values in 
other neighborhoods through balancing the supply and demand for housing. SSR development 
would not play a role in this strategy. 

C. Assessing Regional and Neighborhood Markets  
Rental housing markets are tough to assess in the current economic climate. SSR development 
assessment is even more difficult because each unit is often unique and units are diffused across a variety 
of neighborhoods. Nevertheless, you will need to determine what units and what households to target with 
you program.  You must first determine the leading element: are you seeking to serve a specific population 
or to stabilize a specific neighborhood?  Answering this question dictates what questions you need an in-
house or professional market study to answer.  

Use what you know: Nonprofits are usually very familiar with the neighborhoods in which they work and 
with the people they serve. This is one of their strengths. Use this strength to your advantage. Think about 
the reasons that people would or would not want to live in a neighborhood and whether those things can 
be changed or built upon through your work or the work of others in this place. For example, are there 
dilapidated houses that need to be torn down, or neighborhood anchors such as good schools or a hospital 
where people could find employment?  

Also examine quantitative and anecdotal information about the people that you serve. What are their 
needs? What are they looking for in a home? How many kids do they typically have? Are they single 
mothers? Will they need childcare services or public transportation in order to go to work?  

Conduct an in-house survey of the market:  Early on in shaping your SSR program, you may want to perform 
some data collection on your own to help you make some educated estimates for your program and project 
design. You may conduct a cursory survey of rental properties in your service area to project potential rents 
and likely unit amenities required for your project.  You may examine income data and chronic issues for 
your existing clients to determine affordable rent ranges and needed support services. 

Procure a professional market study: If you are not adept at dealing with statistical analysis and working 
with demographic data, engage a professional firm to conduct a market study.  

Market studies will generally start with some very basic assumptions about the economy and the housing 
market and then look at general economic and demographic information in your region and target area.  
Next they will offer an inventory and analysis of the multifamily housing market and submarkets, providing 
information about comparable properties, competitive rents and unit features, vacancy rates, time required 
for lease up, and new developments underway.  

Be very clear what specific questions you want answered by the study and list them individually in the 
contract scope of work with the market analysis firm.  Examples are as follows: 

 What unit designs and amenities do we need to develop to attract our target renters? 

 What is the profile of the household types that will be attracted to our units (income, size, where 
they currently live)? 

 What would market-rate rents be for our units once rehabbed/constructed? 

 What marketing strategies should we employ to lease-up our units? 

Be careful about market assumptions: Market studies have to make assumptions about the type of units 
that you will be developing and about the characteristics of the households to which you will be marketing 
the units. Because each unit is unique you need to take those assumptions with a grain of salt. Those 
townhouses that the market study assumed may have a different market than that single family home with 
a yard. The hardwood flooring and the view from the house you are developing may make the market 
different than what was projected. The poor floor plan and lack of a second bathroom may make the house 
you are rehabilitating more difficult to lease than what the market study predicted. 
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Dealing with NIMBY issues: If doing rental development at any scale, some opposition from within the 
surrounding community is to be expected (Not In My Back Yard). This opposition may exist for a variety of 
reasons. Many people are naturally resistant to change, particularly if change involves the unknown. They 
may also be concerned about the lowering of property values, especially if the neighborhood is primarily 
owner occupied. There may be concerns about increased crime or drug traffic, or that people may not keep 
their houses painted, their yards mowed, or the trash picked up. Residents may have concerns about 
increased noise and traffic and about how many people will live in one house. They may be concerned 
about negative influences on their children. These can all be legitimate concerns that need to be 
addressed. In addition, some people will likely have prejudices against people of particular racial or ethnic 
groups or about low income people in general. In some cases they may also have irrational fears. These 
issues also need to be tackled. 

One way to help people to work through their concerns is to spend time with them. Sometimes a series of 
public meetings to build neighborhood support and buy-in for your overall community goals can be helpful. 
Help them to visualize the positive impact that your work will have on the community by cleaning up 
blighted properties and putting them to good use. Showing them how you are providing housing that their 
grown children or their aging parent or the school teacher for their kids may need to live in can be useful in 
helping them to make the connection between your goals and their goals for the neighborhood. Giving 
them a chance to express their concerns may make them feel better, particularly if you are able to provide 
adequate facts and assurances to ease them. 

Another way that you can address their concerns is by developing a reputation as a good neighbor. If you 
are careful in your tenant selection; develop attractive, high quality houses; maintain your properties 
impeccably; manage your tenants well; keep a close watch on your units; and offer services to the 
surrounding community; then you will be well on your way toward easing fears. However doing these things 
can be very challenging with this type of development. You will need to build into your development and 
management plan adequate funding and consideration for each of these elements in order to be 
successful. 

A third way that you can address the concerns of residents is through the structuring of your development 
plan. By keeping rental units somewhat dispersed or by using a lease purchase model concerns will likely 
be less intense. Another option is to make rental housing a small part of a plan for the community that 
includes many other desirable features. Then, if you can sell the overall plan, you may find success. 

D. Property Selection and Acquisition Strategies 
Value of integrating rental development with other community efforts within a neighborhood: Integration of 
SSR development with other community efforts within a neighborhood is valuable as a strategy for 
neighborhood stabilization and revitalization. What may not be so obvious is that this integration with other 
efforts is important, even if your primary goal is to provide housing to people rather than to revitalize the 
neighborhood. Other activities such as neighborhood groups patrolling the streets, social services, new 
commercial development, and new houses for sale all increase neighborhood safety and desirability, which 
in turn ensures that you will be able to get and keep good tenants who will feel safe and comfortable in the 
neighborhood. For this reason, it is impossible to entirely separate housing goals from community 
revitalization goals. 

The inverse is also true. Providing good quality, well managed, SSR properties within a neighborhood can 
help that neighborhood to become better and more desirable. You are providing a benefit to the other 
property owners and developers working within the area. It is also worth considering the value of improving 
your own property values in neighborhoods where you currently own property by purchasing and 
demolishing or rehabilitating blighted properties near yours, then turning those new properties into 
additional rental units. By strategically working in this way, you are improving the marketability and value of 
your existing units. 

Avoid assumptions: Perhaps that urban family does not want to move to the suburbs where there is no 
public transportation and they have a lawn to mow. It is better to find out where and how people want to 
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live, which requires that you do your homework. You may need to conduct surveys or review data and 
research in order to identify your target population and find out what they value. 

Clustering of Units:  The more scattered your units are, the more difficult it is to manage and maintain the 
units and to even be aware of any problems. Compare this type of development with project-based rental 
development, for example. In a typical project-based rental model, you would have an on-site manager who 
can show potential tenants available units simply by walking over to the unit; and who can manage tenant 
squabbles, maintenance issues, unkempt properties and destructive behavior all without ever leaving the 
site. In addition, when maintenance personnel are called to repair multiple units, those units are within 
close proximity, to keep travel time and costs to a minimum. With the typical SSR program you have none 
of these advantages. It will be up to you to figure out how to locate and manage your properties in ways 
that will alleviate as much of this disadvantage as possible and that will lend to efficient and economical 
operation. 

Clustered SSR neighborhoods require scale. The farther they are away from your center of operations, the 
larger the cluster of properties needs to be. This provides you the option of deciding that on a given day you 
will perform maintenance on all of the properties in a given section of town. Driving time can quickly eat 
away at efficiency and add to costs. One very experienced practitioner reported the formula they use as 
follows: 

1. All units need to be clustered to some extent. 

2. No units should be farther away from the office than a 45 minute drive. 

3. The farther the cluster of units is from the office, the larger it needs to be. 

This issue needs to be considered when making plans for where to purchase property, when determining 
maintenance and management costs and when deciding on a staffing model. It is a very real factor in 
determining the feasibility of SSR development. 

Selecting similar units:  If rehabbing existing structures, strive to select units that are similar in terms of 
type, square footage, and key features. You may elect to target a handful of unit types, such as bungalows, 
shotguns, and four-squares. This will allow you to standardize interior and exterior finishes and achieve 
efficiencies with ongoing maintenance. 

Project and portfolio scale: SSR programs must seek economies of scale to be economically feasible. While 
all SSR practitioners agree on this principle, it is difficult to point to a minimum number of units that makes 
SSR workable. Estimates ranged from a couple of dozen to over a thousand units necessary to break even. 
What will work for you will partially depend on your current portfolio, in-house and third party management 
capability, efficiency of your development and management models and your local housing market? Based 
upon our experience and research regarding the models that other practitioners are following, we feel that 
the following is a minimum scale for an organization starting an SSR program in an urbanized market:  

 Develop no fewer than 20 units at a time. 

 Build up a portfolio of no fewer than 50 units within the first five years of SSR operation. 

Organizations adding SSR to an existing portfolio don’t necessarily have to achieve such scale to realize 
efficiencies, as the incremental burden of each new unit is not as costly as for an organization building a 
new portfolio.  Rural organization may develop smaller portfolios as demand dictates in their service area. 

 
  



 

Business Planning for Scattered Site Rental Development and Management         
Written for NeighborWorks® America by Capital Access, Inc. 

Page 23 
 

E. Neighborhood Types, Characteristics and the Role of SSR Development 
Type of 

Neighborhood Characteristics Potential Role for SSR Development 

Healthy 

 Market largely sustains occupancy and 
real estate transactions. 

 Homes are generally well maintained. 
 Above average share of the housing 

stock is owner occupied. 
 Market forces generally resolve 

vacancy and abandonment issues. 
 These neighborhoods will be the first to 

rebound when the economy improves. 

 SSR development generally only makes sense in 
this type of neighborhood where the goal is to 
provide housing in low-crime, racially and 
economically integrated neighborhoods to low and 
moderate income people. 

 Rental development on any scale can be a 
disincentive to investment in this type of a 
neighborhood and lead to neighborhood decline 
as people move out and property values fall. 

Tipping Point 

 Some evidence of marked decline, 
though still vital. 

 Often a significant number of houses 
for sale and/or rent and a number of 
vacancies.  

 Occupancy is often a mix of owners and 
renters and the majority of units are 
occupied.  

 Vacancies are increasing and home 
values are falling. 

 Less than 20 percent of the properties 
are blighted. 

 People generally still maintain their 
properties, though the number of 
properties not maintained is growing. 

 SSR development for the purpose of integration 
could be a viable model for this type of 
neighborhood, though likely opposition to 
integration would, of necessity, be a 
consideration. 

 SSR development as a strategy for community 
revitalization may be effective for this type of 
neighborhood, when combined with other 
activities, such as demolition and 
acquisition/rehabilitation/resale. By strategically 
purchasing blighted properties and rehabilitating 
them or demolishing them and rebuilding, the 
blighting influences of the neighborhood can be 
removed and hopefully the market and 
reinvestment can and will, occur. 

Revitalization 

 Neighborhoods have seen great decline 
over years or decades. 

 Vacant, boarded up houses are 
noticeable and there is a mix of 
occupied and unoccupied units. 

 Often occupancy is primarily renters. 
 Many properties are not well 

maintained and 20 to 70 percent are 
blighted. 

 These neighborhoods are generally 
unable to become vital in the 
marketplace again without substantial 
outside assistance. 

 Often the assistance will include concentrated 
work in a small targeted area and radiating from 
there into the surrounding neighborhoods. 

 This work will usually involve multiple activities 
including rehabilitation, infill development, 
streetscaping, infrastructure improvements and 
demolition. 

 SSR development, if done as a stand-alone 
strategy, is not very likely to be successful in this 
type of neighborhood. 

 If planned as part of a concentrated and targeted 
strategy for revitalization, SSR can be a very 
useful and successful tool. 

Redevelopment 

 These areas have seen the most 
decline. 

 Lost industries and decades of 
disinvestment have almost made these 
communities into ghost towns. 

 Abandoned, blighted houses are 
everywhere, with over 70 percent of the 
properties blighted. 

 A minority of houses are occupied, 
usually by renters or illegal occupants. 

 Maintaining basic utilities and city 
services places a burden on the City. 

 In one type of strategy, whole blocks or 
neighborhoods are razed and the property turned 
into vacant land, or green space. 

  In another strategy, much, or all of a 
neighborhood will be demolished and the 
neighborhood will be redeveloped. 

 SSR development will generally not be a workable 
approach for this type of neighborhood, though 
new construction of mixed-use and mixed income 
development with rental units included in the mix 
may be a viable strategy. 
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Your Business Plan:  Neighborhood 
 

A. Develop the Neighborhood Chapter of Your Business Plan. 
This chapter should include the following: 

 Completion of each of the worksheets that follow. 

 Relevant market studies and surveys. 

 An explanation of why this is (or is not) a good time to embark upon a SSR development and 
management (SSR) program. 

 An account of the process that was followed in selecting a neighborhood (or neighborhoods) 
in which to develop SSR properties. 

 A description of the selected neighborhood(s) including a physical depiction together with 
boundaries; details on the neighborhood type (tipping point, revitalization, etc.); the 
opportunities and challenges associated with working in this neighborhood and how they will 
be built upon or met; a portrayal of the stakeholders and community anchors; information on 
positive investments or other current activity; and likely issues that will need to be addressed. 

 A justification for the selection of the neighborhood(s). 

 A depiction of the overall strategic plan for the neighborhood(s), including information on the 
partners that will be involved in achieving this plan, on the goals of the plan and on the 
relationship between the SSR program and the overall neighborhood strategy. 

 

B. Timing Considerations 

Reasons why the time is right to implement a SSR development and management program. 

Reasons why this may not be the best time to implement an SSR program. 
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C. Preliminary Factors Regarding Neighborhood Selection 
As you move toward undertaking a market study, it is important to narrow the number of neighborhoods in 
which you may work, in order to narrow the scope of the study. By looking at some preliminary information 
as described in the table below, you can select 1 to 4 neighborhoods to include in the study and can begin 
to move toward the selection of a neighborhood in which to implement your SSR program. 

Complete the table below by identifying prospective neighborhoods in which to work. 

Identify any neighborhoods 
specifically tied to your organization’s 
mission or vision. 

 

Identify any neighborhoods in which 
you already work or own property. 

 

Identify neighborhoods in which you 
see a particular need for this type of 
housing. 

 

Identify tipping point and 
revitalization neighborhoods where 
there is other significant activity 
which could improve the 
marketability of your units.  
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D. Analysis of Market Study 
The next step in developing a business plan for your SSR program is to conduct and then analyze a market 
study. Guidance in conducting a market study is outside the scope of this toolkit. However, we describe a 
number of the elements of a good study in the narrative for this section. If you have not conducted a 
market study before, contract, or at least work with someone possessing this expertise. If you are 
conducting any surveys, it would be a good time to complete those as well. 

The best market study in the world is of little value if it is not used. Therefore the next step will be to 
carefully analyze the study to identify answers to the following questions. 

Based upon the market study, combined with your program goals and your other observations, answer the following 
questions: 

Is this the correct time to undertake a SSR 
program? Why or why not? 

 

In which neighborhood(s) should we undertake an 
SSR program? Why? 

 

What are the opportunities associated with working 
in this neighborhood? 

 

What are the challenges associated with working in 
this neighborhood? 

 

How many units should we include in the initial 
development?  

 

How many units should we plan to have in our 
portfolio at the end of five years? 

 

Who is our target population for this activity? 
 

Why will our target population want to live in this 
neighborhood? 

 

What services & amenities will our target 
population need to live here successfully? 

 

What type of units will be a fit for both our 
neighborhood goals and the needs of our target 
population? 

 

What are our anticipated acquisition costs for our 
target units/properties? 

 

What will we likely be able to get in monthly rent for 
each unit type? 

 

Who are our likely competitors? 
 

Who are our likely partners? 
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E. Neighborhood Strategy 
SSR will often be a part of an overall neighborhood strategy. The next step will be to get together with 
neighborhood citizens, other organizations working in the neighborhood, potential funders, service 
providers and others with an interest in the neighborhood and to figure out an overall strategy for the 
neighborhood. This will also include looking at census and other data on the neighborhood, in addition to 
what you may have in your market study. It also involves getting out into the community and conducting 
windshield surveys. Think about what the neighborhood needs to be marketable and successful, and about 
what your SSR program needs from and can contribute to, the neighborhoods success. 

Following your research, community engagement and potential partner discussions complete the 
table below. 

Who are the key stakeholders in this 
neighborhood? 

 

What neighborhood assets and anchors 
exist and what value do they bring to the 
neighborhood? 

 

What is the potential for private 
investment interest in the neighborhood? 

 

What other positive investments and 
activities are currently taking place within 
this neighborhood?  

 

What is the likely impact of revitalization of 
this neighborhood on the surrounding 
community? 

 

What are the political issues, turf disputes 
and NIMBY concerns that must be 
addressed? 

 

What service providers are working in the 
community and what services are they 
currently providing? 

 

What activities need to be a part of the 
overall neighborhood strategy? 

 

How will the SSR program contribute to the 
overall neighborhood strategy? 

 

How will you keep everyone engaged in 
revitalization? 

 

How will you define the boundaries of this 
neighborhood? 
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F. Program Objectives Regarding Timing, Location and  Scale 

List the specific SSR program objectives associated with timing, location and scale. Objectives should 
be specific, measurable and time-bound statements of intended future results. 

1. Example:  By February, 2012, The Center City Community Action Agency will develop 24 two to 
three bedroom single family homes with small yards into SSR units in tipping point neighborhoods 
where we can have significant stabilization impact: Center Village, Edgepoint and Maple Street 
Corridor. 

2. Example:  We will develop SSR units in neighborhoods surrounding our home office and no unit 
will be more than 10 miles from management headquarters. 

3.  

4.  

5.  

6.  

7.  
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IV. People 
A. Understanding Target Renter Profiles 
In this section we discuss the needs and requirements of tenants. As a part of your planning, you will need 
to determine what your mix of typical tenants is likely to be. This may require you to look at your market 
study and other data, conduct surveys and review previous rental housing experience. The type and size of 
houses that you will choose to develop and the location, amenities and services that will be needed, will 
largely depend on your expected tenant mix.  

For example, if you develop your units to house single elderly men, you may develop accessible efficiency 
or one bedroom apartments with little green space to maintain; which are close to a hospital and provide 
access to services such as daily meals and transportation. If your prospective tenants turn out to be single 
head of household females with three children, then your units and services will not be a good fit. They may 
instead need a three or four bedroom single family house with two bathrooms, a fenced in back yard and a 
decent kitchen; which is in close proximity to schools and parks. Understanding your likely tenant mix 
upfront is important to successful program implementation. 

B. Serving Special Populations 
Will your SSR program serve one or more special populations? Special populations include would be any 
subset of the general low- and moderate-income population with a particular set of needs. Examples 
include mentally or physically disabled persons, homeless persons, elderly persons, and very low-income 
persons. 

There are several ways to serve special populations. One way is to develop a program that is structured 
completely around them and their needs. For example, it is possible to have a program designed entirely 
for the elderly. Maybe only elderly people would be allowed to live in the units. Perhaps the units would be 
designed to accommodate the needs of an aging population by having grab bars in the bathrooms, 
accessible doorways, entrances with no steps, and easy-to-grip and turn faucets and door handles. Special 
services could be offered to tenants that are designed specifically for the elderly, such as hot meals 
brought in to those unable to cook and transportation provided to doctors’ offices. 

A second way to serve special populations is to include them in the mix of allowable tenants, but to design 
the units to better accommodate them and have additional services to assist them. Often, the 
accommodations will provide benefits to a number of these sub-groups. For example, having accessible 
units is a benefit to not only the elderly, but to the physically disabled. The provision of services will also 
benefit many tenants. For example, transportation not only allows the elderly to get to the doctor, but it 
allows other tenants to get to work, classes, and the grocery store. 

A third approach to serving special populations is to set aside some units for them that will have special 
accommodations or services. Sometimes a combination of these approaches can be workable as well. For 
example, you may wish to develop some units specifically for the physically disabled and then add 
modifications to all other units to make them more accessible. 

Special populations are often more difficult to serve and likely to have unmet needs. There may be 
unexpected positive consequences for serving these populations. For example, in some cases funding 
allows for higher rents to be charged on units for them, or rents may be from a more reliable source. 

There can also be complications in serving them. In some cases they may not be able to afford the rents on 
your properties. Occasionally, individuals of some sub-groups may also exhibit behavior or lifestyle choices 
that make other tenants or neighbors feel uncomfortable. Additionally, they may require more time from 
management and/or maintenance. 

The provision of services is especially important when providing housing for special populations. Though 
some services are universally beneficial to all tenants, some specific services are critical to certain special 
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populations. Make sure that you understand the needs of each population group that you are trying to 
serve and then work to provide services to meet their needs. 

C. Attracting Quality Tenants: Using Preferences and Design as Marketing Tools 
What is a quality tenant? Many of the following are often on a landlord’s list: 

 Pays rent faithfully and on time 
 Takes good care of the dwelling 
 Keeps up with expected tenant maintenance and cleaning 
 Tells the landlord right away if something is broken 
 Is quiet and gets along well with other neighbors 
 Stays for a long time  

Should providers of low income housing expect their tenants to do these things? For the most part they 
should. Obviously the unexpected happens. A job is lost, someone gets sick, a family splits up, or a 
decision is made to move out of state. Those things can happen with any tenant. Sometimes you can 
provide services or subsidies to assist tenants in maintaining their unit. But aside from these kinds of 
events, tenants should be expected to meet these requirements. 

If this is true, how can you get quality tenants in the first place? There are no guarantees, but there are a 
few things that you can do. Among them are the following: 

 Ensure that they have adequate income and/or work with them to develop a subsidized rent 
that is sustainable with their income. 

 Ask them about their long term plans. 
 Ask for and check references. 
 Ask about where they have lived over the past few years and check with previous landlords. 
 Conduct a credit check. 
 Conduct a background check. 

In addition, there is much that can be included in the way that tenants and units are managed that will 
help to ensure that tenants continue to meet their requirements. This will be discussed in the section on 
management. 

It is also important to think about the marketing of these units to your targeted population. What amenities 
and services will make these units easier to lease up and reduce turn over? In the example used earlier, 
that mother with three kids may want the amenities to include a dishwasher, a garbage disposal, a swing 
set and a window looking out over the backyard, as well as a second bathroom with a tub. In order to better 
understand the amenities that are in demand, one suggestion is to meet with area realtors to find out what 
amenities people are looking for, especially people within your target demographic. You may also be able to 
find some information from available data and/or surveys. 
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D. Providing or Connecting Tenants with Services  
Tenant services are any assistance you or partners provide your tenants beyond providing them a well 
maintained unit. For example, childcare, transportation and substance abuse counseling are all tenant 
services. Services can sometimes make the difference between tenants being able to successfully manage 
their life, finances and home and often play an integral role in housing stability.  In other words, the 
services help households stay in their rental units.  

Services for SSR development also can be challenging to provide. The dispersed nature of the units makes 
it more difficult to provide some services, which is one more reason why clustering is important. In addition, 
finding a means to pay for services, developing the skills and the staff required to provide these services 
and managing the services can all be difficult. 

Providing services to scattered site tenants is virtually impossible without partnering.  If your organization is 
focused on housing development and management, it does not make sense to add case management to 
your core work. Partner with other agencies in your area to meet the needs of your tenants. You may have 
to help services partners secure additional funding for tenant services. 
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Your Business Plan:  People 
A. Developing the Fourth Chapter of Your Business Plan 

This chapter should include the following: 

 Completion of each of the worksheets that follow. 

 A depiction of target renter profiles and a description of the characteristics likely to be found in 
the tenant mix, along with a description of the sources of information used to develop these 
profiles. 

 A discussion of the importance of marketing through unit selection, design and offered 
amenities; and justification for belief that these units will appeal to this particular population. 

 A portrayal of the special populations that will likely be in the mix of potential tenants, the 
reasons for believing that these groups will exist at the projected levels and a description of the 
plan for  modifications to units to meet their needs. 

 An explanation of the services that are expected to be offered to tenants, an account of the 
means for accessing these services and justification for why these services are critical to the 
likely tenants and to the overall SSR program. 
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B. Determining Target Renter Profiles and the Required Housing Mix 
This is the time to begin to figure out what type of units you will develop. We will begin by attempting to 
examine the likely characteristics of your target market. Unfortunately, there is no completely logical and 
systematic methodology to accomplish this. Your market study, including surveys, census and other data 
will provide some information such as the general characteristics of the population demographics within 
the neighborhood(s) in which you are planning to develop units and vacancy rates for different sized units. 
You will also likely be able to glean some additional information from interviews with area realtors and/or 
follow-up surveys.  

This information will have to be combined with the knowledge that you and other neighborhood 
stakeholders and partners have of the neighborhood and its needs. It will be important to get feedback 
from as many stakeholders as possible on this issue because of the lack of hard data. Eventually it will 
come down to an educated guess. 

In the following tables complete target renter profiles that are representative of the two groups of 
potential tenants that you believe are most likely to be in need of the units that you will develop.  

Profile representative of target group I  

Number of adults in household:  

Number of children in household (average):  

Age category of adults: (18-30), (30-55), (55+)  

Age category of children: (0-6), (6-12), (12-18)  

Household income as a percentage of 
median: 
(0-30), (30-50) (50-80), (80-120) 

 

Inclusion in any special population groups: 
(physically or mentally disabled, homeless) 

 

Other household characteristics:  

Likely % of tenants similar to this profile:  

 

Profile representative of target group 2  

Number of adults in household:  

Number of children in household (average):  

Age category of adults: (18-30), (30-55), (55+)  

Age category of children: (0-6), (6-12), (12-18)  

Household income as a percentage of 
median: 
(0-30), (30-50) (50-80), (80-120) 

 

Inclusion in any special population groups: (i. 
e. 
physically or mentally disabled, homeless, 
etc.) 

 

Other household characteristics:  

Likely % of tenants similar to this profile:  
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C. Addressing Special Populations and Unit Modifications 
The needs of special populations (physically or mentally disabled, homeless, elderly, etc.) need to be 
considered as you develop your business plan. Not only do a number of funders require that units meet 
certain standards regarding their needs, but it may also be a part of your mission or goals. This is the time 
to think about to what extent special populations are likely to be a part of your tenant mix and about the 
unit modifications that you will make to accommodate them. 

In the tables below describe the most common special population groups that you are likely to 
encounter, along with the accommodations that you will make to meet their needs: 
Special Population Group I:  
Likely % of tenants in this group:  
Will any modifications be made to 
accommodate this group? 

 

Modifications will be made in the 
following manner: 

 All units modified 
 Specific units modified (%) 
 Modified on a case-by-case basis 

 

What type of modifications will be made 
to units? 

 

 

Special Population Group II:  
Likely % of tenants in this group:  
Will any modifications be made to 
accommodate this group? 

 

Modifications will be made in the 
following manner: 

 All units modified 
 Specific units modified (%) 
 Modified on a case-by-case basis 

 

What type of modifications will be made 
to units? 

 

 

Special Population Group III:  
Likely % of tenants in this group:  
Will any modifications be made to 
accommodate this group? 

 

Modifications will be made in the 
following manner: 

 All units modified 
 Specific units modified (%) 
 Modified on a case-by-case basis 

 

What type of modifications will be made 
to units? 
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D. Assessing the Connection of Expected Tenant Needs and Available Services 
In assessing the needs of your likely tenants for services, it is important to think about their expected 
lifestyle choices, daily activities and personal needs and limitations. In order to reach a clearer 
understanding of these issues, you will need to interview local service providers and other connected 
neighborhood stakeholders, review past experience with similar populations and think through the 
ramifications of everyday life. For example, a low income, single head of household female with 
children desiring to attend college may need a number of services in order to make this possible, 
including career counseling, transportation, child care and tutoring. 

Based upon the likely tenant profiles and the special population groups identified earlier in this section 
and your knowledge of the area, the local people and the current offerings of local agencies, list below 
the services that you will make an effort to provide to your tenants? 

1. 

2. 

3. 

4. 

5. 

6. 

7. 
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E. Developing Objectives Associated with People 
List the specific SSR program objectives associated with people, including the dynamics of marketing, 
special populations, unit modifications, amenities and services. Objectives should be specific, 
measurable, time-bound statements of intended future results. 

1. By April 2012, the Center City Community Action Agency will serve 30 low to moderate income 
working families who have lost their homes to foreclosure by providing them with financial literacy, 
credit repair and homebuyer education services and by nurturing them as future potential 
homeowners by offering them lease –purchase scattered site rental units. 

2. 

3. 

4. 

5. 

6. 

7. 
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V. Product 
A. Producing a Marketable and Durable Unit 
As discussed in the previous module, understanding the needs of your expected tenants is vital to 
Scattered Site Rental (SSR) program success. The development of quality units that are energy efficient, 
durable and include amenities most desired by prospective tenants will lead to marketing success. How 
can you determine what clients are likely to want? One way is to interview local realtors to find out what 
people are looking for. Another possibility is to find out what amenities are offered by existing similar 
rentals with low vacancy rates. The most thorough approach is to commission a professional market study 
that surveys the competition and offers a series of recommendations about unit type, interior and exterior 
finishes, and amenities. 
 

 
 

It is also important to understand the realities of rental housing. Rental houses take a certain amount of 
abuse and in some cases units are trashed by the tenants prior to eviction or turnover. This can happen for 
a number of reasons. Tenants may not value the property because it is not theirs. They may be careless, or 
may be sloppy housekeepers, or may have habits that are hard on units. For example, some tenants cook in 
such a way as to generate large amounts of grease in the kitchen, which soon coats many of the surfaces 
and can ruin the appliances, cabinets, and walls. For all of these reasons, maintenance costs are high and 
adequate replacement and maintenance reserves will be important to ensure adequate funding. To make  

Advice from the Field:  What to Build 

 Build and/or rehabilitate homes to high construction quality standards on the things that 
matter. A sound foundation, good framing, quality mechanicals, and good quality siding and 
trim will ensure that the homes will be a part of the quality housing stock for many years to 
come. 

 Design new construction and/or redesign rehabilitated homes for the way modern 
households live. Put in plenty of electrical outlets, including dedicated circuits for 
microwaves, computers and other appliances and equipment. Add a second bathroom and 
plenty of closet space. Pay attention to likely foot traffic patterns through the house. 

 Make the houses attractive and offer some amenities. Add some nice windows and decent 
cabinets and countertops. Install adequate appliances such as a range, refrigerator, 
dishwasher and a washer and dryer. Include parking and attractive landscaping. Pre-wire for 
cable and internet. Find a balance and don’t get extravagant. A good market analysis should 
help you determine which amenities will offer the greatest payoff in terms of rents and 
attracting desired tenants. 

 Don’t go overboard on things like trim and doors. Again, a balance is in order. Those several 
hundred dollar six-panel cherry doors and the matching trim are better left for the custom 
home builders. On the other hand, use something that will hold up under hard use and can 
be easily refinished or painted. 

 Make the houses energy efficient. Install plenty of insulation and give attention to proper air 
sealing of the building envelope. Install energy efficient appliances including the furnace 
and water heater. Put in programmable thermostats. Add good quality, water-efficient 
plumbing fixtures and install energy efficient lighting. Be sure to educate tenants on the use 
of energy efficient appliances and fixtures. 

 Ensure units are durable enough to stand up to tenants over the long run. 
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matters more complicated, with SSR it is more difficult to keep an eye on the units to ensure they are well 
cared for. It also costs more to maintain them due to of higher travel costs and a lack of uniformity in 
components. 

  

B. Various Approaches to Producing and Managing SSR Projects 
There are a number of approaches to developing, managing and funding SSR projects and there is no 
single approach that is necessarily the best. One size does not fit all. For example, the table at the end of 
this module demonstrates the differences in the SSR programs of a few of the agencies we interviewed 
while developing this manual. We found agencies all had their strong and weak points. Most were really 
good in a number of areas and had room for improvement in others.  

C. Rehabilitation or New Construction 
As mentioned in the previous section, there are a number of approaches to a successful SSR program and 
we have seen successful programs that relied primarily on rehabilitation and others were equally 
successful focusing on new construction. All other factors being equal, we have a prejudice towards 
rehabilitation, believing rehabilitation better supports sustainable development and can have a greater 
stabilizing effect on a neighborhood. However, there are other factors to consider and sometimes a mix of 
the two types is the best approach. The table on the following page looks at this issue from multiple 
perspectives, and can assist you in determine the approach that will work the best for you. 

Advice from the Field:  Lowering Maintenance Costs 

 Screen tenants carefully 

 Cluster units to reduce travel time and make them easier to keep under watch.   

 Attempt to add uniform components whenever possible. Using a specific furnace, water 
heater, paint, faucet and so on in all units will reduce maintenance costs due to familiarity 
and may allow for bulk purchases for additional savings. 

 Develop durable units. Items such as hardwood flooring, better quality faucets, and 
upgraded siding will reduce the amount and costs of maintenance over the long run and 
will be worth the additional upfront costs. Avoid carpeting because of the added costs at 
turnover for cleaning and replacement. Use solid surfaced material instead. 

 Conduct regular and/or seasonal maintenance. Being proactive on the maintenance will 
add another set of eyes on the unit and ensure units are well maintained. 

 Educate tenants on how to care for their units. 
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D. Comparing New Construction and Rehabilitation  
The table below explores how various scenarios related to neighborhood, project and organization speak to 
the type of construction that makes sense for a SSR program. 
Scenarios New Construction Rehabilitation 
1. Have an overabundance of 

existing housing stock in 
decent condition 

Con – Why build more houses, when a good 
supply exists? 

Pro – Make good use of existing units. 

2. Desire to preserve and reuse 
existing housing stock 

Con – Though may be a place for some infill 
next to units you are rehabbing. 

Pro - Need to determine whether you will do 
moderate or major rehab (see Project 
Development IA, 3). 

3. Want houses to fit well with 
the existing neighborhood 

Neutral – With a little care and a good 
architect, new houses can fit well with the 
neighborhood’s architecture. 

Pro – Houses currently within a 
neighborhood often fit well with the 
architecture and feel of the neighborhood. 

4. Trying to encourage historic 
preservation within a 
neighborhood. 

Con – Sensitively rehabbing a house is 
always more preserving than building new. 

Pro – Need to recognize this can add to the 
cost and time associated with development. 

5. Have a cheap or volunteer 
source of skilled labor 

Neutral – Volunteer labor can work on both 
new construction and rehab units. 

Pro – Rehab Is more labor intensive and less 
material intensive than new construction. 

6. Have a cheap or donated 
source of many materials. 

Pro – New construction is more material 
intensive and less labor intensive than rehab 

Neutral – It depends on what the materials 
are. If they can be used equally well on both 
new construction and rehab, then it does not 
matter. 

7. Wish to do green, sustainable 
development. 

Neutral – Energy efficiency is easier to 
achieve, but cannot take advantage of 
existing materials as in rehab. 

Neutral – All of the existing materials that 
can be reused add to sustainability. House 
may be more difficult to bring to Energy Star. 

8. Existing available houses in 
very poor condition. 

Pro – It may cost more to rehab the houses 
than it will to build new. 

Con – May be able to deconstruct houses 
and reuse some of the materials 

9. Existing houses too small Pro – Can build new to the proper size 
needed by households. 

Con – But could consider doing additions to 
make larger. 

10. Existing houses too big Pro - Can build new to the proper size 
needed by households. 

Neutral – May be able to convert to multiple 
units. 

11. Existing houses are poorly 
configured for the 
household’s for which you 
need to provide 

Pro – Can design and build to the needed 
configuration. 

Con – but may be able to reconfigure. 

12. Wish to avoid the expense of 
dealing with hazardous 
materials 

Pro – Can avoid the hassle of lead-based 
paint and asbestos altogether by building 
new. 

Neutral – Could rehab post 1981 homes and 
also avoid the hassle altogether, or could 
bite the bullet and clean up houses that 
people will likely live in anyways. 

13. Have a lot of vacant infill lots Pro – May be able to purchase at a good 
price. 

Not applicable. 

14. There are few vacancies in 
the neighborhood where you 
want to work 

Pro – There is a need for more houses. Pro – Rehabbed rentals should lease up 
quickly and achieve sound rents. 

15. Want the units to rent up 
quickly 

Pro – In most markets, well-designed new 
units rent more quickly than rehabs.  Historic 
districts are a notable exception. 

Neutral – If doing major rehabs on units with 
character, they may meet or even exceed the 
lease up rate for new construction. 

16. Wish to get in and out fast 
with a production builder 

Pro – New construction is less labor 
intensive, so goes quicker. 

Con – Unless doing minor rehab. 

17. Need most building 
components the same for 
ease of maintenance 

Pro – Standardization is much easier with 
new construction. 

Neutral – Difficult to standardize materials 
with rehab, but it can be accomplished for 
some materials and via unit selection. 

18. Desire units to be accessible Pro – Modifications are always easier before 
it’s built. 

Con – Many modifications can be done. 

19. Existing housing is very 
expensive 

Neutral – New construction may also be very 
expensive. 

Con – Projects will costs more from the start. 
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E. Lease Purchase or Traditional Rentals? 
Lease purchase involves renting a unit to a household and giving them the option to buy the unit at some point in the 
future. Often the household’s rent is structured to include a portion that will be retained toward a down payment on 
their mortgage. This is usually done with households not ready to purchase a house, either because their credit needs 
repaired or, they have no down payment. 

Lease purchase models 

Lease purchase programs tend to be either short-term or long-term models. Under the short-term model a house is 
rented to a household for two to three years and then converted to homeownership. This gives them time to clean up 
their credit and/or save up enough money for a down payment on the house. Short-term lease purchase programs 
usually include elements to prepare tenants for homeownership such as allowing tenants to select their specific units, 
the contribution of sweat equity by tenants, provision of individual savings accounts (IDAs) to help tenants save for a 
down payment. 

The long-term lease purchase model is primarily supported by the Low Income Housing Tax Credit (LIHTC) Program. 
The long-term lease purchase requires that homes remain as rental units for fifteen years prior to conversion to 
homeownership. The obvious advantage to this model is that it allows you to use LIHTC as a significant equity funding 
source for your project. Another advantage is that it allows you to keep affordable rental stock in your community for a 
longer period of time.  Finally, the long-term model allows your organization to transfer significant equity value to 
homebuyers upon sale, making their mortgage especially affordable. The chief disadvantage of long-term lease 
purchase is that 15 years is a very long time horizon for prospective homeowners. Furthermore, the long-term model 
runs the risk when a unit reaches year15 it will no longer hold its appeal for potential buyers. Extremely thorough 
property and asset management must be executed to avoid this risk. 

Advantages of lease purchase 

There are a number of advantages to a lease purchase model. First, it offers a means to develop homeownership 
opportunities in a weak market. Second, it offers an incentive for households to take necessary steps toward 
becoming homeowners such as cleaning up their credit or saving for a down payment. Third, the financial institutions 
and your agency have the opportunity to see whether the household is a good risk for homeownership. If they pay 
their rent consistently and keep up with assigned maintenance, they are more likely to be successful homeowners. 
Fourth, tenants in a lease purchase program are more likely to take good care of the house and be responsible for 
some maintenance and yard work, viewing their effort as an investment in their future and feeling a sense of 
ownership even while renting. Finally, if the community sees these units as homeownership opportunities, they may 
be more accepting of your project. 

Disadvantages of lease purchase 

There are also disadvantages to a lease purchase model. First, it can take more effort to manage and structure the 
finances that we have somewhat of a bias against lease-purchase, particularly through the 15 year tax credit model. 
Second, tenants that are not paying their rent or who are trashing the place are more difficult to evict, because they 
see the house as theirs. Third, if you do have to re-lease a unit, the turnaround time for is often longer because the 
new tenant must be screened as a potential homebuyer and the house may need more work prior to re-leasing it due 
to unit modifications made by the previous tenant. Tenants are more likely to paint, install new flooring and make 
other upgrades to a unit if they see it as theirs. If they do the work themselves, it may be sub-standard and require 
replacement.  

Fourth, it the purchase of the unit is a condition of the funding, you have the added responsibility to make sure that 
transpires on a timely basis. If the date for purchase happens to fall during a lean market condition and you do not 
have a viable tenant for a mortgage, then you may be in a position where the funder will ask for a portion or all of the 
funds to be returned. Finally, keep in mind that all units converted to homeownership are units lost to your rental 
stock within the community. 
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Advice from the Field:  Lease Purchase Best Practices 

 Don’t use lease purchase as a “plan b” for struggling homeownership projects. It should be a 
deliberate, well-planned program, not a line of work your organization ends up managing 
accidentally. 

 Carefully consider your options prior to making a commitment to a funder to do lease 
purchase. For example, some agencies set up their LIHTC properties as straight rental, then 
offer them as lease purchase following the end of the 15 year compliance period, because 
they do not want the added pressure of being out of compliance with the homeownership 
requirement and this gives them more flexibility to determine if they wish to retain the units 
as rental housing stock, sell them outright, or place them into a lease-purchase model. 

 Carefully screen all tenants. This is particularly important for a lease purchase model for 
which you need tenants who are motivated and able to move toward homeownership. 

 Provide substantial education and counseling to your lease-purchase tenants. They should 
go through a full, detailed homeownership course, some of it prior to moving into the unit. 
This should include information on budgeting, cleaning up credit, home maintenance and 
other relevant topics and should have a post purchase component to follow up with the 
homeowner to ensure that they are making their payments, saving money for major repairs, 
and conducting routine maintenance. 

 Make lease-purchase tenants responsible for some maintenance and yard care and insure 
they have the knowledge and the equipment necessary to do this work. Follow up on a 
regular schedule to ensure that they are meeting these obligations. This will prepare them 
for homeownership. 
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F. Comparison of Different Program Designs 

Name of 
agency 

Location of 
Agency 

Year the agency 
began doing 

SSR 
development 

Current number 
of scattered 

site units 
owned 

Primary 
funding 
source 

New 
Construction or 
rehabilitation 

Short- or long-
term lease 
purchase? 

Management 
of units in-
house or 

contracted out 

Strengths of the  
organization 

Beyond 
Housing St. Louis, MO 1980 350 LIHTC 

Program 
primarily new 
construction NA in-house 

The vast array of 
services that they 
offer their tenants 

Cleveland 
Housing 
Network 

Cleveland, OH 1981 1,800 LIHTC 
Program 

primarily 
rehabilitation long-term 

in-house, 
though some 
work through 
local CDC's 

Their efficient, no-
nonsense 

approach to 
development 

Columbus 
Housing 
Partnership 

Columbus, OH 2000 400 LIHTC 
Program 

primarily new 
construction long-term 

contracted out 
to CPO, a 

nonprofit mgt 
company 

Their well thought 
out asset 

management plan 

St. Ambrose 
Housing Aid 
Center 

Baltimore, MD 1978 200 

Variety of 
programs, 
many from 
the State of 
Maryland 

primarily 
rehabilitation NA in-house 

The detail that is 
put into the 

management and 
the maintenance 

of their units 

*Long-Term Lease Purchase is defined as a program in which tenants are prepared for homeownership within 2-3 years.  Tax credit lease purchase involves leasing 
units for 15 years and then converting to homeownership. 
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Your Business Plan:  Product 
A. Developing the Product Section of Your Business Plan 

This chapter should accomplish the following: 

 Completion of each of the worksheets that follow. 

 Provide details regarding the characteristics of the different types of units that will be 
produced. 

 Describe the mix of units between those that will be rehabilitated and those that will be built 
new. Justify this selection. 

 Make clear whether these units will be rental or lease purchase. If lease purchase, describe 
the model that will be used. 

 Discuss the how the unit characteristics will fit the needs of the typical tenant profiles 

 Explain how unit quality, design characteristics, amenities and durability will be marketable to 
the tenants above. 

B. What Will You Produce? 
This is where you really begin to figure out what you will develop. Use all of the information you have 
gathered to make educated guesses about what you will produce. These will be modified as you go along. 
Keep in mind that a business plan is a working document. As you find new information, or understand why 
something will work better a different way, you should adjust your plan accordingly.  

Answer the following regarding the units that you anticipate producing. 
What % of units will be rehabilitated?  
What % of units will be new construction?  
Will the units be lease-purchase or rental?  
If the units will be lease purchase, will they be short term (1-3 
years) or long term (15 years) lease?  

What is the total number of units that you anticipate 
developing?  

Answer the following for each type of unit you anticipate developing 
Unit Characteristics Unit Type 1 Unit Type 2 Unit Type 3 

% of total units that will be of this type    

Anticipated square footage of unit type    

# Bedrooms    

# Bathrooms    

Additional amenities (yard, garage)    

# Stories in structure    

Other defining characteristics    
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C. Design and Quality Modifications and Amenities 
Based upon the profiles of the likely tenants under the module on “people”, what design and quality 
modifications and amenities will you include to make units more marketable and durable? 

Construction Quality Standards you plan to meet 
1. 

2. 

3. 

4. 

5. 

Unit design considerations 
1. 

2. 

3. 

4. 

5. 

Amenities 
1. 

2. 

3. 

4. 

5. 

Energy Efficiency/green building modifications 
1. 

2. 

3. 

4. 

5. 
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D. Objectives Associated with Product 

List the specific SSR program objectives associated with Product development, including marketability, 
construction quality, design considerations, durability, energy efficiency green building, 
rehabilitation/new construction mix and lease purchase/straight rental choice. Objectives should be 
specific, measurable, time-bound statements of intended future results. 

1.  Example: By March 2012, the City Center Community Action Agency will rehabilitate 26 houses to 
exceed the State of Ohio “Residential Rehabilitation Standards” by including amenities such as 
hardwood flooring, quality name brand plumbing fixtures, energy efficient lighting, point-of-use water 
heaters, high efficiency furnaces, and upgraded landscaping to communicate value, attract high 
quality tenants, and contribute to neighborhood stabilization.  

2. 

3. 

4. 

5. 

6. 
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VI. Financing 
 

A. Financial Feasibility Analysis  
For many nonprofit operating SSR portfolios, simply breaking even is considered success. If your SSR 
portfolio can cover operating costs (including staff), debt service, and fund reserves for future 
improvements, that may be acceptable. Earning cash flow beyond the break-even point necessitates 
carrying little or no permanent debt, which is difficult to do. 

It is time to analyze the financial feasibility of your Scattered Site Rental (SSR) project by completing the 
SSR Development Proforma Template provided in the online Toolkit. This proforma is a set of integrated 
Excel worksheets essential to determining the feasibility of developing and operating a SSR project.  It also 
allows you to quickly analyze the effect changes to your project have on feasibility.  

You should begin drafting a development proforma as soon as you start conceptualizing your project! Early 
numbers will be rough estimates, but they will get refined over and over as you get more accurate 
information about rents, units, and costs.  The following table explains the seven worksheets you will need 
to fill out and analyze. 

Components of the Scattered Site Rental Development Proforma Template 

Worksheet Purpose 

1) Summary  
 Summary of key project info from other worksheets 
 Shows sources of permanent financing and funding (mortgage, tax 

credit equity, HOME) so Sources equal Uses. 

2) Revenue 
 Shows specific unit information, rents, utility allowances 
 Estimates Non-Rental Income 
 Calculates Gross Rental Income 

3) Operating Budget 

 Shows detailed annual operating costs for individual units and/or 
overall project 

 Shows assumptions for vacancy rate and Debt Coverage Ratio 
 Calculates Adjusted Gross Income  
 Calculates Net Operating Income 
 Calculates potential mortgage and shows actual mortgage 

4) Operating Cash Flow 

 Shows annual revenue and expenses for 20 years 
 Calculates annual Net Operating Income (NOI), Debt Coverage 

Ratio, and Net Cash Flow 
 If Net Cash Flow is negative, calculates the necessary Operating 

Deficit Reserve  

5) Development Budget  Calculates Total Development Costs  

6) Construction Budget Calculates total construction costs 

7) Construction Cash Flow 

Charts & calculates effect of:  
 Construction Cost Expenditures  
 Timing of Subsidies, Equity, Permanent Loan, etc. 
 Balance, draws, pay down and interest on construction Loan  
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B. Fitting the Funding to the Project 
SSR development projects, like other types of affordable housing, often take some creativity in order to 
obtain adequate funding. There are a variety of ways to SSR projects and challenges associated with each 
funding source. 

Pre-development is often the most difficult project phase to fund, though it is critical in determining the 
feasibility of a project. Examples include engineering and architectural fees, legal fees, costs associated 
with acquiring and securing the site, and the cost of application preparation. Lenders often see these costs 
as high risk, and are reluctant to fund them. If your organization is lucky enough to have available reserves 
or lines of credit that can be used for this purpose, this may not be such a difficult hurdle. However many 
smaller non-profits do not have this luxury.  

A number of States and some local governments offer some type of financing for this purpose. In addition, 
Neighborhood Stabilization Program (NSP) funds may be used to cover some of these costs. Community 
Development Financial Institutions (CDFI) may be another source of funding for this purpose. CDFIs are 
active in every State, and may also be a source of construction and permanent financing.  

The Low Income Housing Tax Credit Program (LIHTC) 

While this is the most common source of funding for affordable rental projects, the LIHTC program has a 
couple of particular characteristics that should be considered when using this as a funding source for SSR 
development. 

Though the qualified allocation plans (QAP) developed by individual states are different, the LIHTC Program 
is typically geared developments of roughly 20 to 80 units.  For SSR development, individual housing units 
should be bundled into one project for which a LIHTC application is submitted. The positive aspect of this 
approach is that SSR development is better done in clusters and economies of scale can be realized. The 
challenge with this approach is that getting and holding control over this number of units through the 
application process can be difficult. 

The LIHTC program cannot be utilized to fund a short-term lease purchase program. As discussed in the 
previous chapter, the LIHTC program can a key source for  long-term lease purchase program for which it 
requires properties to be rented for 15 years before they can be sold. This can create a disincentive for 
would-be homeowners to lease such units.  

The HOME Investment Partnership and Community Development Block Grant Programs 

The HOME Investment Partnership (HOME), Community Development Block Grants (CDBG) are programs 
funded through the U.S. Department of Housing and Urban Development (HUD) and administered by state 
and local governments that may be used as the primary funding source or as gap financing for SSR 
projects. It must be noted that local government administrators have some discretion as to what activities 
these federal program fund in their jurisdiction, so SSR development may not be an eligible use in your 
jurisdiction. 

A number of issues should be considered when using these funds, including the potential for increased 
affordability (compliance) periods, complex environmental review requirements, and specific requirements 
regarding procurement, acquisition and relocation. Units will have to meet an initial set of standards that 
may vary from location to location at development and all rehabilitations will need to meet complex lead-
based paint requirements. In addition there may be ongoing required housing quality standards 
inspections throughout the compliance period. Local government administrators may establish additional 
requirements for each funding source. 

Long-term compliance is also a requirement of federal subsidies. Most federal subsidies obligate the owner 
to annual income recertification of tenants, property inspections, and reporting.  In spite of these many 
requirements, HOME and CDBG still provide useful sources of funding that can make otherwise infeasible 
projects possible.  
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Predevelopment, Interim and Permanent Financing 

Because SSR development and management is riskier than traditional multifamily projects, conventional 
lenders are unlikely to take on the risk of providing capital early on.  Building a portfolio of SSR units will 
require predevelopment funding and/or financing that allows you to acquire properties before all other gap 
subsidy and permanent financing is firmly in place. Some organizations have strategically built a pool of 
predevelopment funds with proceeds from previous successful projects. Most, however, will need some 
early predevelopment funding or financing. 

Potential sources for SSR predevelopment funding or financing include local and national community 
development lenders, many of which are designated Community Development Financial Institutions 
(CDFIs).  Designated by the U.S. Department of Treasury, CDFIs provide credit and financial services to 
underserved markets and are able to tap into an array of sources for project financing and funding.  CDFI 
typically service a region. Search for your nearest CDFI at www.cdfifund.gov/awardees/db/index.asp.   

Another community development lender is Community Housing Capital (CHC). CHC provides interim 
development and permanent multifamily loans to NeighborWorks® organizations nationwide. CHC's primary 
mission is to promote affordable housing by providing access to flexible capital that is typically the missing 
piece in making projects possible. CHC lends to scattered site lease purchase projects. More information is 
available at www.communityhousingcapital.org.  

When looking for other state and regional sources of development capital, you should research what your 
state housing finance authority (HFA) offers.  You should also look for a local or state loan fund that 
aggregated capital from several conventional banks into a loan pool that finances riskier or untested 
project types.  

An Excellent but Short-Lived Source for Scattered Site Rental: 
HUD’s Neighborhood Stabilization Program (NSP) 

Initiated in 2008, NSP is part of several federal economic stimulus programs designed to 
address the subprime mortgage crises and subsequent recession. A HUD program aimed at 
the acquisition, rehabilitation, and occupancy of foreclosed, vacant, and/or abandoned 
properties in hard-hit real estate markets, NSP stipulates that 25% of funds must benefit 
households earning 50% AMI or less. Hence, the program has a built-in inclination toward 
rental development. 

NSP funds are in many ways more flexible than HOME and CDBG and can be an excellent 
financing or funding source for SSR development because they can serve as predevelopment, 
construction, and permanent financing. In addition, NSP can serve households earning 
incomes of up to 120% of area median, and there is no federal regulatory limit to the amount 
of subsidy expended on a unit (though costs must be reasonable). 

The flexibility of NSP presents a chance to acquire, rehab, and operate rental properties with 
100% NSP financing that can make SSR feasible and potentially lucrative. Avoiding a 
traditional permanent mortgage means NSP rental units may be able to fully cover higher-than-
average annual operating costs. CDCs can earn both a developer fee and monthly 
property/asset management fees. 

It must be noted, however, that NSP is administered by state and local governments or other 
grantees that can elect to limit the use of funds beyond HUD’s requirements. 

As of publication of this Toolkit, three rounds of NSP funding have been released.  However, 
this stimulus program is unlikely to become a permanent HUD program. 
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The Impact of local policies and programs 

Local programs and policies can have a big impact on the options available to you as you design your SSR 
development program. Therefore, consideration needs to be given to these opportunities and challenges. 
For example, there may be funding opportunities with a local foundation, city, or state that are not available 
in other places. Local nonprofits or other organizations may have services available that can support your 
program and/or your tenants. There may be laws or regulations that can impact your program. Learn about 
local policies and programs as you design your program. Below are examples of local opportunities and/or 
hurdles encountered by three agencies involved in SSR programs. 

State Funding Sources: St. Ambrose Housing Aid Center - Baltimore, Maryland 

The State of Maryland funds a program called the Resident Advocate Program. Through this program, 
money is available to nonprofits to hire a case manager. This makes it possible for many low income 
households to access and maintain housing, as the case manager links them to needed services.   

The State of Maryland also has generates affordable housing funds via real estate transactions. St. 
Ambrose has received a few grants of $50,000 each, which can be used for acquisition, rehabilitation and 
the provision of services. 

Varying Municipal Requirements: Beyond Housing - St. Louis, Missouri  

In the metropolitan area around St. Louis there are a number of different municipalities. Municipal codes 
change from locality to locality. Therefore, not all of the rules are the same. There are nuances such as 
those regarding handrails that require knowledge of that particular jurisdiction.  

Property Tax Relief for Low-Income Rentals: Columbus Housing Partnership - Columbus, Ohio 

A ruling from the State of Ohio Supreme Court reduced property taxes on low income rental units so that 
they are below what other single family homes are paying. Property taxes are now about one-third of 
previous levels, greatly reducing annual operating costs per unit.  

C. Planning for Adequate Development and Operating Costs 
There are a number of values that will need to be plugged in and assumptions that will need to be made as 
you work through the pro forma. As discussed in the section on “Management”, it will be critical to have 
staff on board by this point that are experienced and knowledgeable in both rental housing development 
and financing of rental projects. Below are a few of the “numbers” that you will need to address in the pro 
forma. 

Acquisition Costs 

Because of the need to secure funding, often from multiple sources, in order to make these projects work 
and because of the scattered and diverse nature of properties, acquisition can be very complicated. You 
will need to plan for a way to either purchase properties with already secured funds, or negotiate with 
sellers for an “intent to purchase” agreement. This is complicated because of the need to purchase many 
separate properties from multiple owners and because waiting on funding agreements, working through 
environmental reviews, and potential relocations can take several months. Even if you purchase the 
property with already secured funds, you risk not getting the remaining funding that you need to complete 
the project and will need to meet any required environmental review requirements prior to purchase. In 
addition, you will incur holding costs such as property taxes, securing of property, and lawn care. 

Another option, if you can negotiate it with funders, is to obtain funding prior to the selection of specific 
properties. If you pursue this alternative, you will have to do your homework: checking the sales price and 
condition of multiple neighborhood units very carefully and then using previous experience and research to 
develop all of the remaining details regarding acquisition and rehabilitation estimates. 

Development and Construction Costs 
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These should be similar to costs associated with project-based rentals, however, the scattered and diverse 
nature of these units will once again add to the costs. Contractors will likely add more costs related to 
travel time between units, lack of building component uniformity, and difficulty in securing multiple sites. 

Remember that you are developing quality homes and estimate your costs accordingly. Also remember to 
plan for a reasonable developer fee, so that you can ensure that the development process is well 
managed. 

Rents and utilities 

Rents are primarily a function of two factors: a) what the market will tolerate and b) what the funder will 
allow. Reasonable market rents can often be captured through your market study. In addition, most 
sources of funding have a cap on rents. It is important to learn what that cap is and whether that cap 
includes or excludes utilities. It will also be important to establish who will pay for the utilities. This is an 
issue that is made more complex by SSR, as utility costs per unit can vary considerably. 

For example, you may have what was previously a large single family home that was converted to a duplex, 
which has a shared heating system. Meanwhile down the street you have a newer duplex with separate 
heating systems and separate meters. It will be up to you to determine whether you will allow for different 
utility payment models for each unit, will pay for all utilities, or will go to the expense of installing separate 
systems and meters in the units, so that the utilities can be paid for separately. Adding to this complexity is 
the fact that utility cost is one of those areas where tenants get themselves into difficulty. In cases that we 
learned about in our research, some tenants would turn the heat up to 80 degrees during the winter 
season, even though the resulting utility bill would be enough to make their unit unaffordable and place 
them in danger of losing their housing. 

Vacancy rates 

Vacancy rates can partially be captured by your market study, though the realities of each SSR unit are 
different and this will reflect not only the market rent, but the associated vacancy rate. For example, the 
poor foot traffic circulation pattern of the house, with the bedroom right off of the kitchen and the 
bathroom at the other end of the house may make a particular house more difficult to lease, or the view of 
the river and park out of the big picture window may make a particular unit especially marketable. Aside 
from these issues, lease-up and turnover rates are often better for SSR projects as compared to 
multifamily projects, as a single family house with a yard that is typical of this model is often more 
desirable.  

Another issue related to vacancy is the length of time that a property sits vacant at each turnover. This is 
more than just a measure of the unit’s desirability, it is also affected by the ability of the agency to get non-
paying tenants out quickly and get the unit cleaned up and fixed up so that it is in move-in condition in a 
short period of time. In our research we found that this is one of the areas in which agencies struggled. 
Often the maintenance personnel are overworked because units require more maintenance than was 
anticipated and units can sit for months until staff can get to them. This costs the agency the revenues 
from rent for this time and is self-perpetuating. Staffing need will be further discussed in the section on 
management, but units must be turned over quickly. This will require both adequate operating funds and 
adequate maintenance and replacement reserves. It will also require you or your management company to 
hire or contract with an adequate number of skilled maintenance personnel. 

Reserves 

As described above having adequate operating, maintenance and replacement reserves is critical to 
success. Funders will have to be persuaded of your need for the high levels of reserves you are requesting, 
as you will often max out or exceed their caps for reserve amounts. It is important to note that one of the 
issues that we found is that the inflation trend factors developers use in their proformas are often overly 
optimistic: projected rent increases are too high, and project operating and maintenance cost increases 
are too low.  In reality, what often happens is the trend lines for rents and costs cross somewhere between 
year five and year fifteen, leaving the project with negative cash flow. 
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Operating Costs & Long-Term Cash Flow 

Keep in mind the time consuming nature of this enterprise as you plan for staffing and other operating 
costs. For example, whatever model you use for transportation (agency purchased vehicles or staff 
reimbursement for miles driven), it will be more costly than for multifamily rental projects. Even if you 
contract out for management services, you will have asset management costs. You will need to negotiate 
with your funders an adequate management fee to professionally manage your properties. 

Delineating costs and expectations:  How you build your annual operation budget is a reflection of your 
ongoing management plan: it indicates who does what, where it gets done, and how much it will cost.  
Traditionally, organizations charge a general management fee to the project or portfolio but charge 
maintenance and leasing staff to a specific multifamily property.  How do you do this for SSR?  Some work 
can be directly linked to an address, but other work is done across the SSR properties.  How costs will be 
assigned must be clearly defined.   

Moreover, for SSR there are operating costs you may not consider.  For example, you may need to pay for 
security during periods of vacancy.  You may have to pay for two leasing staff members to show vacant 
units if safety is an issue, thus increasing the cost of staffing your SSR portfolio.  Likewise, maintenance 
staff will spend more time traveling between units, decreasing the number of work orders each 
maintenance staff person can complete. 

Property taxes:  For example, you may be able to negotiate on property taxes or your state may waive them 
altogether for affordable rental properties owned by nonprofits. You may want to pay some taxes to be able 
to make the claim that your properties are contributing to the tax base. Try to keep debt as low as possible 
and avoid it if possible. If rents support debt, keep debt service at no less than a 1.25 debt coverage ratio 
(DCR). 

Lease purchase variability:  If you plan to administer a lease purchase program, this will make your 
operating cash flow highly variable.  As units are sold to tenants, they leave your portfolio, decreasing 
rental revenue and some operating costs.  However, in spite of selling a few units, you or your third party 
manager may not be able to reduce maintenance staff commensurately.  So, revenue may decline faster 
than costs, creating the risk that your operating cash flow will see deficits in later years of your lease 
purchase program if you haven’t planned for the reduction of staff, contractors, and services. 
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Your Business Plan: Financing 
A. Developing the Financing Chapter of Your Business Plan 

This chapter should accomplish the following: 

 Completion of each of the worksheets that follow. 

 Completion of the excel-based Development Proforma for SSR. 

 Offer a  context for developing a pro forma for your SSR project 

 Explain the anticipated funding for the project and provide justification for the selected funding 
strategies. 

 Clarify and justify the expected revenues from this project. 

 Discuss the various elements of the project operating costs and explain how each one will be 
addressed by this project. 

 Describe the development model and process that will be followed and explain how each element 
of the plan will contribute to the balance between quality and efficiency. 

B. Financing Objectives  
List the specific SSR program objectives associated with Financing, including elements associated with 
revenues, development costs and operating costs. Objectives should be specific, measurable, time-
bound statements of intended future results. 
1. Example:  By February, 2012, the City Center Community Action Agency will develop 22 SSR units 
with fully funded operating costs, including property management, asset management and service 
provider fees. 

2. Example:  Mindful of how overly-optimistic budgeting during development can contribute to we will 
develop our budgets and projections conservatively using worst-case scenarios. We will aim for low or 
no debt on our SSR units. 

3.  

4. 

5. 

6. 
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C. Project Development Pro Forma 
In many ways, a good proforma tells the story of your project:  what you plan to build, whom you seek to 
serve, the market realities you’re working within and how you’ll pay for it all. You should begin drafting a 
proforma early—as you are first forming your development concept—and refine it repeatedly as you vet 
project feasibility and solidify numbers. 

You may want to review this Sample Project Development Pro Forma for SSR development.  

A blank Development Pro Forma Template for your project is also provided in part of this toolkit. Enter 
information on project costs, rent and so on into the yellow input cells in each integrated worksheet. You 
will have to track assumptions and develop sound estimates.  

It is critical that you involve staff and/or partners who are experienced and knowledgeable in both rental 
housing development and management. A good property manager can help you figure out operating 
budgets, assist in assessing the rental market and aid in determining the scope of rehabilitation you must 
do. Do not make the mistake of leaving your property manager on the sidelines during this crucial decision-
making period.  

Review the sample pro forma and complete the pro forma for your project. 
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VII. Management 
A. The Work To Be Done  
Once you’ve developed your Scattered Site Rental (SSR) units, the real work begins: ongoing management 
of the portfolio to meet your organization’s goals. Property and Asset Management should be viewed as 
new or expanded products for your organization and as vital services to your neighborhood. Organizations 
rarely draw attention to their ongoing management services as contributing to stabilization of families and 
communities, though most have witnessed the ill effects of poor rental management.  We encourage you to 
elevate these roles both within your organization an in the eyes of residents and funders. 

However, property and asset management of SSR units brings unique challenges that have the potential to 
financially ruin unprepared organizations. Organizations serious about operating SSR portfolios must 
honestly assess their ability to expand existing capacity or develop new competency around ongoing 
management.i    
 

 
 

Defining Management Roles 

1. Development Management:  Planning, acquisition, feasibility analysis, financial packaging and 
construction/rehabilitation of units on-time and on-budget. In short, getting units ready to lease. 

2. Property Management:  Day-to-day professional operation of rental property as a business in 
accord with the owner’s objectives and the rules and regulations of the community and financial 
investors. Responsibilities typically include marketing/leasing, rent collection, maintenance, 
income verification/recertification and reporting to the owner and asset manager. 

3. Asset Management:  Ongoing oversight of post-construction ownership to insure the portfolio of 
properties continues to be an asset for owner(s) and investors. Asset management insures those 
staff responsible for financial management, project reporting, compliance, maintaining operating 
and capital reserve funds, physical maintenance, capital improvements and general property 
management are performing in an effective, coordinated manner.  

4. Executive Management:  Leadership and oversight from initial planning through long-term 
management. Executive management must keep all work consistent with the organization’s 
mission, assemble capable development and management teams, marshal resources to execute 
plans, oversee the creation of management systems, tools and templates and implement regular 
reviews of performance, fiscal soundness and risks. 

5. Fiscal Management:  This role may be integrated in part or in total in the above roles. Fiscal 
Management includes tracking, reporting and analyzing key financial information in order to 
evaluate a portfolio’s performance, sustainability and looming liabilities. Tasks include creating 
anticipated and actual budgets and operating cash flows, identifying cost overruns, projecting 
future deficits and tracking rent collection, reserve balances, and so on. 

Smaller organizations will not have a staff position for each of management roles above.  Nonprofits 
rarely have a staff member with the title of Asset Manager. Executive management must insure all 
critical roles are delegated clearly and that management plans and systems are in place.  

Even if you contract with a 3rd party provider for one or more of the above management functions, this 
will not absolve you from needing to perform oversight. 
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B. In-House or Third Party Property Management? 
Property management requires its own expertise, staffing patterns and management and tracking systems. 
It may be appropriate for your organization, but it is a considerable enterprise that has spelled disaster for 
many competent developers.  

Before launching SSR development, you must identify how you will secure strong property management 
services, either through in-house operations or via contract with a management company. You will not 
survive without good management and you need to know who your property manager or management 
company is and consult with them before completing financing and construction planning.ii 

Ideally, you will be able to secure the services of a seasoned professional property management company 
with experience in scattered site management. Look for a property manager with a track record specifically 
with dispersed properties. You need to find out if they are doing it well and if they are available to work for 
you at a price your project can afford. However, interviews with NeighborWorks affiliates indicate that 
finding for-profit management companies who can effectively manage dispersed units for a cost-effective 
fee is difficult at best and often impossible. You may have to cultivate this capacity in-house. In fact, all but 
one of the organizations we interviewed and visited conducted management in-house. One organization 
contracts with a unique non-profit management company described in part “D” of this section. 

You must answer questions such as:  
 Will you manage units in-house or via 3rd party contract? 
 How much in-house staff will you need? 
 If you don’t have in-house capacity, how will we cultivate it? 
 Can you engage a 3rd party, for-profit manager?  At what cost?  How will this affect 

the ongoing revenue your organization earns? 
 If managing lease purchase units, do you have the ability to manage them as long-

term rentals if they chronically fail to sell? 
 

 Advice from the Field: In-House Property Management 

1. You will have to allocate FAR MORE TIME to property management than you anticipate. 
Management is time intensive and scattered sites make it more so. If you have 1,600 units, 
then you have 1,600 water bills! 

2. Previous experience in property/asset management is an indicator of success. 

3. Adding SSR units to an existing portfolio is easier than creating a new rental portfolio starting 
with scattered units, but being good at multifamily manager is no guarantee for SSR success. 

4. Leadership is essential. The most successful property management CDCs have 
hands-on leaders involved in every level of operational detail. Strong leaders act as “team 
captain” for this complex work, solving problems and engendering respect and confidence in 
staff, residents and regulators. 

5. You will not have the advantage of an on-site office or resident staff. Management 
has to be highly mobile. You may have to decentralize or regionalize the work for a scattered 
portfolio.   

6. Create systems to make maintenance more scheduled than reactive. Establish a 
maintenance policy and schedule and stick to it. Conduct regular unit inspections. 
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Why Maintenance is More Difficult with a SSR Portfolio 

1. You will not have the advantage of an on-site office to monitor property conditions.  

2. Increased travel time between units. 

3. Increased time and costs related to non-standardized units.  A scattered portfolio of 
rehabbed units makes it difficult to achieve efficiencies of standardization. Furthermore, 
lack of standardization can make accurate budgeting for future replacements (roofs, 
appliances, etc.) difficult. 

4. Maintenance staff will not be as efficient as with multi-family properties, due to increase 
travel time, decreased standardization, and greater opportunity for major repairs to be 
needed at each property. The number of maintenance work orders per FTE employee could 
be reduced by half as compared to traditional rental portfolios. 

5. You will have to invest in technology solutions to aid SSR maintenance. You may need to 
install monitored security systems to prevent theft and major fire damage. Webcams and 
water sensor can help you  

6. If you require tenants to perform some maintenance themselves, insuring they meet this 
obligation can be time consuming across a scattered portfolio. 

7. If your program includes a short-term lease purchase component, your maintenance work 
load will fluctuate as units come into and leave your portfolio.  If you sell 5 homes of your 25-
home portfolio, can you simply reduce maintenance staff by 20%?  If not, per-unit operating 
costs may go up for the remaining units, and your long-term feasibility may change 
significantly. 
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C. Asset Management 
It can be difficult to differentiate between the property management and asset management roles. Asset 
management assures that established standards and expectations about financial and physical condition, 
compliance and reporting are being met. Property management is the day-to-day management of the 
project.  

In truth, good asset management includes strong property management, but asset management takes a 
step back from day-to-day operations and examines the strategic objectives of the property:  Is the property 
achieving its project mission, is it advancing the organization’s overall mission? Are there risks or problems 
that have arisen that were not initially anticipated?  What trends can be discerned from performance 
indicators over time? 

There are three basic questions an organization’s asset manager addresses: iii 

1. Is the project financially healthy? If not, what are the problems or risks to its financial stability 
and how can these be addressed? 

2. Is the project being properly maintained to provide decent, safe and sanitary housing for its 
occupants and to enhance the neighborhood in which it is located? If not, what are the 
problems and how can they be corrected? 

3. Is the project operating in accord with all funders’ regulatory requirements and all applicable 
local, state and federal requirements? If not, what are the problems and how can they be 
resolved? 

Advice from the Field: Scattered Site Asset Management  

1. Good asset management begins early and is continuous. In the predevelopment phase, 
organizations must think of the long-term asset when targeting neighborhoods, 
determining construction quality, developing the financial proforma. 

2. Systematic asset management is crucial for scattered units!  You must have clear plans 
and systems in place. 

3. The amount of time needed for ongoing asset management is substantial and grows as the 
portfolio grows. This is a factor you should include in the project’s annual operating budget. 
How much can and should you build in as asset management fees, separate from property 
management fees?  

4. Scattered sites also make it difficult to control the physical environment around your units. 
You cannot easily control access, as you can with larger multifamily developments.  Unless 
you have a large concentration of properties in a single neighborhood, you are vulnerable 
to decisions made by other property owners and neighborhood residents. 

5. Monitoring property management (and maintenance) performance is far more challenging 
with scattered units. It is harder to regularly inspect units and talk with tenants when 
properties are widely scattered. 
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D. A Mission-Based Approach to Property and Asset Management 
As mentioned above, whether or not you hire a third party property manager, you will have to allocate 
significant time and resources to property and asset management. These will be expanded or new lines of 
business for your organization. We recommend a mission-based approach to management in which you 
intimately connect your goals for your neighborhoods, families and organization to your management 
approach. 

It is critical that your staff, contractors and board can clearly communicate:  

1. Why you are taking on portfolio management 
2. What your property and management objectives are 
3. How the objectives fit within your overall mission 
4. How your management approach is shaped by your mission. 

Following is an example of a mission-based management company. 
 

    

 

 

Mission-Based Property Management:  Community Properties of Ohio 
 
Community Properties of Ohio (CPO) Management Services is the nonprofit property management 
company created to manage units renovated via the Community Properties Initiative, a $100 
million low-income housing preservation project that rehabilitated 1,300 affordable housing 
scattered site units in seven neighborhoods. (www.cpoms.org)  
 
CPO’s focus is “community based management empowering residents.” 
 
Mission:  “CPO is a tenant-endorsed, community-based property management company committed 
to stabilizing families by providing quality affordable housing, encouraging residents to be good 
neighbors and by linking residents to community services.” 
 
CPO aims to meet the needs of residents and communities. CPO implements a “highly responsive 
customer service management model to assist residents with economic, social and educational 
support. CPO helps families, strengthens communities and empowers residents to lead stable, 
successful lives.”  
 
CPO believes its property management work transforms communities through:  

 
• The construction/rehabilitation of the units in the portfolio  
• Strong customer-service based management style  
• A community safety program  
• Changing lives with supportive services  
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E. Management Planning 
Because property and asset management are challenging lines of business unto themselves, they require 
their own detailed business and operational planning. Following is a breakdown of the key planning 
documents you will need for ongoing management. If you conduct property management in-house, you will 
have to generate all of the plans below. If you contract with a third party manager, some will be provided by 
the management company. 

Planning Document Typical Contentsiv 

Management Plan 
Delineates how the management company or 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, residents that the property is being professionally 
managed to meet the organization, investor and community 
standards. 

1. Ownership Objectives 
2. Management Structure 
3. Communication and Decision-Making 
4. Marketing Strategy 
5. Resident Selection Plan / Criteria 
6. Rent Structure/Lease Arrangement 
7. Property Maintenance  
8. Financial Management 
9. Rent Management 
10. Administrative Responsibilities 

Staffing Plan  
Describes the number and type of staff that will be needed to 
carry out effective and efficient management. 

1. Staffing Matrix 
2. Jobs Descriptions 
3. Organizational Chart 

Operations Manual 
Description of a property management organization’s basic 
policies and procedures as well as a compilation of frequently 
used forms. This is typically developed by the property 
manager. 

1. Management Philosophy 
2. Personnel Policies 
3. Leasing Policies 
4. Purchasing 
5. Reporting 
6. Supply and Inventory 
7. Sample Forms and Letters 
8. Office Policies 

Maintenance Policy and Procedures  
A framework developed by maintenance and property 
management staff describing how preventative and reactive 
maintenance will be handled. 

1. Maintenance Schedules 
2. Emergency Maintenance 
3. Work Orders 
4. Unit Turnover 
5. Preventative Maintenance 
6. Unit Inspections 

Resident Selection Criteria and Marketing Plan   
Detailed description of the process and criteria with which 
tenants will be selected. Also explains marketing and fair 
housing practices. 

1. Income Targets and Limits 
2. Non-Discrimination, Accessibility 
3. Application Procedures  
4. Selection Criteria 
5. Marketing and Outreach 
6. General Guidelines 

Asset Management Plan and Task Chart 
Defines the organization’s long-term goals for the property and 
lays out an approach and tasks to meet those goals. This may 
be included in the Management Plan. 

1. Asset Management Goals 
2. Initial and General Asset Management 
3. Property Management Oversight 
4. Financial Oversight 
5. Oversight of Physical Properties 
6. Resident and Community Relations 
7. Compliance Reporting, Recordkeeping and 

Monitoring 
8. Performance Standards 
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Your Business Plan:  Management  
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  
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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  
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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 Maintenance Policy and Procedures 
Preventative Maintenance Schedule 

Financial Management  

1. Structure and detail of financing  

2. Accounting/bookkeeping systems  

3. 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  



 
 

Business Planning for Scattered Site Rental Development and Management         
Written for NeighborWorks® America by Capital Access, Inc. 

Page 63 
 

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 
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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. 
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ASSET MANAGEMENT TASK CHARTv 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.    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   AM Plan  

Summary of Most Restrictive Project Requirements   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     
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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     

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.  
   

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 Excel templates 
available online at 

www.stablecommunties.org  

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       
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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     
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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%    

 
 

 
 
 
                                                           
i Stabilizing Neighborhoods Impacted by Concentrated Foreclosures: SSR Housing Challenges and 

Opportunities (2009) by Ivan Levi; published by the Joint Center for Housing Studies of Harvard University 
and NeighborWorks America.   

ii Developing and Managing Scattered Site Rental Housing: A Complete Overview of the Skills and Finances 
Needed to Run a Successful Program (1999) by Matt Perrenod, published Enterprise Community Partners.  

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

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

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

Available electronically in Excel format with the web-based  
SSR Toolkit at www.stablecommunities.org. 

 

  



Development: Glencairn Homes
Owner: Shaw Park CDC
Location: Somewhere, Sometown
County: Washington

Total Units: 16
Single Family 9
Duplex 4

Efficiency 0 30% 0 Triplex 3
1 Bedroom 1 40% 0 Fourplex 0
2 Bedroom 6 50% 6 Townhome 0
3 Bedroom 7 60% 10 Apartment 0
4 Bedroom 2 80% 0 Condo 0
5+ Bedroom 0 Market 0 Other 0
Total 16 Total 16 Total 16

Operating Budget Annual Per Unit Long-Term Trending Assumptions
Gross Rent Potential $129,780 $8,111 Combined Vacancy Rate: 10.0%
Other Income $360 $23 Rent Inflation: 2.0%
Vacancy Expense Inflation:
Adjusted Gross Income Administration 3.0%
Operating Expenses $103,710 $6,482 Maintenance 4.0%
Net Operating Income $13,416 $839 Operating 4.0%
Debt Service Escrows & Reserves 3.0%

Debt & Cash Flow Over Time
n/a Year 1 Net Cash Flow $13,416 $839
n/a Year 5 Net Cash Flow $9,089 $568
n/a Year 10 Net Cash Flow $2,078 $130
n/a Year 15 Net Cash Flow ($7,095) ($443)

Development Costs Total Per Unit % of TDC
Predevelopment & Feasibility $38,350 $2,397 3%
Building & Property Acquisition $553,349 $34,584 36%
Construction Costs $493,810 $30,863 32%
Professional Services $20,286 $1,268 1%
Carrying & Construction Financing Costs $34,675 $2,167 2%
Permanent Financing & Syndication $0 $0 0%
Reserves $147,605 $9,225 10%
Construction & Bridge Loan Interest $33,529 $2,096 2%
Developer Fee $198,240 $12,390 13%
Total Development Costs $1,519,843 $94,990 100% TRUE

Sources Total Per Unit % of TDC
City HOME $624,000 $39,000 41%
ARRA Weatherization $100,000 $6,250 7%
State Housing Assistance Fund $400,000 $25,000 26%
NSP Acquisition Funding $220,000 $13,750 14%
Federal Home Loan Bank $200,000 $12,500 13%
Sponsor Equity $24,507 $1,532 2%

$0 0%
$0 0%

Total Sources $1,568,507 $98,032 103%

Surplus/(Gap) $48,663 $3,041 3%

Year 1 DCR
Year 5 DCR
Year 10 DCR
Year 15 DCR

PROJECT SUMMARY

Units by Structure Type

Units by Income TargetUnits by Bedroom Size

SSR Development Proforma EXAMPLE.xls 1)Summary
StableCommunities.org

CapitalAccessInc.com



Address
Unit 
Type

Structure 
Type Bedrooms Baths Sq Ft

Income 
Target

Utility 
Allowance

Proposed 
Contract 

Rent Gross Rent
Max Rent 
Allowed

Rent 
Acceptable?

1 1065 Sunset Lane Single Family 3 2 1,350 60% $190 $750 $940 $963 Yes
2 954 Sunset Lane A Duplex 2 1.5 900 50% $155 $560 $715 $750 Yes
3 954 Sunset Lane B Duplex 2 1.5 900 50% $155 $560 $715 $750 Yes
4 257 Clarendon Road Single Family 4 2 1,500 60% $230 $800 $1,030 $1,044 Yes
5 324 Sabron Ave Single Family 3 1.5 1,300 60% $190 $770 $960 $963 Yes
6 326 Sabron Ave Single Family 3 1.5 1,300 60% $190 $770 $960 $963 Yes
7 543 Rosewood Single Family 4 2 1,525 60% $230 $800 $1,030 $1,044 Yes
8 674 Rosewood Single Family 3 2 1,400 60% $190 $750 $940 $963 Yes
9 456 Northlawn A Duplex 3 1.5 1,300 60% $190 $725 $915 $963 Yes
10 456 Northlawn B Duplex 1 1 600 50% $90 $475 $565 $614 Yes
11 613 Northlawn Single Family 3 2 1,450 60% $190 $750 $940 $963 Yes
12 1100 Westlawn Single Family 3 1.5 1,380 60% $190 $750 $940 $963 Yes
13 1356 Westlawn Single Family 2 1 900 60% $155 $570 $725 $760 Yes
14 215 Oxford Ave A Triplex 2 1 800 50% $130 $595 $725 $750 Yes
15 215 Oxford Ave B Triplex 2 1 800 50% $130 $595 $725 $750 Yes
16 215 Oxford Ave C Triplex 2 1 800 50% $130 $595 $725 $750 Yes
17 $0 Yes
18 $0 Yes
19 $0 Yes
20 $0 Yes
21 Total Units 16 Total Sq Footage 18,205 Monthly Rent Potential $10,815
22 Annual Rent Potential $129,780
23

24 Other Income Monthly Annually
25 Miscellaneous & Interest $20 $240
26 Laundry $0
27 Carports $0
28 Tenant Charges (late fees, nonsufficient funds, etc) $10 $120
29 Other $0
30 Totals $30 $360

REVENUE PROJECTIONS

SSR Development Proforma EXAMPLE.xls 2)Revenue
StableCommunities.org
CapitalAccessInc.com



1 REVENUE Annual Per Unit
2 Gross Rent Potential $129,780 $8,111
3 Other Revenue $360 $23

4 Subtotal $130,140 $8,134
5 Combined Vacancy Factor 10.0% $13,014 $813
6 Adjusted Income $117,126 $7,320 100.0%
7

8 TOTAL OPERATING EXPENSES
Annual 
Total

Per Unit 
Total

% of 
Revenue

9

10 Administrative Costs Annual Per Unit
11 Advertising $2,400 $150
12 Management $24,000 $1,500
13 Legal/Partnership $1,000 $63
14 Accounting/Audit $5,000 $313
15 Compliance Monitoring $1,600 $100
16 Other: Fringes for .5 FTE Mgr $6,000 $375
17 Subtotal $40,000 $2,500 34.2%
18

19 Maintenance Annual Per Unit
20 Decorating $1,200 $75
21 Repairs $2,520 $158
22 Exterminating $1,650 $103
23 Grounds $2,200 $138
24 Other $0 $0
25 Subtotal $7,570 $473 6.5%
26

27 Operating Annual Per Unit
28 Elevator $0 $0
29 Project Paid Fuel $0 $0
30 Common Electricity $500 $31
31 Water/Sewer $1,200 $75
32 Gas $0 $0
33 Trash Removal $0 $0
34 Payroll $10,000 $625
35 Payroll Taxes & Fringes $2,500 $156
36 Other $0 $0
37 Subtotal $14,200 $888 12.1%
38

39 Escrows & Reserves Annual Per Unit
40 Insurance $11,100 $694
41 Real Estate Taxes $24,240 $1,515
42 Other Taxes $0 $0
43 Replacement Reserve $6,600 $413
44 Other: Association Fees $0 $0
45 Subtotal $41,940 $2,621 35.8%
46

47 Total Operating Expenses $103,710 $6,482 88.5%
48

49 Net Operating Income $13,416 $839 11.5%
50

51 MORTGAGE
52 Debt Coverage Ratio 1.50
53 Max Mortgage Pmt $8,944 $559 7.6%
54 Amortization (years) 20
55 Interest Rate 7.500%
56 Projected Mortgage $92,520 $5,782
57 ACTUAL Mortgage $0 $0 0.0%
58 Override Mortgage Payment $0
59 Annual Per Unit
60 Cash Flow $13,416 $839

ANNUAL OPERATING BUDGET
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1 Year Year Year Year Year Year Year Year Year Year Year Year
2 1 2 3 4 5 6 7 8 9 10 11 12
3 REVENUE Inflator
4 Gross Income Potential 2.0% $130,140 $132,743 $135,398 $138,106 $140,868 $143,685 $146,559 $149,490 $152,480 $155,529 $158,640 $161,813
5 Vacancy Factor 10% $13,014 $13,274 $13,540 $13,811 $14,087 $14,369 $14,656 $14,949 $15,248 $15,553 $15,864 $16,181
6 Net Income $117,126 $119,469 $121,858 $124,295 $126,781 $129,317 $131,903 $134,541 $137,232 $139,976 $142,776 $145,631
7 Per Unit $7,320 $7,467 $7,616 $7,768 $7,924 $8,082 $8,244 $8,409 $8,577 $8,749 $8,923 $9,102
8

9 OPERATING EXPENSES Inflator
10 Administration 3.0% $40,000 $41,200 $42,436 $43,709 $45,020 $46,371 $47,762 $49,195 $50,671 $52,191 $53,757 $55,369
11 Maintenance 4.0% $7,570 $7,873 $8,188 $8,515 $8,856 $9,210 $9,578 $9,962 $10,360 $10,774 $11,205 $11,654
12 Operating 4.0% $14,200 $14,768 $15,359 $15,973 $16,612 $17,276 $17,968 $18,686 $19,434 $20,211 $21,019 $21,860
13 Escrows & Reserves 3.0% $41,940 $43,198 $44,494 $45,829 $47,204 $48,620 $50,079 $51,581 $53,128 $54,722 $56,364 $58,055
14 Total Operating Expenses $103,710 $107,039 $110,477 $114,026 $117,692 $121,477 $125,387 $129,424 $133,593 $137,899 $142,345 $146,938
15 Per Unit $6,481.88 $6,689.94 $6,904.79 $7,126.65 $7,355.75 $7,592.34 $7,836.67 $8,088.98 $8,349.56 $8,618.66 $8,896.59 $9,183.63
16

17 Net Operating Income $13,416 $12,430 $11,381 $10,269 $9,089 $7,839 $6,516 $5,117 $3,639 $2,078 $431 ($1,307)
18 Per Unit $838.50 $776.84 $711.33 $641.79 $568.06 $489.94 $407.27 $319.83 $227.43 $129.86 $26.91 ($81.66)
19

20 Debt Service $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
21 Debt Coverage Ratio n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a
22

23 CASH FLOW $13,416 $12,430 $11,381 $10,269 $9,089 $7,839 $6,516 $5,117 $3,639 $2,078 $431 ($1,307)
24 Per Unit $839 $777 $711 $642 $568 $490 $407 $320 $227 $130 $27 ($82)
25

26

27 Operating Deficit Reserve Analysis
28 Starting Balance $58,550 $59,867 $61,214 $62,592 $64,000 $65,440 $66,912 $68,418 $69,957 $71,531 $73,141 $74,786
29 Annual Operating Deficit $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 ($1,307)
30 Interest Earned on Reserve 2.25% $1,317 $1,347 $1,377 $1,408 $1,440 $1,472 $1,506 $1,539 $1,574 $1,609 $1,646 $1,683
31 Ending Balance $59,867 $61,214 $62,592 $64,000 $65,440 $66,912 $68,418 $69,957 $71,531 $73,141 $74,786 $75,162

Operating Cash Flow Projection
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REVENUE Inflator
Gross Income Potential 2.0%
Vacancy Factor 10%
Net Income

Per Unit

OPERATING EXPENSES Inflator
Administration 3.0%
Maintenance 4.0%
Operating 4.0%
Escrows & Reserves 3.0%
Total Operating Expenses

Per Unit

Net Operating Income
Per Unit

Debt Service
Debt Coverage Ratio

CASH FLOW
Per Unit

Operating Deficit Reserve Analysis
Starting Balance
Annual Operating Deficit
Interest Earned on Reserve 2.25%
Ending Balance

Operating Cash Flow Projection

Year Year Year Year Year Year Year Year
13 14 15 16 17 18 19 20

$165,049 $168,350 $171,717 $175,151 $178,654 $182,227 $185,872 $189,589
$16,505 $16,835 $17,172 $17,515 $17,865 $18,223 $18,587 $18,959

$148,544 $151,515 $154,545 $157,636 $160,789 $164,005 $167,285 $170,630
$9,284 $9,470 $9,659 $9,852 $10,049 $10,250 $10,455 $10,664

$57,030 $58,741 $60,504 $62,319 $64,188 $66,114 $68,097 $70,140
$12,120 $12,605 $13,109 $13,633 $14,178 $14,746 $15,335 $15,949
$22,735 $23,644 $24,590 $25,573 $26,596 $27,660 $28,767 $29,917
$59,796 $61,590 $63,438 $65,341 $67,301 $69,320 $71,400 $73,542

$151,681 $156,580 $161,640 $166,866 $172,264 $177,840 $183,599 $189,548
$9,480.08 $9,786.27 $10,102.51 $10,429.15 $10,766.53 $11,115.01 $11,474.96 $11,846.77

($3,137) ($5,065) ($7,095) ($9,230) ($11,476) ($13,835) ($16,315) ($18,918)
($196.08) ($316.58) ($443.43) ($576.89) ($717.22) ($864.72) ($1,019.66) ($1,182.37)

$0 $0 $0 $0 $0 $0 $0 $0
n/a n/a n/a n/a n/a n/a n/a n/a

($3,137) ($5,065) ($7,095) ($9,230) ($11,476) ($13,835) ($16,315) ($18,918)
($196) ($317) ($443) ($577) ($717) ($865) ($1,020) ($1,182)

$75,162 $73,716 $70,310 $64,797 $57,024 $46,832 $34,050 $18,502
($3,137) ($5,065) ($7,095) ($9,230) ($11,476) ($13,835) ($16,315) ($18,918)
$1,691 $1,659 $1,582 $1,458 $1,283 $1,054 $766 $416

$73,716 $70,310 $64,797 $57,024 $46,832 $34,050 $18,502 $0

SSR Development Proforma EXAMPLE.xls 4)Operating Cash Flow
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Stru

1

Project 
Total Per Unit

2 Demolition (Partial for Rehab only) $20,000 $1,250
3 Excavation $0 $0
4 Concrete $34,115 $2,132
5 Masonry $5,400 $338
6 Roofing $68,000 $4,250
7 Siding $57,299 $3,581
8 Rough carpentry $43,035 $2,690
9 HVAC (Repair, not Replacement) $800 $50
10 Plumbing $46,100 $2,881
11 Electrical $31,080 $1,943
12 Finish carpentry $16,411 $1,026
13 Interior Doors and Closet $6,383 $399
14 Windows (Refurbish, not Replacement) $800 $50
15 Drywall $42,918 $2,682
16 Tile $5,255 $328
17 Paint (interior) $26,962 $1,685
18 Flooring $36,679 $2,292
19 Basic Insulation (not for Energy Efficiency) $0 $0
20 Energy Efficiency Enhancements (see below) $209,469 $13,092
21 Appliances  (see below) $35,525 $2,220
22 Cabinets & Counter Tops $61,260 $3,829
23 Hardware and Accessories $3,155 $197
24 Window Treatments (mini blinds) $5,600 $350
25 Exterior Doors $9,300 $581
26 Storm Doors $4,200 $263
27 Landscaping $19,050 $1,191
28 Permits $6,000 $375
29 Other: $0 $0
30 Other: $0 $0

31 Total Construction: $794,796 $49,675

32 Energy Efficiency Improvements
33 House insulation upgrades $97,937 $6,121
34 Windows $59,808 $3,738
35 HVAC $36,000 $2,250
36 Blower Door Test $0 $0
37 House energy monitor $0 $0
38 Ceiling Fans $2,780 $174
39 Electrical: (motion, photovoltaic, dimmers, lt blbs) $0 $0
40 Low Flow Plumbing Fixtures $6,944 $434
41 Tankless water heater $6,000 $375
42 Other $0 $0

43 Total Energy Efficiency Improvements: $209,469 $13,092

44

45 Appliance Allowance
46 Refrigerator $8,000 $500
47 Range/Microwave Hood $7,125 $445
48 Dishwasher $5,600 $350
49 Garbage Disposal $1,500 $94
50 Garage Door Opener $1,000 $63
51 Washer / Dryer $12,300 $769
52 Total Appliance Allowance $35,525 $2,220

GENERAL CONSTRUCTION

Construction Budget
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1 Predevelopment & Feasibility Project Totals Per Unit
2 Appraiser 6,000 375
3 Architect & Engineer 10,000 625
4 Environmental Reviews & Reports (Phase I, Phase II, etc) 0 0
5 Market Analysis 3,750 234
6 Preliminary Title Search 0 0
7 Survey 6,600 413
8 Consultant 12,000 750
9 Application Fees 0 0

10 Other 0 0
11 Total Predevelopment: $38,350 $2,397
12 Building & Property Acquisition
13 Land 0 0
14 Existing Buildings 540,949 33,809
15 Relocation 12,400 775
16 Total Acquisition: $553,349 $34,584
17 Construction Costs
18 Base Construction Costs 549,802 34,363
19 Energy Efficiency Upgrades 209,469 13,092
20 Appliance Package 35,525 2,220
21 Contractor General Conditions 8.00% / hard cost 63,584 3,974
22 Contractor Overhead 8.00% / hard cost 68,670 4,292
23 Contractor Profit 4.00% / hard cost 37,082 2,318
24 CONSTRUCTION CONTINGENCY 10.00% / hard cost 79,480 4,967
25 27.12$            per sq. ft. Total Construction: 493,810 $30,863
26 Professional Services
27 Legal 10,800 675
28 Title & Recording 9,486 593
29 Cost Certification 6,000 375
30 Marketing /Advertising 4,800 300

31 Total Professional Fees: 20,286 $1,268
32 Carrying & Construction Financing Costs
33 Inspection & Draw Fees 0 0
34 Points & Bank Fees 0 0
35 Builder's Risk Insurance 0 0
36 Property Insurance 16,000 1,000
37 Real Estate Taxes 18,675 1,167
38 Interim/Capitalized Operating Costs 0 0
39 Total Carrying Costs: 34,675 $2,167
40 Permanent Financing & Syndication
41 Points & Bank Fees 0 0
42 Title & Recording 0 0
43 Partnership & Organization Expense 0 0
44 Legal (including tax opinion) 0 0
45 Other 0 0
46 Total Permanent Financing & Syndication: 0 $0
47 Reserves
48 Rent Up Reserves 26,000 1,625
49 Operating Reserves 51,855 3,241
50 Deficit Reserve (as calculated by 20 Year Projection) 58,550 3,659
51 Replacement Reserves 11,200 700
52 Other 0 0
53 Total Reserves: 147,605 $9,225
54

55 Construction & Bridge Loan Interest 33,529 2,096
56

57 Subtotal Hard & Soft Costs $1,321,603
58 Developer Fee 15.00% /Hard & Soft Costs 198,240 12,390
59

60 TOTAL DEVELOPMENT COSTS (TDC): $1,519,843 $94,990

DEVELOPMENT BUDGET
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Total Month Month Month Month Month Month Month Month Month Month

1 USES OF FUNDS Budget 1 2 3 4 5 6 7 8 9 10
2 Predevelopment & Feasibility $38,350 $38,350
3 Acquisition $553,349 $553,349
4 Construction $493,810 $54,868 $54,868 $54,868 $54,868 $54,868 $54,868 $54,868 $54,868 $54,868
5 Professional Services $20,286 $10,143 $10,143
6 Carrying & Construction Financing $34,675 $26,006 $8,669
7 Permanent Financing & Syndication $0 $0
8 Reserves $147,605 $147,605
9 Developer Fee $198,240 $40,000 $100,000

10 SUB-TOTAL USES $1,486,315 $815,453 $54,868 $54,868 $54,868 $54,868 $73,679 $54,868 $54,868 $54,868 $154,868
11

12 SOURCES OF FUNDS
13 Prior Month Ending Cash $0 $0 $0 $0 $0 $0 $0 $0 $0
14 City HOME $624,000 

15 ARRA Weatherization $100,000 

16 State Housing Assistance Fund $400,000 $50,000 $50,000 $50,000 $50,000 $50,000 $50,000 $50,000 $50,000
17 NSP Acquisition Funding $220,000 $220,000
18 Federal Home Loan Bank $200,000 $200,000
19 Sponsor Equity $24,507 $24,507
20

21

22 SUB-TOTAL SOURCES $1,568,507 $224,507 $50,000 $270,000 $50,000 $50,000 $50,000 $50,000 $50,000 $50,000 $0
23

24 Construction Loan

25 Construction Loan Calculation $590,947 $4,868 ($215,132) $4,868 $4,868 $23,679 $4,868 $4,868 $4,868 $154,868
26 Construction Loan Draw $798,700 $590,947 $4,868 $0 $4,868 $4,868 $23,679 $4,868 $4,868 $4,868 $154,868
27 TOTAL SOURCES $815,453 $54,868 $270,000 $54,868 $54,868 $73,679 $54,868 $54,868 $54,868 $154,868
28

29 Paydown Calculation $0 $0 $215,132 $0 $0 $0 $0 $0 $0 $0
30 Construction Loan Paydown $0 $215,132 $0 $0 $0 $0 $0 $0 $0
31 TOTAL USES $815,453 $54,868 $270,000 $54,868 $54,868 $73,679 $54,868 $54,868 $54,868 $154,868
32 Ending Cash $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
33 CONSTRUCTION LOAN INT & BALANCES
34 Draw $590,947 $4,868 $0 $4,868 $4,868 $23,679 $4,868 $4,868 $4,868 $154,868
35 (Loan Payoff) $0 ($215,132) $0 $0 $0 $0 $0 $0 $0
36 Construction Loan Interest 7.500% $3,693 $3,747 $2,426 $2,471 $2,517 $2,681 $2,728 $2,776 $2,823
37 Loan Balance $613,240 $590,947 $599,508 $388,122 $395,416 $402,755 $428,952 $436,500 $444,096 $451,740 $609,431

PROJECT DEVELOPMENT CASH FLOW
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Total
USES OF FUNDS Budget
Predevelopment & Feasibility $38,350
Acquisition $553,349
Construction $493,810
Professional Services $20,286
Carrying & Construction Financing $34,675
Permanent Financing & Syndication $0
Reserves $147,605
Developer Fee $198,240

SUB-TOTAL USES $1,486,315

SOURCES OF FUNDS
Prior Month Ending Cash
City HOME $624,000 
ARRA Weatherization $100,000 
State Housing Assistance Fund $400,000 
NSP Acquisition Funding $220,000 
Federal Home Loan Bank $200,000 
Sponsor Equity $24,507 

SUB-TOTAL SOURCES $1,568,507

Construction Loan
Construction Loan Calculation
Construction Loan Draw $798,700

TOTAL SOURCES

Paydown Calculation
Construction Loan Paydown

TOTAL USES
Ending Cash

CONSTRUCTION LOAN INT & BALANCES
Draw
(Loan Payoff)
Construction Loan Interest 7.500%
Loan Balance $613,240

PROJECT DEVELOPMENT CASH FLOW

Month Month Month Month Trial 

11 12 13 14 Total Balance
$38,350 Balanced

$553,349 Balanced
$493,810 Balanced

$20,286 Balanced
$34,675 Balanced

$0 Balanced
$147,605 Balanced

$58,240 $198,240 Balanced
$0 $58,240 $0 $0

$0 $0 $52,520 $48,687
$624,000 $624,000 Balanced
$100,000 $100,000 Balanced

$400,000 Balanced
$220,000 Balanced
$200,000 Balanced

$24,507 Balanced
$0 Under
$0 Under

$0 $724,000 $52,520 $48,687

$0 ($665,760) ($52,520) ($48,687)
$0 $0 $0 $0
$0 $724,000 $52,520 $48,687

$0 $665,760 $52,520 $48,687
$0 $613,240 $3,833 $24
$0 $671,480 $3,833 $24
$0 $52,520 $48,687 $48,663

$0 $0 $0 $0
$0 ($613,240) ($3,833) ($24) Total

$3,809 $3,833 $24 $0 $33,529
$613,240 $3,833 $24 $0
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Development Name
Owner
Date Prepared

Address Unit #
Structure 

Type Bedrooms Baths Sq Ft
Income 
Target

Utility 
Allowance

Proposed 
Contract 

Rent Gross Rent

Max Rent 
Allowed by 

Subsidy
Rent 

Acceptable
Actual 

Contract Rent

Increase/ 
(Decrease) 

in Rent % Change
1 1065 Sunset Lane Single Family 3 2 1,350 60% $190 $770 $960 $963 Yes $770 $0 0.0%
2 954 Sunset Lane A Duplex 2 1.5 900 50% $155 $595 $750 $750 Yes $595 $0 0.0%
3 954 Sunset Lane B Duplex 2 1.5 900 50% $155 $595 $750 $750 Yes $595 $0 0.0%
4 257 Clarendon Road Single Family 4 2 1,500 60% $230 $810 $1,040 $1,044 Yes $810 $0 0.0%
5 324 Sabron Ave Single Family 3 1.5 1,300 60% $190 $770 $960 $963 Yes $770 $0 0.0%
6 326 Sabron Ave Single Family 3 1.5 1,300 60% $190 $770 $960 $963 Yes $770 $0 0.0%
7 543 Rosewood Single Family 4 2 1,525 60% $230 $810 $1,040 $1,044 Yes $810 $0 0.0%
8 674 Rosewood Single Family 3 2 1,400 60% $190 $770 $960 $963 Yes $770 $0 0.0%
9 456 Northlawn A Duplex 3 1.5 1,300 60% $190 $725 $915 $963 Yes $725 $0 0.0%
10 456 Northlawn B Duplex 1 1 600 50% $90 $475 $565 $614 Yes $475 $0 0.0%
11 613 Northlawn Single Family 3 2 1,450 60% $190 $770 $960 $963 Yes $770 $0 0.0%
12 1100 Westlawn Single Family 3 1.5 1,380 60% $190 $770 $960 $963 Yes $770 $0 0.0%
13 1356 Westlawn Single Family 2 1 900 60% $155 $600 $755 $760 Yes $600 $0 0.0%
14 215 Oxford Ave A Condo 2 1 800 50% $130 $615 $745 $750 Yes $615 $0 0.0%
15 215 Oxford Ave B Condo 2 1 800 50% $130 $615 $745 $750 Yes $615 $0 0.0%
16 215 Oxford Ave C Condo 2 1 800 50% $130 $615 $745 $750 Yes $615 $0 0.0%
17 $0 Yes $0 n/a
18 $0 Yes $0 n/a
19 $0 Yes $0 n/a
20 $0 Yes $0 n/a
21 Total Units 16 Total Sq Footage 18,205 Monthly Rent Pote $11,075 Monthly Rent Pote $11,075 $0 0.0%
22 Annual Rent Pote $132,900 Annual Rent Pote $132,900 $0 0.0%

Proposed Rents for Upcoming Year Actual Rents from Current Year

REVENUE PROJECTIONS
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Increase/
REVENUE Annual Per Unit (Decrease) % Change
Gross Rent Potential $132,900 $132,900 $8,306 $0 0.0%
Physical Vacancy (empty units) $0 $0 n/a
Rent Concessions $0 $0 n/a
Bad Debt $0 $0 n/a
Subtotal--Combined Economic Vacancy $0 $0 $0 0.0% $0 n/a
Net Rental Revenue $132,900 $132,900 $8,306 $0 0.0%

Other Revenue
Miscellaneous & Interest $0 $0 n/a
Tenant Charges (late fees, insufficient funds, etc) $0 $0 n/a
Carports $0 $0 n/a
Laundry Revenue $0 $0 n/a
Other: $0 $0 n/a
Other: $0 $0 n/a
Subtotal--Other Income $0 $0 $0 $0 n/a
Net Income $132,900 $132,900 $8,306 100.0% $0 0.0%

TOTAL OPERATING EXPENSES
% of 

Revenue
Increase/  

(Decrease) % Change

Administrative Costs Annual Annual Per Unit Per Unit
Advertising $2,400 $150 $2,400 n/a
Management Fees $24,000 $1,500 $24,000 n/a
Administrative Payroll $0 $0 $0 n/a
Administrative Payroll Taxes & Fringes $0 $0 $0 n/a
Legal/Partnership $1,000 $63 $1,000 n/a
Accounting/Audit $2,500 $156 $2,500 n/a
Compliance Monitoring $1,600 $100 $1,600 n/a
Other: Fringes for .5 FTE Mgr $6,000 $375 $6,000 n/a
Subtotal $0 $37,500 $2,344 28.2% $0 n/a

Maintenance Annual Annual Per Unit Per Unit
Decorating $1,200 $75 $1,200 n/a
Repairs: Unit Turns (Cleaning/Paint Touchup/Etc) $0 $0 $0 n/a
Repairs: HVAC Inspections/Annual Service/Filters $0 $0 $0 n/a
Repairs: Plumbing $0 $0 $0 n/a
Repairs: Electrical $0 $0 $0 n/a
Repairs: Other $2,520 $158 $2,520 n/a
Exterminating $1,650 $103 $1,650 n/a
Grounds: Lawn Care $0 $0 $0 n/a
Grounds: Snow Removal $0 $0 $0 n/a
Grounds: Other $2,200 $138 $2,200 n/a
Other: $0 $0 $0 n/a
Subtotal $0 $7,570 $473 5.7% $0 n/a

Operating Annual Annual Per Unit Per Unit
Electric: Common Areas & Dev. Paid $500 $31 $500 n/a
Electric: Vacants & Skips $0 $0 $0 n/a
Water/Sewer: Dev. Paid & Common Areas $1,200 $75 $1,200 n/a
Water: Sewer: Vacants & Skips $0 $0 $0 n/a
Gas: Common $0 $0 $0 n/a
Gas: Vacants & Skips $0 $0 $0 n/a
Trash Removal $0 $0 $0 n/a
Security $0 $0 $0 n/a
Maintenance Payroll $10,000 $625 $10,000 n/a
Maintenance Payroll Taxes & Fringes $2,500 $156 $2,500 n/a
Other: $0 $0 $0 n/a
Subtotal $0 $14,200 $888 10.7% $0 n/a

Escrows & Reserves Annual Annual Per Unit Per Unit
Insurance $11,100 $694 $11,100 n/a
Real Estate Taxes $24,240 $1,515 $24,240 n/a
Other Taxes $0 $0 $0 n/a
Replacement Reserve $6,600 $413 $6,600 n/a
Other: Association Fees $3,600 $225 $3,600 n/a
Subtotal $0 $45,540 $2,846 34.3% $0 n/a

Debt Service Annual Per Unit
Mortgage Interest $0 $0 $0 n/a
Mortgage Principal $0 $0 $0 n/a
Other: $0 $0 $0 n/a
Subtotal $0 $0 $0 $0 n/a

Total Operating Expenses $0 $104,810 $6,551 78.9% $0 n/a

Net Operating Income $132,900 $28,090 $1,756 21.1% $8,306 6.3%

Operating Reserve Summary
Starting Balance $0
Reserves Used
Deposits to Operating Reserve
Ending Balance $0 $0

OPERATING BUDGET

Current Year 
Actuals

Proposed Budget for 
Next Year Comparison

SSR Ongoing Management Spreadsheets EXAMPLE.xls Annual Operating Budget
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1 Year Year Year Year Year Year Year Year Year Year Year Year
2 1 2 3 4 5 6 7 8 9 10 11 12
3 REVENUE Inflator
4 Net Rental Income 2.0% $132,900 $135,558 $138,269 $141,035 $143,855 $146,732 $149,667 $152,660 $155,714 $158,828 $162,004 $165,244
5 Other Income 2.0% $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
6 Net Income $132,900 $135,558 $138,269 $141,035 $143,855 $146,732 $149,667 $152,660 $155,714 $158,828 $162,004 $165,244
7 Per Unit $8,306 $8,472 $8,642 $8,815 $8,991 $9,171 $9,354 $9,541 $9,732 $9,927 $10,125 $10,328
8

9 OPERATING EXPENSES Inflator
10 Administration 3.0% $37,500 $38,625 $39,784 $40,977 $42,207 $43,473 $44,777 $46,120 $47,504 $48,929 $50,397 $51,909
11 Maintenance 4.0% $7,570 $7,873 $8,188 $8,515 $8,856 $9,210 $9,578 $9,962 $10,360 $10,774 $11,205 $11,654
12 Operating 4.0% $14,200 $14,768 $15,359 $15,973 $16,612 $17,276 $17,968 $18,686 $19,434 $20,211 $21,019 $21,860
13 Escrows & Reserves 3.0% $45,540 $46,906 $48,313 $49,763 $51,256 $52,793 $54,377 $56,008 $57,689 $59,419 $61,202 $63,038
14 Total Operating Expenses $104,810 $108,172 $111,644 $115,228 $118,930 $122,753 $126,700 $130,777 $134,986 $139,334 $143,824 $148,461
15 Per Unit $6,550.63 $6,760.75 $6,977.72 $7,201.77 $7,433.13 $7,672.04 $7,918.76 $8,173.54 $8,436.65 $8,708.37 $8,988.98 $9,278.79
16

17 Net Operating Income $28,090 $27,386 $26,626 $25,806 $24,925 $23,980 $22,967 $21,884 $20,727 $19,494 $18,181 $16,784
18 Per Unit $1,755.63 $1,711.63 $1,664.10 $1,612.89 $1,557.82 $1,498.73 $1,435.43 $1,367.74 $1,295.45 $1,218.37 $1,136.29 $1,048.98
19

20 Debt Service $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
21 Debt Coverage Ratio n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a
22

23 CASH FLOW $28,090 $27,386 $26,626 $25,806 $24,925 $23,980 $22,967 $21,884 $20,727 $19,494 $18,181 $16,784
24 Per Unit $1,756 $1,712 $1,664 $1,613 $1,558 $1,499 $1,435 $1,368 $1,295 $1,218 $1,136 $1,049
25

26

27 Operating Deficit Reserve Analysis
28 Starting Balance $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
29 Annual Operating Deficit $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
30 Interest Earned 2.25% $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
31 Ending Balance $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Cash Flow Projection
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REVENUE Inflator
Net Rental Income 2.0%
Other Income 2.0%
Net Income

Per Unit

OPERATING EXPENSES Inflator
Administration 3.0%
Maintenance 4.0%
Operating 4.0%
Escrows & Reserves 3.0%
Total Operating Expenses

Per Unit

Net Operating Income
Per Unit

Debt Service
Debt Coverage Ratio

CASH FLOW
Per Unit

Operating Deficit Reserve Analysis
Starting Balance
Annual Operating Deficit
Interest Earned 2.25%
Ending Balance

Cash Flow Projection

Year Year Year Year Year Year Year Year
13 14 15 16 17 18 19 20

$168,549 $171,920 $175,359 $178,866 $182,443 $186,092 $189,814 $193,610
$0 $0 $0 $0 $0 $0 $0 $0

$168,549 $171,920 $175,359 $178,866 $182,443 $186,092 $189,814 $193,610
$10,534 $10,745 $10,960 $11,179 $11,403 $11,631 $11,863 $12,101

$53,466 $55,070 $56,722 $58,424 $60,176 $61,982 $63,841 $65,756
$12,120 $12,605 $13,109 $13,633 $14,178 $14,746 $15,335 $15,949
$22,735 $23,644 $24,590 $25,573 $26,596 $27,660 $28,767 $29,917
$64,929 $66,877 $68,883 $70,950 $73,078 $75,271 $77,529 $79,855

$153,250 $158,196 $163,304 $168,580 $174,030 $179,658 $185,472 $191,477
$9,578.10 $9,887.23 $10,206.50 $10,536.26 $10,876.85 $11,228.64 $11,592.00 $11,967.33

$15,300 $13,725 $12,055 $10,286 $8,414 $6,434 $4,342 $2,133
$956.23 $857.79 $753.42 $642.86 $525.85 $402.11 $271.37 $133.31

$0 $0 $0 $0 $0 $0 $0 $0
n/a n/a n/a n/a n/a n/a n/a n/a

$15,300 $13,725 $12,055 $10,286 $8,414 $6,434 $4,342 $2,133
$956 $858 $753 $643 $526 $402 $271 $133

$0 $0 $0 $0 $0 $0 $0 $0
$0 $0 $0 $0 $0 $0 $0 $0
$0 $0 $0 $0 $0 $0 $0 $0
$0 $0 $0 $0 $0 $0 $0 $0
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0 16

18,205      

Year Year Year Year Year Year Year Year Year Year Year Year Year Year
Cost Category Description/Notes 1 2 3 4 5 6 7 8 9 10 11 12 13 14

Landscaping/Irrigation/Drainage $16,000 $16,000

Concrete Walks/Retaining Walls $11,000

Parking Areas

Garages/Carports

Roofing

Eavestrough/Downspouts/Flashing

Balconies/Patios/Steps

Exterior Siding

Doors/Windows

Lobbies/Halls/Stairs

Laundry

Community Space

HVAC $64,000

Plumbing/Domestic Hot Water $24,000

Fire Safety

Electrical

Boilers/Pumps

Elevator

Unit Flooring/Carpeting $112,000

Unit Appliances $16,000 $16,000

Unit Kitchen Cabinet/Countertop

Other

Other

Other

Subtotal $0 $0 $0 $0 $32,000 $0 $0 $0 $0 $243,000 $0 $0 $0 $0
Annual Inflation Factor 3.00% Inflation Factor 100.00% 103.00% 106.09% 109.27% 112.55% 115.93% 119.41% 122.99% 126.68% 130.48% 134.39% 138.42% 142.58% 146.85%

Total Units 16 Estimated Total Annual RR Needs $0 $0 $0 $0 $36,016 $0 $0 $0 $0 $317,060 $0 $0 $0 $0

Initial PUPY RR $413 Replacement Reserve Analysis
Initial Annual RR Deposit $6,600 Starting Balance $160,000 $171,400 $183,373 $195,944 $209,140 $186,972 $200,420 $214,545 $229,379 $244,951 ($55,765) ($46,455) ($36,820) ($26,846)

RR Deposit Annual Increase 3.50% RR Needs $0 $0 $0 $0 $36,016 $0 $0 $0 $0 $317,060 $0 $0 $0 $0
Int on Reserve 3.00% Contribution $6,600 $6,831 $7,070 $7,318 $7,574 $7,839 $8,113 $8,397 $8,691 $8,995 $9,310 $9,636 $9,973 $10,322

Net Annual Change $6,600 $6,831 $7,070 $7,318 ($28,443) $7,839 $8,113 $8,397 $8,691 ($308,065) $9,310 $9,636 $9,973 $10,322
Interest $4,800 $5,142 $5,501 $5,878 $6,274 $5,609 $6,013 $6,436 $6,881 $7,349 $0 $0 $0 $0

Ending Balance $171,400 $183,373 $195,944 $209,140 $186,972 $200,420 $214,545 $229,379 $244,951 ($55,765) ($46,455) ($36,820) ($26,846) ($16,524)

10 years: $201,495
15 years: $183,072
20 years: $148,283

Initial Deposit Needed to Sustain Development

Total Units:Development: 

Total Square Footage

Capital Needs Assessment      
& Replacement Reserve Analysis

SSR Ongoing Management Spreadsheets EXAMPLE.xls CNA & Reserve Analysis



Cost Category Description/Notes

Landscaping/Irrigation/Drainage

Concrete Walks/Retaining Walls

Parking Areas

Garages/Carports

Roofing

Eavestrough/Downspouts/Flashing

Balconies/Patios/Steps

Exterior Siding

Doors/Windows

Lobbies/Halls/Stairs

Laundry

Community Space

HVAC

Plumbing/Domestic Hot Water

Fire Safety

Electrical

Boilers/Pumps

Elevator

Unit Flooring/Carpeting

Unit Appliances

Unit Kitchen Cabinet/Countertop

Other

Other

Other

Subtotal
Annual Inflation Factor 3.00% Inflation Factor

Total Units 16 Estimated Total Annual RR Needs

Initial PUPY RR $413 Replacement Reserve Analysis
Initial Annual RR Deposit $6,600 Starting Balance

RR Deposit Annual Increase 3.50% RR Needs
Int on Reserve 3.00% Contribution

Net Annual Change
Interest

Ending Balance

10 years: $201,495
15 years: $183,072
20 years: $148,283

Initial Deposit Needed to Sustain Development

Capital Needs Assessment      
& Replacement Reserve Analysis

Year Year Year Year Year Year
15 16 17 18 19 20

$16,000

$16,000 $0 $0 $0 $0 $0
151.26% 155.80% 160.47% 165.28% 170.24% 175.35%

$24,201 $0 $0 $0 $0 $0

($16,524) ($30,042) ($18,985) ($7,541) $4,304 $16,693
$24,201 $0 $0 $0 $0 $0
$10,683 $11,057 $11,444 $11,845 $12,259 $12,689

($13,518) $11,057 $11,444 $11,845 $12,259 $12,689
$0 $0 $0 $0 $129 $501

($30,042) ($18,985) ($7,541) $4,304 $16,693 $29,882
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