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PREFACE 

The Department of Housing and Urban Development became 'actively 

involved with tenant management in 1975. At that time, tenant manage

ment seemed to be working well at four public housing developments in 

the St. Louis Housing Authority where vacancy rates had declined, rent 

collections had increased, and vandalism had been reduced. A more 

systematic test of the idea was needed, however, to determine whether 

tenant management would work at other places and, if so, under what 

conditions. 

To meet the need for a careful assessment of tenant management, 
... ..,~ ...- -::-.;. ............ : . 

the Department of Housing and Urban Development and the Ford Foundation--------,.: 
-.. 

jointly sponsored a demonstration of tenant management in seven public -" -, , 

housing developments (involving six public hou~ing authorities) across 

the country, beginning in June 1976. The rationale was that tenants, 

because they are uniquely knowledgeable about life in public housing 

and have a stake in improving their living conditions, will do at 

least as good a job at management as the current system. In addition 

to improving management performance, it was expected that tenant manage

ment would increase tenants' satisfaction with their housing and expand 

employment opportunities for residents. The first year of the three-

year demonstration was to be devoted to start-up and training of the 

tenant board of directors and staff, wi th the remaining two years 

spent managing the development under contract to the public housing 

authority. 
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Because the start-up phase of the demonstration required more time 

than anticipated, the tenant management corporation.s had not had much e~ 

perience managing their developments under contract when the three-year 

period ended. Accepting the recommendation.s cont.ained in this report, 

the Department extended the demonstration at four of the sites for an ," 

additional two years. The extension will make it possible to evaluate 

tenant management over a longer period of time as well as in a more 

"real world" situation as the public housing authorities and tenant 

management corporations assume full responsibility for directing their 

own programs. 

A conclusive assessment of tenant management must awai t the end 

of the demonstration extension. In the meantime, this report summarizes 

what occurred during the first three years of the demonstration and offers 

some preliminary conclusions based 00. the initial demonstration period. 

Overall, the report suggests that tenant management can perform as well 

as conventional public housing authority management. The additional 

costs incurred in tenant management are substantial, however, both in '

terms of dollars and time commitments by residents and housing authority 

staff alike. Whether the benefits associated with tenant management 

can outweigh the additional costs may ultimately depend 00. the value 

assigned to the basic idea of sharing public housing management preroga

tives with residents and the satisfaction derived by residents who are 

thereby empowered. 

This report is the first in a multi-volume series 00. tenant ~nage

ment. Subsequent publication.s in the series will offer an historical 

and analytical overview of tenant management efforts outside the demon.
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stration as well as outline the steps involved in implementing tenant 

c management for public housing authorities and tenant groups considering 

tenant management. At the end of the extension period, a follow-up report 

will assess progress at the. sites during the final two years of the 

o National Tenant Management Demonstration. 
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BASIC CONCLUSIONS OF THE NATIONAL TENANT MANAGEMENT DEMONSTRATION: 


THE FIRST THREE YEARS 


Nature of the Demonstration 

The National Tenant Management Demonstration was designed in 1975 to 

test the potential benefits of having low-income public housing residents 

manage their own housing developments. The model for this demonstration 

evolved in St. Louis, Missouri, when, after several years of a traumatic 

rent strike, the tenants themselves were given management responsibility 

at several public housing developments. 

Initial results in St. Louis seemed quite favorable. They included 

lower vacancy rates, improved rental collections, reduction of crime and 

vandalism, and improvement in the morale and self-confidence of the ten

ants compared to previous conditions. The U.S. Department of Rousing 

and Urban Development (BUD) and the Ford Foundation, which was an early 

supporter of the St. Louis experiment, were tnterested in this approach 

to easing pul:)lic housing problems. They recognized that a careful, 

lim1ted test of tenant management was needed to assess how well it would 

work under circumstances different froa those in St. Louis. 

Therefore, BOD and the Ford Foundation agreed to pursue a jointly 

sponsored national demonstration of tenant management in public housing. 

They believed that training, technical assistance, and improvement of the 

housing structures would be important ingredients if such a program were 

to succeed. ROD and the Ford Foundation, therefore, agreed to supply 

funding for technical assistance and. training, physical improvements, and 

a careful evaluation of the program. In .June 1975, the two fundins 

-i:z
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partners asked the Manpower Demonstration Research Corporation (MDRC) to 

manage such ~ program. Its responsibiliti~s were to design the program, 

determine its feasibility, help select the participating sites, conduct 

or arrange for training and technical assistance, monitor the sites, and. 

evaluate the results. 

The demonstration model devised by the planners of the National 

Tenant Management Demonstration involved a partnership between the local 

public housing authority (PHA) and the board of directors of a nonprofit 

tenant management corporation (THe). Residents of each participating 

development elect a board of directors from among themselves. That board 

is trained in organizational skills and in the principles of real estate 

management. Major board responsibilities include formulating policy, 

determining the rules and regulations governing the development, and 

ensuring that residents can participate in policy-making and operations. 

The routine daily management of each development is carried out by a 

staff hired from the resident population. The board chooses a resident 

manager at a point well into its own training process. Then that mana

ger, with the aid of the board, hires a staff. Staff training is the 

last step prior to signing a contract which transfers management control 

from the housing authority to the tenant management corporation. 

Details of the working partnership between tenants and housing 

authority are specified in the management contract. The PHA delegates 

certain policy and management responsibilities to the THe. Generally, 

the PHA stUI. provides overall direction and sets broad performance 

criteria, while the THe exercises direct control over day-to-day manage

ment. The housing authority retains ownership of the property and is 
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ultimately responsible to RUD and the taxpayers for ensuring that the 

development is well maintained and that all laws and regulations are 

followed. 

In selecting demonstration sites. three initial criteria were 

established: . (1) housing authority commitment to the concept of tenant 

management; (2) organization and managerial potential of the tenants; 

and (3) existence of a cooperative relationship between housing authority 

and tenants. Also considered were the support of city and state govern~ 

ments and of RUD's regional and area offices, geographic location, and the 

physical condition of the buildings. MORC tried to include a broad 

variety of housing types, locations, populations, and pre-demonstration 

conditions. Following extensive field visits, discussions, and formal 

applications to HUD, a reasonable balance among these elements was 

achieved. 

Seven public housing developments in six cities were selected as 

demonstration sites from among 24 applicants. These sites were among 51 

originally identified as potential sites by RUD regional offices. The 

seven developments selected were: 

A. Barry Moore 

Jersey City, New Jersey 


Curries Woods 

Jersey City, New Jersey 


Iroquois Bomes 

Louisville. Kentucky 


Quinn1piac ) 
To become Que-View 'tHCRiverview ) 


New Raven, Connecticut 


Calliope 

New Orleans, Louisiana 
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Sooner Haven ) 

387 scattered) to become Sunrise Acres TMC 

lite" units ) 

Oklahoma City, Oklahoma 


Olean townhouses ) 

Capsule Dwellings ) 

Fairfield Village) to become Ashanti TMC 

Bronson Court ) 

Edith Doran ) 

Rochester, New York 


these are predominantly family developments located in urban areas. 

Altogether, they contain 4,788 dwelling units housing 19,000 people. they 

have heavy ~oncentrations of female-headed, welfare-dependent families, 

and the residents are predominantly black. The Urban Institute, a 

subcontractor for part of the research, found these demonstration sites 

similar to a representative sample of 168 other projects in 39 large 

housing authorities with respect to population, physical characteristics 

of the structures, and neighborhood en'Viroaments. Since none of the 

demonstration projects has a predominantly elderly population, the sites 

have a younger average age of adults and a lower percentage of households 

receiving disability pensions and social security than the average public 

hOUSing project. 

Over the three years of the demonstration, the six public housing 

authorities received fundi totaling $20.2 million from two HOD programs: 

$15,000,000 from the Modernization Program. (MOD) for physical improve

ments, and $5,200,000 from the target Projects Program. (tPP) for train

ina, technical assistance, tenant salaries, and sodal services. In 
. 
addition, HORC made about $90,000 of its Ford Foundation grant available 

to the TMCa to cover inddental expenses. 

-Jl:ii 
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Nature of This Report 

This report represents the culmination of the national demon

stration experience. It contains research fitJdings on the results of 

the program atJd describes how tenant management. was implemented, what 

changes, 1£ any, occurred utJder tenant management, atJd how they came 

about. The research was cotJducted by MDRC with the assistance of the 

Urban Institute. It haa four major components: 

The historic context component examines past and current 
tenant management efforts to allow comparison of those efforts 
atJd the national demonstration. 

The documentation component describes the development of the 
program at the local level to identify possible explanations 
for results, and to supply the information necessary for 
replication in other housing authorities. 

The impact component assesses the degree to which tenant 
management improved operating performance and increased 

I

resident satisfaction. .It uses information from monthly atJd 
quarterly reports submitted by the sites on management perfor
mance itJdicators, as well as baseline and follow-up surveys 
conducted by the Urban Institute. The site reports and 
surveys are used to assess whether positive changes occurred 
under tenant management. The Urban Institute also selected 
s1m11arhousing developments not under tenant management to 
assess whether any observed changes in the demonstration sites 
significantly differ from changes in similar developments 
during the same period. 

The cost analysis component measures the cost of the demon
stration, from the point of view of both one-time expetJditures 
atJd regular line item costs in the site's operating budget. 
It compares costs utJder tenant management with operating costs 
before the demonstration in an effort to determine the added 
or decreased expetJditures associated with tenant management. 
It also projects ongoing costs associated with tenant manage

·ment. 
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Major Findings and Conclusions 

Tenant management was never regarded as an answer to all the prob

lema of public housing. Many of those problema are rooted in general 

social conditions extending far beyond the public housing projects 

themselves, including long-term welfare dependency, high unemployment, and 

low education levels. The sponsors of this demonstration thought that if 

tenant management were administered with care and evaluated thoroughly, 

it might prove an effective form of property management under certain 

circumstances. The major findings and conclusions,of the National Tenant 

Management Demonstration and recommendations for future action, where 

appropriate, are presented below. '-. 

1. In most of the public housing developments in the demonstration, 


tenant management worked just as well as previous management by housing 


. author:1:ties. This suggests that tenants can manage public housing 

projects effectively under certain conditions attainable in many pro

jects. But it also indicates that at least in the shore-run, tenant 

management does not usually produce results markedly superior to those 

stemming from conventional housing authority management. 

Specifically, tenant management was not significantly better than 


housing authority management in terms of indiVidual per~ormance indi
.~ 

cators such as average rent collections, vacancy rates, or speed of 


response to maintenance requests. However, resident satisfaction with 


overall management was higher in tenane-managed developments than it had 
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been previously, or than it was in other similar conventionally managed 

developments. Also, tenant management was perceived as stricter than 

conventional management by the THC board and staff and by' the tenant 

cOlllDlUnity. 

None of the above findings depended upon poor past performance by 

housing authority management; tenant managers were just as effective as 

their predecessors even where the latter had been performing well and 

where no traumatic events like the St. Louis rent strike had occurred. 

Nor did these findings depend upon the use of Modernization funds as a 

concomitant of tenant management. 

Therefore, we believe tenant management could work effectively in a 

sizable fraction of existing public housing .authorities, subject to 

the conditions described further below. 

2. Compared to traditional public housing management, tenant man

agement produced several additional benefits, but also incurred s~gn1fi

cant additional costs. The benefits were (1) increased employment of 

residents, (2) a sense of personal development among participants in 

the tenant raanagement organization, and (3) a greater overall satis

faction with project management among residents. These benefits are 

quite important, but it is difficult - perhaps impossible - to quantify 

their tBportance. 

On-site tenant employment increased over the course of the demon

stration and exceeded BIJI)' s desired - but infrequently attained -. 

target of hiring 25 percent of project workers from. among residents. 

Many jobs were created, particularly in the THC core management, social 
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services, and aide categories. However, it appeared that without cOn"

tinued supplemental funding from HUD, most of these added jobs could not .•. 
be sustained beyond the demonstration. 

Increased personnel accounted for most of the additional costs at 

the sites, adding from 13 percent to 62 percent to what continued tradi

tional management would have cost in the tenant-managed projects. This 

wide range of added costs resulted from variations in levels of both 

tenant employment and numbers of units involved at each site. It indi

cated the range of additional costs likely to be required by tenant 

management. However, many of the residents employed in tenant management 

positions would o~herw1se have been on welfare or receiving other public 
'

assistance. Thus, among a sample of such workers interviewed, 70 percent 

had previously been receiving some type of public assistance they no 

.longer required. Therefore, not all the additional personnel costs that 

housing agencies would have to pay to sustain tenant management represent 

net additional costs to society. Assessing the "true magnitude" of such 

net social costs, however, was beyond the scope of this demonstration. 

3. Creating effective tenant management takes widely varying amounts 

of time in different developments and requires certain preconditions. 

The most iDlportant of these is a strongly positive and cooperative 

attitude on the part of the public housing authority, and the ability of 

the executive director to translate his or her cOllllllitment to this new 

idea to the PRA staff, and to mobilize housing authority resources in 

implementing it. In addition, adequate t1me should be available to train 



residents in general organizational skills, as well as in the specific 

tasks of managing public housing. Many residents elected as board 

members had limi ted or no previous experience functioning in such a 

setting; they had to learn basic board skills before they could deal with 

tenant management issues effectively. However, neither extremely adverse 

prior conditions nor traumatic events like those preceding tenant manage

ment in St. Louis are necessary for successful tenant management. 

4. Technical assistance is essential to the development of effec

tive tenant management throughout its planning and implementation and 

well into the period after contract signing. The effectiveness of 

technical assistance depends upon support and acceptance from. both the 

PHA and the TMC. However, identification and recruitment of adequate 

technical assistance personnel are difficult and time consuming because of 

the many skills required for this role. Board training took twice as 

long as had been anticipated by program. planners, and provision of techni

cal assistance to each board was necessary throughout the course of the 

demonstration. Although this need diminished in intensity, the boards 

required ongoing help to consolidate, further develop their decision

making and planning abilities, and resolve internal conflicts. Moreover, 

the presence of non-PRA technical assistance appeared necessary for the 

THC to develop as a truly independent entity. However, use of both PRA 

and non-PHA faculty in the training of board and staff seemed successful. 

Therefore, any attempt to institute tenant management in a large 

I1U1Ilber of public housing projects would probably be most effective if 

som.e one organization were responsible for arranging and overseeing the 



complex process of training and technical assistance. 

5. Because the tenant management organizations formed during this 

demonstration were not in operation very long, it is difficult to draw 

firm conclusions about their possible longer-range impacts upon either 

management performance or resident satisfaction. 

Therefore, we strongly recommend that HUD support continued tenant 

management in these projects for several more years, and carefully 

monitor and evaluate their performance through existing RUD channels. 

Such monitoring and evaluation should cover benefits and costs of the 

employment and community development impacts of tenant management. 

Future analysis of tenant management should not fOOlS solely upon 

its housing aspects, but should also include broader non-housing effects 

which are likely to produce significant social benefits and costs not 

dealt with in this demonstration. 

6. The prerequisites of successful tenant management exist in 

varying degrees in public housing projects across the United States. 

Sufficient numbers of qualified residents were available to fill tenant 

management corporation board and staff positiOns in all but one of the 

projects in the demonstration. Although initial turnover among top-level 

mc staff was high, performance was generally adequate, and the conti

nuity and strength of the !MC were not impaired. We believe that resi

dent capabilities for adequate tenant management exist in nearly all 

other public housing projects as well. 

there are greater variations in the attitudes of public housing 

authorities and their executive directors toward tenant management. When 
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this demonstration began, very few expressed much interest in trying 

tenant management, even though major financial incentives to do so were 

offered. Their interest may rise once the results of the demonstration 

become known and they realize that tenant management does not unduly 

disrupt housing authority operations. However, maintaining the necessary 

continuity of housing authority support for tenant management is often 

difficult because of relatively rapid turnover among executive directors. 

Consequently, we believe tenant management has mixed probabilities of 

success in the nation's public housing projects. 

7. It would be unwise to mandate a universal approach to tenant 

management of public housing either requiring it everywhere, or pro

hibiting it everywhere. Rather, individual housing authorities should 

be able to pursue it if they so desire, and if they meet certain pre

conditions. HlJD should act as a sympathetic respondent to an interest 

in tenant management expressed locally if it has enough resources to 

help local housing authorities finance the additional costs involved. 

However, in view of the limited benefits of tenant management, the 

additional costs it requires, the administrative difficulties of estab

lishing effective tenant management in any large number of public housing 

projects, and the stringent limits upon resources now available to HOD, 

we do not regard widespread implementation of tenant management as a 

high-priority objective. 

Therefore, while we recommend that BOD continue the existing demon

stration as noted above, we would not now expand tenant management further. 



In conclusion, the demonstration has established that tenant manage

ment of public housing is feasible. It has also identified the condi

tions for success and most of the mechanics and costs of implementation. 

Although the costs associated with tenant management may seem to exceed 

the benefit;s realized by the demonstration sites to date in terms of 

improved management performance, other factors may enter into the decision 

to pursue tenant management in any particular case. These include the 

importance attached to the basic idea of sharing public housing management 

prerogatives with residents and the satisfaction derived by residents 

who are thereby empowered. Where these less tangible benefits are highly 

valued, they may oueweigh the costs and tip the balance in favor of tenant 

management. 

• 




I. THE ORIGINS OF THE DEMONSTRATION 

Tenant management is one response to the profound problems that 

afflict public housing. in the United States. These problems include the 

deteriorating physical condition of much of this housing and the finan

cially pressed state of many public housing authorities. Moreover, 

pubUc housing has become, to a large extent, home for a somewhat per

manent class of economically depressed people often victimized by forms 

of social disorganization such as crime, drug abuse and vandalism. For 

many public housing authorities, these multiple difficulties have re

sulted over the years in seemingly insurmountable management problems. 

For the residents, whose existence may be shaped by circumstances beyond 

their control, these problems created a growing demand for greater 

participation. In response to these needs, the federal government has 

launched several initiatives that increasingly mandate tenant involve

ment. Tenant management seeks to deal with the problems of public 

hOUSing within the context of that federal response. 

The National Tenant Management Demonstration was designed to test 

the effectiveness of entrusting the residents of public housing with 

large areas of management responsibility_ Authority was vested. in an 

elected tenant board and the staff it selected from among the tenant 

population. The basic model for the national demonstration originated 

with a tenant management experience in St. Louis, Missouri. While this 

~as not the only existing model, its preliminary success ind.1cated that 

it merited testing on a broader scale. Before the specific aspects of 

the demonstration itself are detailed, an examination of the historical 

.. 
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setting of public housing will provide the context for the demonstration. 

The Historical Setting: Highlights and Issues 

Public housing is not only the oldest program of direct government 
. 1

housing ..sistance for'the poor, it is also the largest. In the 

mid-1970s, it comprised about 2 percent of the housing stock in the 

United States, and sheltered over 3 million people. Approximately 

2,800 public housing agencies (PHAs) or local housing agencies (LHAs) 

were responsible for about 1.2 million units in approximately 10,000 

projects, ranging in size from 10- or 2Q-unit complexes to huge develop

ments with 1,500 units or more. The size of the PBAs,. as measured by the 

number of units under management, also varied widely: about half managed 

100 units or fewer, while about 13 percent (including all the housing 

authorities selected for participation in the demonstration) managed 500 

units or more. 

Public housing is an expensive program. Revenues come almost 

exclusively from rents and from the federal government, which subSidizes 

operating expenses and covers local debt service associated with initial 

construction costs; Washington guarantees over $12 billion in tax-exempt 

PSA securities. For the 1978 fiscal year, the federal government spent 

nearly $1.8 billion on public housing - over $1.1 billion for debt 

service and $0.7 billion in operating subsidies. 

1 Bartman, Chester W., Housing and Social Policy. Englewood Cliffs, 
N.J.: Prentice Ball, Inc., 1975, p.113. 
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The United States Housing Act of 1931 (also known as the Wagner-

Steagall Act) served as the cornerstone for all subsequent public 

housing legislation. The major purpose of the original act was to 

provide employment for construction workers idled by the Great Depres-. 

sion. Its secondary purpose was to house middle-class families dis

located by the Depression" s economic ravages. 1 Although public housing 

was created originally for the temporarily poor, not the chronically 

unemployed or impoverished, the latter have become its primary tenants. 

Yet not all of public housing has succeeded in meeting the challenge of 

serving the changing population. 

A Supreme Court decision had held that the federal government could 

not build ·or own public housing, but it could finance state and local 

ownership by paying the original capital costs of construction. Accord

ingly, the Housing Act provided for financing with two components. The 

federal government was to cover debt service (amortization plus inter

est) through an Annual Contributions Contract; and tenant rents (linked 

to residents" incomes) were to support all administrative and operating 

costs. In addition, housing projects were exempt from paying local 

property taxes. In lieu of taxes, however, a payment by the housing 

authority (PILOT) guaranteed local services to the projects. 

World War II transformed the economic, social and political eDViron

ment in which public housing had originated. During the war, industrial 

production was mobilized for military ends, and the postwar eco!101Dic boom 

Jlabuahk.a, Alvin and Weisaert, William, G., Caseworkers or Police? 
How Tenants See Public Housing. Stanford University, Stanford, Cal.: 
Hoover Institution Preas, 1977, p. xvi. 
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1IAde irrevelant a program spawned during the Depression. Construction 

workers found ample jobs in private industry, and middle-class families 

acquired the means to move out of public housing. These fal'idlies were 

increasingly replaced by tenants who were poor, welfare-depende-ut and 

black. The changing racial and socioeconomic composition of the tenant 

population became more apparent during the 1950s. The Korean War, the 

1954 school integration Supreme Court decision, and several other factors 

shifted national priorities elsewhere, so public housing became a dumping 

ground for poor inner-city residents displaced· by urban renewal and 

highway construction. 

By the 1960s and early 1970s, some large urban hOUSing projects 

had come to be characterized as "vertical slU1llS." Physical appearance, 

sometimes the product of poor design, suffered from the aging process. 

defenal of repairs and vandalism, and resulted in developments unat

tractive to working-class families. It became necessary to f111 vacant 

units with the unemployed and welfare-dependent, and especially in cases 

where these tenants became the 1IAjority, housing authorities found rent 

revenue inadequate to cover the increasing costs of operations. Under 

these pressures, those local housing authorities afflicted by these 

compound problems "were forced to behave like the slum landlords they had 

become, increasing rents while services declined. "1 In extreme cases, 

law-abiding tenants were frequently fearful for their safety and that of 

Branch t Alvia Y., From Tenants to Tenant Managers: A Documentation 
of Early Program Implementation in the Tenant Management Demonstration 
Program. (Unpublished) New York: Hanpower Oemonstrat10n Research 
Corporation, 1979. 
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their children. Triple locks on apartment doors did little to allay 

anxiety and much to preclude the development of a sense of c01ll1DUnity. 

The 1960s saw some important activities on the federal level, both 

in terms of housing legislation and in terms of the growing importance of 

the American poor on the federal domestic policy agenda. In 1961, 

housing legislation was enacted to supply federal subsidies for units 

occupied by the elderly and to give ?BAs more flexibility in determining 

income limits and setting rents. A provision of the 1965 Housing and 

Urban Development Act freed PBAs of their obligation to pay all operating 

expenses out of rents collected, and in 1968 the federal government was 

authorized to,subsidize the rents of very poor families with four or more 

dependent children. The Brooke Amendments (1969, 1970, 1971) to the 1937 

Housing Act provided operating subsidies to ?HAs on a permanent basis and 

granted additional reserve funds for those housing authorities facing 

severe financial problems. However, the net effect of the amendments, 

which set rent ceilings at 2S percent of tenants' incomes, was to impose 

an even greater financial burden on PBAs than had been the case in the 

1960s. 

In 1967, as part of a new emphasis on guaranteeing due process, 

RUD issued its first directive dealing with tenants' rights, which 

specifically' ensured that the tenant be given the reasons for an evic

tion, but did not require that those reasons constitute a good cause for 

eviction. Subsequent rules liberalized practices .associated with the 
, 
denial of admission and eviction of tenants because of the presence of 

illegitimate children or police records, and established a model lease 

and grievance procedure for tenants. Moreover, the 1968 legislation 
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required PHAs to provide education and occupational counseling and 

stimulate tenant participation. Another factor strengthening tenants' 

rights was the extension to public housing of the Supreme Court's 1969 

action striking down the residency requirement of· welfare benefits. 

The Modernization Program (MOD) was created in 1968 in recognition 

of the financial inability of the PHAs to undertake major repairs of 

older public housing projects; it provided federal funds for financing 

physical improvements. The 1968 act was one of several which also aimed 

at improving management practices. The Turnkey II program permitted PHAs 

to contract with private real estate firms to manage public housing 

projects under PHA jurisdiction. The Housing Management Improvement 

Program (BMIP) provided $25 million to 13 PHAs during fiscal years 

1972-1975 to create and test new approaches for handling management 

problems. In 1974, the Target Projects Program (TPP) replaced HMI:P. ( 

Directed at "troubled" housing projects, TPP funds were to be used for 

"software" projects, which include special social services, tenant 

education, and employment programs. A total of $35 million a year was 

made available through TPP and, along with MOD, the program was an 

important source of funding for the recipient sites, including those 

participating in the tenant management demonstration. 

The Rousing Act of 1974 attempted to deal with alleviating the 

financial burden of the PHAs by recommending that they adopt a range of 

rents approach. This involved the selection of applicants for public 

housing frOll all points along the income continuU1ll~ including those 

tenants able to pay ceiling rents as well as those dependent on welfare, 

in order to encourage a greater economic mix among public housing resi



dents and thereby enhance rent revenues. In addition, procedures were 

adopted to improve the financial viability of PBAs by guaranteeing prompt 

payment- of rent and prompt eviction for non--payment. PRA management and 

tenants were charged with working together to assure. adequate security 

and maintenance, and BUD was authorized to provide up to $500 million 

each year in subsidies for operating expenses. This amount was increased 

by $60 million in 1975 and further in subsequent acts. 

A key feature of the MOD, Turnkey II, BHIP, and TPP programs in 

their efforts to improve management was their provision for tenant input 

in deciding on both allocations of monies and the determination of 

management policies. This concern reflected a broader impetus to involve 

the poor in the political process, an impetus that largely came from the 

tenets and tactics of the civil rights movement and was institutionalized 

through the federal Office of Economic .Opportunity (OEO). OEO supported 

and offered funding for activities using a strategy of community action 

that focused on the income, housing, and educational problems of the 

poor. An important aspect of this strategy was the mobilization of 

opposition toward traditional providers of these services using various 

confrontation-type protests. The strategy also included supplanting 

these providers or gaining power to ensure that their activities re

flected the self-determination of the poor. 

Two organizations aided by the OEO momentum during the 19~Os had 

spedal relevance for pubUc housing tenants. These were the National 

Welfare Rights Organization (1966) and the National Tenants Organization 

(1969). Using protest tactics s1m11ar to those in many. OEO-initiated 

efforts, these organizations moved to attack the problems of the poor in 
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their respective focal areas - with the poor themselves, not their 

. representatives, on the front lines of the protests. Through the .,.riad 

of activities fostered by OEO, the civil rights movement, HTO, NWRO and 

many other c01llDlU.nity action-type programs, greater empowerment of the 

poor took place and went a long way toward building recognition of 

the poor as a force to be dealt with in the management of their lives. 

Pre-Demo11Stration Experiments in Tenant Management1 

Tenant management was the logical outgrowth of a set of historical 

trends t involving the empowerment of the poor in an effort to reverse the 

physical, financial and social deterioration of public housing. 2 It 

was anticipated that management by tenants would result in improved 

living conditio11S for several reaso11S. First, tenants could establish 

their own priorities in improving their developments by deciding bow MOD 

monies should be spent. Tenants would respond more promptly to their 

fellow residents' housing and social service needs and could exert 

pressure on their peers to stop vandalism and to help make public housing 

developments more attractive places in which to live. Righer-income 

residents might therefore be attracted to public housing to offset the 

1 For a more complete- discussion of pre-demons tration experiments in 
tenant management, see Diu, William A. t Tenant Management: All Histori
cal and Analytical OVerview. New York: Maupower Demonstration Research 
Corporation, 1979. 

2 
BlJ1) has recently indicated that they believe improved management to 

have been the only important concern in the conception of the demonstra
tion. MORC records show that although management was often the stated 
issue in written material, the underlying issue in many discussions was 
the potential of tenant management to foster greater independence and 
self-determination among the residents. 
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low rents of welfare recipients. Rent rolls might also be incl:eased 

because tenant managers would be better informed than housing authority 

employees about the activities of their fellow tenants and would be able 

to identify teDants whose rents did not accurately reflect their current 

employment s·tatus. Employment among tenants could also be boosted 

directly by the hiring of residents for tenant management staff positions 

and indirectly through community development activities. 

The National Tenant Management Demonstration was modeled on a 

specific set of roles and institutional arrangements developed between 

the St. Louis Rousing Authority and several tenant management corpora

tions in public housing projects in that city. That model represents 

only one of a number of pre-demonstration efforts at tenant management, 

broadly defined here as granting some responsibility to residents for ~ 

day-to-day management decisions. It is useful to examine these other 

efforts briefly in order to understand the variety of forms that tenant 

management can assume. 

All these efforts can be placed along a continuum. from low to high 

tenant involvement. At the low end of the scale falls the Tenant Manager 

Program in Washington, D.C. Initiated at two developments in 1973, 

extended to three other developments in 1977 as a result of ·TPP funding, 

and continuing until the present, the program merely entails the instal

lation of a tenant as project manager. There are no requirements that 

other tenants be involved in any way. The manager"s duties include the 

Usual array of day-to-day managemeut ta.aks; policy-mak.ing responsibility 

is shared with PBA area supervisors and central office staff. One of 

the original managers undertook to provide social services and recrea
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tional activities that do not ordinarily fall within the purview of 

conventional management. 

At the opposite end. of the spectrum. lies the Bramley-Heath program 

in Boston. An outgrowth of OEO efforts to explore tenant management on a 

demonstration basis, a tenant management corporation (THC) was estah

lished at the development in 1971. After a limited pilot program in 

which the THC was responsible for some of the buildings comprising the 

development, the Boston Housing Authority signed a five-year contract 

with the THC to manage the entire project. The contractual arrangements 

devolve virtually all management functiona onto the THC, including account

ing, legal. and purchasing :'I:.'esponsibilities. The Bromley-Heath Tenant 

Management Corporation thus functions as a "mini" housing authority. 

Between these two extremes in the tenant management spectrum was 

another effort in Washington, D.C., that involved a private bousing 

management corporation and. an elected tenant governing board. After two 

years. tbe tenants there v.oted not to continue the arrangement. An 

effort in Hawaii, similar in structure to tbe national demonstration, was 

terminated after less than two years when federal funding ran out. 

The third and most significant tenant management experience that 

also falls in the middle of the spectrum., was that of St. Louis. In St. 

Louis it would seem that all that was wrong with public housing came to 

rest. It began in 1954 with a development called Pruitt-Igoe, built with 

great hope and public expectation of .uccess, and meant to represent 

public hou.ing as it should be. So innovative was ita design that it won 

an architectural award. By the 1960., however, 

I.obbers, burglars, narcotics pusbers, and. street gangs roamed at 
will tnrough the buildings. Anarchy prevailed. Wind.ows were 
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broken faster ~han they could be replaced. 


The steam pipes were not covered and children were seriously 

burned. People fell out of windows or walked into elevator shafts 
to their deaths ••• 

Last winter, with windows out, pipes froze and broke on some of 
the top floors, sending streams ef water through the buildings 
and forming glaciers on the stairs. 

During the years of Pruitt-Igoe's decline, other precipitous events 

were taking place in St. Louis. Tenant power clashed with a financially 

beleaguered housing authority apparently unable to halt the physical and 

social deterioration of its projects. Tenant management in St. Louis 

evolved as part of the settlement to a series of long and bitter rent 

strikes by public housing residents. Under this agreement, provisions 

were made for the election by tenants authority-w1de of a Tenant Affairs 

Board (TAB) that would be significantly involved in formulating housing 

authority policy. 

In the three years following the strike settlement, the TAB, with 

the support of the PU, developed tenant associations - whose members 

had often been active in the ad hoc groups that had emerged during the 

strike - in each project. Strong tenant associations soon emerged at 

two developments, Carr Square Village and Darst, and the first two tenant 

management corporations were established at these sites. Board members 

were selected frOID existing tenant organizations, and these boards went 

on to hire tenant staffs. The Ford Foundation provided moral and finan

cial support and assumed the cost of training, salaries, and technical 

Hartman, Chester W., Housing and Social Policy. Englewood Cliffs, 
N.J.: Prentice Hall, Inc., 1975, p. 120. 
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assistance. In March 1973 the first two developments signed management 

contracts with the housing authority; a year later, two other teuant 

management corporations, also supported by the Ford Foundation, followed 

suit, and a fifth was added in 1975. Ford Foundation staff members were 

instrumental in directing the attention of BUD Central Office personnel 

to the development of tenant management in St. Louis. With strong 

foundation encouragement, St. Louis was successful in obtaining Target 

Project Program funds for the tenant management corporations. Somewhat 

after their inception the developments also received substantial funds 

under BUD's Modernization program. 

In addition to the sites involved in the national demonstration, the ," 

St. Louis experience also spawned interest in other communities, 1IlOst 

notably in Newark, New Jersey, where a major tenant management program 

modeled on the St., Louis example is currently under way. 

Tenant management 88 it operates in St. Louis and "in the national 

demonstration involves the tenant management corporation and the housing 

authority in a contractual relationship under which responsibility 

for the performance of management tasks is shared. Unlike tenant man

age~nt at Bromley-Heath, where tenants have almost total independence, 

the housing authority retains control over accounting and purchasing, 

continues to set general personnel and wage policies, and collects 

rents. And in contrast to the Wuhington Tenant Manager Program, where 

the housing authority retains control over all decision-making, mem.

bers of tenants' boards are charged with hiring and firing staff and 

establishing rules and regulations, while their counterparts on the 

staff are responsible for supervising routine maintenance jobs, leasing ,.}"' 
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vacant apartments, conducti11g rent reviews, delivering social services 

and so on. 

Early evaluations indicated that the St. Louis tenant management 

program effected improvements in several areas of both ''hard'' and "soft" 

management performance, aud. that it compared favorably with past and 

concurrent modes of management within the St. Louis Housing Authority. 

Other experiments with tenant management have also resulted in positive 

evaluations. Collectively, these experiences suggest that tenant manage

ment can work, but that it is not feasible in every development. 

One factor that constrains the implementation and survival of the 

program has been lack of tenant interest. For a variety of reasollS, 

residents are sometimes unwilling to take on the demanding task of 

managing their own developments; they may lack the time, they may feel 

that management is the responsibility of the housing. authority, or they 

may be satisfied with conventional management. Early reports suggest, 

too, that tenant management is costlier than conventional management, and , 
heavily dependent on the existence of federal fundi11g initiatives and 

alternative, private fundi11g sources. 

The Need to Test the Model 

Neither the St. Louis experience nor those of other pre-demonstra

tion experiments, however, provided systematic evidence on the precon

ditions aud. outcomes associated with tenant management. In particular, 

t?8Y supplied few clues about the interactions between housing authority 

and tenants that would lead to the successful implementation of the 

concept. 

In mapping out the direction of a wider test of the St. Louis model, 
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the funding agencies agreed to stage comparable tenant management efforts 

in a small number of cities, coupled with a careful evaluation of the 

results and an assessment of the impact of varying local conditions. 

The research findings and the lessons they suggested were expected to 

provide a much firmer basis for addressing issues of feasibility and 

viability than had prior evaluation efforts. BUD agreed to provide 

substantial allocations for the demonstration in the form of Hoderniza

tion, target Projects Program, and research monies, and the Ford Founda

tion agreed to provide supplementary funds. In June 1975, BUD and the 

Ford Foundation designated the Manpower Demonstration aesearch Corpora

tion (HOaC) as program manager for the demonstration with responsibility 

to determine its feasibility, select participating Sites, conduct train

1ug, provide technical assistance, monitor site operations and evaluate 

the results. ..

While hopeful that the results of the demonstration .would be posi

tive, the funding agencies recognized that regardless of its relative 

success, tenant management would not be a panacea for the problems 

inherent in much of public housing as it currently exists in this coun

try. Whatever the judgments one makes about the potential of this 

innovation, they must be made in the context of the intractability of the c 

basic plight of public housing: a system that does not have the finan

cial resources to meet the needs of a tenant population suffering from 

very severe and long-standing deprivation. tenant management alone could 

not overcome these barriers but it could, if successful, begin to reduce 

them. 
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II. THE DEMONSTRAnON IDEA: CONTENT, ORGANlZAnON AND PLANNING 

The National Teaant Management Demonstration was conceived to test, 

under varying local conditions, the effectiveness of ·the St. Louis model 

as a means of improving the operating performance of public housing 

management, expanding tenant employment and increasing teaants' satis

faction with their housing. Program evaluators were to examine the 

relationship between tenants and PHAs, and the quality of leadership in 

both necessary for a successful program. In addition, the demonstration 

would assess the accomplishments of tenant management and determine 

whether the additional costs, training and technical assistance involved 

were worth the effort required. A study of the demonstration's outcomes 

should provide ~assessment -- however, tentative -- of the feasibility, 

viability and initial consequences of tenant management as an option for 

public housing in the United States. 

Tenant Management Model and Process 

The demonstration model closely paralleled the St. Loul8 effort. 

Basic to both programs was a partnership between the housing authority 

and the tenant management corporation (THe). The' demonstration model 

defined the nature of the THC, the respective responsibilities of each 

"partner," and the key events in which the THC assumed operating respon

sibility. This model served as the prototype for the participating 

,.ites, but was flexible enough to allow for much variation. 

The central element of the model is the tenant maaagement corpora

tion, the organizational mechanism through which tenant mangement 18 
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implemented and sustained. It is a nonprofit corporation, governed by an 

elected board of directors; its membership includes all legal project 
( 

residents over the age of 17. 

After the board is elected by the tenant membership, the THe becomes 

the single authoritative tenant entity at the development. The responsi

bilities of the THe board include policy formulation, developing rules 

aDd regulations governing project residency, and ensuring that tenants at 

large have the opportunity to participate in poUcy-making and opera

tions. In cooperation with the housing authority, the board develops a 

roster 
,-

of THe staff positions to be fUled by project residents. It 

recruits and selects the THe manager and may, depending on local arrange- /,. 

ments, participate in the selection of the remaining staff. Board 

members are elected to regular terms of office that ranged, during the 

demonstration, from. one to three years. They receive no salary, but are r 
'

compensated for out-of-pocket expenses, such as babysitting, transporta

tion and telephone calls. The board members, along with the subsequently 

hired staff, play the pivotal roles in the !Me. 

A minimum typical staff includes a tenant manager -- who replaces 

the PHA's on-site manager after the PHA-TMC contract is signed -- and 

building or lane managers. Lane managers, representatives from low-rise 

developments, and building managers, representatives from. high-rise 

developments, are unique to tenant management. Their position was 

designed to diminish the distance between tenants and management by 

having a staff member residing in -- or responsible for -- each geogra

phical area of a development to serve as a direct, two-way communication 

Unk between the tenant manager and the residents. Their duties include 

.. 
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explaining project policies, enforcing rules and regulations, and provid

ing services directly to residents within their area of responsibility_ 

They also convey tenants' needs, problems, complaints and the like to 

the tenant manager. The THC staff may additionally include an assis

tant manager, social services and/or recreation director or aides, and 

a security force. With the exception of the manager, who replaces a 

PBA'employee, the THC staff represents an addition to PBA personnel (such 

as maintenance workers and clerks) at the project. These PRA staff 

members remain PBA employees, although they are usually supervised by 

the THe. lor PBA staff, existing collective bargaining agreements 

and/or civil service regulations continue to be observed under tenant 

management. 

The model calls for the PBA and the THe to sign a management con-

t~act, delegating to the THe certain policy and management responsibili

ties associated with the day-to-day operation of the project. These 

responsibilities fall into four broad categories: policy development, 

budget preparation and control, management operations, and tenant rela

tiona • Among its specific responsibilities are: tenant screening and 

selection (after eligibility has been determined by the PBA), apartment 

leasing, establishment of rules and regulations for continued occupancy, 

development of grievance procedures, budget preparation and monitoring, 

administration of annual rent review, follow-up on rent delinquency, the 

determination to initiate evictions, aDd the provision of routine maiD

-tenauce. In the performance of these functions, the THe works within 

axis ting BUD rules and regulations and. uDder the supervision of the PBA, 

which retains ownership of the property aDd is ultimately responsible to 
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RUD and the taxpayers for it. While the THe assumes responsibility for 

sOllIe functions, the PRA retains authority over others such as payroll 

accounting, .purchasing, legal processing of evictions and the provision 

of extraordinary maintensnce. In addition, the PRA monitors THe perfor-

mance. Chart 11-1 delineates the prototypical division of labor between 

the PHA and the THe. 

In addition to defining certain essential elements of tenant manage

ment, the demonstration model includes a aequence of steps, some of which 

overlap, for the ideal THC developmental process: 

• 	 Planning Phase: The fashioning by interested residents of tenant 

management goals and a general approach to achieve them; deter-

mining preliminary distribution of management functions between 

the PHA and future THe; outlining the scope and length of THC 

training; assessing the amount and kind of training and technical 

assistance that will be needed. 

• 	 Election of Board of Directors: The designation of a slate of 

candidates by fair and open means, assuring representation of 

various geographical areas of project development; development of 

election criteria and election mechanics; monitoring of the elec

tions and certification of their results by a duly authorized body 

such as the League of Women Voters or the American Arbitration 

Association. 

• 	 Incorporation of the Tenant Management Corporation: Taking the 

legal steps necessary to make the board of directors a nonprofit 

corporation under the laws of each' individual state, ensuring 

• 
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CHART II-l 

DIVISION OF RESPONSIBILI'l'Y 'ONDER 'l'ENANT MANAGEMENT DEMONSTRATION PRO'l.'O'n'PE 

TASKS 

Tenant selection and screening' 

Development of annual. operating' budg'8t 

Allocation of operating' :funds among' 
selected budg'et line items 

Preparation and disbursement of 
'rMC payroll . 

Provision to 'rMC of incentives to encourag'8 
cost-saving's and discourage over-expend1tures 

Leasing vacant apartments 

Institution of eviction proceeding's and 
documentation of relevant information 

Processing' of evictions, including' leg'al 
proceeding's and physical removal when 
appropriate 

Physical collection of rents 

Following' up on rent delinquencies 

Conduct of annual rent reviews 

Processing' work orders for maintenance 
service requests 

'rHC 

and 


'rMC PBA .. PBA 


" 

'X 

X 

.x 

X 

X 

Y 
X 

X 

X 

x 

x 

X 

x 

Inspection and preparation of vacant apa.:r:t:mentsX 

Supervision of on-site maintenance personnel X 

H1ring' , firing', and supervision of manaqement 
pe;'SODDel x 

SOOBeE,: Manpower Demonstration Research Corporation file material. 
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-management contract, specifying the responsibilities of the THC 

am 	PHA; creation of a site-level budget; formal signing of the 

contract by the PBA and THC • 

• 	 Assumption of Management Responsibility by the THC: Re-assign

ment of the PHA manager; tHe staff's full assumption of day-to

day project operation umer the supervision of the THC board; THC 

board's full assumption of policy-making am community relations 

-
functions. 

Organization and Management of the Demonstration 

The structural am financial organization of the demonstration was 

rather complicated and unconventional in design. A variety of human and 

financial resources was mobilized to test the 1IIOdel described above. 

Chart 11-2 depicts the organization of the demonstration. Four 

major organizational groups were .involved in the effort: the U.S. 

Department of Housing am Urban Development (central am field offices), 

the Ford Foundation, the Manpower Demonstration Research Corporation, and 

the local participants (PBAs and the tenants living at the respective 

developments). Within HUD, two units were involved: the Office of 

Policy Development and Research, which monitored MORC and provided funds 

for MDRC' 8 administration am evaluation of the delDOnstration, and the. 
.~-

Office of Housing, which provided MOD and TPP funding to the sites 

through its network of field offices. HUD and the Ford Foundation's 

9ffice of National Affairs, as sponsors of the program, provided the 

requisite funds to implement tHe delDOnstration and supervised the conduct 

of work by the demonstration manager, MDRC. A Project Review Committee 

was established alDOng the aponsors of the demonstration to review program 
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CHaRT Il-2. 

OBGANIZATION OF '1'IIB NATIONAL TBNAHT MANAGBMElft DBMOHS'l'RA'l'ION Pl¥lGRAN 

UUD HUD 
J'or:d I'OtWcIAUon effioe of Polioy office of Housing 

DevelOl*ent and Reaea...ch 

Pr:ojeot Review co.mitte. HUO Regional Officea I 
, 

I7C 
.' I 

Manpower oe.m.tr:.Uon 

Re.earch COr:po....tion 


(MDIIC' 

I 

I 

Jen.y City .IIA 
A. llar:ry Moore 'IIfC 
curr:i.. Wood. THe 

~ 
't 

I 

LaId.vUle l'HA 
Iroquoia 110M. Reaident 
Nanage.ant COr:por.tion 

1I DUO Are. Office· 

I 
I 

Haw Haven PIIA Haw Orl••~. PIIA Oklahou City PIIA IIoohe.ter .IIA 
QUe-View '1'HC calUopeftIC Sunri.e Acre. THe Alilhanti TMC : I 

.! j 
... 
,, 

: I 
I, I 

I
, i 

lOUJlClh Der:ivt14 froa OuIr:t. II and III ina -'l'enant Manage.ent progr_. Pr09r_ Daaign Or;gani&.tional 
a.latlon.h1pt1 .114 MnagaMntjWork ,lan.-, prepared for the U.I. Dapart-.nt of Housing an4 Urban Davelopllent by the 
Manpower oa.ao.tr:aUOA a...ucb eDr:por.tion, July 23, 1976 (.t.ovraphed'. 

IIIO'I'BS. &ro .1Itp11ty the pr...ntatioo, BlIP Regional and Are. Office. have bean repre.ented by one boa ••ch. 
In re.lity, there wer. four: Ragioo.l Office. (I, II, III, and IV' .114 .i. Are. Officelil (Newark, Loui.ville, Hartford, 
Haw Orlean., Okla~ City, and Buffalo' involved. However, the rel.tion.hips were the: ...... inclioated above with 
reg.r:d to eacb Rag~onal Office and it. re.pective Are. Office(.', and each Are. Office and it. ce.pactive PIIA • 

. 

( G c;,· C', (J (j f;) ;C) () ;
,I ..,

-' o 
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performance, provide policy direction for the demonstration and to 

resolve critical issues arising during its tenure. 

To a large extent, HDRC acted as an intermediary between the pro

gram's sponsors and its participants, although there was also direct 

contact between these two. At each site, the participating PHA and 

tenant group were responsible for the local implementation of the program 

with the active assistance, guidance and supervision of MDRC. 

Funding for the demonstration was budgeted at $21,400,000. Tables 

11-1 and 11-2 sU1lllDarize the funding structure of the demonstration. 

Table 11-2 indicates the distribution of Modernization Program (MOD) and 

Target Projects Program (TPP) funds among the participatingsites. 

The total of $1,200,000 from the Ford Foundation and BUD's Office 

of Policy Development and Research (PD & R) went directly to MDRC; 

$600,000 from' PO & R was earmarked fOT evaluation and $600,000 from 

the Ford Foundation to support MDRC's role as managing agent. The 

$20,200,000 from BUD's Office of Rousing 'went to the sites through the 

HUn field offices. On MDRC's recommendation, the sites received quar

teTly TPP payments fTom the respective BUD field offices. Out of the TPP 

portion ($5,200,000) of the latter allocation, HDRC received 30 percent 

($1,560,000) from the paTtic1pating sites to support its responsibilities 

for training, technical assistance, and monitoring. In addition, a 

portion of MDRC's grant from the Ford Foundation was made available to 

each THC to cover incidental expenses other than those reimbursable under 

BUD fundingj this amount totaled almost $90,000. 

MDRC's Role: Managing the Demonstration 

In its role as demonstration ,manager, MDRC provided general oversight 
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T:A:BLE II-l 

FONOING SOURCES, AMOUNTS AND RECIPIENTS: 

NATIONAL TENAN'!' MMAGEMEN'r DEMONSTRATION PROGRAM 


Source Amount :Recipl.ent 

Ford !'oanaation $ 600,000 HDRC 

mm, Office of Policy 
Development and Research $ 600,000 HDRC 

mm, Office of Housinq: 
Hodemization Program. $·15,000,000 Participating sites 

Tarqet Projects Program .. 
Monitoring and Tecb.nical 
Assistance $ 1.,560,000 MDRC 

Direct Site Expend!tares $ 3,640,000 Participating sites 

Total mm $ 20,800,000 

TOTAL $ 2l,400,000 '~' 

SOURCE: MDRC file material. 
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TABLE II-2 

HOD AND TPP ALLOCATIONS TO PARTICIPATING SITES: 

NATIONAL TENANT MANAGEMENT DEMONSTBATION 


Site TPP Amount MOD Amount Total 

Jersey City, N.J. 
A. Harry Moore $ 580,700 $ 997,000 $ 1,577,700 
CUrries Woods 581,000 1,015,000 1,596,000 

Louisville, Xy. 671,400 3,500,000 4,171,400 
New Haven, Conn. 442,100 1,650,000 2,092,100 
New Orleans, La. 2,010,500 6,524,000 8,534,500 
Oklahoma City, Okla. 514,300 1,007,000 1,521,300 
Rochester, N.Y. 400,000 307,00~ 707,000 

'l'OTAL $5,200,000 $lS,OOO,OOO $20,200,000 

NOTES: The allocation of TPP and MOD funds was based upon the num
ber of units at the sites and whether there had been TPP and MOD alloca
tions in the recent past. In addition, for MOD amounts the aqe and 
condition of the tenant manaqement development was conSidered.· 

SOtJRCE: O.S. Department of Housinq and Orban Development, HCl') News, 
No. 76-238, June 30, 1976. 
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of the planning and implementation of the program. Once the parameters 

of the program design were sketched broadly, MORC's role fell into three 

major functional categories: operations, research and information. These 

were to be performed in a malU1er fl~ble enough to allow the individual 

sites to adjust their THC organizational structures and models of opera

tion to local circumstances. Sites were allowed to take other initi

aUves so long as they were in keeping with the general purpose, time 

schedule and structure of the demonstration. 

Program Operations 

Under the category of program "perations came training, technical 

assistance, monitoring and reporting of ongoing activities at each site. 

These tasks were coordinated by the MORC field representative assigned to 

each site, with the assistance of PHA staff, local technical assistants, 

and other consultants. From the inception of the demonstration, an 

important resource in program operations was the expertise in public 

housing brought to the program by McCormack, Baron and Associates, 

the cODSulting firm that had been instrumental in the implementation of 

tenant management in St. Louis. During the planning period, McCormack, 

Baron and Associates designed the Program Sequence Guide, which was the 

basic training and implementation plan for the demonstration sites. As 

the program got under way, they provided training and technical assist

anee at several of the sites, and trained the locally recruited technical 

assistants in the fundamentals of tenant management, housing management 

and budgeting skills. 

MORC field representatives were in weekly telephone contact with their 

respective sites, and made at least one on-site visit per lIIOnth. During 

• 
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the visits, they attended THC meetings and training sessions and met with 

technical assistants and appropriate individuals from the THC and PBA to 

review progress and discuss problems_ At these gatherings they also 

helped formulate plans_ Field representatives and local technical 

assistants submitted monthly written reports and reviewed management 

performance data submitted monthly and quarterly by the demonstration 

sites_ 

Research 


The research designl was organized into four major components: 


(1) historical context of the demonstration; (2) documentation of the 

demonstration; (3) impact of the demonstration and (4) cost of the 

demonstration_ 

• The historical context component placed the demonstration in a 

comparative framework by examining other past and current tenant 

management efforts in public housing_ It was hoped that an 

exploration of their forms, problems, successes and failures 

would provide some preliminary insights into the viability of 

tenant management as an option for public housing_ 

• The documentation component focused on the evolution and develop

ment of the demonstration at the local level_ . Its descriptive 

and analytic account was guided by the following concerns: the 

effect of various local factors and characteristics on the 

development aad success of tenant management; the problems and 

See Appendix A for a more detailed description of the research 
methodology_ 
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issues typical of the various phases of site operations; the 

organization of aDd progress in the areas of management responsi

bilitYi aDd the relationships among the various participants in 

the THC aDd between the THe aDd other important groups such as 

the PHA• 

• 	 !he purpose of the impact component was to assess the extent to 


which tenant management achieved the major goals of the demon

stration and realized other anticipated aDd unanticipated con

sequences 8uch as physical improvements, PHA-wide changes in 


policies, procedures, aDd cOlllDlUnity development • 


• 	 !he ~ component focused on the incremental cost of establish


ing aDd operating a tenant managemen~ corporation. !he analysis 


a180 considered the additional cost of operating an ongoing 


tenant management corporation. On the benefit stde, increases in 


revenue were discussed insofar as they affected increased costs. 


Although this report is an institutional document weaving together 

perspectives of KDRC's administrative, operations and research 

staff, the authors relied heavily on the findings from the research 

effort. Mall)' data sources were utilized in the demonstration research • 
. 

!hey included archival materials, questionnaires, interviews, the Tenant 

Management Information System (described below), field reports prepared 

by !mItC operations staff, atld. fiscal information and progress reports 
. 
routinely submitted to the del1lOnstration sponsors. In addition, the 

impac~ component partially relied on a large-scale survey conducted by 
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1the Urban Institute. 

'ftle Urban Institute was selected because of its experience with 

public housing research and its extensive data base on a large number of 

public housing projects. Its primary function in the evaluation of the 

demonstration was to: (1) select a group of non-tenant management pro

jects from its data base with which to compare the tenant management 

sites and (2) collect and analyze survey data from both groups ''before'' 

and "after" the implementation of tenant management at the demonstration 

sites. The Institute's data base consisted of information on some 170 

randomly-selected projects in 40 large PHAs across the country. These 

projects provided the pool from which to select the comparison (control) 

group for the tenant management sites. After excluding projects with a 

predominantly elderly population from the pool, the tenant management 

sites were matched with a subset of these projects. In the matching 

process an attempt was made to achieve a match that reflected similarity 

on the amount of TPP/MOD funds as well as on an array of variables which 

previous Urban Institute research had identified as important in an 

evaluation of performance. Eighteen control sites were selected for 

comparison with the six demonstration sites remaining in the program for 

its entirety. 

Baseline (ttbefore") surveys were conducted in Spring 1976 before 

the implementation of tenant management and follow-up ("after") surveys 

were administered in Summer 1979 at both the demonstration and control 

1 A full report of the Urban Institute Survey is contained in Lou:z, 
Suzanne B. and Sadacca, Robert, "Analysis of Changes at the Tenant 
Management Demonstrat ion Projects," unpublished working paper #1335, 
Washington, D.C.: Urban Institute, 1980. 
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sites. For each of the PBAs represented, these surveys included inter

views with a sample of public housing tenants at the tenant management 

and the control projects, selected BUD field office personnel, PRA board 

of commissioners' chairperson, PBA executive directors and questionnaires 

administered to the central office staff. The interviews were conducted 

using prestructured questionnaires developed by the Urban Institute. In 

addition to the Institute's standard question requesting facts, evalu

ations, amount of satisfaction and opinions, at MDllC's request, other 

questions were added eliciting more detailed iDformation about tenant 

participation in management, management-tenant interaction, and in 1979 

only, activities of the tenant management corporation and attitudes 

toward tenant management. In their analysis, the Urban Institute. 
aggregated the tenant management projects into one group and the control 

projects into another for comparison purposes. This survey included 

baseline (1976) and follow-up (1979) interviews with a sample of public 

housing tenants, selected HUD field office personnel, PHA board of 

commissioners' chairpersons, PBA executive directors, and other PBA staff 

at the project and central office levels. These interviews were admin

istered at both the demonstration sites and a comparable set of sites 

selected by the Urban Institute that were not participating in the 

demonstration. 

Tenant Management Information System 

The Tenant Hanagement Information System provided support to both 

the operations and research efforts of the demonstration. It supplied 

the information necessary for careful monitoring of the demonstra

tion, and provided data primarily for the impact and cost components 

-30



of the evaluation design. The system consisted of Monthly ~nformation 

Reports, Quarterly Information Reports and. a ma:au.a1 of inatructions for 

their completion. These reports were prepared by the participating 

housing authorities and submitted to MDRC. The monthly reports provided 

data on items such as occupancy, maintenance performance and. rent co11ec

tiona, while the quarterly reports included information on expenditures 

and income, tenant employment and various other aspects of management 

performance. 

Planning Phase 

With the major organizational c01llponents in p1ace~ the design and 

planning phase of the demonatration was launched in June 1975, one year 

prior to its intended official beginning. During this phase, site 

selection criteria were developed, potential participants were identified 

and briefed about the .demonatration, the evaluation 
\
design was formu

1ated, and. field visits were conducted to PBAs and their respective 

tenant groups which had applied for participation in the program. 

Tentative selection of sites was made following negotiations and comp1e

tion of formal proposals for HOD funding. Finally, in June 1976, HOD 

~official1y selected the program participants. 

In choosing the sites for the demonstration, program planners 

weighed a number of factors in an effort to achieve a balance geographic

ally, physically, and demographically. Of primary interest was choosing 

both high-rise and low-rise developments that were neither deteriorated 

beyond reasonable tHe efforts nor in such good condition as to discourage 

incentives for improvement. Also conaidered were the commitment and 

capabilities of the local housing authority, the interest and managerial 
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potential of the site tenant organization, the cooperation between those 

two groups, and the expected cooperation from city and state governments 

and BUD regional and area offices. 

BUD suggested 51 PBAs for preliminary consideration; 24 authorities 

were subsequently interested enough to submit applications for considera

tion as demonstration sites. After a sequence of events, the applicant 

field was narrowed to six. Two of these dropped out later during the 

planning phase -- the Cambridge (Massachusetts) and Dallas Housing 

Authorities. They were replaced by the New Haven and the Oklahoma City 

Housing Authorities. The final six participants were: 

PBA Project 

Rousing Authority of the A. Harry Hoore 
City of Jersey City Curries Woods 

Housing Authority of 
Louisville Iroquois Homes 

New Haven Housing Authority Quinnipiac ) To become
Riverview ) 

one THC 

Housing Authority of 
New Orleans Calliope 

Oklahoma City Housing Sooner Haven ) 
Authority 	 387 scattered ) To become one THC 

site units ) 

Rochester Rousing Authority 	 Olean Townhouses ) 
Capsule Dwellings) To become
Fairfield Village) one THC 
Bronson Court ) 
Edith Doran ) 

In three of the six participating housing authorities, New Haven, 

Oklahoma City and Rochester, the decision was made to merge previously 

separate "housing projects into one THC. Jersey City was the only city 
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with two separate sites, both high-rise projects. These two sites were 

chosen because, in addition to the working relationship already estab

lished between the PHA and tenant groups at both sites, 1,376 units in 

the two projects combined represented one-third of the public housing for 

families in Jersey City and thus presented an opportunity to study the 

impact of tenant management on a large proportion of a housing author

ity's population. 

Once projects were tentatively selected, MDRC held extensive discus

sions with representatives from the sites, and the preparation of pro

posals to BUD for TPP and HOD funding, as well as community organization 

activities geared to the election of THC boards, began. The process of 

incorporation also started during this time. Additional activities 

included the identification of PHA tenant management liaisons and other 

PRA staff to be involved with the demonstration. Along with MDRC, the 

principals at each site formulated plaas for locating and for training 

qualified technical assistant candidates. At only two sites were tech

nical assistants chosen prior to the start of the demonstration. 

On June 30, 1976 BUD and the Ford Foundation jointly issued a press 

release announcing the cOllllencement of the demonstration, and on July 8, 

1976' HOD advised the participating sites of their selection, officially 

marking the beginning of the National Tenant Hanagement Demonstration. 
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III. STATUS OF TENANT MANAGEMENT AT THE DEMONSTRATION SITES 

In order to provide a basis for the cross-site perspective used 

throughout mest of the report, this chapter will briefly describe each of 

the participating sites and their progress toward tenant management. 

Rates of progress between the sites varied widely, and, as these profiles 

show, rapid attainment of the various teDa1lt 1IUlnagement benchmarks did 

not always ensure permanent success. Of the seven sites, four most 

closely appronmated the demonstration medel and were considered to be 

the most viable by the demonstration's end, in June 1978. 

A. Harry Moore Tenant Management Corporation, Jersey City, New Jersey 

In 	selecting the A. Harry Moore development in Jersey City for 
\J 

participation in the National Tenant Management Demonstration, program 

planners weighed several factors. For example, the development had 

relatively few households with working adults. An overwhelming portion 

of its population consisted of female-headed welfare-dependent families. 

The development itself, a 25-year-old high-rise complex of 664 units, was 

in serious disrepair. Entry hall doorways were missing, the condition of 

the grounds was deplorable, and vandalism was widespread. In addition to 

the conditions specific to A. Harry Moore, there were potential union 

problems in Jersey City, where union job displacement was feared. 

However, in spite of a history of high tenant turnover and a repute

tion as a poorly maintained, troubled site, the development had in its 

favor an active and vocal site-wide tenant organization and very strong 

building organizations. With the encouragement of the acting director of 

the Jersey City Housing Authority (JCHA), t~ese organizations were 
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that 	it can receive funds and carry out business. 

• 	 Board Training: A general orientation to tenant management and 

public housing using the Program S8Cluence Guide (discussed in 

Chapter VI) as a framework; familiarization with the policies and 

practices of the PSA; development of corporate bylaws and rules .,
and regulations for the resident community; presentation of real 

estate management principles and practices; and establishment of 

procedures for the recruitment and hiring of THe staff. 

• 	 Recruitment and Hiring of THe Staff: The developmenc of job 

descriptions and qualifications; notification of residents about 

job availability; checks of candidates' references and status as 

tenants; interviews for candidates and selection of future THe 

employees. 

• 	 On-th .... Job Training of the tHe staff: The assignaenc of newly 

hired staff to work alongside their PBA counterparts and, where 

no counterpart exists, under the supervision of the PBA manager 

or tenant manager trainee. (During this period, the THe board is 

still in training and receives oral and written reports on the 

staff trainees' progress in OJT.) 

• 	 Classroom Training of the tHe Staff: Formal, intensive presen

tation of real estate managemenc principles and techniques, e.g., 

finance, maintenance, and other day-to-day management issues 

provided by appropriate PSA staff and consultants. 

• 	 Negotiation and Signing of the Management Contract: Gradual 

delegation to the THe of responsibilities it will fully assume 

,""'upon consummation of the contract; discussion of the terms of the 

.. 
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already moving toward increased tenant responsibility. A. Harry Moore 

had received a MOD grant of $3 million in 1975, and work had already 

begun on the repair of incinerators, tiles, and roofing. In addition, 

tenants were beginning site beautification measures under a TPP grant. 

The active interest in the demonstration displayed by the acting 

director and several crucial members of the board of commissioners 

allayed many initial reservations. However, there was no guarantee that 

the acting director would be appointed director or that the impact of MOD 

and TPP grants offered by the demonstration would not be overshadowed by 

the previous grants. Planners were reassured when attendance at the 

introductory public meetings held to explain tenant management was both 

sizable and impressive in terms of the questions asked by the residents. 

Interest in participation was clearly expressed. 

As the site moved toward election of the board .of directors, 
'

critical issues were dealt with effectively. The prior tenant organiza

tion had been seven separate groups, each able to work with the other, 

but lacking the author! ty to speak for the Whole development. The 

board of directors would have that authority, and would consist of one 

representative from each building. A preliminary work program outline 

for A. Barry Moore was drawn up, and meetings were held to formulate 

proposals for MOD and TPP budgets. 

Turnout at the initial board election was good, and the seven-

member board was elected, with the only male member as its chairperson. 

Interestingly, four of these board members had been a representative to 

the old tenant council but none had been an active participant in the 

preliminary tenant management meetings. 
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Board training began in July 1976. One year later, staff training 

began and lasted until September 1978 when the contract with the Jersey 

City Housing Authority was signed. McCormack, Baron and Associates and 

representatives from the housing authority conducted the training~ and 

there was steady progress through the Program Sequence Guide. 

Several problems did arise during the comparatively uneventful 

training of the board. Early in tha process, complaints were made by an 

unaffiliated local maintenance union that tenant management constituted 

an unnegotiated change in working conditions and therefore violated fair 

labor practices. This resulted in the unions being promised _that no 

employees would be laid off, demoted~ or have their salary lowered 

because of tenant management; in addition~ housing officials consented 
. 

to the unionization of !MC employees, should they choose to organize. 

The issue of nepotism mse during staff hiring when a close re1a

tive of a board member applied for a staff job. To avoid tainting the 

!Me with charges of nepotism, the board amended its bylaws and excluded 

relatives from eligibility for full-time positions or any job funded by 

its operating budget. Summer youth jobs funded by CETA or part-time 

positions would be open to family members. The board also mandated that 

relatives already employed on the site must transfer to another develop

ment. The board's action on this issue was a clear example of its over

all ability to function decisively and effectively as a cohesive body. 

The board recruited and hired 22 staff members. The manager they 
•

chose had~ in fact~ been an original board member who resigned from the 

board specifically to apply for the position. A majority of the building 
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managers had been active in the former site comm1ttee~ so the staff was 


fairly experienced as well as supportive of the tenant management con

cept. However, throughout the demonstration~ issues concerning staff 


proved to ~e somewhat complex and troublesome. 


The relationship between the board and the staff was strained from 


the start and was compounded at one point by a turnover in the position 


of manager. Staff came to view itself as doing the "dirty work" of the 


THC~ collecting delinquent rents~ inspecting apartments, and locking 


out non-paying tenants who were being evicted~ while the board received 


the credit for community management. Staff morale was negatively af

fected by its feeling of being caught between the board and the resident 


population. 


THC employees found themselves being blamed for problem8 that were 

the responsibility of the board~ or for things that were beyond' their ' .• 

control. For instance~ the new manager was pressured by the THC board to 

improve the site maintenance situation~ one of the original goals of the 

demonstration. However, maintenance crew members - JCRA employees - c 
were frequently absent~ did not complete tenant service requests in a 

- timely fashion and generally allowed the site grounds to appear uDkempt. 

These problems affected the staff's image in the community, although they. 

were~ in fact~ the result of the board's failure to follow up on its 

complaint to the housing authority. The manager held weekly meetings 

with the site crew to assign work schedules and follow up on service ''" 

requests ~ but these efforts did not appear to improve the situation in a 


lasting way. The difficulty in dealing effectively with this maintenance 


problem led to mutual recriminations among the board~ staff and housing 
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authority_ Staff was also frustrated in its attempts to accelerate 
. 

action on MOD projects that it felt would benefit the community. How

ever, sloppy workmanship discovered by THC staff caused delays in comple

tion of much of this work. 

C01DII'IUnity tensions reached a climax when a dissident tenant group 

presented a list of complaints to the board. Board members agreed to 

consider the grievances and met with this group. The board's attentive

ness to the tenant complaints helped mend community dissent and strength

en tenant management, and although it took nearly two years to resolve 

this problem, the housing authority, THC board and THC staff were 

finally able to reorganize the maintenance department and impose a 

reasonable level of control. 

At the end of the demonstration, in June 1978, the THC was effec

tively and routinely managing the A. Harry Moore development_ It re

ceived ongoing technical support from McCormack, Baron and Associates and 

the housing authority in facing the usual problems of managing large, 

multifamily urban housing complexes. The clear and consistent leadership 

of the board's chairPerson was a key factor in A. Harry Moore's progress, 

as .was the supportive attitude of the housing authority_ The housing 

authority decentralized certain aspects of management, such as budgeting, 

to the site leve~ at all other PHA managed housing developments, and was 

sufficiently encouraged by this expe~ence to initiate tenant management 

in a third project and to plan for a fourth. 

Cur~ies Woods Tenant Management Corporation, Jersey City, New Jersey_ 

At the beginning of the demonstration, Curries Woods' well o~gau-

ized, active tenant body led program planners to.be~eve the site resi
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dents were capable of taking on management responsibilities. The site 

consisting of seven high-rise buildings built in 1959 and containing 712 

apartments -- had a strong tenant association, "'United Community Council," 

a housing authority committed to tenant participa~ion, and previous Modern

ization funding. Yet Curries Woods was the only site remaining in. the r 
". 

demonstration that did not achieve the major threshold of tenant manage

ment, the signing of a management contract. 

Contrary to initial beliefs, tenant association participants and 

strong community support did not automatically transfer allegiance to the 

tenant ma·aagement corporation. In fact, the United Community Council 

wanted to co-exist with the THC rather than disband, as required by the 

demonstration. this initial challenge to the mc by the tenant associ

ation lay dormant for a period, but was later voiced by alternative resi

dent associations such as the Ccincemed Tenants Committee and the 71 .'
•

Merritt Street Tenants Association. 

Initial community reaction to the mc was favorable; attendance at 

tenant management introductory meetings was high, and many residents sought 

positions on the 'IKC board. Initially the 7-member board began training 

with the A. Harry Moore board. Curries Woods board members were active in 

training sessions and seemed better organized than the A. Harry Moore group. \. 

But weak leadership did not inspire sustained enthUSiasm, and by late 

summer, the lack of a quorum postponed many meetings and thus crippled 

the board. In later months, dissatisfied residents vocally criticized i.... 

the 'IKC. This criticism, coupled with internal board struggles and poor 

attendance, left the board virtually paralyzed. 

Tensions between the mc and community occurred largely because 
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articulate, aggressive residents who had been involved in the earlier 

tenant association chose to challenge the THC participants -- whom they 

perceived as inartieulate and compromising -, rather than to seek THC 

board and staff positious. C01IIIIlUnity unrest manifested itself not ouly 

in alternative tenant organizations but also in public forums where 

local politicians criticized the tenant management program. The weak THC 

board was unable to defend itself against these criticisms or manage the 

THe. Finally, in the spring of 1977, under pressure from the housing 

authority, residents, and KDRC, the board members agreed to resign, but 

they felt forced from office and refused to advise the interim tenant 

c01Dlldttee. 

The site's technical assistant helped to prepare for the September 

1977 board election and to ease the transition to a new board. Some 

members had served on the earlier board while others had been members' of 

the interim committee. As with the previous board, attendance at train

ing sessions soon,dropped,' with ouly nine of the 13 board members consis

tently attending the meetings. This board, however, showed more stabil

ity than its predecessor, and by January 1978, after three months of an 

accelerated but relatively smooth training process, it was ready to begin 

screening prospective tenants and soliciting staff resumes. 

The THC staff was hired by May 1978, and training progressed 

without considerable delay.. Staff training was primarily conducted by 

the PHA, with some ..sistance from McCormack, Baron and Associates. 

-
During this period, staff memhers promoted tenant 'management throughout 

the cOllmUnity by holding building meetings, discussing residents II pro

bleDl8, and establishing a rapport with the hOUSing authority. Resident 
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cooperation with staff members varied among buildings; at several build

ings meetings were well attended and tenants partid.pated in clean.-up 

efforts. 

The relationship between the board and staff was less cooperative. 

The board's continued efforts at site management undermined the staff's 

assumption of these responsibilities and evoked questions within the 

community as to who actually managed the site. Kauy residents were 

confused by what seemed to be tripartite management - the THC staff, the 

THe board and the PBA site manager - and questioned the authority of the 

THC, especially the board. ,The housing authority augmented this confu

sion by bypassing the board, in whom they had little confidence, and 

dealing directly with the staff. Rather than working as partners, 

these groups of ten related. to each other as adversaries. This breach was 

crud.al in the Curries Woods board's failure to coalesce as an effective 

management body. Rousing officials saw the board. as incompetent a11d 

unwilling to work with' the housing authority. The board responded. with 

claims that the housing authority had undermined the first THC board and 

was hoping to undermine the entire tenant management program by heighten

ing community polarization. 

The difficulties at Curries Woods were, no doubt, a:acerbated by 

the fact that the PBA liaison was the sole technical advisor to the THC 

during much of the first board period. Initislly, when no qualified 

technical assistant could be found, all parties agreed that the liaison, 

who previously had worked successfully with the tenants, could carry out 

those functiona effectively. However, as normal conflicts arose between 

the THC aDd the PBA, the tenants came to feel that because he was a 
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housing authority employee, he could Dot be trusted. Thus, during the 

early, formative period of the TMC, the board did not have a local 

advisor they trusted, and later, when independent technical assistants were 

hired, they lacked the expertise needed to guide the board into efficient 

management. 

Because community dissatisfaction usually focused on the individuals 

who managed the THC rather than on the program itself, by the demonstra

tion's end, most residents neither actively denounced nor condoned the 

tenant management corporation. While the chaotic relationships made it 

impossible for the THC to achieve a reasonable level of productivity, 

tenant management did bring some improvements to Curries Woods. The THC 

board successfully organized a site security program composed of off-duty 

city police officers, and managed to involve local politicians in ten

ants' concerns. Demoustration monies also helped make improvements in 

Curries Woods' physically deteriorated buildings. 

Although the Jersey City Housi~ Authority aDd Curries Woods THe did 

not sign a management contract, they did agree to a six-month period of 

redirection during which JCHA would supervise the staff while the board 

would act in an advisory capacity. Should the board stabilize during 

this period, the tenants' organization and housing authority could 

eventually enter into a contractual agreement. However, the board's 

history of attendance problems and high turnover, coupled with community 

quarrels, makes tenant management's future at Curries Woods questionable. 

Iroquois Homes Resident Management Corporation, Louisville, Kentucky 

Iroquois Homes is made up of 72 low-rise buildings built in 1952 aDd 

containing 854 units; it is located in a predominately white, lower
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middle-class community in Louisville. The site itself is currently more 

than 50 percent white. Prior to site selection, Louisville was in the 

1II1dst of a racial upheaval as a result of a court-ordered school busing 

policy, but Iroquois, located in an anti-busing neighborhood, survived 

the racial discord. Evidence of racial cooperation was manifested with 

the election of a black president and a white vice president to the 

Iroquois Resident Council. 

This element of racial integration was one of several factors 

weigbed in choosing Iroquois as a demonstration site. In addition, 

Iroquois bad a history of active resident participation. The resident 

council that functioned as advisor to the housing authority prior to the 

demonstration supported the concept of tenant management, which it 

perceived as a means to increase reeident control and independence. The 
:~ 

Louisville Housing Authority (RAL), joined by Louisville's mayor, 

and the city-wide tenant organization, also fully supported the idea. In 

fact, RAL's executive director had been in the forefront of an earlier 

experiment in tenant management, and was strongly committed to its value. 

These factors overshadowed any reservations program planners had in 

selecting Iroquois as a demonstration site, such as the absence of rent 

ceilings in RAL developments and the poor financial status of the housing 

authority_ 

Six of the nine members elected to the new Resident Management 

Corporation (RMC) were fot"lller members of the resident council. Although 

lIembers of the new board lac:ked many of the skills necessary for effec

tive organization, membership was stable, and board training, disrupted 

at tilles bya dissident group, was facilitated by HAL and !mRC field 
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representatives and consultants. The board established a budget commit

tee to review the IlMC's budget and outline its finances. New bylaws were 

distributed to the community for review and comment, a process that the 

board followed for any DC action. '!'he first board chairperson, an 

experienced resident council president, served from the inception of the 

RMC through May 1978. 

'!'he board survived a period of uncertainty within the housing 

authority following the resignation of the e:z:ecutive director in April 

1977. After siz months of operating under an acting director, HAL hired 

a permanent director who also was enthusiastic about the tenant manage

ment concept. 

The recruitment of staff members produced a generally low response. 

However, by October 1977, all staff pOSitions were filled. Staff 

traiD1ng lasted su months, and although both the board and the bousing 

authority were apprehensive about giving the staff management responsi

bilities, the RMC staff has performed efficiently, and on July 13, 1978, 

the Resident Management Corporation signed a management contract with 

the Housing Authority of Louisville. Contract terms included the RMC's 

responsibility for budget, and provisions concerning the repair of 

vacant and unrentable units, maintenance, and supervision of on-site HAL 

employees. An amendment was added in April 1979 to reconfirm the RMC's 

supervising role of HAL employees working at Iroquois. A post-demonstra

tion contract is currently being negotiated giving the RHC even greater 

budgeting responsibilities than had been previously assigned. 

A real partnership between the RHC and HAL bas emerged slowly. 

Altbough HAL upper-level officials were cooperative, communications often 
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broke down within the middle levels of the bureaucracy. HAL's initial 

reluctance to relinquish management responsibilities to the RMC was 

prompted by employees' fear of losing jobS to the RMC staff. The RMC, on 

the other hand, perceived HAL as being "too busy_" Efforts to assuage 

these tensions resulted in the establishment of monthly meetings between 

HAL and the RMC as well as an orientation program for RAt. employees 

designed to enhance the relationship between the two groups. 

Community support for tenant management has also been occaSionally 

troublesome. Most residents at Iroquois remained uninvolved in the RMC 

and, espeeially at the beginning of the demonstration, acceptance of the 

RMC board and staff was colored by suspicion and misunderstanding, 

engendered by local dissidents. Some members of the community felt that 

tenant management merely duplicated the role of the housing authority; 

others felt that tenant management was inappropriate for their community 

and should be reserved for more troubled developlll.ents. There were rumors 

that tenant management advocates wanted to replace whites with blacks in 

public housing communi ties, and this heightened racial tens ions as the 

local media publicized these and other allegations. Negotiations with the 

housing authority and confrontations with dissatisfied residents, how

ever, aided the RMC in developing leadership ability, expertise, and the 

impetus to emerge as a strong, cohesive group. .community relations ef

forts were undertaken to involve the resident population in tenant man

.~.....agemant and to clarify the role of the program within the community. 
'"" 

At the close of the demonstration, in June 1979, both the !MC and 

HAL were satisfied that the responsibilities delineated in their contract 
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had been met. Many improvements in HAL's operation stemmed fr01ll the 

demo11Stration, and the housing authority felt that te118nt-ma118ged facili

ties decreased both vacancies and rent arrears. The RHC management also 

appeared better able to cO'lllplete maintenance work than central manage

ment. Correctio11S in record keeping increased the efficiency of HAL's 

modernization, accounting and ma118gement departments. Other 1m:provements 

included more accurate site budgeting and work logging. The 1m:pact of 

the program is evident in BAL's decision to 1m:plement te118nt management 

in another public housing project through the assistance of Public 

Housing Urban Initiatives funds. 

The Iroquois board is currently developing a marketing strategy to 

eacourage higher-income residents to move to Iroquois, and has recently 

received a Ralston-Purina grant to.finance future youth employment. In 

addition, a Community Development Block Grant award will fi118nce maiD

te118ace repairs at the site. 

Iroquois Homes· developed into one of the most successful tenant 

ma118gement corporatio11S in the demo11Stration. Motivated board members 

worked hard, and as a unified group became effective community leaders. 

Que-View Te118nt Ma118gement Corporation, New Haven, Connecticut 

No doubt some of the difficulties that plagued te118nt ma118gement in 

New Haven, such as the large and growing housing authority deficit, could 

have been anticipated. But the overall drain on staff energies and 

morale produced by a housing authority tottering on the brink of bank

ruptcy was not foreseen. Likewise, the strong-willed and somewhat 

intimidating presence of the initial executive director of the New Haven 

Housing Authority (NBllA) was recognized as a potential problem, but the 



instability within the housing authority that occurred after his depar

ture was not anticipated. These were probably the major factors that 

undercut the potential of tenant management in New Haven, alUi impeded 

the development of a partnership between the Que-View board alUi the 

housing authority. 

The Que-View THC couslated. of two housing c01lllllllnities in the Fair-

haven section of New Haven. Quinn1piac Terrace, with 248 units dwarfed. 

its sister site, Riverview Tenace, which couslated of only 12 apart

ments. Both developments were low-rise facilities, but Quitmipiac, 

built in 1941, was 29 years older than Riverview. 

Many tens ions among the THe, NBBA, alUi !mRC surfaced during the 
.~ 

board's training. NHRA's executive director dominated the'THC and 

many board members felt reluctant to express disagreement. A strained 

relatiouship between NHHA alUi MDRC also characterized the early demon

stration period for Que-View. The housing authority viewed MDRC as a 

c01l8ultant, to be employed only when needed, rather than as an active 

program participant. Disagreements culminated. in late 1976 when housing 

officials insisted that training be executed according to their own 

manual rather than the demonstration's Program Sequence Guide. In 

additiou, training cousulta~s, McCormack, Baron alUi Associates, were 

dismissed alUi their resp01lSibilities taken over by the executive director 

alUi his staff. Although the NBBA training manual was adequate, the 

housing authority staff did not have the a;perieuce or sensitivity to 

tenant needs to properly convey its contents in a THe training context. 

Domination of the tenant management corporation extelUied into the 

cOlltract-sigu1ng period when the housing authority insisted that Que-View 

... 
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be among the first demonstration sites to sign a management contract, and 

hurried the THe participants' training in order to meet an October 1977 

signing date. MORe initially opposed this course, maintaining that the 

THe board was unstable aDd lacked adequate training ,to enter into con

tractual agreement. It also questioned the THe"s preparedness siDce 

staff hiring aDd training had not been completed. But it eventually went 

along with arguments presented by the THe board itself that they were 

ready and that further delays would exacerbate existing hostUities 

between the THe and its community. Tbis early contract signing allowed 

the housing authority to dictate the agreement I s contents since the 

ineXperienced board lacked both the skills aDd the confidence to chal

lenge the N'BHA. It also inflated the board and staff"s sense of their 

own capacities, leading them to believe that they were more prepared to 

manage their community than in' fact they were. 

Internal problems within the THe also kept Que-View from having a 

strong tenant management corporation. The board lacked leadership and 

was hesitant to confront issues concerning lease requirements, griev

ances, rent payments, aDd THe participation. Board members were also 

intimidated by the TKC staff manager, a former board chairperson, who was 

an aggressive and formidable supervisor. As board chairperson she had 

often d01llinated her colleagues, and this carried over into her staff 

role. 

There were internal staff problems as well. KaDy of these origin

ated in the staff hiring process when the Que-View Die board hired two 

"manager trainees tt before selecting a manager. As trainees, both resi

dents had equal authority. But after a short time, the board chose one 
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trainee to be the ass:lstant manager and the other trainee as the manager. 

In their new capacities, these staff members continued. to compete w:lth 

each other. This caused resentment which handicapped. their performance 

and d.:lvid.ed. their colleagues and the commumty. 

Whether, in light of all these d.:lfficultiea, a viable THC could. 

have eventually emerged is questionable. But, in the end, the d.emonstra

tion fell prey to the internal unrest and financ:lal d.ifficu1ties of 

the housing authority. In June 1978, after six months of extreme tur

moil, the executive d.irector resigned. His successor was not as suppor

tive of the tenant management program, and pursued a policy of ''beu:lgn 

neglect. t. Th:ls further antagou:lzed. board. members, who felt they were not 

receiving the necessary support from the housing authority. Throughout 

the d.emonstration perlod., NaHA'. financial d.efic:lt increased, causing 

maintenance d.elays, a uu:lon strike, staff resignations, red.uced. tenant '
services, and d.rastic staff cuts. Although no THe staff m.embers were 

fired., the housing authority's hiring freeze prevented. the filling of 

staff positions as they became vacant, inc1ud.:lng the offices of assistant 

manager, lane manager and securlty officers. Maintenance d.elays affected 

the credibility of the THC because resid.ents blam.ed. the board. and. staff 

when needed. repairs were not mad.e. 

Because the NaHA faced. a large financ:lal d.eficit, it was mad.e clear 

that unless ad.d.itiona1 funds were ava:llable from. BUD, the tHe would. not 

be continued. after the d.emonstration. However, eve~ before learn:lng '

whether funds would. be allocated, the NBBA d.ecid.ed. not to continue tenant 

management at Que-View. New Haven's exper::tm.ent with tenant management 

has ended.. ~ 
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Calliope Development Tenant Management Corporation, New Orleans! 
Louisiana. 

Although Calliope Development Tenant Management Corporation (CD'!MC) 

initially showed little potential for effeetive leadership, the New 

Orleans '!MC grew during the program to beeome a very stable management 

body. "Early in the demonstration, internal strife virtually para

lyzed the THC board, but advantageous turnovers on the board, favorable 

working relations with the housing authority, and strong eommunity 

support helped ereate eouditioDS that allowed the tenants to develop into 

eapable managers. 

Calliope is loeated on 56 aera of land near downtown New Orleans, 

and was the largest development in"the National Tenant Management Demon

stration. Its 95 low-rise buildings eontain 1,550 units, the oldest ones 

ereeted in 1940. At the beginning of the demonstration, Calliope was in 

need of extensive refurbishment and modernization. Yet, beeause of New 

Orleans' very tight market for low-ineom.e housing, there were virtually 

no vaeaneies at Calliope and its rent-colleetion rate was eonsistently 

over 90 pereent. 

Por mast of the 10 members on the '!MC board, the demonstration was 

their first experienee partie1pating in a dee1sion-making proeess. Their 

laek of organizational ezperienee beeame evident during training, and was 

eharaeterized by dissension among board members. To overeome this 

problem, !mac training eonsultants and field- representatives deviated 

from the training schedule to instruet the board in e01lllllUnity organi

zation, deeision-making and group relations. Although members regularly 

atteDded training, the board progressed slowly_ In September 1976, a 

teehnieal assistant who had worked previously in the eity's soeial 
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services division was hired. She worked with the THC throughout the 

demonatration and was instrumental in pulling the board together and in 

helping them overcome mauy early difficulties. 

The support of key Housing Authority of New Orleans. (HANO) offi

cials, especially its executive director, also helped the THC board 

increase its leadership capabilities. They were confident that tenant 

management could work, but questioned the capability of some board 

members to function in such a setting. Turnover within the board. 

however, removed troublesome members and thus helped pave the way for 

tenant management to progress at Calliope. 

Housing authority support beyond the executive level was far from 

uu1versal, however. Some BANO site employees, for example, were con

cerned that tenant management would leave them unemployed, but once BANO 

guaranteed their jobs, relati0118hips improved conaiderably. A key factor 

in site progress was the hiring of the former site manager as Calliope's 

full-time techu1cal assistant. He was able to bridge mauy gaps between 

the housing authority and the THe, and was well accepted by the resi

dents. This trust was especially important because although they had 

completed formal training, board members still needed considerable 

assistance in dealing with the intricacies of managing such a large 

. project. 

Because of the need to strengthen leadership skills, the THC board 

delayed hiring its staff untU the fall of 1977. The large Calliope 

cOllUllUu1ty provided a diverse teuaut body from which capable leaders could 

be draWD. The board reviewed over 40 staff applicati0118 and, by November, 

hired 14 nlC employees • Many of these residents were qualified for 
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management responsibilities by virtue of their educational histories or 

work experiences. 

Even with this relatively experienced pool to draw from, the board 

had. difficulty matching the right person to the right job, and a good 

deal of shifting of positions took place. Perhaps the most significant 

was the board's reversing the positions of manager and assistant manager. 

The new manager, who started her THC involvement as a clerk-typist, 

alleviated many conflicts within the staff and successfully led the THC 

staff through the remainder of the demonstration. 

With the aid of the technical assistant and the promotion of the new 

manager, early tensions between board and staff were largely eliminated. 

These tensions usually centered on staff complaints of board interference 

with staff prerogatives. 

KANO and the THC worked successfully as partners in site management. 

The residents of Calliope and KANO officials accepted the responsibili

ties delineated in the management contract, which was signed September 

10, 1978. KANO's board of commissioners also supported tenant manage

ment, especially after the THC's discovery of poor workmanship on 

the part of contractors hired by the KANO technical department. Such 

action together with the revamping of the housing authority staff led to 

improved modernization procedures at all New Orleans public housing 

sites. KANO later expanded tenant management to another site and asked 

Calliope THC participants to belp with the new program. 

Unlike several demonstration cOlllllUnities, Calliope residents were 

senerally very supportive of the THe board and staff. The THe board 

fostered this support by door-to-door canvassing, ticket sales to 
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THC-sponsored events, and staff application procedures that enabled 

residents to meet personally with board members. The THC quarterly area 

meetings were consistently well attended. At these meetings, exchanges 

between THC leaders and residents enabled tenants to participate actively 

in the tenant management corporation. Calliope proved to be a positive 

test of tenant management. 

Sunrise Acres Tenant Management Corporation, Oklahoma City, Oklahoma 

Oklahoma City was chosen to participate in the demonstration to 

ensure geograpbic representation, and of the PHAs in that area being 

considered for tenant management, the Oklaboma City Rousing Autbority's 

(OCRA) interest was tbe most sustained and seemed the most viable. While 

none of Sunrise Acres THC's difficulties were unique to that Site, tbeir 

combination and intensity provide a good lesson in predicting when tenant 

management is 11kely to go awry. Program activities were characterized 

by a long period of disorganization witb continuous turnover in trainers, 

field representatives, bousing authority personnel, and board chairper

sons. The site's problems bad been foreshadowed early in the demonstra

tion: the OCRA's scattered site units were mixed witb nearly identical 

private bomes, and the bousing authority could not readily identify its 

own property. There were also conflicts between the OCRA board of 

commissioners and its executive director, and the THC evidenced a virtual 

void of leadership. Tbis lack of leadership among the tenant representa

t~ves left the program without a real foundation, and Sunrise Acres 

Tenant Management Corporation was dropped from tbe National Tenant 

Mansgement Demonstration after two years of participation. 

Sunrise Acres incorporated several geographically and structural

.. 
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ly distinct communities into one tenant lDAnagement corporation. The 

moat cobesive neigbborhood was Sooner Haven, a conventional bousing 

development of lSO units. Otber developments included a four-block 

area of 170 unattached single-family bouses, 90 attached single-family 

bouses clustered in private neigbborhoods, and 121 scattered single

family units. The geographic dispersion of units resulted, in part of 

tbe site's isolation from tbe tHe. Since tbe bousing autbority did not 

know the precise location of the scattered site units, it ia little 

wonder ~hat many residenta of tbe demonstration communities were unaware 

that tbey were part of the tenant management program. Some of tbose who 

did know. bowever, felt neglected becauae tbey bad no real input into 

site management. 

The lack of resident participation in tHe functi0118 was obvioua 

from the beginning. Ouly four residenca initially filed for election to 

tbe tHe board. After an extended registration period tbis nu:mber in

creased to 16. Ouly S percent of tbe eligible voters cast ballots in 

tbe first board election. Board membera' participation in tbe THe 

decreased soon after tbeir election. Because of the bigb abaentee rate, 

nine additional members were appointed to tbe board in tbe fall of 1916 

to ensure a q~~rum at meetings. This expansion required tbat board 

training begin anew since ouly one-tbird of tbe board had received any 

training. Unfortunately t tbis board soon followed tbe example of its 

predecessor and stopped attending tHe meetings. 

Management problems witbin tbe bousing autbority compounded tbose of 

the tHe. Internal disputes 81IOng bousing autbority offic1alJJ caused SODle 

employees to leaveOCBA; included among tbese employees was tbe executive 
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director. 

The OCBA board of commissioners forced OCRA's executive director to 

resign in 1977. Although the executive director had not been personally 

active in Sunrise Acres' day-to-day activities, he had vocally supported 

the program. His successor, however, was even less supportive. From his 

initial encounters with the THe, the new executive director iusisted on 

maintaining control of the THe's actions. Along with failing to delegate 

responsibilities to the board, he demanded to intervi8!' candidates for 

the THe staff and. approve af11 THe ezpenditure of more than $10. In 

February 1978 he iustructed his staff to write a management contract 

for OCHA and the THe without involving the tenants. Although this 

contract was not signed until after the site had been dropped from the. 
demonstration, the executive director's staD.Ce toward Sunrise Acres 

residents on thia and. other utters exemplified the housing authority's 

general attitude toward the demonstration. 

The fluctuation of leadership at the housing authority was accented 

by the lack of leadership among the Sunrise Acres residents. Although 

training iustructors worked continuously with the board, its members 

never acquired organizational or leadership skills. The weakness of the 

board was evident throughout the community. Grounds deteriorated during 

the de1llOust rat ion, modernization needs were not met, and communications 

between THe officials and residents was minimal. Moreover, some board 

1Il8IIlbers refused to comply with apartment inspections, and. their violation 

of rent rules further lowered tenants' respect for the THe. 

Only the THe staff members emerged as a really capable force as they 

moved successfully through the training curriculum. However, contrary to 
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the basic demonstration model, most of Sunrise Acres' staff did not live 

in the development. Though the board canvassed the Sunrise Acres' 

commu.uity for staff applicants, qualified candidates did not emerge. The 

THe therefore solicited and hired non-site residents to f11l most of ~he 

staff positi'ons, including those of manager and assistant manager. 

Hope for Sunrise Acres' THC was further undermined by resentment and 

harassment of the THC staff. Soon after the staff began functioning, the 

board began to voice petty complaints against staff members and to 

scrutiu1.ze their actions during working hours. These investigations, 

coupled with staff members' beliefs that the board was incOllpetent and 

that the staff performed the "dirty work," caused the commitment of many 

THe employees to diminish•. 

By the spring of 1978, it was clear that the narrow conception of 

tenant management held by the Sunrise Acres THC board and OCHA officials 

blocked the growth of tenant management. It was felt that ouly a recon

stitution of the board, coupled with intensive, long-term training, and a 

new commitment by the housing authority, could create a successful-tenant 

management program at Sunrise Acres. None of these conditions appeared 

likely to materialize, especially in light of the limited time remaining 

for the demonstration. Thus, in mid-1978, Oklahoma City was dropped 
- .

from the national demonstration. 

Ashanti Tenant Manasement Corporation, Rochester! New York 

In Rochester, New York, five separate public housing developaents 

located within one square mile - Bronson Court, Capsule Dwellings, 

Edith-Doran Townhouses, Fairfield Villages and Olean Townhouses - were 

combined to form one management uuit called Ashanti, the newest and the 
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smallest site of the demonstration. 'The oldest building in the five 

developments had been constructed in 1968, and together they contained 

only 211 units. 

'The demonstration value of a site such as Aahanti was that matty 

middle-sized cities had relatively small developments which, by them

selves, could not mount such a program, but which might be able to do so 

in cooperation with others; the Rochester Rousing Authority's (IBA) area 

management structure provided the opportuniry to test this alternative. 

'There was one manager for the five developments, but each had its own 

tenant organization. With the merger of the five developments, the 

tenant associations continued to exist in the form of "block clubs" under 

the auspices of the tenant management corporation. Each of the five 

developments elected a representative to serve on the THC board of 

directors. 

'The conversion of Aahanti from an area management unit to tenant 

management occurred without major difficulty. The smooth transition 

was due to the enthusiasm and support of the Rochester Housing Authority, 

its board of commissioners and to the THC board'. leadership capa

bilities. 'The active participation of the RHA in board training and 

the very heavy infusion of technical assistance and trainins resources 

provided by a full-time tenant assistant and McCormack, Baron and Aasoci

ates assisted in board growth and in the establishment of an excellent 

work1ns rapport between the lUIA and THC. In addition, the stability of 

the ltHA's directorship supplied the necessary continuity for the i'llpIe

mentation process. 

Throughout board training, members demonstrated dedication and 
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perseverance. Ashanti was the only site in the demonstration to com

plete the traiu1ng phase for board members as scheduled. AtteDdauc:e 

during traiu1ng was exc:ellent; almost every board member attended each 

session. While some members were somewhat timid iu1t.ially , their active 

participation increased as they became more acquainted with management 

concepts and developed self-coufideuc:e. Two of the board members, the 

chairperson and vice chairperson, possessed leadership experieuc:e ac

quired from earlier tenant orgau1zation involvement. Together with the 

tec:hu1c:al assistant and key IRA persotmel, they were instrumental in the 

continued growth and resourcefulness of the board in managing tenant 

services and c01lllllUu1ty concerns such as additional funding. 

There was little board turnover at Aahanti; the iu1tial chair

person remained in office through the crucial first two years of program 

operation. The positive attitude of board-members coupled with the 

determination to make tenant management work resulted in early contract 

negotiations, and on June '10, 1977, less than one year after Ashanti 

residents elected their first board, the THe and IRA signed a management 

contract. llesponsibilitiea delegated to the '!'Me iuc:luded supervising 

oD:-Site maintenance staff, security, monitoring budget issues, es.erc:is

ing authority over sodal services and teuut service requests, preparing 

vacaut apartments, and scheduling iuterviews for prospective !shanti 

residents. 

Recruitment for management staff was initiated by board members 

who publicized job availabilities and descriptiol18 for the THe management 

staff, clerical workers and security persol1l1el. Because the initial 

resident respol18e was low, the board undertook additional recruitment 
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efforts that included further district canvassing and the circulation of 

job notices. By early 1977, the 'I'HC board had completed recruitment 

activities and hired management and support staff. The espenence level 

of the new tHC staff varied; many had had prior work-related esperience 

with community-oriented groups, and the housing manager had been a 

president of one of the tenant associations. 

Staff training was conducted by a combination of It.BA staff including 

the executive director, the technical assistant, training consultants and 

MDltC staff. The THC social service/recreation coordinator received 

special training from an RHA recreation center employee. Like the board, 

staff members completed their training according to schedule. 

The THC was not without its share of internal problema. Allegations 

were made by some residents that the 'I'HC was being manipulated for the 

benefit of a few board members, and in O11e instance, chargaa of discrimi

nation were lodged with the N.Y. State Equal Opportunity C01IIII1ssion. 

Others charged that the T.M.C failed to keep the c01llllll.1nity informed or 

relayed inaccurate information concerUing tenant issues. Staff gnev

ancaa and turnover also proved troublesome. Despite these problema, the 

!shanti THC maintained stability, efficiency and effectiveness. 

While the additional funding for increased social services, recrea

tional programs and tenant employment opportunities made residents 

receptive to tenant management, their participation in !MC meetings was 

not great. Prior to the start of the demonstration, !shanti was in 

lood physical condition, and tenant services were adequately delivered. 

Therefore, because the development was not beset by major problems, the 

residents saw very little need to participate in T.M.C meetings. Those 

• 
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needs or concerns they deemed important could be expressed at the project 

level through their respective block club representatives. 

The Rochester Housing Authority plans to continue tenant management 

at Aahanti, with post-demoutration plans varying little from the program 

model. Currently the THC board is seeking additional funding from both 

private and public sectors. To date, the Rochester C01IIDlUnity Chest and 

United Way have awarded funds to the THe in the amount of $7,000 to meet 

THC personnel expenses. 
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IV. THE TENANT PARTICIPANTS 

This chapter examines the two groups of tenants chiefly responsible 

for mak.ing tenant management work: the board of directors and staff of 

the tenant management corporations. Beyond essentially descriptive 

concerns, the chapter assesses those features that have contributed to 

the success of the tenant management corporations, and identifies those 

elements that have caused problems in interpersonal relationships and 

job performance. The conclusions, positive and negative, that can be 

drawn from the experiences of board and staff members at the seven 

demonstration sites provide preliminary insight into the viability of 

tenant management there and at other sites where tenant management may be 

tried. 

The Tenant Management Board of Directors 

As the summaries in Chapter III indicate, the seven tenant manage

ment boards, working from a similar game plan, followed widely divergent 

paths. This section examines the extent to which these differences can 

be explained by factors in the early period of prograa implementation, 

before management contracts were signed. 

Recruitment of Board Members 

Strong leadership within the community of public housing residents 

is critical to implementation of the tenant mauagement concept. It is an 

axiom of community organization that natural leaders are present in any 

..sably of individuals; sometimes they are officers and members of 

established groups, sometimes their leadership potential is latent and 

muat be cultivated. Given the lu:xu.ry of time, a plan might have been 

devised that deployed org!lnizers to conduct intensive field work at 
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potential sites to identify existing leaders and other talented indivi

, duals within the C01lllllllnity. Because of the exigencies of the demonstra• 
tion, however - the need to get tenant management off the ground in 

relatively short order -- sites selected for participation were primarily 

those where a tenant association was already in existence, although the 

tenant as sociation at Calliope in New Orleans had been organized only a 

few months before the demonstration began. The demonstration model 

assumed that these tenant associations enjoyed community support and that 

leaders of tenant associations would run for, aDd be elected to, posi

tions on the tenant management board of directors, aDd thus build on 

existing community strengths. 

Organized by PBA and MDRC staff and by the technical asSistants, 

where they were used, the first tenant management corporation board 

elections took place during the spring and summer of 1976. Voter 

response seemed quite high when cO'lllpared to other special elections, such 

as for a school board and even when compared -to the turnout for 1IDlnicipal 

elections. There was an average participation rate of about 2S percent, 

the lowest being Oklahoma City'. Sunrise Acres (S percent) and the 

highest A. Harry Moore in Jersey City (40 percent). 

The early experience of Rochester's Ashanti Tenant Manasement 

Corporation provides a "best case" U8.'IIlple of the demonstration model in 

operation. Most of the members of Aahanti's first board of directors had 

been officers of the tenant associations at the five small develop1Hnts 

that united to form the tenant management corporation. Propelled by the 

drive and ability of several strong members who were supported by their 

constituencies, the board proceeded quickly throuah training, and Aahanti 
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was the first site in the demonstration to sign a management contract 

with the housing authority. In spite of this 81100th beginning. however, 

Ashanti eventually uperienced many of the same problems that faced 

other sites. 

The transition from. resident council to Resident Management Corpora

tion at Iroquois Hom.es in Louisville was also fairly smooth. Two leaders 

of the earlier council were elected chairperson aad vice chairperson of 

the new board, aad one other member of the council was elected to serve 

on the board. A later election brought three additional former council 

'IIlembers to the mc board. 

At A. Harry Hoore, the situation was a Uttle different. The Jersey 

City Housing Authority had for several years pr01llOted the development of 

both site-w1.de and building tenant groups to act as tenant advocates, but 

the tenant management board did not succeed in tapping the leadership of 

the site-w1.de coamdttee. Although the resident population generally 

supported the A. Harry Moore Tenant Management Corporation, throughout 

the dellOtlStration ad hoc dissident groups continued to charge that the 

teDant management corporation focused on the management aad performance 

goals of the housing authority rather than the needs of the community. 

At these three sites, the electoral process produced boards that 

demonstrated capable, resporaaible leadership within a matter of months 

after the program was established. In New OrleatlS, bowever, what leader

ahip potential existed had to be identified and carefully nurtured by 

MDRC field representatives aad technical assistants, together with the 

supportive leaderahip of the housing autbo%ity. After a year of abseD

teusa aad dissension among board members, a single dominant leader witb 
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a loyal following emerged who, once elected to the position of board 

chairperson, has wielded power virtually single-handedly but effectively 

ever since. 

While the electoral model could work reasonably well, it was not 

without its difficulties. Several recurring problema resulted in insuf

ficient numbers of candidates running for board elections: 

• strong members of existing tenant organizations were DOt always 
eager to transfer their loyalties or involvement to a new 
organization; 

• some active members hoped to secure staff jobs; 

• board elections based on geographical representation pitted 
c01lllllUnity leaders agains t one another; and 

• tenant association members did not necessarily want to join 
management's side. 

Other problems developed specific to indiv1d~al sites. At Que-View 

in Hew Raven, while several members of the tenant association were 

elected to the board, the association itself had had little credibility 

within the cOlllDLlnity and was said to be no more than an ineffective 

voice for complaints to the housing authority. In spite of this, the 

initial weakness of the board might have been overcome had the housing 

authority made a concerted effort to build the board's organizational 

imependenee and strength. 

Oklah01lUt', City's program suffered from a lack of hOUSing authority 

support. In addition, Sunrise Acres was geographically dispersed, 

and logistical difficulties were compouDded by board members" widely 

varying interests and priorities. The first tenant board was reconsti

tuted in the hopes that absenteeism would decrease and membership would 

stabilize. But the new board, although able to overcome some of theae 
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without an employed adult, and many received public 
1

assistance. The 

average board member left high school in the middle of the eleventh 

grade. Nine-tenths of all board members were women, and most were 

divorced or separated heads of households containing, on average, two or 

three children. Except in Louisville, virtually all board members were 

black. Three-quarters of board members were between the ages of 35 and 

59; and 15 percent were 65 or over. 

These characteristics reflected both the nature of the wider popula

tion living in the developments and the special demands that board 

membership placed on participants. Although many .board members found it 

hard to estimate the time they spent each week on board matters, most 

said between 6 and 20 hours. A few described it as a 24-hour-a-day, 

seveu-days-a-week job, that often entailed responding to telephone calls, 

iDquiries, and complaints from residents at any time, day or night. .'-

1 Demographic data on board members that follow were compiled from 
questionnaires completed by members of the boards and staffs at the six 
demonstration sites in the spring of 1979. Because of turnover among 
board members, they do not describe with complete accuracy the composi- _._
tion of the boards at the begimaing of the demonstration or over its 
course (these data are unavailable), although ·at each of the sites, there 
were several respondents who had been on the board since its inception. 
In addition, because some board members were unavailable to complete 
the questionnaire (they were out of town, or otherwise away from the 
developments, or did not attend board meetings regularly), the data do 
not describe the full complement of board members at the developments. 
These problems notwithstanding, the data do give a picture of the human 
resources available to the tenant management corporation boards of 
directors. 

--' 

........
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These requirements account for the fact that the boards generally at 

tracted neither people who worked full-time nor many young mothers of 

pre-school-age children. Time was also the major reason dted for the 

decision of some board members to resign or not seek. re-election. Many 

resignations occurred early in the demonstration. wheil newly. elected 

board members found their positions entailed a far greater expenditure of 

time and energy than they had foreseen. When turnover occurred later in 

the demonstration. it was often because board members had the opportunity 

to return to work. take new jobs. or go back to school. 

Another trait shared by board members at the different sites was 

long-time residency in their developments. Often they could recall a 

time when buildings and grounds were well maintained. and when the 

developments had housed a "better class of tenants." They had been 

eyewitnesses to the deterioration that had taken place since. Consider

ing themselves stable, permanent residents of 'public housing, these 

tenants looked to tenant management as a way of making their communities 

once again clean. safe, pleasant places to live, without the stigma 

attached to a home in "the projects." ADd they wanted to be personally 

involved in that process. 

Most board members were, by nature. doers and joiners. Most had 

been active in a variety of organizations, including tenant associations, 

church groups, school organizations, and social clubs before they became 

involved with tenant management. They were not likely, however, to have 

been officers in these organizations, and they generally lacked experi

ence in how dedsion-m4king organizations operate. Until this problem 

-67• 




was addressed, many boards made little' progress through the formal 

training curriculum. 

Board Development 

Building board strength was a major responsibility of the local 
(

technical assistants, who were eventually hired by HDRC for all sites 

except A. Harry Moore, where the PBA liaison served in this c:apac:1ty. 

The role of technical assistants, along with the training in manage

ment procedures that board and staff members received, is discussed in 

Chapter VI. 

If the major effort of the pre-c:ontract period involved preparing 

the boards to act as boards to work together to make responsible 

decisions - the period after contract-signing may be seen as a test of 

how well the lessons presented during~ain1ng were learned. This 

section describes the boards, their leadership, stability and the way in 

which they handled the major tasks required of them. 

Chart IV-l summarizes the salient findings. 

Styles of Leadership 

Four different kinds of leadership characterized the tenant manage

ment boards in the spring of 1979. At Curries Woods in Jeney City. and 

Que-View in New Haven, leadership could be described as weak; at Ashanti 

in Rochester and Iroquois in LouiSville, it was strong and diffused among 

1MI1Y board members; and at Cal.l.iope in New Orluus it was strong and 

concentrated in a single individual, the board chairperson. Jersey 

Cityls A. Harry Moorels board fell between the latter two types • 

• 
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problems and to progress through training and staff hiring, could not 

perform effectively without cooperation and support frora the housing 

authority. 

At Curries Woods in Jersey City, although some newly el~cted board 

members bad previous experience in the s1te-w1de organization, they 

represented factional interests rather than the community consensus. The 

model's stipulation that only the tenant management corporation be 

recognized as the official tenant entity -- capable of receiving funds or 

uking policy decisioll8 -- led to oppOSition by other tenant factions 

that ultimately helped cause the downfall of the original board. 

The Curries Woods experience led some observers to suggest that the 

problem of securing leadersbip for the tenant unagement corporation 

could be solved by retaining the existing tenant association and adding 

unagement to its scope of responsibilities. Bowever, there is no reason 

to assume that a tenant association, wh!cb acts primarily as an advocacy 

group, would want to expend its energies on complex and extensive una

genal duties. 

Characteristics of Board Members 

Board members at the six sites stlll in operation at the end of the 

demonstration shared the problems of public housing residents in particu

lar and poor people in general; many board members lived in households 



Although through much of its history it had been dominated, if not 

controlled, by the chairperson, a politically sophisticated clergyman, 

other board members eventually began to express their views more freely. 

Throughout the course of the demoustration, strong leadership that 

won the respect and cooperation of fellow board members, the h~sing 

authority, and, to some degree, the wider resident community, has been 

associated with the presence of at least one assertive, decisive indivi

dual who was both able to control the behavior of fellow board. members 

and to confront the housing authority when necessary. No such leader 

existed on the Que-View (New Haven) and Curries Woods (Jersey City) 

boards, in part, perhaps, because board members lacked confidence in 

their own abilities, in part because (at least at Que-View) there was an 

emphasis on achieving consensus among board members that made them 

unwilling to "rock the boat." 

After a year of bitter squabbling at New Orleans' Calliope, capable 

leadership emerged in a feisty older woman who was elec~ed 'chairperson 

and who has ruled the board with something close to an 'iron hand ever 

since. So complete was her authority that little other leadership has 

developed; when she was absent from board meetings, members seemed 

reluctant to make decisions. How a board would fare should such a 

chairperson resign is an open question. 

The board in Louisville and the one in Rochester have each included 

at least two forceful personalities throughout the demonstration. 

Diffuse leadership can, of course, breed factionalism, and this was not 

entirely absent from these boards. But it is a sign of the strength of 

both boards that they were able to overcome internal divisions and 
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enlist several assertive personalities in a common cause. 

During the early phase of program development, assertiveness was 

the trait boar!! members most prized in their leaders. As tenant manage

ment evolved, additional qualities became highly regarded; the ideal 

chairperson, as depicted in recent interviews, combined firmness with a 

willingness to listen to different points of view. The demands placed on 

the board as a whole, also shifted over time. Once the staff was ade

quately performing day-to-day management functions and amicable relations 

had been established with the housing authority, it was no longer neces

sary for the board to be closely involved in all aspects of corporation 

affairs, and it could concentrate on its main business of making policy· 

decisions. 

Continuity in Board Membership 

Stability in board membership had both advantages and drawbacks. On 

the plus side, a stable board meant that most members were familiar with 

the goals and techniques of tenant management and that energies .did not 

have to be diverted to the training of new members. In some cases it 

also meant that the resident population was satisfied with its chosen 

board's performance. On the other hand, board continuity that resulted 

from members running unopposed for re-election could suggest that the 

tenant management corporation had not been able to spark a high level of 

interest or participation on the part of the resident C01lllllUnity. And, as 

indicated in the preceding section, the continuous chairpersonship by a 

single figure could signal. the weakness of the other board members. 

The board at A. Harry Moore in Jersey City was under the leadership 

of one chairperson throughout the demonstration; at Calliope, one person 
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had been chairperson since early 1977; and at Curries Woods, the same 

individual had been chairperson since the fall of that year.. The remain

ing sites have all experienced turnover in the position of chairperson. 

At Que-View in New Haven, four people have occupied the position of 

board chairperson since the beginning.. Of these, one resigned to apply 

for a staff position, one resigned before moving out of the develop

ment, and most recently, one left in favor of a younger women who, it was 

hoped, could provide stronger leadership. While the majority of the 

Que-View board members had served since the inception of the demonstra

tion, Que-View wu a site where turnover at the top had a detrimental 

effect on the functioning of the rest of the board. Two of the resigna

tions deprived the board of individuals who had demonstrated perhaps the 

greatest leadership capacity. 

Turnover ·in the position of board chairperson may sometimes be seen 

as a demonstration of board strength rather than weakness, for it showed 

that boards were willing to coalesce behind more than one leader. After 

one person had served as RMC board chairperson for nearly two years, 

several members of the Louisville board apparently concluded that someone 

else deserved a chance. Although there is a general consensus that the 

new chairperson was not as dynamic a leader as her predecessor, the board 

continued to function smoothly under her stewardship. After a year, 

however, the former chairperson was reinstated. 

At Ashanti, turnover occurred for another reason. When the first 

Chairperson's wife wu promoted to the top management position on the 

staff, he resigned his office and wu succeeded by another vocal board 

member. The transition was partic:ul.arly diffic:ul.t because the former 

-73



chairperson was re-elected as a board member and had difficulty relin

quishing his position of authority_ Ashanti's technical assistant played 

a crucial role in smoothing ruffled feelings and ensuring his continued 

cooperation. 

Beyond turnover at the top, the boards also experienced change 

among other members. Sometimes this was the consequence of regularly 

scheduled elections; more often, it was caused by resignations. As 

mentioned above, some board members did not anticipate the larle commit

ment of time and enerlY, and others had to live up that c01llll1tment when 

they started new jobs or went back to school. Still others moved out of 

the developments. 'Finally, it appears that some members resianed because 

they felt that the board was ineffectual and preferred to voice their 

opposition from the outside rather than to participate from the inaide. 

This was particularl,.· the case at Curries Woods, where the board was 

constantly pIaailed by turnover. As a rule, however, former board members 

were not active in spearheadinl opposition to the tenant manalem.ent 

corporations • 

Board electious were seldom hotly contested affairs. On several 

occasious, residents seeking a place on the board, or board members 

seekinl re-election, ran unopposed, sometimes, it would seem, because 

potential opponents were reluctant to risk defeat. Where THC boards 

had. a stable contingent of members involved with tenant manaleme.nt from 

the belinn1ng of the demoutration, turnover, whatever its cause, aud. 

the resultiq need to ..s1m11ate new members, did not create serious 

probleDlS. Veteran board members were able to iutruct new members in the 

loals and operations of tenant maDalement, sometimes throulh efforts to 
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provide systematic traiuing for newcomers, sometimes simply through 

on-the-job experience. But where a basic cadre of board leaders was not 

retained, the turnover endemic to the demonstration seriously undermined 

the board's progress. 

Continuity in 1Ile1Ilbership has been a marked asset to the boards 

during the demonstration, but this continuity presented risks as well as 

strengths. There was little effort among the TKCs to nurture increased 

interest in board 1Ilembership. Without a continuing influx of potential 

new leadership, there would be no new members prepared to take the places 

of longer-term board members as they resigned or retired. Board 

DJembers seemed only mildly concerned with this problem; although board 

seats were vacant at all sites except Ash.anti in Rochester, the boards' 

efforts to fill these vacancies were lackadaisical. If failure on the 

part of commuuity residents to c01lle forward and fill 'vacant seats be

tokens lack of interest in the tenant management corporation or inability 

to take on the responsibilities of board 1Ilembership, then the viability 

of the board, over the long term if not the short one, beco1lles an open 

question. 

Patterns and Problems in Board Functiouing 

The following discussion is not intended as an evaluation of the 

overall effectiveness of the tenant boards. Such an evaluation involves 

a nu1llber of cons iderations , among them the way in which tenant manage

1Ilent has affected management performance and the degree' of support the 

tenant management corporation has garnered in the commuuity. Both of 

these topics are treated in a subsequent chapter. Here, the aim is to 
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describe the patterns that have arisen among the tenant boards and to 

assess their implications for the viability of the program. 

Over the demonstration, the scope of board activities and the time 

demands placed on board members shifted. Whereas at the beginning of the 

demonstration, training sessions often took up several evenings a week. 

board meetings at the end occurred only weekly or biweekly. Nonetheless, 

most board members said they spent at least siz hours a week on tenant 

management-related matters. And once the tenant management staff took 

over day-to-day management. the board had other responsibilities: 

supervising staff performance. soliciting the views of residents. _aking 

policy decisions and communicating them to the community, securing 

additional funds from outside parties it and planning for the future. 

Documentation interviews indicate that board confidence grew with 

experience. lor many board members, conquering shyness was a difficult. 

although liberating. process. Speaking up was especially hard because it 

raised the specter of divisiveness. Particularly at the outset of the 

demonstration, lack of confidence often led board members to avoid or 

procrastinate on issues where there was disagreement. With time. however, 

came greater self-assurance and enhanced decision-making ability. 

At every site. the boards had problems with staff members whose 

performance was poor. This is a normal management problem. but in tenant 

management. DlUch of the board's reluctance to terminate unsatisfactory 

employees was grounded in sympathy for their fellow tenants and the 

knowledle that staff members needed the job and ita income. Therefore, 

they usually looked for alternatives to firing. such as demotion and 

probation. While demotion often cured the problem. probation was a 
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less effective remedy, and staff members were sometimes 

placed on probation several times before more decisive action was taken. 

While the boards were not successful in dealing expeditiously with 

poor staff performance, they did not hesitate to moJlitor and criticize 

staff members, occasionally in ways that strained relations between the 

two groups. Board members sometimes trespassed on the housing manager's 

territory by coaplaining directly to staff members about behavior 

and job performance. In the Urban Institute survey, tenant management 

project managers did not, however, indicate that board interference with 

staff functioning was viewed by staff as a major problea, although 

lproblems did seem to exist.

Why the boards had these problems observing the proper procedure in 

their dealings with the tenant management staffs is a question for which 

there is. no simple answer. For one thing, board 1IU!1Ilbers themselves 

received training in management procedures, often working alongside 

housing authority personnel to become acquainted with the tasks that 

needed to be done, and they wanted to make sure that these tasks were 

properly performed. Then too, after the board members had c01llpleted, 

training, many found themselves with free time and, not knowing quite 

what to do with themselves, intruded into areas where they were not 

welcome. Finally, unpaid board members had made a major commitment to 

tenant management, a commitment that soae of them suspected the salaried 

Urban Institute aurvey. Tenant management project managers reported as 
somewhat less than a mediu~1zed problem board members making decisions 
that the staff should make, and "disagreed some" with the statement that 
board members tried to do the manager's job. 
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members of the staff did not share. Some of the boards' requests might 

have appeared unreasonable to staff, for example, having to give up a 

weekend in order to conduct a clean-up campaign or having to patrol their 

buildings in the evenings without receiving extra compensation. But these 

were the kinds of activities in which board members participated without 

receiving any compensation at all. 

Two things made board and staff members more comfortable in their 

respective roles: the passage of time and the intervention of the tech

nical assistants. The technical assistants helped THe personnel define 

the limits of their separate spheres of activity, and also aided the 

boards when problems developed with the housing authorities concerning 

matters on which the board had not received training. Indeed, at several 

sites, board members named the technical aasistant as the iirst person 

they would turn to should such an iS8ue anse. 

A c01lllllOn criticism leveled at the boards J particularly by housing 

authority officials, was that the boards practiced "crisis-management," 

handling problems as they occurred <and sometimes failing to deal with 

them until they truly became crises) rather than carrying on long-term 

planning. Iroquois in Louisville was the only board that engaged in 

advance planning for ends rather than means. Each year, the Iroquois 

board established a set of goals, and once a month it checked its OW'D. 

progress in achieving them. A serious shortcoming among many boards 

concerned cOlDlllUnity development and, most importantly, an effort to 

acquire additional funding for it. Although several boards considered 

soliciting funds from private and public agencies for the post-demonatra

'.~ 
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tion period, Louisville and Rochester were the only sites to have under

taken such an effort. 

All this suggests that even in the best of cases, there was a 

continuing need for technical assistance' to help the boards consolidate 

and develop further their decision-mak1ng and planning abilities, and to 

conciliate internal conflicts. While the level of assistance can almost 

certainly be reduced in the post-demonstration period, it was probably 

unrealistic to expect that in three years most boards could have ad

vanced to the point where they no longer needed the expertise and advice 

that sympathetic outsiders could provide. 

The Tenant Management Staff 

One of the major responsibilities of the tenant management board of 

directors during the pre-contract period is to oversee the recruitment 

and hiring of'. staff to whom the daily business of management is en

trusted. This section examines the characteristics, organization and 

performance of staff at the six demonstration sites (excluding Oklahoma 

City). 

Recruitment, Selection and ~aracteristics of Staff Kembers 

Staff job descriptions were posted and applications solicited 

through an assortment of techniques, including fliers distributed door

to-door or stuffed in mailboxes, posters, personal visits by board members 

and, at Calliope in New Orleans, a job fair. Although in some instances, 

repeated recruiting efforts had to be made, the boards were eventually 

able to secure a sufficient number of qualified applicants from within the 

developments. At several sites, these candidates included former board 

members who resigned to seek salaried staff positions. According to 
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interviews, the factors that spurred residents to apply for jobs with 

the tenant management corporation were different froa those that induced 

others to join the boards. WhUe staff applicants may have apprec1

ated the opportunity to serve their c0'lllllll1nit1es, they were attracted 

chiefly by the conditions of work: the prospect of getting out of the 

house yet remaining close to home a:ad family, and of interacting with 

others rather than being confined to a desk or" a factory post. 

The importance of following open hiring procedures in order to 

deflect charges of favoritism was thoroughly impressed on board members. 

A related issue was whether immediate relatives of board members could be 

hired for staff positions. An ant1-nepot1sm position was enunciated for 

the demonstration as a whole, but it was not rigidly enforced in the face 

of varying local conditions. What was insisted upon, however, was that 

each board arrive at a final decision only after a careful discussion of 

the issue. Thus, in Jersey City, the A. Harry Hoore board decided that 

because the tenant population was large and diverse enough to provide an 

adequate supply of qualified applicants, relatives of board members would 

be ineligible for full-time tenant management corporation positions. !he 

Louisville and Rochester boarda, on the other hand, determined that as 

long as all eligible candidates for staff positions were carefully 

screened, the best candidates, regardless of relationship to board 

members, would be hired. 

At most Sites, job applicants were interviewed and references were 

checked by board members, and then they were rated on a numerical scale 

according to a DUmber of criteria that included appearance, work experi

ence, education, past involvement in the community, rent payment record, 
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and responses to the board members' questiOl1S. These scoring sheets 

figured prominently in each board's final hiring decisions. , 

Tenant management staff members, coming as they did from the same 

housing development, tended to share certain demograp~ic characteristics 
, , 

with board members: they were predominantly black, female, and head of 

households. 

Staff Organization, Past and Present 

Chart IV-2 shows the staff line-up at each of the sites as of June 

1979 and summarizes the changes in staff organization as well as personnel 

that have taken during the demonstration. 

Staff Size. The chart indicates that there was considerable vari

ation among the sites in the size of the staff and the duties they per

formed apart from the number of dwelling units in the development. 

Staff size fluctuated over the course of the demonstration. In some 

instances, staff positions were added, and in other eases~ positions were 

deleted as board members came to feel that the same quantity of work 

could be done equally well by fewer people. Sometimes these events 

occurred at the same site; in Rochester, for iustance, security aides and 

laundry room attendants were hired several months after the initial 

managerial staff had been installed, whlie the number of lane managers 

was cut back. At another Site, several factors entered into the board's 

decision to .reduce staff: the inability of the first manager to organize 

work efficiently, the unsatisfactory performance of two of the four 
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0fAR!' IV-:J 

OfARACTBJUSTICS OF TENAtrI' NMlAGBMEN'1' S'l'API'. ..TWB 1919 

~.tr.tion Sita 

.uRIIEY Oft 
A. Harz:y Moore 
Tenant Manag'8ll8l\t 
COIpOration 

(664 Ollts) 

.uRSa Oft 
CUrries ~ Tenant 
Manag.....t 
On-poratlon 

I (112 Olit.), 
WUlSVILU 

Iroquois ...... 
...ident Manag.-ot 
CA:'JJ1IOretion 

(854 Ollts, 

REV HAVlIN 
Que-view Tenant 
HanaCJCll*\t 
CA:'JJ1IOratlon 

(:J60 O1its' 

Ttl:! Staff '1'ltlesa 

Housing Manager, Building Managers, Secre
tary, Security Officers, Mai1roo. Clerk. 

Manager, Bulldlng Manager., SOOia1 
Service Coordinator, Security Alde., 
Senior citizens' Helper, Desk Clerk, 
'l'ypist Clerk. 

bManager, Assistant Manager, Manag_ent 
Alde., Security Officers. 

Housing Man&ger, tane Man&ger, Secretaz:y. 

'!'Umover In Personnel 

The first Housing Manager resigned. A 
Building Manager was promoted to the posi
tion. 

one Building Manager position tumed ovar 
because of death, and another due to poor 
health. 

In 5/19 the SOOla1 Service Coordinator 
fesigned. Recreation Aide. and '!'Utor. ware 
hired but then .uspended becau.e they had 
no .uPervl.or and the school year was over. 
All these po.itlons reaalned vacant until 
the ChuIon.tratlon' send. 

There has bean turnover in evez:y job 
title except that of the ManaCJu. The 
first Social Service Coordinator and a 
Bulldlng Manager were taAlinated. 

The firet Manager was de.ote4 to 
A.sistant Manager, and a fo ..... r board. 
'MeIIber bee... Manager. 

Originally, four As.istant Hana.,er. were 
hired. one resigned because of Illne•• , 
and one was ter.1nated. 

Security turnov.rs re.u1ted fraa 
transfer. and reslgnatlona. 

The AII.latant Manager resigned in aid 
1918, after oonfllct. with the Manager. 
The re.lgnations of the Secretaz:y and one 
tane ManaCj8r soon followed. By the end 
of the duIonstratlon two IIOre lane _a
gera had resigned. bcept for the Secre
taz:y, .11 of the ahove positions reaained 
vacant until the end of the a..onstratlon 
beoause of the Hew Haven Housing Autho
rity'. hiring freeze. 

Special Features or Changes 

In Staff Responsibilities 


WOrk Is organized geographically. with 
each Bul1dlqg Manager responsible for per
for.lng a number of .anag_ant functions 
in her building. 

Work is organized geographically, with 
each Building Manager responsible for 
a particular building. 

At first the work was organized on a 
geographical basis, with Assistant Mana
gers serving different area. of the de
ve10~nt. After a general staff 
reorganization, task. were divided a10nCJ 
functional lines with two Assistant Mana
Cj8rs continuing to perfor. ~aqeria1 
dutle. and the other asau-ing social 
service function•• 

The dutles 01 the tane Managen are 
re.trlcted to Inspecting grounds, dis
•••inetlng infoDlAtion to tenants, and 
a.slstlng In the recreational progr... 
because the board has bean unwilling to 
allow anyone except the Housing Manager 
and the As.Istant ManaCj8r to have access 
to residents' files. 

, I 
-,(' , ,: . ~ 

('~l (-, ,""', ( . 
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Continued 

me.onstratlon slte 

... OIlLBAllS 
CalUopli 
I)evelopMftt 'I'enent 
HenageJlent 
CoEporation 

(1,550 UnU.) 

IIOaIES'l'BR 
Aahenti 'I'enant 
Manag_nt 
Q)q»oration 

(211 talita) 

Hal'BS. CJcl~ 

'fMC staff 'flUesa 

1Io'll81ng Henager, IIoU8i89 AIiIslatent Manager, 
Manag_nt Aida.c , Account Clerk, 'l'yplat 
Clerks, SOcial santee Aides. 

lkIwIin9 Managar, AIiIsistent Hanager, Lane 
Hanagers, Clerk, segurity Aide., La_dry 
Attan4anta. 

'J'umcwer in .ersonnel 

'!'be only _realgnations vhich oaCW!'Z'84 vere 
those of one 'l'yplat Clerk, end one Hanage-:' 
-.ent Alde during -'d 1918. BUt a serie. 
of posltion exchange. followed the.. rs
algnations. the AIiI.latent Manager beC8118 
a Hanage_nt Aida, a 'l'ypist Clerk, beo_ 
AIiIslatent Hanager. The AIiIsistent Hanager 
and Houalng Henager than svitched posi
tions. 

In 6/19 the Social Service Coordinator 
va. te~lnated end her posltlon ellwdnate~ 

In 1/18" the first lIo'll8ing Manager vu 
teminated. A Lane Manager vas pro.ate4 
to tha top po.ttlon. 

'!'be Sooial service Coordinator va. 
te~nated, end the poeltlon raaain. 
vaoent. 

'!'bere ha. also been tumovars in the 
Lane Hanager, security, end Clerk posi
tlons. 

City ia aot included beos'll8e it 4id not CIOIIIplete the de.an.traUon. 

Special Features or atanges 
in staff "8PDn.lbtllteis 

After the poaltlon of Soolal service 
Coordinator va. eUtinate4, the Sooial 
service Aide. ware supervlaed by the 
HouIIing Manacpr .. 

Work is orgenlaed geographically, vith 
each Managaaant Aide perfomlng IllAnage
-.ent tunctlons In a particular area. 

Originally, the 'fMC hired fiva Lane 
.....ager., each of wbOia vas responsible 
for one of the flve ...11 dewlopllents 
at Aabanti. One Lane Manager vas pro
.ated to Housing Manager end another 
one to Clerk). the s.. duties are nov 
divided among three Lane Managars, whose 
work includes .~ SOcial Service 
f_ctlon. a. vall as lIAIlage_nt one. 
(e.g., Lana Managere ..st.t residents 
vith velfare prOble.s). 

a,oalUona Uated here Include only tho.. jobe filled at the end of the ~.tration. Vacant and eUainated position. are 4ilatgnate4 In the 
..cond coltaQ, "'l'urnovar in Per.onnel." 

b . 
At lroquoia the ...l.tent .....ager. parfor.e4 the Lane Manager re.pon.lbilities, Hanageaent Aida. ware office a••l.tants. 

OAt CalUope the Lane Minager duties vere carried out by the Hanagaaent Aides. 
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original lane managers, and the board's budget priorities. At a third 

site, the board, in dismissing the social services coordinator, decided 

that the position was expendable. 

Three tenant mauagement staff positioll8 deserve special mention, 

the housing 1iIanag~r and social services coordinator positioll8 because 

they experieuced a high degree of turnover, and the lane manager position 

because it represents an in.novation introduced by the de1l10118tration to 

bring management closer to the residents and also experienced turnover. 

All three are discussed below. 

'!'he Housing Manager. Changes of person.nel were most frequent at the 

top; at four of the six sites, the first housing manager had to be 

replaced. Much of this turnover was probably inevitable, iuasmuch as 

mos t applicants were inexperienced and any prior work experience they had 

had seldom provided the board with clues about how they would fare in 

their new jobs. At one site, the housing manager was terminated after a 

housing authority evaluation found the manager to be ineffective in 

supervising staff and organizing work. Another resident manager had 

worked as a teacher's aide; in the new pOSition, however, the manager 

proved ineffective in organizing work tasks and was u118ympathetic toward 

residents. With the wisdom of hindSight, a board member at another site 

acknowledged that the board made a wrong choice in hiring its first 

housing manager because it was so taken with a candidate's pleasant, 

outgoing personality that it did not c0118ider whether that candidate 

possessed the requisite firmness to deal with subordinates and recalci

trant tenants. A fourth housing manager was fired after being arrested 

• 


-84



1
for a minor offense (the case was later dismissed). 

An example of turnover that could have been avo~ded occurred at one 

site where the housing authority allowed two people to train for the top 

management position. Although the "loser" was appointed assistant 

manager, the rivalry that had developed during training continued after 

the trainees assumed management responsibilities; it sparked into a 

full-scale conflict that ended only when the assistant manager resigned. 

The problem of finding new people to fill top management slots was 

mitigated by the fact that at all four sites where the housing manager 

was replaced, the vacancies were filled from within the tenant management 

corporation. At two sites, lane managers were promoted; at another site 

the housing manager and assistant housing manager switched places; and at 

a third site, (~board member resigned to become housing manager, whUe 

the housing manager was demoted to assistant housing manager. 

It appears that the early period after staff assumed management 

responsibility was one in which both inappropriate choices were weeded 

out and potential supervisory staff were identified and brought to the 

fore. 

The Social Services Coordinator. The tenure of social services 

coordinator was as perilous as that of housing managers. At all but one 

of the sites where a social services coordinator was hired, the first 

person appointed was subsequently terminated. The high rate of turnover 

resulted not only from the incumbent.' poor performance, including one 

There were other infrequent instances of malfeasance followed by 
tendnation of the guilty party that did not pose special problema for 
the tenant management corporation but that represented instances of 
necessary unpredictable turnover. 
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iuatance of malfeasance, but also from. the boards' failure to define 

respouaibilities clearly. 

Tenant management board training covered the provision of social 

services to site residents almost as an afterthought; the Program Sa

queuee Guide discussed "soft management" only after an extended treatment 

of management princ:iples, maintenance, marketing and leasing, security 

aDd other ''hard management" topic:s. When the soc:ial services coordinators 

assumed their new jobs, they often found the mandates they were given 

broad and vague: to help residents nth personal problems, to refer them 

to other agencies where appropriate, to establish recreation programs and 

so on. 

While other members of the tenant management staff usually received 

exte:asive training for the responsibilities they would assume, the sodal 

services coordinators did not. Although they went through the same 

general management training as the rest of the staff, at only one site did 

they receive training especially geared to their future roles. In most 

cases, what the coordinators did was left to their own ingenuity and 

enterprise. As a rule, they solicited the cooperation and sometimes the 

advice of staff in loc:al community agencies. 

At one site, these problema were compounded by the fact that a 

social services unit staffed by housing authority personnel continued to 

operate on the site. Despite repeated efforts (abetted by the technic:al 

assistants) to integrate ancl coordinate the functions of the housing 

authority unit with those of the DeW tenant management soda! services 

staff, an effective solution was blocked by continuing mutual jealOUSies. 
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Attempts to delineate spheres of activity while respecting pre-existing 

boundaries sometimes produced absurd results. Soc:1al services aides, for 

instance, were given responsibility for counseling residents about poor 

housekeeping practices, while housing authority staff continued to 

provide advice on family budgeting; the tenant management staff was 

charged with planning special holiday events, while the housing authority 

unit, as in the past, distributed Christmas toys. 

In general, the coordinators appeared to have discharged their 

referral function adequately. Their performance was less satisfactory in 

the area of program development and follow-through. For instance, it took 

one social services coordinator over a year to get a recreation program 

going, and then it consisted largely of ceramics classes, sewing classes 

and educational filma, which drew only a limited audience. 

Before attributing the problems of social services delivery to a 

lack of initiative and perseverance on the part of the people hired to 

fill the position, it should be noted that soc:1al services coordinators 

at several of the sites lacked support from the tenant management board. 

They complained their proposals for new programs bad not been given a 

hearing and that requests for space and materials were turned down. 

The two sites where this role was performed satisfactorily share 

certain features which may account for the success more than the-charac

teristics of the people in the position. Both sites were fairly isolated 

from the center of the c:1ty, and they had relatively large DUmbers of the 

elderly, a group both needy and appteeiative of assistance. 

Given the checkered experiences of the social services coordinators 

at the different sites, the question has been raised whether the position 
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is feasible or desirable at all developments under tenant management. 

. Some observers feel that the position is unnecessary at small scattered-

site developments, or at sites where the housing authority has already 

established a social services staff. On the other hand, the social 

services coordinators performed valuable services for tenants at all the 

sites, including the two sites that eliminated this position. Publlc 

housing residents, by virtue of their low incomes, often face a host of 

problems whose solution requires negotiating a maze of social agencies ',t; 

and government bureaucracies; the social services coordinator could help 

residents cut through this tangle. And residents' children, too, could 

gain fr.om organized recreation and tutoring programs that give them 

an alternative to just '~anging out." Before deciding that the position 

·=:::'f social services coordinator is expendable, it would probably make 

sense to attempt to strengthen the pOSition by clearly identifying its 

purpose and ensuring that the person who holds it receives adequate 

traiD1ng and resources. 

The Lane Manager. At every site the tenant management staff was 


larger than the on-site housing authority staff had been. Increased 


staff size was primarily accounted for by the lane managers. The lane 


managers - sometimes known as building or assistant managers or manage

ment aides - were usually the management representatives for a specific 


geoiraphical area of the development. This staff position was critical 


to tenant management as embodied in the demonstration model, for it was 


the vehicle through which residents had most immediate access to, and 


interaction with, management. Through their close contact with the 
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residents, lane managers also served as management's "eyes and ears" 

within the C01lDlLlnity. They were in a position to warn management of 

potential sources of unrest as well as to uncover illegal activities 

among teuants, such as unreported income. 

According to the model, the lane manager was responsible for mana

gerial duties and community organization in the section of the develop

ment where he or she lived. The lane manager referred residents' re

quests for maintenance to the central office and followed up to make sure 

they were attended to, determined building cleanliness and maintenance 

needs, inspected apartments to check on housekeeping practices and 

unreported maintenance problema, contacted rent-delinquent tenants, 

circulated fliers and informational literature, held building meetings 

and generally served as the person to whom tenants first turned when they 

had a housing-related probleme In addition, as a neighbor, the lane 

manager was often privy to residents' personal problems and could bring 

these to the attention of the social services coordinator. 

All sites initially hired several lane managers. The original 

organizational plan remained intact at both Jersey City sites and in New 

Orleaus'. In Rochester and Louisville, the teuant management boards 

decided to cut back on the number of lane managers, and in New Raven the 

staff was reduced through attrition and a hiring freeze. 

Just as the number of lane managers differed from site to site and 

over time, so did their responsibilities. Theae appeared to be most 

varied in Rochester, where lane managers performed some of the functions 

elsewhere delegated to the social services coordinator, such as trans

porting elderly residents to the social security office and interviewing 
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prospective tenants. In Louisville, the geographical organization of the 

assignment was abandoned completely in favor of a functional division of ,

work, with one lane manager (or assistant manager) continuing to perfo1"lll 

management tasu, and another taking over the responsibilities of social 

services coordinator. 

The lane managers' duties were mos t curtailed in New Haven due to the 

board's reluctance to allow anyone except the housing manager and the 

assistant manager access to personal information about tenants, an atti

tude that seemed particularly ill-advised because of the burden it placed 

on the housing manager. Given the small size of the development (260 

units) and the restriction on the duties that lane managers perfo1"llled, it r
' 

was doubtful whether, if the hiring freeze were lifted, additional lane 

managers would have had much of a job to do, even though their positions 

were slated as part-time. 

The major risk in using lane managers was overstaffing - having too 

many people on staff without enough to do. Rowever, in cases where the 

duties were clearly defined, the position did serve its intended purpose 

as a bridge between residents and management. 

Staff Performance. Ultimately, an evaluation of the tenant manage

ment staff, as of the board, must look at various management indicators; 

e.g., the amount of rent arrearage, the vacancy rate, the per-unit rent, 

and the Uke, which are exam1ned in Chapter VII. Even without this, 

however, the general couserusus among KDRC field representatives, housing 

authority personnel, and other observers was that after initial shake-ups 

in personnel, the managerial staffs perfo1"llled at least adequately, and 

sometimes better than conventional management. This finding was further '-
:: 
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confirmed by the Urban Institute survey in which housing authority 

personnel generally rated THe staff management as equal to or slightly 

1better than previous management. The only site to receive an offic1al 

housing authority staff evaluation was Ashanti in ,Rochester. The evalua

tion cited some positive gains, but also pointed out staff ineffic1en

cies. The board found the evaluation to be excessively negative and 

protested. In .Jersey City, the executive director of the housing author

ity .considered the resident manager at A. Barry Moore to be one of his 

best project managers. 

Staff performed adequately even where tenant management board 

performance was problematic. Although the Curries Woods board in .Jersey 

City had never been able to display cohesiveness and dec1sion-maldng 

ability, the staff carried out its duties competently. In New Raven, 

evaluation of Que-View's staff's performance was clouded by several 

considerations. These included the authority-wide hiring freeze that 

left staff size below the level necessary to take care of management 

functions in a timely manner, the board's decision to restrict the 

responsibilities of the lane manager, and a long strike of housing 

authority maintenance personnel. Nonetheless, it was widely acknowledged 

that the housing manager worked hard and had done a reasonable job with 

few resources. 

Where problems arose with respect to staff performance, they gener

ally centered on the twin issues of supervision and delegation. SOlIe 

managers felt uncomfortable giving orders to, aDd some staff members 

Urban Iqatitute survey. PBA central office staff rated THC manage
tint of the projects as 1.11 in cODlparis01l with prior PBA managem.ent 
where O-worstj I-same; and 2- better. 
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resisted taking orders from, their fellow tenants. Possibly as a way of 

avoiding confrontation (and also of ensuring that the job would get done), 

top-level managers sometimes took on tasks that should more properly have 

been delegated to lane managers. Technical assistants worked. with the 

housing managers to sort out those duties that they should have attended 

to themselves from those that should have been handled by other staff. 

Learning to delegate responSibility consumed a great deal of time during 

training. This was due, in part, to the fact that a. the demonstration 

progres.ed and duties changed, levels of responsibility also changed, and 

the human chemistry of the personalities involved required contilD10U8 

accOlll!llodation. 

The Burdens and Benefits of Board and Staff Participation 

Involvement with tenant management has brought definite rewards to 

board and staff members of the corporations. For .taff members, of 

course, the rewards were in large part financial; but both board and 

staff members cited a~ array of non-material benefits that have come to 

them through participation in the demonstration. Involvement has also 

exacted sacrifices, however of time, of other commitments, of friend

ships. In this section, board and staff members speak of the gains and 

10.... they have experienced, and of how they .ee their dual role as 

tenant. and as managers. 

Burdens of Participation 

"1 think I've kind of lost out on fIt1 children growing up•••it seems 

like all of a sudden all of them were grown," is the way one board member 
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at Iroquois expressed a theme that frequently recurs in the documentation 

interviews. The time commitment that tenant management demands -- long 

evenings in training aessions and meetings and being constantly available 

to deal with irate or distressed residents -- means that the families of 

board and staff members have to adjust their Uvea accordingly. This is 

not necessarily viewed as all bad; some interview respondents feel that 

their children have gained in maturity from the independence that has 

been thrust upon thea. But most voice regret that they have not been 

able to spend more time with their families. This problem, hardly unique 

to the demonstration, is one shared by many working women. In this 

instance, however, it is compounded by the fact that many of the board 

aad staff members had previously perceived themselves only .&8 homemakers 

with no other skills, and by the widespread feelings that even when they 

are hODle, they "are on the job." . 

Board and staff members have sometimes becODle so dedicated to tenant 

management .that relatives and friends accuse them of having lost all 

interest in anything else. Recreational activities and social life often 

are aeglected. The former board chairperson at one site and his wife, 

the current housing manager, recount parallel versions of the same story. 

In his words: 

Bomewise, my wife, before she became part of (the p;ogram) 
used to tell me, 'I'm tired of hearing about that damn tenant 
management. That' a all you talk about, you spend all you time 
there. You're never with the kids or me. We don't go out, we don't 
do this.' Then she became part of it, and now I tell her I'm tired 
of hearing••• 

Although being on the tenant management staff has brought financial 

gains to participants, these have not been unalloyed. Rising incomes 
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have brought rent increases for many staff members, and the requirement 

that all board and staff members behave in an exemplary maDller has meant 

that rents must be paid on the first of the month. And some staff 

members speak of their initial qualms about leaving the security of 

welfare for the vicissitudes of an unfamiliar and impermanent job. 

Board and staff members have also had to sacrifice amcable rela

ti0118 with some of their neighbors. Some residents of public housing 

resent the fact that their peers have access to files containing personal 

information about them. Hostility is also engendered when tenant manage

ment persomel, by virtue of their dual position as tenants and managers, 

find out and act on the knowledge that other residents are behaving in 

ways that violate the rules - for inatance, by failing to report in

creases in income, residing with individuals who are not on the lease, or 

keeping pets. And finally, some residents are aDDoyed that othe~eDSnts 

have any authority whatsoever over their conduct. As one lane manager 

expressed it: 

If you have friends, this job honestly does make enemies out 
of them sooner or later. Because they feel, 'What right has she 
got? She lives out here just like me, she don't have no more than 
I do. What right does she have to come here and tell me what I 
got to do? She better get over there and clean her own yard or house 
or whatever." 

Efforts to enforce the regulati0118 have met with responses ranging 

frOll acquiescence to verbal slurs to threats of physic:al harm. Board and 

staff members have had ,arbage thrown on their laWD8; one board chair

person had his windshield broken three times. Although a relatively 

8m8l1 number of tenants at aay site have been involved in such incidents, 

board and staff members have come to expect a certain degree of teDSnt 

hostility as part of the job. 
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Role Perceptions 

Interview responses indicate that when staff members at the various 

developments encounter the antagonism of residents, they tend to respond 

in a a1lll1lar vein. One lane manager put it this way: 

There were times When the tenants got uptight when I would go 
to them••• for instance, inspecting their homes. I would tell them, 
'Look, I'm not the manager, I'm ouIy here doing my job, I'm only 
carrying out orders ••• ' 

And a housing manager says: 'I know I've a job to do and I 
just have to do it. And then I uplain to them, You know, this is 
my job. Just because you're a friend of mine or a neighbor, I can't 
do you any different than I would anybody else. 

The question then arises, how do tenant managers view the jobs they 

do and. the orders they carry out? That is, how do they perceive their 

dual roles as tenants and as managers? A subs equent chapter examines 

this issue in relation to the tenant management corporations' interac

tions with the local housing authorities. Bere the question is addressed 

with respect .to the relations between tenant management persotmel and 

other tenants. 

In their dealings with fellow tenants, board and staff members side 

with management, but a management that they see as both stricter and 

more beneficent than housing authority management. At every site the 

. board and 8taff who were interviewed maintained that they enforced the 

rules more rigorously than the hou8ing authority. Th08e provisions that 

went unenforced (for instance, stipulations as to how tenants could 

decorate their apartments) had usually been ignored by the housing 

authority. Several respondents c01lllD8nted that in contrast to the twice-

yearly inspection conducted by tenant management staff, under housing 

authority management their apartments had not been inspected for years.' 
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The training curriculum emphasizes the importance of rent collection to 

the entire management enterprise, and teunt managers assert that they 

are quicker than their housing authority counterparts in taking action on 

rent delinquencies and instituting eviction proceedings for non-payment. 

At least- one housing manager seems to believe that what is good for 

the tenant management corporation is also good for tenants, as a means of 

enforcing self-discipline and planning. 

It's taken me a long time to kind of straighten out the bad 

habits of some tenants. They're inclined to come in and give you 

half here and half there. I just put my foot down and said 'No lIOre 

of this.' aeally, it's helping the residents. This business of 

'I've got to give you my rent weekly because I cannot save it for a 

lIOnth,' this is crazy. You've got to learn to do this. We've just 

put our foot down and said, 'No, we can't accept that.' I think 

we're really helping the residents. The rent collection has really 

gone up. We don't have too many problems now, 


But if board and staff members are aware that they ask more of 

tenants, they are also convinced that they do lIOre for them and are more 

responsive to their needs. They contrast their own round-the-clock 

availability to assist tenants who have lost keys or who need emergency 

repairs with the attitudes of housing authority personnel, who disappear 

from the site at 4:30 p.m. sharp. They pride themselves on the apeed 

with whiCh they respond to tenants' requests for services. And they aee 

themselves as being in touch with tenants' problems and providing a .~ 

sympathetic audience for their complaints, in large part because, as one 

housing manage1!' put itt "you've had the same problems, the same miseries, 

the same frustrations that they are going through." 

The Benefits of Pa1!'ticipation 

The last comment notwithstanding, being a sympathetic listener and 

having the requisite patience to respond to tenants who are angry or 
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upset are not traits that tenant managers automatically possess by dint 

of their shared status as residents of pubUc housing. Itather, theae are 

skills that 1IlUst be learned and practiced in training aeasioDS and on 

the job. 

Many board and staff 1Ile1IIbers surveyed in the spring of 1979 felt 

great satisfaction that they had acquired these abilities; when asked to 

name the best part of their experience with tenant management, a siz

able DUmber of them answered, "learning to work with people." Greater 

patience and understanding were just two of a panoply of positive per

sonality changes they saw produced by their involvement with tenant 

management. Several people said they had conquered shyness and overcome 

self-doubt and feelings of inferiority. Pride in mastering the tenant 

management curriculum is reflected in this exchange between an inter

viewer and a board member whose formal education had ended after the 

fifth grade: 

The information I got, I didn't know I would be capable of 
absorbing all of this very important information that it takes to run 
and manage public housing, but I did. I did, I absorbed an awful 
lot. I have a lot of knowledge in my head ••• 

So your feelings about yourself have changed? 
Changed considerably. (Laughing) I'm not as dumb as 

thought I was. 

And the development of self-worth- and importance are also· reflected 

in a lane manager's musings: 

••• I didn't have any confidence in myself. Ms. X (the assis
tant manager), if it weren't for her, I wouldn't be here, because 
she took me into her office aDd she gave me a good talking to. She 
told me that I didn't have any confidence in myself, because I felt 
that this job was more than ay education called for ••• Then I found 
out that I wasn't the only one low in education, and then it didn't 
bother ae too 1IlUch ••• I stopped downing myself t and said that I was 
going to do the best I could ••• I was afraid to ask them different 
things about coming to help me ••• I didn't want to sound so dumb. 
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But I stopped that. If I'm going to learn, I will have to ask. So 
I started asking, and didn't care what they said. The more I 
worked, I felt 1'IlOre Uke a business lady who earried a briefcase. 
Ohl I felt good. Coming to work nice and clean; carrying my 
briefcase made me feel real important. I still feel important about 
TItf work. I'd get up and tell TItf husband, Well, I guess I'll go to 
the office. 

These positive feelings have been eI2hanced by the fact of participa

tion in a national demonstration, which had occasionally afforded board 

and staff members the opportunity to travel to different places (for 

some, to take their first plane rides) and to meet their counterparts at 

other sites. 

Staff members, of course, have derived financial benefits from their 

involvement with tenant management. Along with maDY board members, they 

expect their tenant management experience will stand them in good stead 

when it comes to finding other jobs in either real estate management or 

human services occupations. 

Beyond these essentially personal rewards, board and staff members 

believe that they are engaged in an important mission, and they take 

pride in what they have been able to accompUsh for their developments. 

The completion of physical improvements, the provision of transportation 

for the handicapped, the employment of a security force, even a quick 

response to a tenant's service request - all of these things heighten 

their seuse not only of personal efficacy but also of altruism and pubUc 

spirit. They are esped.ally aware that they have been able to accompUsh 

these things in the face of skepticism on the part of some housing 

authority personnel who doubted that tenants could do the job as well as 

experienced managers J if at all. 

{ 
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In short, what those involved with tenant management have tasted is 

power - power to change their own lives and power to change the communi

ties in which they live. And having tasted it, they are reluctant to 

relinquish it. Asked what they would do should the tetJant management 

corporation be dissolved at the conclusion of the demonstration, a few 

said that they would do nothing, that their energies had been burned out 

on this single activity that had become so central to the~r lives. But 

IIOst said that they would remain active in the community, fighting to 

ensure that its needs were met. "They (the housing authority) would never 

just say, 'Well, 1.t's allover. Be quiet.' Oh no. It'd never happen." 
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v. THE ROUSING AUTHORITY/TENANT MANAGEMENT CORPORATION RELATIONSHIP 

'l'he development of an open, cooperative relationship between the 

tenant management corporation and the housing authority is perhaps the 

s~ngle most critical factor for the successful implementation of tenant 

management. A partnership between the two relies on the acceptance of 

several key premises and pnnciples.. On one side, the tenant management 

corporation must realize that, in taking on managenal responsibilities, 

it can nq longer adopt an adversary stance vis-a-vis the housing author

ity, and that it must work within the broad framework of housing author

ity operations. On the other side, the housing authority's executive 

director must make a philosophical commitment to the concept of tenant 

management (or at least to the value of testing that concept), a~' must 

impart that commitment to other housing authonty staff. 'l'he housing 

authority must also be willing to make changes 'in its practices and 

procedures to accommodate tenant management. And both parties must be 

prepared to negotiate and then live with a reasonable division of respon

sibilities and of power. 

In St. Louis, tenant management arose after a period of mutual 

mistrust and confrontation between tenants and the housing author

ity. Four years elapsed between the initial tenant strike and the 

implementation of tenant management at the first two housing authority 

developments, however, during which a new relationship of mutual respect 

necessary for tenant management evolved between the tenants and the 

PBA. 

As the demonstration neared its conclusion, a viable partnership 
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between housing authority and tenant management corporation could be 

discerned at four of the original seven demonstration sites. At A. 

Harry Moore in Jersey City, Iroquois Homes in Louisville, Calliope 

Development in New Orleans and Ashanti in Rochester, occasional proD

lema and troublesome issues had been resolved, and a successful partner

ship had evolved. However, the other three sites were experiencing 

serious difficulties. At Curries Yoods in Jersey City and Que-View in 

New Haven, relations between the tenant management corporation and the 

PRA -- in both cases troubled from the outset -- had deteriorated to a 

critical state. The Jersey City Housing Authority and the Curries 

Yoods board decided not to sign a management contract, and the Que-View 

Tenant Management Corporation -- one of the first in the demonstration 

to sign a management contract -- was ina state of limbo as to whether 

its contract would be extended beyond the .three-year demonstration 

period. (That state of ambiguity was resolved a few months later when 

the New Haven Housing Authority's Board of COIIlIIlissioners voted to 

terminate the Que-View contract.) At the third troubled site, Oklahoma 

City, the situation had become so aggravated that the site was dropped 

fraa the demonstration. 

Yhere a partnership does exist, it has not always been easy in 

coming. Frequent and open cOlllDlU11ication was required to conquer m1s

trust and maintain amicable relations while unfamiliar policies and 

procedures were put in place; disagreements, at times intense, occasion

ally divided the parties. Furthermore, it would be misleading to view 

the tenant management corporation/housing authority relationship, even 

where it appears to be solid, as a partnership of peers. The hour 

ing authority starts off with the upper hand in the relationship 
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because of ita managerial experience, its role in board and staff train

ing, and its control.of materials and skilled labor. To be able to work 

effectively with the housing authority, the tenant management board needs 

a degree of assertiveness, unity, and aelf-assurance that is not always 

found among board members. 

This chapter traces the patterns of cooperation and conflict between 
:. 

the tenant management corporations and the housing authorities as they 

have evolved over the course of the demonstration. It analyzes sources 

of strain in the relationship and examines how thJ!8e strains have - or 

have not - been resolved. It assesses the advantages and drawbacks of 

participation in the demonstration from the housing authorities' stand

point and discusses their plans for the continuation or replication of 

tenant management. 

Pre-Demonstration Relationships 

An examination of the pre-demonstration relationships that existed 

between tenants and housing authorities in the demonstration cities 

provides some idea of the effort required to form a partnership. Al

though no such partnership ensted prior to the demonstration, in some 

cases a foundation for a cooperative relationship had been laid. 

In five of the demonstr~tion cities, a ,tenant member sat 
~ 

011 the housing 

authority's board of commissioners, and in several of them a city-wide 

tenant organization interacted with the housing authority on specific. 

matters. In addition, at most of the developments selected as demonstra

tion sites, tenant associations were already in place, although they 

varied greatly in effectiveness. These tenant associations had generally 

• 
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received some measure of housing authority support, sometimes through 

community organization specialists deployed to assist in their establish

ment, sometimes through nominal allotments for operating expenses. The 

responsibilities of the tenant associations were restricted, however. At 

some sites, the tenant assodationa were the means by which residents 

provided input into modernization decisions, but at others, their res

ponsibility was limited to such tasks as arranging outings for the 

children. of the development or distributing food to needy families. 

Tenants were not involved in management duties at auy site. 

The relationshi{ls that e:x:1sted between tenanta and housing author

ities ran~ed from indifference - with the parties interacting over 

routine matters such as rent collection or maintenance requests - to 

occasional tension, when tenants would mobilize to protest spec:.1fic 

housing authority actious. Perhaps the best relationship had. developed 

in Jersey City. There, a stable pattern of tenant participation in 

housing authority affairs had been established prior to the de1llOnstra

tion, and tenants were involved, through their site-w1de and building 

organizations, in such decisions as the use of MOD and TPP funds. It is 

significant to note that neither Oklahoma City, whose public housing had. 

received bad publicity in the local press, nor New Haven, whose housing 

authority was embroiled in conflict with the city-w1de Tenants' J.epre

sentative Council, were originally slated for participation in the 

demonstration; both were substituted when other sites in the Northeast 

and Southwest dropped out of the program. 

The experience of the tenant management demonstration suggesta that 

the difficulties that marked the relationships between the New Haven and 
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the Oklahoma City housing authorities and their tenants foretold the 

problems that would appear once the demonstration was under way. More

over, the fact that· Curries Woods in Jersey City was unable to implement 

tenant management fully indicates that even a reasonably cooperative 

relationship between housing authority and public housing residents is no 

guarantee of program success, and underscores the extent to which tenant 

management corporations in Oklahoma City and New Raven were at a distinct 

disadvantage from the beginning. 

Attitudes of Housing Authority Personnel 

The institution of tenant management ~nevitably imposes new demands 

on housing authority personnel at all levels and places them in a new 

relationship with public housing residents. The responses of housing 
,-~ 

authority administrators and staff, their perception~of the newly 

emergent organization, and their reactions to the new roles in which they 

have been cast are critical determinants of the outcome of tenant manage

ment. While one person obviou'sly cannot be credited with the success of 

the program or blamed for its failure, the executive director has been 

the central figure in shaping the attitudes and actions of lower-echelon 

personnel. In the following section, the posture of the executive 

directors toward tenant management at the outset of the demonstration is 

discussed; how they ultimately came to evaluate the program is considered 

later in this chapter. 

the Executive Director. The executive director's commitment to the 

concept of tenant management was recognized as important and was a factor 
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1considered in site selection. As a result, executive directors at 

several of the sites had already demonstrated a high degree of interest 

in tenant management or other forms of tenant participation in public 

housing management. 

Host executive directors were attracted. to the demonstration, at 

least in part, because they subscribed to its basic premise - that 

greater control by tenants over their housing environment would lead to 

improvements in its general condition. An exception to this generali 

zation was the original executive director of the New Haven Housing 

Authority, who, although reluctant to participate in the demonstration, 

was ultimately lured by the prospect of funding for his finandally 

pressed housing authority. Skeptical about what he viewed as the pro. 
gram.' s "hidden" premise -- that tenants could manage better than housing 

professionals -- he believed that the Wholesale infusion of funds, rather 

than any inherent value in tenant management, would be responsible for 

positive outcomes that m.ight result from the demonstration. 

Once the de1D.Onstration was under way, the interaction of the execu

tive directors with the tenant management corporations was marked by two 

distinct styles of leadership. In Rochester, New Haven, and, to some 

degree, Louisville, the executive directors devoted a good deal of 

personal tim.e to the implem.entation of the program.; in the other cities, 

the executive directors maintained a m.ore distant stance. Although the 

personal attention of the executive director was assodated. with the 

Urban Institute survey. The executive directors uDiform.ly agreed. 
that in order for a tenant management program. to succeed, the executive 
directors must give it high priority. 
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relatively rapid signing of a management contract, an independent, 

effective tenant management corporation did not necessarily result. In 

retrospect, it is difficult to conclude that either of these styles of 

interaction per se was critical to the development of a successful 

relationship between tenant management corporation and housing authority. 

What seems to have been more important was the executive director's 

abilit.y to impress on housing authority staff his cOllDDitment to the 

concept of tenant management and to ensure their full cooperation with 

the tenant management board and staff. 

The executive director of the Rochester Housing Authority e&timated 

that at the beginning 'of the prog:r::am he spent as much as 15 hours a week 

on tenant management-related affairs, including evening meetings at the 

tenant management corporation office. Moreover, he insisted that housing 

authority personnel refrain from taking any action on matters affecting 

Ashanti without first discussing the situation with the tenant management. 

board, thereby allowing the board to develop as an independent entity. 

Where differences of opinion between the housing authority and the board 

emerged, they were resolved in an atmosphere of open discussion and 

mutual respect. Due to both this cooperative relationship and to the 

u~8Ually extensive organization experience of the members of Ashanti' s 

board of directors, the board proceeded quickly through training, and 

Ashanti was the first tenant management corporation to Sign a management 

contract with the housing authority_ 

Aa an aside, it may be 110ted that while the executive director's 

early attention to and support, of the program accelerated. the tenant 

management corporation's progress, his personal· involvement, though not 
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his support, diminished considerably after the signing of the management 

.' contract. He then delegated the tenan~ management-related functions he 

had previously performed to the housing authority's deputy director. 

By contrast, the personal involvement of the exeCutive directors in 

Louisville and New Haven was probably counterproductive to the establish

ment: of a successful relationship between the housing authority and the 

tenant management corporation, although for different reasons and with 

different ultimate outcomes. 

The consistently troubled relationship between the New Haven Rousing 

Authority and the Que-View Tenant. Management Corporation will be dis

cussed throughout this chapter. Here it is enough to point out that the 

New Haven Housing Authority's executive director, having pressed for the 

removal of outside trainers, devoted much of his own time to the program, 

viSiting the lite as often as twice a week. to deliver lectures from the 

housing authority's training manual. His presence on the scene, however, 

inhibited the ,development of a competent board capable of negotiating 

with the housing authority from. a pOSition of strength. The executive 

director's forceful personality deterred board members from asking 

questions and expressing doubts; also, the hOUSing authority became 

the main arbiter of what tenant management -- a concept it had never 

wholly supported -- was and was not, and what it could and could not do. 

Despite the board's weakness, the executive director pushed to have a 

management contract signed early on, and Que-View was the lecond site in 

the demonstration to enter into such a contract. 

In the case of Louisville, the support accorded the program by the 

executive director of the Rousing Authority of Louisville at the begin
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ning of the demonstration apparently was threatening to housing authority 

staff, who viewed his accessibility to 1I8Dthers of the tenant management 

board as his allowing teunts to go over their heads. Already alienated 

from the director for a variety of reasons, staff may have transferred 

animosity to· the progr8Dl he was seen as favoring. Be was eventually 

replaced by a new director who had both 1IlOre respect frODl staff and a 

positive attitude toward tenant management. '!'he Iroquois board, however, 

was strong enough to overCODle the obstacles hostile staff members erect

ed, aDd. after an initial period of DlUtual distrust, the Bousing Authority 

of Louisville and. the Iroquois BODles llesident Management Corporation 

developed a satisfactory, 1£ sometimes strained, working relationship. 

The second group of housing authority executive directors mai~tained 

a 1IlOre routine, less personalized relationship with the tenant management 

progr8Dl. After instituting the procedures necessary to get the progr8Dl 

off the ground, they adopted a fthands-off" policy with respect to day-to

day program operations. For example, attendance at board training 

sessions was a responsibility usually assigned to the person designated 

as housing authority liaison to the program. This attitude seemed 

to be the expression of an explicit philosophy - to prevent tenant 

management frODl becoming a "pet project" ~eceiv1ng extraordinary atten

tion at the expense of other equally important efforts. 

Just as the direct personal. involvement of the executive director 

did not necessarily signal commitment to the concept of a strong, inde

pendent tenant management corporation ~or ensure the support of other 

housing authority staff, 80 too, this second style of operation produced 

mixed results. In the best instances, exemplified by A.· Harry Moore in 
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Jersey City and Calliope in New Orlea1l8 J generally harmonious and co

operative relatio1l8hips developed, although SOlIe areas of interaction 

(e.g., maintenance and modernization) continue to present difficulties. 

The most complex case is typified by Oklahoma City. 'lbe original 

executive director, while philosophically interested in tenant manage

ment, was embroiled in difficulties with the board of commissioners and, 

as a result, housing authority staff never really became involved in the 

program. His replacement perpetuated this lack of iuvolvem8nt and never 

exhibited any interest in, or understanding of, the program. 'lbe result 

was that, for different reasous, neither exeCutive director participated 

regularly in board training sessious, made any effort to win over those 

members of the board of commissioners who were opposed to tenant manage

ment, or impressed on staff the necessity of sharing responsibilities 

with the tenant management corporationa Without either querying or 

informing the tenant management corporation, the housing authority 

carried out plall8 to use TPP funds allocated for the demoustration to 

hire securi~y guards, thus denying the board any say in a matter of 

critical concern to the development. Similarly, the housing authority 

received only nominal input from the tenant management corporation about 

the use of HOD funds. In effect, the Oklahoma City Housing Authority 

conducted its business as much as possible as if the Sunrise Acres Tenant 

Management Corporation did not exist. 

!118uring that housing authority persoUDel wulerstancl the aims of the 

demo118trati011 and follow through in their support and cooperation is a 

particularly important respo118ibility of the executive director given 

the high turnover in that position. The executive director in many cases 
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inherited a housing authority fraught with problems -- among them, 

impending bankruptcy -- and tenant management was, perhaps necessarily, 

low on his list of priorities. Finally, some Que-View board and staff 

members, especially the housing manager, found it hard to get along 

with the new deputy director authorized to deal with tenant management 

matters. 

'l'he Housins Authority Board of Commissioners. The attitude of the 

housing authority board of commissioners toward the tenant management 

corporation has largely been '" a function of the c01llDlissioners' relation

ship with the executive director. In Rochester, Jersey City and New 

Orleans, board members have joined the executive director in endorsing 

the tenant management experiment, but generally have stepped back from 

direct involvement with the program. In both Oklahoma City and. Louis

ville, on the other hand, the board of commissioners lacked confidence in 

the competence of the first executive director and in both cases inter-

vened in tenant management corporation affairs. Their involvement at 

worst threatened the autonomy of the tenant management corporation and at 

bast slowed its progress. In Oklahoma City, for instance, the board of 

commissioners attempted to have a say in the selection of tenant staff 

members and wen~~ so far as to inte1:'View applicants for these positions. 

In Louisville, when the first executive director left, the Iroquois board 

took its case for tenant management directly to the c01llDlissioners in an 

effort to muster support for the program. This public relations effort 

eventually paid off. 

Other HOUSing Authority Staff. 'Where the executive director has 
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shown little interest in or support of tenant management, that attitude 

has quickly been translated to his or ger staff. But the converse does 

not always hold; the executive director's support of the program has not 

always been sufficient to ensure the cooperation of other staff. members. 

Sometimes that cooperation has been extended from the beginning; the 

former site manager at Ashanti still telephones the tenant management 

corporation housing manager periodically to offer his help with problems. 

But even in Rochester, which in many respects provides a model of posi

tive housing authority-tenant management relationships, the knowledge 

t~t the executive director stood squarely behind the tenant management 

corporation did not prevent the housing authority's on-site maintenance 

personnel from resisting Ashanti's efforts to exercise control. 

Resistance to the tenant management corporation by housing authority 

personnel stems from various sources. Some staff 'members harbor negative 

attitudes toward public housing residents, regarding them as the passive 

objects of administrative directives or as the active causes of the ills 

that have befallen public housing. Tenants, on the other hand, feel that 

housing authority staff have doubted their ability to master the techni

cal aspects of maintenance, security, modernization, and the myriad other 

details associated with management. In addition, owing to the fact that 

most tenant management board and staff members are women, a measure of 

sexism has often com:pounded their skepticism. One executive director 

cited as a reason for hostility the resentment that arises when a "new 

kid on the block" gets special treatment, whUe the efforts of more 

experienced staff are taken for granted. 

In addition, the program has inevitably meant changes in policies 
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is not in office to see the program through to completion. There was 

turnover in the position of the executive director in four of the six 

cities where the deaonstration was mounted (only the heads of the Jersey 

City and Rochester R~sing Authorities remained at the end). In all of 

these cases, the departure of the first executive director and the 

ensuing period of instability within the housing authority impeded the 

tenant management corporation's development. While Oklahoma City's first 

executive director never expressed more than lukewarm enthusiasm for the 

demonstration, the program fared worse under his successor, who never 

committed housing authority resources to it. The new executi~e director 

of the ROUSing Authority of Louisville was sympathetic to tenant manage

ment, but could give the program only 11m1ted attention when he assumed 

his new responsibilities. In New Orleal18 , the extremely supportive 

initial· executive director was replaced first by an acting director 

who, knowing his tenure was temporary, did little more than maintain the 

housing authority in a holding pattern. Because his eventual successor 

was not appointed untU very near the end of the demonstration, his 

ultimate attitude toward the program was not known. 

The departure and replacement of the executive director of the New 

Haven Rousing Authority merely exacerbated. the already ailing condition 

of the Que-View Tenant Management Corporation. Although his successor 

had been deputy director of the housing authority, he had not been 

iuvolved in the original planning for the demol18tration and was unfami

liar with the philosophy and practices of tenant managemene. In addi

tion, most staff members who were knowledgeable about the program left 

SOOD after the initial executive director. The new execUtive director 

• 
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and procedures, and with change has come uncertainty and sometimes 

inconvenience. On-site personnel often were fearful they would lose 

their jobs to tenants; although regular housing authority staff have not 

been dismissed, they sometimes were transferred to assignments they 

considered less desirable. At times, tenant management has entailed 

changes that run counter to established, or newly estabUshed, ways of 

doing things. For instance, shortly before the demonstration began, 

Louisville had implemented a centralized maintenance system, but for 

purposes of the demonstration Iroquois became the only development ~n the 

housing authority to have its own on-site maintenance crew. 

Tenant management has also placed additional demands on some staff 

members who have been expected not only to fulfill their customary 

responsibilities bu.t~lso to assist :1n the training of tenant manage

ment personnel and to· take on additional activities associated with 

the demonstration. A prime example involves the development of site-

specific budgets. A central tenet of the program has been that the 

tenant management corporation control its own budget and that in order 

to do this, it must have an accurate and up-to-date accounting of its 

revenues and expeDditures. None of the housing authorities had insti

tuted site-spec1fic budgeting prior to the inception of the demonstra

tion, and the design aDd implementation of a new accounting system was a 

major task. Some accounting departments were able to convert to the new 

system. relatively quickly; this was the case in Rochester and Jersey 

City, where the esecutive directors believed that project-based budgeting 

would benefit the housing authority as a whole, not merely the demonstra

tion site. In New Orleans, site-specific budgeting was already in use 
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for many aspects of HANO's projects, making the transition for the 

:. 

remaining items fairly smooth at Calliope. However, in Louisville 

site-specific budgets were implemented for the entire housing authority, 

and the changeover had not been completed before .the demonstration 

ended. In New Haven the effort to develop a site-specific budget for 

Que-View ceased when the executive director and the head of the data 

processing department left the housing authority. The failure of these 

housing authorities to proceed with dispatch in developing this important 

tenant management tool haa been a source of continuing strain. 

Relations between the tenant management corporation and the main

tenance and modernization departments have also been less than amicable 

at many of the sites. On-site maintenance staff often resented taking 

orders from tenants, especially female tenants. Housing authority staff 

frequently considered the details of modernization too arcane for public 

housing residents to assimilate and excluded tenant management personnel 

from discussion of specifications and openings of competitive bids. 

Further, tenant management board and staff members charged modernization 

department employees with holding up progress even beyond the usual 

bureaucratic delays. They also accused modernization staff of being 

willing to settle for shoddy work and, at several sites, board members 

withheld payment to contractors until they had made repairs on work that 

had been done incorrectly. In Louisville, the Iroquois board appears to 

have disrupted an allegedly improper relationship between certain con

tractors and the modernization department. 

The tenant management corporations followed several routes to gain 

the cooperation of housing authority staff. While differences between 
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the tenant management corporation and the housing authority were usually 

settled through meetings with lower-level housing authority staff, 

sometaes residents went over their heads to appeal directly to the 

executive director. Some change came naturally; as. tenant management 

personnel acquired aDd demonstrated increased expertise, they won the 

respect of initially skeptical housing professionals. And time also 

alleviated fears that 'tenant management would be accompanied by large-

scale layoffs aud other disruptions. On the other hand, some change was {; 

enforced from above;. at nearly every site it was necessary to transfer a 

site manager or maintenance supervisor whose hostility toward the tenant 

........
management corporation proved intractable. 

The necessity of dealing with recalcitrant housing authority staff 

had varying effects on the different tenant management corporations. In 

Louisville, the '.1ncooper.,tive attitude of the 'mOdernization department 

spurred the board to gather its own forces. Its tenacity in insisting 

that it participate in decision-making aud that it pay only for quality 

work resulted in both the eventual replacement of the housing authority's 

modernization coordinator and a greater degree of board strength aDd 

self-confidence. On the other haud, at Curries Woods. distrust of the 

housing authority liaison and feelings of impotence with respect to 

decision-m.aking resulted in dissatisfaction actively expressed in the 

refusal of board members to proceed with training, aud more passively 

expressed in high absenteeism and turnover. 

The relationship between the A. Harry Moore Tenant Management 

Corporation board and the Jersey City Housing Authority was a case unto 

itself. All parties described it as a close, cooperative partnership. 
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But the tenant management corporation encountered at least as much 

resistance on the part of the on-site maintenance crew as did any site in 

in the demonstration. Although the board's reaction to these difficulties 

was one of concern, it was unwilling to press the housing authority 

to correct the situation and appeared to accept its rationale that the 

problems were ones that afflicted the entire system. - overly bureau

cratic procedures and inadequate staff. While to some. extent this 

explanation may be valid, the point is that the board, to preserve a 

smooth working relationship with the housing authority, opted against a 

more activist stance that might have produced more favorable and immedi

ate results for the development. The reluctance of board members to 

stand up to the housing authority is probably rooted in part in their 

personalities, but it may also reflect reluctance by the housing author

ity liaison (who acted as technical assistant) to encourage the board 

to question hoUSing authority practices and policies. 

The Management Contract 

Two interpretations can be assigned to the management contract which 

the tenant management corporation signs with the housing authority. The 

first of these considers the document a statement of the formal relation

ship between the two parties, one that determines the actual responsibil

ities granted to the tenant management corporation, how closely these 

responsibillties conform to the demonstration model, and the enent to 

which the contract protects the tenant management corporation and its 

employees in the event of a change in administration within the housing 

authority. 
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The second interpretation, advanced by the executive directors 

of the Rochester and Jersey City housing authorities, regards the con

tract as a document that is primarily symbolic. Its signing marks the 

transition from one stage to another in the development of the housing 

authority-tenant management corporation relationship. But, according to 

this view, the signing of a contract caunot guarantee either that the 

relationship will be amicable and cooperative or that the provisions of 

the contract will be adhered to. 

The experience of New Raven's Tenant Management Corporation suggests 

that while both interpretations have some validity, the second is more 

discerning. In conformity with the demonstration model, the Que-View 

contract ceded the tenant management corporation responaib11ity for 

tenant aelection, leasing of units, rent reviews, follow-ups on rent 

delinquencies, and the selection, supervision, and termination of tenant 

management corporation staff. However, contrary to the model, the 

contract provided Que-View with neither control of nor input into the 

budgetary process; instead, the housing authority allocated funds among 

budget line items. In denying tenant management budget control, the 

contract negated a central feature of the program. 

The experience of Que-View in the post-contract period suggests that 

a sheet of paper cannot protect the tenant management corporation if the 

housing authority fails to live up to its obligations. Although the 

Que-View contr.ct stipulated that the tenant management corporation had 

responsibility for supervising on-site maintenance personnel, the housing 

authority reassigned maintenance staff without consulting the tenant 

management corporation. The contract stated that the housing authority 
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would provide the tenant management corporation with monthly reports on 

income and expenditures; but, efforts to the contrary,. the housing 

authority seldom met this contractual obligation. A change of leader

ship in the New Baven Housing Authority meant that the contract provided 

even less of a buttress for the tenant management corporation because the 

new executive director and his deputy did not become familiar with its 

contents and, furthermore, showed little sympathy for the concept of 

tenant management in general. 

Tbos e who hold to the second interpretation of. the management 

contract could well argue that the contractual arrangements between 

Que-View and the New Raven Housing Authority were less significant than 

the long history of mutual mistrust between the two parties, the reluc

tance of the housing authority to transfer power to Que-View tenants, and. 

the tendency of the Que-View board to defer to housing authority deci

sions. Conflicts surrounding the sharing of authority resulted in 

charges and countercharges, and. often ended with the tenant management 

corporation's bitter but resigned acceptance of the housing authority's 

dictates. And indeed, the only practical recourse available to Que-View 

would have been to terminate the contract; that is, to write itself out 

of existence. 

At sites where the relatiouship between tenant management corpora

tionandahousing authority had been less conflict-ridden, the contracts 

that were negotiated adhered more closely to the St. Louis model.. These 

contracts met with the general approval of housing authority administra

tors and tenant management boards, and complaints that one party or the 

other had not lived up to its responsibilities were few and muted • 

.. 
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Except at Louisville, there was little sentiment in favor of large-scale 

contract revisions. The Rousing Authority of Louisville staff and 

Iroquois board members agreed that the initial contract had been essen

tially correct in somewhat limiting the scope of responsibilities of the 

newly instituted tenant management corporation, but concurred that a 

revised contract should grant the resident management corporation a 

larger role in budgetary matters, confer on it the authority to institute 

on-site leasing procedures, and delineate more clearly its power to hire 

aDd fire staff. Clearly, the importance given to the technicalities of 

contract language made the Louisville contract far more than a mere 

symboUc document. 

The Housing Authorities View the Demonstration 

The executive directors partic:ipating in the demonstration were a 

diverse group. They were mixed in terms of age, race and experience, and 

the only characteristic that might have distinguished the directors of 

the more successful programs from other housing authority directors as a 

whole was that they were generally newer to public housing management. 

Within the demonstration itself it is not possible to characterize either 

the qualities or the predispositions that separated those executive 

directors who were associated with successful THes from those who were 

not. 

At the close of the demonstration, four of the five executive 

directors of participating housing authorities told MDRC researChers that 

even with the wisdom of hindsight, they wo~ld unequivocally opt to 

participate in the demonstration allover again. Their informal aS8es8

mant of the value of participation convinced them that the gains out

weighed. the time demands and disruptions tenant management entailed. 
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'l'his is not to say they necessarily viewed tenant management as having 

improved managerial practices and performance; two of the e::zecutive 

directors interviewed favored the program. at least as much because of 

their belief in giving residents a greater say over .their own homes and 

lives as beeause of any concrete benefits they felt tenant manage

ment brought to the developments. These four executive directors 

intended to continue with tenant management after the demonstration has 

elapsed, and all were at least considering extending tenant management· to 

other developments in their housing authorities. 

The fifth respondent, the current executive director of the New 

Haven Housing Authority, saw few gaips of any kind stemming from the 

program. Two months after the end of the demonstration, the Board of 

CO'IDIDissioners of the New Haven Housing Authority voted t'o te1"l!linate the 

contract with the Que-View Tenant Management Corporation and to return 

the development to conventional management. 

Time Demands and Disruptions 

Executive directors met with THC boards concerning such issues as 

budgeting, maintenance, modernization and general T.MC management respon

sibilities. As previously discussed, however, the extent of the execu

tive director's participation in the program varied by site. Regardless 

of the personal time involved, most of the executive directors agreed 

that participation in the demonstration consumed a disproportionate 

amount of staff time and energy. The housing manager coordinator for 

the Rochester Housing Authority's family units, for example, traced his 

activities for a month and found that he spent twice as much time at 

Ashanti as at any of· the other family developments under his supervision. 
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These time demands did not decrease over the course of the demon

stration. nte executive director of the Rochester Housing Authority .. 
asserted that while the tenant management corporation no longer imposed 

demands on his own time, these burdens had lIlerely been shifted to other 

housing authority personnel. Although the liaison to the Calliope 

Development Tenant Management Corporation in New Orleans felt that; his 

role had become less time consuming, his counterparts in Jersey City and 

Louisville did not share that assessment. 

lor the 1IlOst part t the executive directors viewed these extra time 

demands as necessary and perhaps inevitable. If tenant management was 

worth doing, said the executive director of the Housing Authority of 

Louisville, it was worth doing .right. His counterpart in Jersey City 

believed that the additional demands imposed by A. Harry Hoore and 

Curries Woods were attributable not to particular administrative problema c 

associated with tenant management but to the fact that tenant managers 

were more in touch with residents' needs and therefore more likely to 

bring problems to the housing authority's attention. The Rochester 

executive director maintained that the housing authority had expected to 

devote additional time to Ashanti. But he also expressed the desire to 

treat Ashanti 11ke any other family development and noted that in the 

poat-demonstration period the housing authority would have to weigb the 

extra attention tenant management required against the benefits it 

produced. 

!zcept in New Haven, where the executive director viewed what he 

considered the rash decisions of Que-View's board and staff as impeding 

the smooth transaction of housing authority business, no executive 
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director saw the demonstration as unduly disruptive of housing authority 

operations. Some saw those disruptions as positive - for ezample, the 

changes involved in the implementation of a more responsive accounting 

system or the elimination of irregularities in the modernization depart

ment. Several executive directors mentioned that the program had created 

jealousy on the part of other developments, which envied the time and 

money expended on the demonstration site. But the executive director of 

the Jersey City Housing Authority interpreted this resentment in a 

positive light, as a goad to other developments to become more organized. 

Benefits of Participation 

The executive directors who were interviewed expressed basic satis

faction with the management performance of the tenant management cor

poration at four of the six demonstration sites. The current executive 

director in New Haven was one of the dissenters. Although the housing 

authority liaison to Que-View believed that tenant management had re

sulted in a higher average rent and a reduced vacancy rate (a gain 

vitiated when the housing authority, due to fiscal pressures, abolished 

its vacancy preparation crew), the executive director, and especially his 

deputy, were highly critical of Que-View's board and staff. 

Ironically, given Ashanti's position in the vanguard of the demon

stration (as the first tenant management corporation to Sign a contract 

with the housing authority), the Rochester Housing Authority has been 

less than enthralled with Ashanti's management performance. At the 

time the interviews were conducted, Ashanti was the only site in the 

demonstration to have undergone a formal evaluation by the housing 

authority. The evaluation uncovered, among other things, an excessive 
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amount of board involvement in day-to-day operations and a lack of 

clarity as to the responsibilities of the lane manager. Although under 

tenant management the amount of rent arrearages and the vacancy rate 

declined, Ashanti's performance in these respects was not as good as that 

of the housing authority's other family developments. Despite these 

negative indicators, the executive director's support for Ashanti was 

evidenced by his stated intention to extend tenant management at the site 

even if 1tD'D funding should no longer be available. !Us commitment to 

tenant management appears to be grounded not in a belief that residents 

can effect turnarounds in managerial performance (in discussing why the 

R.ochester Housing Authority had entered the demonstration, this factor 

was played down), but in a philosophical belief that tenants should have 

a greater say in governing their communities. 

To some degree t these views were shared by the executive director 
I 

of the Housing Authority of. LouiSVille, who held that tenant management 

should be regarded as desirable in and of itself, regardless of any 

benefits in the way of improved management performance. These benefits, 

he felt, were minimal; in his view, the demonstration site had been 

adequately run before the advent of tenant management. Although he 

conceded that Iroquois' resident manager had done a good job, he believed 

that the extensive technical and financial assistance the development had 

received placed it in a "can't lose" situation, and he attributed 

Iroquois' drop in vacancies to renovations that would have been under

taken with or without tenant managers on the site. He appeared to regard 

tenant management as a iunovation worth trying, but he also expressed 

interest in experimenting with other forms of management, such as con

tracting with a private management company. 
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The executive director of the Jersey City Bousing Authority was 

no less comm:itted than the others to the philosophy of tenant manage

ment; it was under his leadership that significant tenant participation 

in dec:1sion-mak.1ng began. Unlike the other two executive directors, 

however, he was highly enthusiastic about the performance of tenant 

managers. Be rated the performance of A. Barry Moore's housing manager 

as equal to or better than that of aU'! other manager employed by the 

housing. authority. Be mentioned, too, the positive response of resi

dents of the development and praised the board for dealing with general 

problems arising in the cOImIUnity, as well as with strictly housing-

related matters. Although his opinion of the Curries Woods board was 

much less sanguine, he commented that the staff at the site had performed 

well, reducing the rate of rent arrearages and cutting the number of 

vacancies • 

The positive assessment of the tenant management corporation's 

management performance was shared by the acting executive director of 

the Housing Authority of New Orleans. Be asserted that maintenance at 

Calliope had improved and that rent delinquencies had dropped; he also 

cited cleaner grounds as evidence that Calliope residents had responded 

well to this management innovation. 

The Urban Institute survey material reports that regular central 

office housing authority personnel believe tenant management is work

able, but probably ouy at carefully selected projects.1 They were 

Urban Institute survey. On a scale where 3-agree strongly, 2
agree some, l-disagree some and o-disagree, the central office staff 
scores averaged 2.16 when asked to indicate their level of agreement with 
the statement "tenant management can probably ouy work at carefully 
selected projects." 
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generally impressed with the dedication of the tenants involved in the 

demoustration and with their level of cooperation with regular, staff.1 

If most executive directors did not feel that tenant management had 

interiened excessively with housing authority ope1:'atious, neither did 

they tend to see the program as having improved those operatious sigu1fi

cantly. The benefits of participation were perhaps felt most profoundly, 

in Rochester. There, the project-based budgeting developed for Ashanti 

was considered such a valuable management tool that'it was extended 

throughout the housing authority. In addition, the executive director 

mentioned that in the process of trai~ng Ashanti's board and staff, the 

housing authority had updated its rental and occupauc:y policies and had 

attended to numerous "h~usek.eeping procedures" that needed revision but 

had. been let t in abeyance. 

Elsewhere, except for the development of site-specific budgets, most 

executive directors clid not feel that changes that might logically be 

associated with tenant management were in fact produced by it. However, 

in the Urban Institute interviews, the majority (67 percent) of e:x:ecu

tive directors reported that changes have taken place at other projects 

due to tenant management. The executive director at Louisville argued 

that his support of decentralized operations antedated his involvement 

with the demonstration, and his counterpart in Jersey City maintained 

that while improved systems for trac:kina occupancy and reporting vacan

1 Ibid. In their evaluation of the THC board., the central office 
rat~em between "good" and "very good" on cooperation with PHA regular 
staff (2.0S) and interest in makina TH a succes. (2.37) where 3avery 
good, 2-good, lapoor and O-Very poor• 

.. 
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cies were "part and parcel" of tenant management, these changes might 

have been introduced even without the impetus it provided. Few proce

dural or policy changes were cited by the executive directors in New 

Raven or New Orleans. 

On the other hand, it might be argued that the executive directors 

have vested interest in viewing their housing authorities as well-run 

and innovative. They did not mention, for ezample, that the tenant 

management corporations at several sites saved the housing authorities 

thousands of dollars by refusing to pay for shoddy modernization work. 

In addition, tenant management board and staff members have highlighted 

the performance, and sometimes secured the removal, of incompetent <and 

occasionally venal) housing authority personnel. And they have intro

duced innovative ways of doing things; Iroquois' self-help paint pro

gram, whereby tenants were supplied with paint to. refurbish their own 

apartments and volunteers were recruited to paint the residences of the 

elderly, is an example of a beneficial and cost-effective practice that 

was transferred to other Bousing Authority of Louisville developments. 

Finally, the tenant management demonstration has brought a new level 

of awareness of tenants' capabilities and interests to housing authority 

staff. Bousing authority personnel have come to admire the commitment of 

tenant management corporation board members, who have spent long hours in 

training sessions and meetings with at best minimal remuneration, and to 

respect the efforts of staff members to combine tight management with 

responsiveness to residents' needs • 
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The Extension of Tenant Management 

Perbaps the areatest effect of the demonstration on the housing 

authorities has been that it has widened the avenues for future tenant 

participation in policy and management decisions. 

Whether they, were convinced by the ideology of tenant management 

or by its achievements, four of the five executive directors inter

viewed were contemplating or had actually initiated. the extension of 

tenant management, not only at the demonstration sites but also at other 

developments. 

Continuation of tenant manage1lent at Calliope and Iroquois was, 

however, conditional on the receipt of additional RT10 funding. The 

executive directors in New Orleans and Louisville did not believe that 

the costs associated. with tenant management's additional personnel could 

be borne by their housing authorities' operating budgets, and the. former 

argued that it was unreal1s tic to expect that tenant manage1lent could 

ever generate enough revenue to become self-supporting. On the other 

hand, the Rochester Rousing Authority's executive director asserted. that 

the 'housing authority had embarked. on the demonstration with the inteD

tion of continuing tenant management at Ashanti, whether or not addi

tional RT10 funding, was made available. In the absence of such funding, 

Ashanti would have to cut back its' security staff and el1m1nate the 

social services coordinator's pOSition, but the basic managerial struc

ture would remain intac:t. ADd the Jersey City Rousing Authority execu

tive director told the interviewer that the housing authority gave the 

tenaut manage1lent program high budget priority and would continue to 

support it at A. Harry Hoore and at Curries Woods, 1£ that site eveD
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tually achieved tenant management, whatever ED's refunding decision. 

None of the four executive directors saw reasons to change the 

tenant management model; all anticipated that after the demonstration 

ended, the tenant management boards would continue to make policy deci

sions and the staff would continue to carry out day-to-day management 

tasks. The only change suggested for future tenant management efforts 

was that more time be allotted for both formal and on-the-job training of 

THe staff. In addition. the executive directors generally recognized a 

need for continued technical assistance, although on a much reduced level 

(a few days a month). 

The situation at Curries Woods prompted the only exception to 

this. There, the executive director intended to extend tenant management 

for a sir-month period, during which time the Curries Woods staff would 

continue to work under the direction of the housing authority site 

manager rather than under the tenant management corporation's board of 

directors. He expressed the hope that during this interim period the 

board, freed of management oversight responsibilities, would jell into a 

capable pol1cymaking body that could eventually enter into a management 

contract with the housing authority. 

The willingness of the executive directors to test tenant management 

and to provide the necessary support does not necessarily mean the 

program will be extended to other developments. In Jersey City and New 

Orleans, where the executive directors were most pleased with residents' 

management performance, efforts to institute tenant management at other 

housing authority projects were uDder way at the close of the demonstra

tion, supported in part by HOD Urban Initiatives funds. The lure of 
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federal fuudiug, ra~her ~hau a par~icular a~~achmeu~ ~o ~he ~euan~ 

managemeu~ model, seems ~o have spurred ~he Housing Au~hori~y of Louis

ville ~o pursue ~enan~ managemeu~ a~ auo~her si~e. Al~hough ~he exeeu

~ive direc~or of ~he R.oc:hes~er Housing Au~hori~y meu~ioued one family 

developmen~ as a possible c:andida~e for ~enan~ managemeu~, his a~~i~ude 

~oward ~he program migh~ bes~ be c:harac~erized as "wait aud see." A~ the 

~ime he was in~erv1ewed, he was no~ suffic:1en~ly impressed with Ashan~i's 

managerial compe~euce ~o be convinced ~ha~ ~he housing au~hority should 

devo~e i~self ~o ~he repe~i~iou of a loug aud arduous process. 

Both the axeeu~ive direc~ors who had made plans to exteud tenau~ 

managemen~ ~o o~her si~es aud ~hose who were considering expansiou were 

cer~a1u about one ~hiug: ~enau~ managemeu~ c:anno~ work. everywhere. All 

agreed ~ha~ ~he program requires Ue presence of s~roug leaders iu the 

resident c01lllllUu1~y who enjoy wide respec~ aud who are capable of beiug 

~rained. The eveu~8 a~ Curries Woods aud Sunrise Acres reinforce ~his 

view, bu~ the overall experieuce of ~he demonstra~ion iudic:a~es tha~ au 

in~ere8~ed, coopera~ive housing au~hority is perhaps more vital ~o 

effec~ive tenan~ managemeut. 
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VI. TRAINING AND TECHNICAL ASSISTANCE 

The design of the national demonstration called for the tenant 

management board aDd. staff to receive extensive training in the details 

of public housing management. The design did not, however, anticipate 

the tenants' lack of background in dealing with crucial organizational 

issues. This lack of experience became apparent as the first boards of 

directors were elected. The original training model was modified accord

ingly almost from the outset in recognition of the boards' need to 

address basic organizational activities: setting agendas 'and conducting 

meetings, dealing with internal dynamics, and planning and carrying out 

activities. Not until this was achieved could they accomplish the requi

site tasks. 

This chapter discusses both the original conception and the actual 

implementation of training and technical assistance at the demonstration 

sites. While a relatively uniform manner of providing such assistance 

was enviSioned, there were in fact wide variations in the type and 

continuity of the assistance that was supplied as well as in the people 

or firms who provided it. In exploring these variations, the aim 

is to identify those factors related to training and technical assistance 

that fostered or inhibited program development. 

Modification in the Program Model 

At the outset of the demonstration,. McCormack, Baron and Associates, 

a consulting fim with extensive experl.e:a.ee in tenant management dating 

from the St. Louis program, was engaged both to design and participate in 

implementing the training and technical ..sistance component of the 
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demonstration. Specifically, they were charged with developing a curri

culum and lesson plans (what was to be known as the Program Sequence 

Guide) for the traiu1ng of techu1cal assistants and the tenant manage

ment boards and staffs. To the extent possible given the firm's small 

sue, they were also to conduct traiu1ng at the de1llOnstration sites or to 

guide its delivery. 

In addition, MDR.C planned to hire a techu1cal ass1stant for each 

de1llOnstration site before beginning operatious. The role of the techu1

cal assistant was envisioned as cOlDple:s, challenging, and demanding of a 

range of talents. Because this person's job was to reinforce or actually 

lead the traiu1ng sessions devised by McCormack, Baron and Associates, as 

well as guide the board in making informed policy decisions, he or she 

had to be knowledgeable about public housing operations, including 

accounting and finance, properly management, and social services. The 

techu1cal assistant also had to be supportive and sympathetic to tenant 

management board and staff members, helping them resolve internal 

problel'll.S and restore flagging energies. In addition, the technical 

assistant would be responsible for facilitating the tenant. management 

corporation's iu1tial dealing with the wider commuu1ty, so that experi

ence in c01lllllUu1ty organization and group dynam1cs was also required. 

Because of anticipated disagreements between the housing authority and 

the tenant management corporation, the techu1cal ass1stant needed to be a 

skilled negotiator, acting at time. as tenant advocate, at other times as 

a disinteresteel third party. Finally, the nature of the demonstration 

required that the techu1cal as.istant be able to prepare written reports 

and be available for the duration of the program on a full-time or 
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part-tae basis. 

During both the design phase and program implementation, fundamental 

alterations were _de in the nature and the amount of technical and 

training assistance provided to the sites. These alterations resulted. 

from a cumber. of considerations and in turn, were to have a major impact 

on the progress of the demonstration. 

One deviation from the program design was the fac.t that by the 

begiDDing of the demonstration, technical assistants had been hired at 

only two of the seven sites. The most difficult problem was the recruit

lItent of technical assistants with the desired knowledge and range of 

experience who were acceptable to the three groups most immediately 

involved: the housing authority, the tenant maDagaent corporation, 

and MORC. As a result, from the outset there was considerable variation 

in the amount and nature of the technical assistance provided to the 

sites • 

The cases of Rochester and New Orleans illustrate two different but 

successful ways of providing technical assistance•. In Rochester, the 

hiring process went exceptionally smoothly. There !mac was able to 

engage a fOrlller lItember of the housing authority's board of c01ll1llissioners. 

In addition to his housing background and experience, he had previously 

been successful in assisting local c.ommunity orgard%ations, and these 

organizational skills were to prove important in helping the THe deal 

with a wide variety of lituations such as peer pressures, developing and 

maintaining open communication with houling authority persolUlel, general 

management concerns, and crisis intervention. 

In New Orleans, referrals from resources such as local universities, 
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private consulting firms, housing authority personnel, and the League of 

Women Voters produced three candidates who were serious possibilities to 

f11l the technical assistant position. All hsd very broad c01lllllW1ity 

organizational skills but limited knowledge of housing authority opera

tions. The person finally chosen was a trained social worker with 

experience in the area of group agencies. Considering the highly disor

ganized state of Call1ope''s teunt maugement board, it was decided that 

expertise in this area was more appropriate to Calliope"s immediate needs 

than extensive knowledge of housing authority operations, and that later, 

a second, part-time technical assistant could be hired to help with the 

specific aspects of property management. This, in fact, did occur: the 

first technical assistant worked to help the board develop organizational 

strength and to create leadership ability; the former on-site housing 

authority manager was then hired as the second technical assistant. He' 

brought to that position thorough familiarity with housing authority 

procedures and a demonstrated ability to work with both housing authority 

and tenant management staff. 

Another major divergence frOlll the program model was the decision not 

to give systematic training in public housing management to the technical 

assistants prior to the start of the demonstration. This decision was 

reached for two reasons: because the hiring of techD;ical assistants had 

been delayed, and because the extensive training program outlined by 

McCormack, Baron and Associates would. require a minimum of several IIIOnths 

and, within the demonstration"s time constraints, would constitute an 

unjustifiable delay in program operatio118. Although an attempt was made 

to cOlllpensate for this change by holding several short training sessions 
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for technical assistants to clarify roles and share information and 

experiences, the technical assistants were basically placed in the 

position of learning the fundamentals of public housing management one 

step ahead of the tenant management board members whom they were respon

sible for assistina. When, as was frequently the case, they lacked the 

requisite technical knowledge to present training materials, their 

credibility with both the boards and the housing authorities vas dimi

nished, and the progress of the demOnstration was slowed. 

In the remainder of this 'chapter, technieal assistance and training 

are discussed as separate program elements. Although training is 

defined here as a formalized, classroom effort - complemented by on-the

job experience - and technical assistance as a broader, less confined 

process, there is a great deal of overlap between the two. 

Technical Assistance 

As a result of the modifications in program desian noted above, the 

provision of technical assistance did not proceed in orderly and consis

tent fashion across the sites. Chart VI-1 high1i8hts these differences, 

and indicates that, over the course of the demonstration, a complex set 

of arrangements for the provision of technical assistance evolved. 

Those people who were responsible for providing technical assistance 

to the sites during the early period of the demonstration had certain 

common functions. Their initial responsibility va to arrange for the 

election of the tenant management corporation boards. Then came the task 

of coordinating with the hOUSing authority the schedule, format, and 

faculty for the board"s formal training_ At the same time. the technical 

assistant helped the board begin to operate as a pollcymak1ng entity, 
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ClIAM' VI-l 
'l'BCHNICAL ASSISt'ANCE AND '!.'RAltlING A'f 'fI1B 'I'BHAN'l' MAHllGEHBlft SI'I'BS 

Barlv Board arid Staff Develo~nt 

A bowling authority Ua180n funa
tioned to • large degr•• a. technical 
a••i.tant and pl.yed thi. role through
out th. daon.tr.tion. McCox-aclt, Baron 
and ...ociat.. provided technical a••i. 
tance a. n.c••••ry. Goo4 r.lation. with 
the housing .uthority wer•••tabli.hed. 

. !b. housing authority li.i.on initi.lly 
functioned to • l.rg. degr.. .. • technic.l 
...istant. McCox-ack, Baron and Associ.t•• 
provided t.chnical a••i.tanc. a. nec••••ry. 
!be•• personn.l w.r. not .ucce••fu1 in 
helping th. board resolve prob1..s of in
tem.l cU.aanaion .nd c~ty non-.upport. 
A part-t1ae technical a.si.tant w.. hired 
in March 1971 to help reorganbe the 
tanant un.g8llellt boArd and to win 
~4ty support. 'I'bl. 'l'A re.igned in 
Haccb 1978. A full-tJ..e teohnica1 ...Latantva. hin4 in January 1978 and re..1ned with 
the site for the re.t of the deMonstration. 
lie colltinued the ~unity arganiaation 
.trategy. 

HDRC initi.1ly .s.igned a special oon
sultant to org.nbe the board. !b. tension. 
presant because of the school bI.Ising la.ue, 
provided the opportunity for training in 
~ity and political organization. '1'vo 
part-tiu technical a••istant. who wer. 
fMUiar with ~ity dev.loplllent and 
the functioning of pub1io agencies wer. 
hired in March 1911, they focuaed on 
strength_iog th. board'. intern.l organi.. 
z.tion through OOIIDitte.s and .uch c0n

cept... unageaent by objective. 

Staff 'fraining and Contract-Signing 	 Po.t-Contract Operations-. 
'fhe PHA llal.on continued in hi. capacity 

•• technical as.i.tant with ongoiRg .upport frca 
HcCoPlAck, Baron and Associate•• 

1IcCo1lUC1t, Baron, and associate. continued 
to .erv... training consultants to the board 
and staff and often 1IeCliated lasu•• lletveen 
the JCHA and tHe. !b. technical asai.tant 
worked with HCCO.....ck, Beron and Associ.te. JIOt Applicable 
in thes. .fforts and a1.0 helped re.o1ve 
intern.1 tensions within the THe .nd with the 
~ity. But though the staff CDIIIp1ete4 
training with th••••i.tanc. of the.e con
.ultants, CUrri.s IIooda could not resolve 
enough of ita probl... to proceed to the 
point of initiating contr.ct l\e9otlation•• 

!b. t.chnical .s.i.t.nte focus.ed on 	 Rather then introduce i ••u.. on whicb 
board deoi.ion-uking and -.n&g.-.nt organi they fdt the board should focus (.. dur.;...· 
zation, .nd coordinated .taff training with log th. earlier phas••), the t.chnica1 
th. PHA Ualaon. 'l'bey also arranged for ••ai.tants r.1ied.or. on the tenant 
.uppleaantal training, demonstrating thet 	 unageaent corporation to identify i.su.s 
all resources nec•••ary for st.ff tr.ining 	 and provided th••upport .nd guidance 
vera .v.i1abl. within the city. 	 necessary to resolve thea. 'fhey aedi.ted 

IUIIOng the board, staff, and wider 
ccmIIunity • 

,f
J. 
II 

:1\' 

i 
I 

I 

~I If' , 
!. 

sit. 

J.ney City. 
A. llarry Moore 
'fan.mt 
Hanilgaant 
Corpor.tion 

J.rsey City. 
CUrrie. NoocIs 
'fanant 
Han.gaant 
Corporation 

LoulaviU•• 
IrCMillQla ~ 
...ident 
Hanage....t 
Corporation 
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8ite 

lie., Hav.... 
Que-vie., 'fenent 
ManageMnt 
Corpor.tion 

II8V Orleans. 

calliope 

DevelopMDt


. !'anant . 
Man.ge.nt 
corpo .... tion 

, 

.ar~ Boar4 ana Staff Devel~nt 


A local l.wyer v.s ret.ineCI •• • 
technical ..sistant prior to progr_ 
st.rt-up an4 reaaineCI until May ~977. 
McCol1lAck. Baron an4 A8sociates pzo.
vlde4 s~ technical .ssistance. 'lbe 
hoUsing .uthority insiste4 th.t tech
nic.l .ssistance be provided only in 
the presence of • housing authority 
repreaentative. 

MORe esaigneCI a speci.l consultant to 
a.aist in e.rly orgeni&ing activities, In 
Septuber 1976 a part-tble technical 
.ssistant. uperienced in c_ity 
organb.tion, v.s hired .nd .,•• able to 
r...in throughout the demonstr.tion. In 
Hay 1977 a aecond part-time TA vaa hired. 
'Ibis TA, however, faUe4 to g.in the 
board' s . confidence an4 r..uned only 
until Nov....... 1977. McCo.....ck. Baron 
.nd A8soci.tes visiteCI the site several 
tiaaa but did not provide ongoing 
technical ••sistance. 'lbe cons~ltant 
.nd TA helpe4 the bo.rd to de.l vith 
.ttacks fraa the tenant ~ity 
and vith its own l.ck of stability. 
Good rel.tions with the housing 
.uthority vere establi.hed. 

Continued 

St.ff Training and Contr.ct Signing 

'lbe first technicel assistant resigneCl,
.nd the tenant ..nag__nt corporation re
lied on hoUsing authority .nd MDRC oper.tion 
staff for ...istence. 

A full-tt.. technic.1 ..sistant. the 
fODler housing .uthority project ..nagar, vas 
hired in February 1978. His ..nageri.l 
experience and f ....liarity .,ith housing 
.uthority personnel and procedures vere of 
benefit to the boerd .nd staff and f.cili 
tateCI cooperation between the tenant 
-an.gement corpor.tion and the housing 
authority. 'lbe original part-tble techni
cal assistant continued to focus on board 
developaent while the nev TA concentrated 
on .t.ff tr.ining. 

Po.t-contract qp8ratlone 

In March 1978 two sp~cl.l consultants 
.,ere hi~~~to assist the board in deciai~' 
..king .nd conflict-resolution techniques. 

The technical asaist.nts continue4 to 
help the board identify problema, re.ch 
well-considered decisiona, establish a 
profeaaional relationship vith staff, and 
interect with the houaing .uthority. 
Technic.l .s.istanta remained involved 
in .11 progr.. issuea. 
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sit. 

Oklaoo-a City. 
Sunri.e Acre. 
Tenant 
Manag_nt 
COrporation 

"rly 8oa~ and Staff Development 

JIlRC a••igned a .peelal consultant 
to a.slst in organising board electiona. 
HoConIack, Baron and AlllIOOlat.. visited 
the aite to plan a specialised training 
progr_, but the plana ware aborted 
becauae of high turnover. 'lbe firat 
technical as.l.tant, hired on a part 
tt.e baala In Nov~r 1916, waa 
te~nated In July 1911. In August 1911 
a aecond part-tl.. TA was hired. She 
w.. joined in OCtober 1911 by a full 
tI.. tachnlcal asaletant, tbe.se TAlI 
a••I.ted In board training. Botb of 
th..e consultants stayed with the 
progr_ until the alte waa dropped 
frOll the dellOllstratlon• 

... 


Contlnu.ul 

Staff Training and Contract-Signing Po8t-COntract_~ratjone 

After a slow atart-up and a revlalon ot 
the training .anual, the technical aaala~ Not Applicable (Site dropped fro. 
tanta coordinated the training of the board. deaDnstration ~fore a contract was 
They worked with the PHA on aaa1gnlng con.UIIWlted. » 

appropriate ataff to conduct the varloua 

a.pecta of training.' 


• 
t----~----~----------------------------r_--------------------------_4r_-------------------------
~ 

IIocheater. 
A.banti '1'8nant 
Ilan4v-nt 
COrporation 

A full-tiM technical aaalatant, Who v.. 
knowledgeabla about ~Ity dewlopll8nt 
and Who bad prevloualy aat on the HoUalng 
Authority Board of eo..iaalonars vaa hired 
befora progr.. start-up and r_Ined through
out the duIonatratlon. McConuwk, Baron 

'I'be tec1mlcal asaletant a.alated the ataff 
with cl..ar~ and on-the-job training. He 
belped draft U.a ..nag_nt contract an4 .... 
diated between the tuant aanag..nt board 
and the bowling authority. NcConaack, Baron 
and Asaoclatea conducted 10 veaka of for-al 

'lbe technical ..ai.tant functioned aa 
an adviaor to the 'l'HC. H. acted a. 0lIl 

bud....n, helping to avoid cda.a and to 
re.olve on.golng prObl..s saong board, 
ataff, PHA, and the videI' tenant ca.un
Ity. BI. poSition va. full-tiM until 

and Allaoclat.. alao provided technical ataff training In conjunotlon vlth the PHA• Deceaber 1911 an4 part-tiM frOll than 
..s1etanca. Goo4 relatlona with tha until the fall of 1910, thereafter, he 
hoUalng authority were eatabUahed. The vlalted tha alta IIOnthly. McConaack, 
technical a••latant helped the board Baron and Asaociataa continued to pro
vlth .taff hiring. vide In-aervlce training for board an4 

ataff throughoUt tha deMOn.tratlon. 
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subsequently hired to take over these duties were versed in community 

organiz.tion but lacked knowledge and experience with housing management, 

and thus could not secure the housing authority's respect. As a result, 

progress at Curries Woods was severely hindered. 

While every technical assistant at a given site need not have 

housing management expertise, the Curries Woods case suggests that at 

least one such person must be available to provide technical guidance 

when the board requires it. There are, however, drawbacks to using a 

housing authority employee for this purpose. Although the same housing 

authority liaison who had trouble at Curries Woods did establish a 

successful relationship with the A. Rarry Hoore board, it was thought 

that an independent technical assistant might have contributed more 

significantly to the' board's development. If a technical assistant 

remains a housing authority employee, his loyalties could be questioned, 

and the board's sense of having an advocate in matters of conflict with 

the hOUSing authority would be. ~nderm1ned. In New Orleans, when the 

on-site manager was hired as the second technical assistant, he took a 

leave of absence from the housing authority and devoted h1maelf to the 

THe board, thus reassuring the board of his support. 

There are some similarities between the roles of technical assistant 

and PRA liaison, but there are also fundamental differences. Th~··p·rinc1-

pal function of the liaison is to coordinate and expedite tenant manage

ment corporation business within the housing authority t while a major 

task of the technical assistant is to help the tenant management corpora

tion clarify its options and choose among them. In presenting primarily 

the policies and points of view of the housing authority to the A. Harry 
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Moore board, the liaison may have limited its choices to those acceptable 

to the housing authority_ As a consequence, at community tlleetings SOtlle 

residents of the development expressed the opinion that the tenant manage

ment corporation was tllerely an extension of the housing authority with 

little power to effect change. 

Training 

The training curriculum was designed to present, in 34 lessons over 

the course of nine months, the basic technical information that first 

the board and. then, building on that, the staff needed to know in order 

to assume management responsibilities. The areas covered in the Program 

Sequence Guide include: the legislative background of public housing, 

the phUosophy of tenant managetllent, and the organization of a tenant 

management corporation; principles of real estate management; the oper

ation of a maintenance and. custodial program; the use of Modernization 

and. Targe.t Projects Program funds; marketing and. leasing procedures; 

security considerations; and. ·soft managetllent· and. community organization. 

The de1l8.nding job of organizing the delivery of training fell to the 

technical assistant and. required close cooperation with the housing 

authority, particularly with the housing authority liaison. Once the 

tenant management corporation board had been elected, their formal class

roOlll training began. The technical assistant scheduled classes and. 

selected faculty members (including McCormack, Baron and Associates, 

MDRC operations staff and. housing authority personnel) to present the 

lessons. The technical assistant then conducted, review sessions nth 

the board to ensure that the concepts had. been learned. 

BecaUse staff training followed board training. and. because a good 
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deal of the material was identical, staff benefited from the experience 

acquired during board training. WhUe similar to board training. staff 

training was conducted primarily by housing authority personnel and 

focused on the 1IOre technical aspects of housing management. Classroom 

sessions were often supplemented by on-the-job training. To implement 

this on-the-job staff training program. the technical assistant and 

housing authority Uaison worked together to find appropriate housing 

authority personnel to act as trainers. When no housing authority staff 

members performed duties analogous to those set forth in tenant manage

ment corporation job descriptions (as was the ease with the lane manager 

and social services coordinator positions), the technical assistant 

helped the housing authority make ad hoc training provisions. The 

technical assistant also met with the staff during this training process 

to review progress and reso~ve problems. 

As was the case with technical assistance. training efforts encoun

tered various problems and met with varying degrees of success at the 

different sites. Except at Ashanti in Rochester, the implementation of 

formal board training was delayed because a technical assistant had not 

been designated and/or because the board required preliminary assistance 

in basic group dynamics. In Rochester, McCormack, Baron and Associates 

began formal board training immediately; the executive director arranged 

for housing authority staff to serve as instructors as needed; the 

technical assistant followed up each lesson with an informal review; and 

board training was successfully completed early in 1977. Staff training 

proceeded equally smoothly. 

MeCormack, Baron and Associates also initiated training in Jersey 
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Ciey, with the Jersey City Rousing Authority liaison acting as technical 

assistant. The A. Harry Moore board, and subsequently the staff, made 

steady progress through the curriculum; but the Curries Woods board, 

beset by internal problems discontinued formal training with McCormac:k, 

Baron and Associates and did not resume until almost two years later with 

a reconstituted board and a technical assistant hired by MORC. 

While the ongoing assistance of McCormack, Baron and Associates 

produced outstanding results, some THCs were successfully trained 

through other resources. For instance, in both Louisville and New 

Orleans, the housing authoriey took. the lead in presenting the board 

training curriculum. The collllllitment of the executive directors to the 

tenant management concept provided the high-level impetus for the suc-' 

cessfu! completion of training in spite of the ambivalence of some of the 

middle-level housing authority personnel who ran the training sessions. 

Staff training in Louisvill~ was conducted. in a somewhat unique 

fashion. First, a retired housing authority site manager was hired to 

supervise the entire on-the-job training component. Second, classroom 

training conducted by housing authority staff was supplemented by train

ing sessions led by a number of professionals from the Louisville area, 

including a local attorney, a real estate manager, a city goverDllent 

official and a member of a local civic organization. While this arrange

ment required a good deal of work on the part of the technical assistants 

(as well as the judgment to know when a presentation by the housing 

authority could not be dispensed with), it exposed staff to a wide range 

of viewpoints in addition to developing the required level of technical 

ezpertise. 

An. early indication of the problems that later developed in New 
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Haven came when the executive director and housing authority liaison 

insisted on taking over from McCormack, Baron and Associates and con

ducting board training using housing authority materials rather than the 

Program Sequence Guide. On occasion, the board expressed its dissatis

faction with this arrangement, but was unable to effect any Change. The 

imposing manner of the executive director and liaison discouraged ques

tioning, and the board was exposed only to the housing authority's 

concept of tenant management. Formal staff training at Que-View was also 

conducted without a technical assistant on hand to coordinate activities. 

However, the tenant manager sat in on housing authority site manager 

meetings and felt that this was an effective means of on-the-job training. 

Board and staff training were most d1sorganiz~d at Sunrise Acres in 

Oklahoma City. Because the technical assistants assigned to the site 

did not have the requisite teChJlical background, most training presenta

tions were conducted by Oklahoma City Housing Authority personnel, many 

of whom were unfamiliar with and unsuppo~ive of the tenant management 

concept. MDRC operations staff attempted to f11l the breaCh, but they too 

lacked technical expertise, and changes in staff assignments hindered 

continuity. 

In response to an MORC questionnaire administered to board and staff 

members at the six remaining sites in the spring of 1979, most stated 

that the training they had received had prepared them quite well for the 

management duties they had to assume; moreover, they were proud of having 

mastered so much information in a relatively short time. Although they 

generally found the Program Sequence Guide an excellent .anagement 

curriculum, certain complaints about training did surface across the 
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sites. Several board members felt, for eDmple, that the Program Se

quence Guide was too detailed in its technical coverage and waa more 

appropriate for staff members concerned with day-to-day operations. 

Bowever, where the Program Sequence Guide waa defic1.ent (in matters of 

group process, for instance), technical aasistants generally devised 

means of filling the gap. 

The quality of instruction waa also a source of some dissatisfaction 

to board and staff members either because technical assistants lacked 

expertise in housing management or because housing authority staff were 

unable to present material in an interesting manner or were ambivalent 

about the tenant management program. In addition, trainees often felt 

that on-the-job training waa poorly coordinated. The housing authority 

staff member responsible for training the tenant management staff 

counterpart usually had a full-time job and saw this responsibility aa an 

additional burden. When no housing authority counterpart for a tenant 

management position existed, the training that waa delivered tended to be 

catch-as-catch-can. 

McCormack, Baron and .Associates received special praise for its 

ability to present clear, lively lessons. And when housing authority 

staff were motivated to participate wholeheartedly in training tenant 

management corporation members, better relations between the two parties 

frequently resulted • 

• 
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VII. ACHIEVEMENT OF DElfONSTRATION GOALS 

The demonstration was designed to test the effectiveness of tenant 

management as a means of improving public housing management, of expand

ing tenant employment, and of increasing tenants' satisfaction with their 

housing. In addition, the infusion of large amounts of Modernization 

~ funds to the participating developments was expected to produce sign1fi

cant physical improvements. Earlier chapters, such as those on the THe 

board and staff, and the PBA, provided insights into these areas, but did 

not cover the specific program goals. It is therefore the focus of this 

section toezamine program outcomes in terms of the purposes of the 

demonstration outlined in its design. 

Real Estate Management 
, 

The quality of real estate management. performance is important for 

assessing the viabilit.y of tenant management. as an option for public 

housing communities in ttle United States. While some housing authorit.y 

direetors who participat.ed in the demonstration indicated that the actual 

performance of the tenant management. corporation may be less important 

than the benefits derived from communit.y participation, the tenants must 
, 
\..- perform at least as well as conventional management to be considered 

effective. If rents cannot be collected in a timely fashion, vacancies 

kept low, and tenants' maintenance requests responded to promptly, the 

social, financial and physical condition of the housing will deteriorate, 

and public housing's mandate to provide decent., safe and sanitary housing 

will be negated. Moreover, one of t.he fundamental beliefs on which the 

• 
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tenant management concept is based is that public housing residents can 

manage effectively because of their more intimate knowledge of teunts' 

needs, desires and behaviors as well as their own self-interest in 

achieving and maintaining improvements in management. This seems to have 

been the case in St. Louis, the model for the demonstration where tenant 

management compared favorably with other modes of management within the 

St. Louis Housing Authority.l 

The demonstration goal of improving operating performance over that 

of convent1onal housing authority management was perhaps an unrealistic 

one. The demonstration was designed to last just three years, and one of 

the primary lessons learned by program. sponsors was that the training of 

both board and staff took considerably longer than anticipated. In fact, 

as mentioned earlier, only one site (Rochester) actually signed a manage

ment contract within the nine-aonth period originally allotted for 

training. Three of the sites that achieved tenant management did not 

complete training and sign contracts until something over two years after 

the start of the demonstration (Iroquois in Louisville signed in July 

1978 and both A. Harry Moore in Jersey City and Calliope in New Orleans 

signed in September 1978). Thus, they actually managed the developments 

on their own for 1ess than one year before the demonstration officially 

ended. Given the complex1ty involved. in public housing management, it 

hardly seems possible that inexperienced residents could have been 

expected to do better than experienced housing personnel. 

1 Jaron, Richard D., Tenant Management: A Rationale for a National 
Demonstration of Management Innovation, St. Louis: McCormack and Asso
ciates n.d•t 
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In assessing the management performance of the tenant management 

corporations, three dimensions -- rent, occupancy and maintenance -- were 

evaluated. In tems of rent, concern is with the average monthly rent 

due per unit as well a8 with rent collection and ,delinquency. The 

discussion of occupancy includes attention to vacancies and the prepara

tion of vacant uni ts • The section on maintenance focuses on routine 

maintenance work. completion. 

Determining whether change occurred in any of these management 

performance areas during the demonstration is a fairly straightforward 

process. However, determining how much -- if any of that change 

to attribute to the effects of the demonstration is a more complex 

process. In this context, the demonstration includes far more than the 

concept of tenants managing a pubUc housing development. The demonstra

tion ala 0 included an enrichment of resources in the form of MOD and TPP 

funds, the provision of expertise in the form of technical assistance and 

speciaUzed training, national attention and pubUcity, and other bene

fits not characteristic of ordinary operating conditions. Moreover, the 

program undoubtedly elevated the status of the individuals involved, and 

·prompted a c01llllitment from them to make it work. 

A major task in the analysis is sorting out whether the demonstra

tion or other factors, singly or in concert, accounts for any of the 

changes identified. There are a msmber of factors outside of the demon

stration that could have contributed to any change. that occurred. First, 

simply participating in an innovative experience in and of itself often 

produces change; the special attention received -- the so called "Raw
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thorne effect" - motivates better performance. It is also possible that 

change was due to the fact that PBAs participating in the demonstration 

were required to make ce~a1n management and other improvements at the 

sites prior to the transfer of management responsibility to the tenant 

management corporation. In some cases where they were not achieved 

before the management contract was signed, a commitment to do so was 

included in the contract. A third possibility is that whatever change 

occurred was due to PllA-wide forces and conditions affecting all PRA 

developments or other local forces and conditions. to which the tenant 

management site was subject. This was an ..pedally cO'lllpell1ng pos.i

bility in examining vacancy rates since the local private housing market 

and the PRA-w1de occupancy situation can have an important impact on a 

project regardless of tenant management. The fourth possible explanation 

is one 'which views change in management performance at the demonatration 

sites as the result of a normal evolutionary or maturation process that 

would have occurred anyway without tenant management. 

Although these various explanations are analytically distinct, they 

often combine to produce an observed effect. Horeover, it is not possi

ble in the analysis that follows to show positively that the enriched 

resources of the demonstration or the actual effectiveness of tenants as 
, -

managers were responsible for anyone of the changes identified. Instead, 

the possible factors that could account for the change are examined. The 

strategy utilized is first to eDDIiDe the trends in management perfor

mance at the six tenant management sites participating in the demonstra
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1tion throughout its full term to ascertain whether or not change 

occurred.2 Secondly, if change occurred, performance in the period 

before and after the transfer of management responsbility is compared. 

In assessing whether the observed changes can be attributed to the 

demonstration or perhaps to tenant management, other candidate explana

tions are examined to a limited extent by looking at larger PRA-w1de 

forces or conditions, the local housing market and the performance of a 

group of control sites. The use of a control group of sites permitted a 

limited assessment of what would have occurred in the absence of tenant 

management. Statistically significant differences between these sites 

and those in the demonstration could be validly attributed. to the pro

gram. The absence of such differences would imply that changes occurring 

at the demonstration sites were part of the normal evolutionary process 

c01lDllOn to public housing developments with or without tenant management. 

Several data sources were utilized in the analysis: the Tenant 

Management Information System (ntIS), a survey conducted by the Urban 

Institute, and a housing market analysis of the tenant management 

cities. The THIS, consisting of monthly and quarterly reports prepared 

by participating PBAs, was developed for the demonstration. It provided 

information regarding such areas of management performance as rents, rent 

1 .
Oklahoma City was not included. 

2 A .10 level of significance is used throughout the discussion as the 
statistical criterion against which to determine whether change occurred 
and to denote a difference. A trend or a difference is statistically 
significant only if it is highly unlikely that it could have occurred by 
chance alone. Results are considered statistically significant if they 
can be assigned a probability of chance occurrence of no more than 10 
cases in 100 hundred (p - .10). 
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collection rates, vacancy rates and maintenance. The Orban Institute 

survey consisted of a 1976 pre-demonstration interview effort and a 1979 

follow-up at the tenant management sites and at a comparable group of 

sites which were neither in the demonstration nor had· tenant management. 

These sites served as a basis of comparison, and are called control sites. 

Interviews were conducted with the PRA executive directors and other 

central office staff, managers at the tenant management developments and 

at the projects serving as their controls, a sample of project employees 

and a random sam.p1e of tenants. The information collected dealt with 

evaluations of and satisfaction with project conditions and the tenant 

organization, and performance in terms of selected conventional manage

1ment indicators. The local housing market. analysis for the tenant 

management sites included an examination of the major trends in housing 

supply and. demand as they related to low-income' families for the years 

1976-1979, the period of the demonstration. 

Rents 

. It is to the advantage of any management entity to maximize the 

dollar amount of rents collected. In keeping with this manm, all tenant 


. management corporations sought to increase rental income as an explicit. 


demonstration goal. However. achievement. of this goal posed somewhat of 


a dilemma f or tenant management corporations as _nagers of hOUSing where 


1 
A more detailed description of the data sources and methodology used 

in the research is contained in Appendix A. A full report of the Orban 
Institute's demonstration survey effort is contained in: Loux, Suzazme B •. 
and Sadaca, Robert, Analysis of Olanaes at Tenant Management Demonstra
tion Projects, unpubUshed working paper 1335 J Washington, D.C.: the 
Orban Institute, 1980. 
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limits based on in~ome are placed on eligibility_ With a legislative 

mandate limiting public housing eligibility to persous of low income, 

rents had to be maximized in ways other than allowing them to rise to 

whatever level the market would bear. 

Two major strategies were available to the tenant management cor

poration in obtaining more rental income: maximizing the legitimate rent 

charged and the rate of collection. The latter strategy is relatively 

straightforward and needs no explanation. However, the operation of the 

former is DIIOre complex and involves two techniques. The first technique 

is the most potent tool available for the purpose of increasing rental 

income for current residents of public hOusing. It is the timely ad.

1ministration of rent reviews, which involves 1IIDnitorlng any changes in 

res idents' incomes in order to DIIOdify rents charged in accordance with, 

those changes. Rent reviews are conducted either upon lease expiration 

for each individual unit or at one specific time during' the year for 

all units. At this time, the incOme and employment status of each adult 

occupant in each unit is verified. Rent reviews can have a positive-

effect upon project revenues if there have been certain changes in 

status among residents. Examples are family members who have obtained 

employment during the year, members who have received increases in social 

security or welfare benefits, and additional wage-earners occupying the 

unit. Another instance in which careful rent reviews can increase 

average monthly rent due per unit is when there has been eztensive 

MOst tenants' rent is based on a percentage of family income. 
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under-reporting of incouae to FHA staff. 'l'MC staff members' resident 

status puts them in a position of knowing who is living in a given unit 

and is working or has received increases in salary or benefit payments. 

The second means of increasing rental income applies to new appli

cants for public housing, and involves attracting eligible higher

income tenants. The Housing and C01IlJIlUD.ity Development Act of 1974 

encouraged the development of tenant selection criteria designed to 

ensure that projects include households with a broad range of incomes. 

During the demonstration, all tenant management corporations were 

concerned with tenant selection strategies that would increase the 

number of residents who were able to pay maximum rents. 

One potential disincentive to employing any or all of these tech

niques for maximizing rental incouae would have to be overcouae by a 

tenant management corporation/housing authority operating without the 

special status accorded the demons tration; According to the Perform

ance Funding System, which determines the amount of annual federal 

subsidy a given FHA receives for operating expenses, any income beyond 

that projected represents only a one-year "windfall" since it figures 

into the next year's income projection. The dilemma arises frOlll the 

need to maximize rents to cover operating costs on the one hand and 

the disincentives to do so given the resultant reduction in subsidy. 

In fact, rental income at the demonstration sites never increased to 

the extent that it would have affected the PRAs' subsidy allocations. 

But as a way of partially offsetting this potential dilemma, the PllAs 

informally agreed not to alter the tenant management sites' share of 

the total PHA subsidy during the demonstration. Rowever, under non:

demonstration conditions, this might not occur. 
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In this section,chanies in average monthly rent due per unit are 

looked at to ascertain if any increases occurred in established rents. 

In addition, the extent to which the tenant management corporation was 

able to maximize the collection of estabUshed rents is u.am:1ned by 

looking at three indicators -- average monthly rent collected per unit, 

monthly rent collection rate and the percentage of units owing more than 

one month's rent. 

Average Monthly Rent Due 

Table VII-l and Chart VII-l show findings on average monthly rent 

due, that is, the current rent due divided by the total number of units 

occupied. at the beginning of the month. 

Because rent is tied to residents' incomes, it can be expected to 

increase with inflation, ss residents' wages or welfare grants are 

augmented by cost-of-l1ving allowances. The data on average monthly rent 

due shown. here, as well as the data on average monthly rent collected in 
. 1

the following section, were therefore controlled for inflation, so 

that these data are presented in 1976 constant dollars. 

The data in the table and chart suggest a mixed picture. At three 

of the six sites (A. Barry Moore in Jersey City, New Haven, and New 

Orleans), the amount of average monthly rent due rose significantly over 

the course of the demonstration. These increases ranged from 4 percent 

Adjustments for inflation were made using factors computed on a 
local baais by HUD for determining the level of subsidy under the 
Performance lunding System. Almual publication, U.S. Deptartment of 
Housing and Urban Development, Low-Income Housing Program. - PHA Owned 
lental Housinl, Performance Fundii'll System HUD - 52723D, Appendix 13, 
Table 4. lor a more complete discussion of the BUD factorS, see Chapter 
VIII.
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{TABU VII-1 

I'DI'OIIKIIN<Z IHOlCA'l'OIIS IN 'I'HB 'l'DIAH'I' NANAGEMDrl' IJEM(liS'fIlA'fIaf 
BY SITS AND CALI2iDAR QlUI.R'l'ER 

AVllJlAGB IQmILY 1IIII'f DUB PIR WI'f 
(1916 COHSTAH'f DOLI.ARS) a 

Monthly AveraCle In OWlrter Endln 0..0. Pre va. Poet 

lite Dec 1916 Mar 1917 Jun 1911 Sep 1911 Deo 1911 Mar 1918 Jun 1918 Sep 1918 Dec 1918 Mar 1979 J'Un 1979 • Valueb P Valuec 


iJBlI8BY Clft 
A. nany Moon 69.5411 61.30 66.14 66.85 61.04 61.98 

. 
69.20 69.95 68.18 12,09 7~.53 -. 0.001** 0.001** 

iJBlSBY C1ft 

CUrdea Woo4e 61.53 66.61 61.20 66.11 61.11 66.53 64.81 63.29 60.89 65.41 61.23 0.001** RIAI' 


LOUISYILLB 

lroqucl. IIClIII8 HII' 42.30d 45.19 43.20 41.19 . 42.04 ..... 56 42.39 39.11 38.91 39.58 0.000·· 0.000** 


IIIW HAVIDI 

Que-View 61.58 
 66.49 10.31 11.61 11.15 12.80 12.89 73.82 14.51 15.85 80.18 0.000·· 0.000" 

II1II 0RL1WI8 

Callioptl 38.224 11.60 31.48 38.11 31.93 38.00 38.53 40.19 40.10 40.15 41.82 0.000" 0.000** 


~ JOaIIIS'l'BR " 

Y' I Aehanti 65.65 
 59.29 58.19 ' 60.98 61.06 63.50 59.45 56.59 64.11 62.58 63.33 0.309 0.619 


-
 -- - .... ....-- ~ 

SOUIlCB, '1'abulat1on of <lata in the Tenant lfanII~nt InfoDlatlon &y.t... 

NalBlh -Average IIOnthly rent. due per unit I. defined .. the current rent due (rent roll ad'uatecl for prorated rent of turnover unit. and allowance 
provided, divided by the total nWllber of occupied unit. at the atart of the IIORth. Theae calcq1atlona have been adjusted for InnaUon to ehov renta in 
1916 oonatant dollare. • 

bEatl_te of the probability that change. in average IIOI\thly rent dua per unit over the course of the d8lllClnstration are attdwtable to 

chance. t'bia eati_te takea Into aocount the differencea in average IIOI\thly rent due fEOla quarter to quarter for each of the eleven quartera of the 

dellJn.tration. 


, o.atllute of the probability that changea in average IIOnthly rent due per unit between the pre-contract perloc!e are attributable to chance. 
'fIlia eatllute contraata the average mnthly rent due for the entire period llUbaequent to contract a19111ng. '!'be nWllber of quarters in the pre-and post
contract periocla vary by .Ite. 

i. 
,', 

:1
'.dBued on two mntha' <lata. 

··Signlfioant at the 0.10 level or above. 

N/lP - Not applicable. 

NIl. - Hot ayaJlabl~ 

f - Indioate. the boundary line between the pre- and poat-contraot periods. 



JII:IIII'O.RMAI %1IDIo.'1'ORS llt 'ftIZ 'l'!:IWn' JWIAGEKEIft' CDlCIIIftM1'ICB 

BY SITE AND c::A:f..I:Nt)AR QDAR'l'Zl\ 
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at A. Harry Moore to 20 pereent in New Haven when the first and the last 

quarters of the program are eourpared. Moreover, these three sites also 

show signifieant inereases in the post-c:ontraet period, when the tenant 

management eorporation was managing the development, in eourparison with 

the period prior to management transfer (see Chart VII-l). In Louis

vUle, there was a 6.4 pereent drop in the average monthly rent due 

between the quarter ending Marc:h 31, 1977 (the first quarter for whic:h 

data from this site were available) and the end of the demonstration. 

This deeline is also evident when the pre-c:ontraet and post-c:ontraet 

periods are eompared. At Curries Woods in Jersey City average monthly 

rent due fluetuated over the eourse of the demonstration and on the whole 

showed an overall significant iuerease. Ho c:hange in this indieator was 

apparent at Roc:hester. Overall, then, average monthly rent due rose at 

three sites, fell at two, and. shows no c:hange at 0l1e. 

Other data, aggregated for the tenant management sites and separated 

for the eontrol sites, suggest that there was a greater inerease in 

average monthly rent due at the tenant management sites than at the 

eontrol projeets. Signifieantly more tenant management tenants reported 

that their rent had gone up in the last two years (1977-1979) than did 

tenauts at the eontrol sites. l 

1 Urban Institute survey. Eighty pereent of the tenants interviewed 
had lived at the development at least two' years. The gain seore (1979 
ainus 1976) for the tenant management sites (.39) differed signifieantly 
from that for the eontrol sites (.08) on ''ltesident' s rent went up, down 
or stayed the same in the last two years" at the .10 level. In addition, 
signifieantly more tenants reported in 1979 than in 1976 that their rent 
had inerased. The gain seore was u.aed as the measure to assess the 
amount of c:hange that had oec:urred between 1976, when the baseline survey 
was eOl1dueted and. 1979 when the follow-up survey oec:urred. The seore 
represents the differenee between the 1976 value of a variable and the 
1979 one. See Appendix A for further detaill • 
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were able Co do as well as convencional managemenc in this area. 

Average rent collected per unit. Quite separate from the rent due 

per unit 1s the amounC of renc thaC was actually collected each month. 

The average monthly rent collected per unic 1& defined as the tot.al rent 

collected from tenants in residence all or part of the month divided by 

the total DUDlber of dwelling units in the development. This figure 

therefore reflects not only the tenant maugement staff's ability to 

collect rents but also their success in filling vacanc units. 

'J:hree sites (New Raven, New Orleans, and Rochester) showed signifi

cant increases in the average rent collected per unit per month, adjusted 

for inflation (see Table VII-2 and Chart VII-2). This significant 

increase ranged (between first and last quarters) from 8 percent in New 

~ Orleans to 24 percent in New Haven. For New Orleans and New Haven, buc 

not for Rochester, average rent collected during the post-concract period 
I 

was significantly higher than for the pre-eontracc period. 

In Louisville and at Curries Woods, there were no significant 

changes in average rent collected per unit over the course of the demon

stration. 

Rent collecCion rate. Table VII-3 indicates that the sites did not 

substantially increase their performance in collecting due rents. Only 

three sites showed significant changes in the rent colleccion rate, thaC 

1s, the racio of cotal dollars collected to total amount due, over the 

course of the demons tration. Of these, at two (A. Barry Hoore in Jersey 

City and Louisville), there was a significant increase iDdicating 1m

provement. Only in Louisville was chere a significant increase in the 

post-contract period (see Table VII-3 and Chart VII-3). The period prior 

.. 
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I'TABU VII-2 

PBIII'ORHAHCB INDICATORS IH mB ~ 1lAHAGEMEN'l' DEMCItSTRATIClH 
BY SITB AND CALENDAR QUARTER 

AVERAGB MCtf'11lLY RENT COu.BCTBD PER miT 
(1976 OONSTAHT DOLLARS' a 

Monthly Averaqe in Quarter ERdin ne.o. Pre v•• Poet 

Site Dec 1976 Mar 1977 Jun 1977 Sep 1977 Dec 1977 Mar 1978 Jun 1978 Sep 1978 Dec 1978 Mar 1979 .:run 1979 PValueb P Value c 
. i 

.. 
.llritSu elft 

" 

A. Harry Noore 59.7ad 65.75 63.28 57.50 62.71 67.02 67.37 64.90 i 65.22 70.93 71.05 0.295 0.032** 

JlrRSBY Clft 

CUrrie. wooa. 64.61 66.89 64.22 61.87 63.62 66.95 61.99 59.65 59.39 66.09 64.17 0.937 HIAP 


IDUISVlLLB, ' 

Iroquoia na.e MIA 35.30d 38.56 38.10 35.54 34.35, 32.68 ' 35.10 32.83 37.01 . 36.78 0.387 .0.784 
 , I 

. ! ' 
HBIf IlAVDI I 

Que-View 58.72 62.18 63.03 64.28 65.lS ' 68.20 68.35 70.34 70.37 72.15 72.79 0.006** 0.000** 

IIDI 0lU.BAHSI.. calliope 38.~1 37.16 37.32 37.45 37.66 38.56 38.31 39.94 39.29 41.65 41.20 0.004** 0.000**f 
IKXJIESTIR ' 


Aahanti 
 56.26 58.36 55.46 54.80 63.00 61,40 54.95 53.29 57.38 65.04 61.06 0.075** 0,304 

SOURCB. Tabulation of data tn the 'l'enant Hanag ...nt Infonution Sy.ta•• 

NO'l'BS. aAverage IIOnthly rent collected per unit 1a defined as the total rent oollected froll tenants in occupancy all or part o( the IIIOnth diytded 

by the mJllber of ave1ling units in the developaent. ttle.e calculation. haye been adjusted for inflation to sbow rent. in 1976 constant dollar•• 


bsatlaate of the probability that changee in averagellOnthly rent collected per unit oyer the course of the d8llOnstration are att~ibutable 

to chance. ttli. e.tlaate takes into account the difference. in ayerage IIOnthly rent collected fraa quarter to quarter for each of the eleyen quarter~ of 

the deaon.tration. 


Csatt.&te of the probability that change. in average IIOnthly rent collected per unit between the pre~ntract and po.t~ntract periode are 

attributable to chance. Thi. esti..te contraet. the average IIOnthly rent collected for the entire period subsequent to contract .igninq. The number of 

quarten in the pre- and po.t-contract period. yary by at tao 


dB..ed on two IIOnths' data. 

**Significant at the 0.10 level or above. 

"lAP - Hot applicable. 

MIA - Hot available. 

f 
- Indicate. the boundary line between the pre- and poet-contract pe~!od. 
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" PBJU'OIlHllNi:2 nUu.CA'Nn.:. .1:" ..... _____ 
BY SIft AND CALENDAR QUARTER' 

RENT OOLLECTICII RAft (t)a 

Monthly Average in Quarter Endin 0.0. Pre ve. Poet 
lite DIIo 1976 Mar 1971 Jun 1977 84i1P 1977 DIIc 1977 Mar 1978 Jun 1978 Sep 1918 DIIo 1918 Mar 1979 Jun 1979 P Valueb P Valuea 

JBItSBY Clft 
A. Hany Moon 62.5 63.2 71.7 64.0 67.0 71.0 . 15.1 71.0 70.8 70.2 74.J,. • 0.10** 0.20. 

JBRSBY CI'l'Y 
Cw:d.e Voo4e 11.4 10.3 70.1 70.9 68.2 68.0 12.5 69.5 71.2 12.4 67.0 0.91 HIAP 

IDUISvru.B 
Iroquob HOlM MIA 75.9d 77.7 73.2 73.4 68.0 61.1 , 71.0 74.4 82.6 83.6 0.003** 0.02** 

.... HAVIH 
QIUI-View 86.1 89.4 89.7 88.8 if 88.6 fll.6 82.2 79.5 76.2 81.6 85.0 0.000·· 0.000** 

MDf OJILBAHS 
Calliope 89.1 90.1 91.1 88.1 89.7 92.1 92.0 91.0 88.8 91.8 90.9 0.28 0.91 

, 

IaoatlS'flR 
AIIhanti 80.0 84.1 87.3 i 11.2 18.6 87.5 87.9 84.9 83.9 87,S 91,7 0,15 0.69 

SOUJlClh 'I'abulatlan of data in the Tenant Manag...nt Infonaation Syet... 

MO'l'BS. ~nt colleetlan rate 1e defined .. the proportion of total nnt due 'arreare an4 current IIOIlthl collected 1n the IIIOnth., 

bBeu.ate of the probability that ebeng.. in the nnt colleotion rate oyer the aoun. of tile deIIonatratlan an attJ;!butable to chanoa. 
'I'h1e eetiaate takee into aaaount the differencee in the nnt collection rate f~ quarter to quarter for each of the eleyen qua~ter~ of the deqonstration. 

Ozetiaate of the probability t:hat chanvoe in the nnt collection rate between the pre-contract an4 poet-contraot pe:riode an attributabl. to 
chanoa. Thie eetiaate contraete with rent collection rate tor tile entire period prior to contract eigning with the nnt collection rate for the entire 
period eubaequant to contract ei,ning. The RUllber of quartere in the pn- an4 poet-contract periode vary by ette. ' 

d
.aee42 on two IICIRthe' data. 


··Significant at the 0.10 lave1 or above. 


"lAP - Not appUaable. 


MIA - Not available. 


!
- indioatee tba bolUl4ary betwe ... tba pre- an4 poet-contraot pe:riod. 
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Explaining these changes is uot as simple as documenting their 

occurrence. Between 1976 and 1979, tenants' educational level, average 

annual income and working status were measured at the demonstration sites 

treated as a group, and at the non-demonstratiou. counterparts, also 

aggregated. Increases occurred for both groups on all three measure

ments, but only at the tenant management sites was the improvement in 

working status significantly better. This improvement may have been the 

result of both the demonstration's efforts to attract higher-income 

tenants, and the jobs created for residents by the demonstration itself. 

The Significant increases in tenants' average armual income and education 

level ~ the fact that only 20 percent of the tenants interviewed were 

new tenants within the past two years, combine to suggest that these 

newer tenants may have possibly beeu higher-income tenants. 

These findings suggest that increases in average monthly rent due 

per unit over the course of the demonstration may be attributable to two 

factors: the tenant management sites' success in implementing new tenant 

selection criteria and their ability to administer rent reviews in a 

timely manner. However, some tenant management sites appear to have been 

somewhat less forceful in administering rent reviews, for e1Ulple, Jersey 

City. In Louisville, the one site where there was a decline in average 

monthly rent due, this was in all likelihood caused by concentration on 

the serious problem of preparing and fUling vacant units. 

Rent Collection/Delinquency 

Rent collection and rent delinquency show a mixed picture during the 

course of the demonstration. There was neither overall improvement nor a 

worsening condition at the majority of the sites, indicating that the 
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to management transfer was characterized by a decline to a low of 61 

percent followed thereafter, during the post-eontract period, by an 

increase to 84 percent at the end of the demonstration. 

The rent collection rate in New Haven suffered during the demonstra

tion, declining significantly. It reached a low of 76 percent in the 

quarter ending December 1978. In addition, there was also a significant 

decrease between the pre- and post-eontract periods. This decrease in 

New Haven together with no discernible change in three sites (CurTies 

Woods in Jersey City, New Orleans and Rochester) produce a generally poor 

showing during the demonstration in terms of impact on rent collection 

rates. 

Percentage of units owing more than one month's rent. Only three 

sites showed significant improvement in this indicator (A. Harry Moore in 

Jersey City, Rochester and Louisville).· (See Table VII-4 and Chart 

Vlt-4.) Despite an overall significant decrease at these sites. the 

percentage of units owing more than one month'. rent fluctuated. At none 

of the three sites showing improvement did the transfer of management to 

the tenant management corporation seem to make a difference; a comparison 

of pre- and post-contract rates shows no significant difference. 
I 

In New Haven, the situation worsened, with the percentage of units 

owing more than one month's rent increasing significantly not only over 

the course of the demonstration. but also during the post-contract 

period. New Orleans' experience demonstrates no clearly discernible 

linear trend indicatins a pattern of increase or decrease. A high of 3.6 

percent and a low of 1.4 percent characterized the pre-contract period in 

New Orleans. while the post-eontract period saw a decrease from 3.0 
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TABU VII-4 

PBRI'ORHAHCB INDICATOIIS IN '1'HB 'l'EHNft' MAHAGBMEIft' D£H(JfS'l'RA'I'IOH 
8Y SIft AND CALENDAR QUARTBR 

tlflTS atIHO OVER OHB HOtn'H I S RENT (\) a 

Monthly Average in Ouarter Endl", Delao. Pre vs. Post 
Sits Dec 1976 Mar 1977 Jun 1977 Sep 1977 Dec 1977 Mar 1978 Jun 1978 Sap 1978 Dec 1978 Mar 1979 .lUn 1979 P va1ueb P ValueO I 

'! ,
JBIISBY CITY " 

A. Hany Moore 1 .... a • 18.1 9.3 12.9 13.4 11.7 7.7 10.0 I~ 10.8 11.1 10oS'" .0.000** 0.22 

JBRSBY CITY 

CUrrias Woods 9.3 12.7 10.3 9.7 11.7 11.7 9.7 11.2 11.2 10.4 13.4 0.33 H/AP 


~ 
lDUISVlLU 


Iroquole Hc.e H/A 5.5 5.6 4.9 3.8 5.7 5.1 6.4 6.1 4.2 3.9 0.01" 0.74 


HEW IlAYBH 

Qua-Viaw 1.6 1.6 1.9 2.1 I 1.5 2.7 3.8 4.3 5.2 4.7 3.7 0.000" 0.000" 


tmI OJILUHS 

Calliope 2.3 3.6 2.7 3.4 2.3 1.7 1.4 2.4 ' 3.0 2.4 1.9 0.06** 0.89 


;:1 

III
,I RXJtES'fU . 

Ashanti 11.9 5.6 3.7 11.3 7.6 2.0 2.0 1.8 3.0 10.0 0.5 0.01** 0.26 

8ooRas. Tabulation of data 10 tha Tenut Manag__nt Infcmaation ayst_. 

HOTBSa 
a
Percent of unit. owing onr ona IIOnth's rent 1a defined as the proportion of occupied units at tha end of tha IIOnth for which tanant 


owas .ora than ona IIOnth'. rant. ' 


b
Batbaats of the probability that changes In the percentage of units owing avar one IIOnth IS rent ovar the coursa of the cIeIIonstration 


ara attributab1a to chance. 'l'hle a.tiaate takes into account the differencas in the percentage of units owing ovar one _this rent frOID quarter to 

quarter tor each of tha a1aven quarters of the deIIonstrat1on. ' 


a.st1..ta of the probability that changes in units owing over one IIOnth's rent betwean tha pra~contract and post.-contraot perloda 'ara 

attributab1s to chuce. 'BIle asttaate contrasts the percentage of units owing over ona IIOnth IS rant for tha antira period prior to contract algning 

with the percentaga of units owing over one IIOnth's rent for tha entira period ~",?sequellt to contract signing. 'DIe numbers of quartars in tha pra
and post-contract perioda vary by alta. 'J 


**Significant at tha 0.10 laval or ahoYa. 

H/AP - Hot -'pp1Icab1a. 

H/A - Hot available. 

- indicatas the boundary line between the pre- and post-contract period. 

f 
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percent to 1.9 percent over the last three quarters of the demonstration. 

No significant change in the percentage of units owing more than one 

month's rent was evident at Curries Woods in Jersey City. 

The Urban Institute survey indicates that there was no significantly 

greater improvement at the demonstration sites alone or in comparison to 

their non-demonstratiou counterparts in matters of rent collection/delin

quency. It also corroborates the finding that the tenant management 

sites as a group experienced little change in rent collection/delinquency 
. 	 1 
between 1976 and. 1979. This suggests that the te1Ul11t management sites 

2 were no better or worse off than their control counterparts. The.we 

findings suggest that te1Ul11t management did not have a noticeable effect 

on this area. 

Occupancy 

The level of occupancy in any type 	of rental housing is inextricably 

linked to the ability to generate 	income. Consequently, the ability to 

reduce vacancies is an important 	measure of management performance; the 

lower the vacancy rate, the higher 	the overall project income. Given the 

importance of vacancies to project income, the tenant management sites 

sought to decrease their incidence 	over the course of the demonstration. 

However, in any effort to fill vacant units, a management entity is 

subject to conditions prevaUing in the local private housing market that 

1 Urban Institute survey. The gain source (1979 II1ms 1976) for the 
tenant management sites for "percent rent delinquent units" was not 
statistically significant at the .10 level (14 percent in 1976 and. 14.8 
percent in 1979). . 

2 Ibid. The gain score (1979 II1nu. 1976) for the tenant management 
sit..-co.8) did not differ sign1ficantly from that for the control sites 
(1.2) 	on the "percent rent delinquent units." 
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affect the choices of the tenants whom management is trying to attract to 

its 0W11 vacant dwelling units. Consequently, it could be expected that 

the local housing market would have a significant impact on the ability 

of the tenant management corporations to reach their goals nth respect 

to vacancy reduction and improvement in other management areas. 

The availability of decent, affordable housing in the private market 

affects both the occupancy level of public housing and other performance 

measures such as rent collection rates and per unit rental income. When 

the local housing market is "tight,"1 the acceptable alternatives to 

public housing are reduced. Under such circumstances, public housing 

residents are probably more responsive in meeting such obligations as 

prompt payment of rent because there is little chance of their finding 

comparable housing should they be evicted. A tight market could also aid 

public housing managers in attracting higher .income tenants, 1£ fewer 

private market alternatives were available or if the price dl£ferential 

between public and private housing was compelling. 

In light of its importance in interpreting changes in management 

performance, especially in the area of vacancy, an examination of each of 

the local housing market at each of the demonstration sites was under

taken. This examination included an investigation of major trends in 

housing supply and demand as they relate to low-income families for the 

1 traditionally, a S percent vacancy rate has served as the rule 
of thumb in measuring the adequacy of the available housing supply. A 
vacancy rate in excess of S percent haa been viewed as sufficient to 
afford housing consumers reasonable choice nthin a given market. A 
vacancy rate of less than S percent has been generally accepted as an 
index of tight supply or an "owner#s market." 
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years 1976 through 1979, roughly the period of the demonstration. On the 

demand side of the equation, major population and economic trends were 

explored; on the supply side, the number of available dwelling units was 

tabulated, aDd net change over time was measured by factoring in demol1

tion, abaDdonment, and new construction. To the extent possible, major 

changes in the quality of the available units were examined. Data 

representing demand for other subsidized housing - such as the availa

bility of houSing at other PHA developments - were also examined, as 

were data indicating the availability and supply of private, non-subsi

dized housing generally affordable by 10W""'incou households. Despite 

these efforts, the information uncovered in the housing market analysis 

1 was limited. It should also be understood that data for housing 

market analyses are often inadequate with respect to both availability 

and. reliability_ In the discussion that follows, vacancy rates during 

the demonstration are examined, followed by a consideration of the role 

Data sources for the analysis included the 1970 Census, Housing 
Assistance Plans, PaA data on vacancy rates and applications for housing, 
and interviews with PaA persoDne1, city community development officials, 
and knowledgeable private market brokers. A Housing Assistance Plan is a 
mandatory component of an application for a Community Development Block 
Grant. It includes a description of a city or locale's existing housing 
inventory as well as estimates of current demand and need for housing. 
The limitations of the data used introduce several caveats that should be 
kept in mind. Overall vacancy rates are not particularly useful in 
describing the market for households of particular sizes or economic 
situations _ Nor do they provide insight into aspects of housing quality 
- standard or substandard conditioDS, aesthetic factors, availability of 
transportation, neighborhood reputation for crime and safety - that 
significantly affect housing consumption. Still another factor that was 
virtually impossible to 88SesS was. the degree to which landlords discri
minate against certain cO_WIers. particularly minority families who are 
welfare dependent. 
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of the local housing markets in any changes identified, and the role of 

the tenant management corporation in the attribution of such changes. 

Vacancy rate. All sites experienced improvement in occupancy over 

the course of the demonstration as indicated by the significant decline 

in vacancy rates presented in Table VII-S and Chart VII-S. However, a 

similar improvement also occurred among the control counterparts. indi

cating that tenant management did not do any better, but certainly no 

worse, than conventional PKA,management. In three sites (A. HarTY 

Moore in Jersey City, New Haven and Rochester), there were significant 

differences between the pre- and post-contract periods, indicating 

greater success in reducing vacancies after the transfer of management to 

the tenant management corporation. Although the vacancy rate in New 

Haven dropped from 10 percent in the first quarter to less than 3 percent 

in the eighth, it began climbing again, reaching 8 percent by the end of 

the demonstration. However, this late reversal was not strong enough to 

negate the significant reduction (9.0 percent vs. S.l percent) in vacan

cies between the pre-contract and post-contract periods. In Rochester, 

there were some fluctuations, but the pos t-contract vacancy rates were 

significantly lower than the pre-contract ones. 

Although the vacancy rates in Louisville and New Orleans decreased 

significantly over the course of the demonstration, the pattern of change 

differed from that for the other sites. The trend in Louisville included 

a four-quarter period (October 1977 and Sept~ber 1978) during which the 

vacancy rate went as high as 17 percent before it began to dec11ne to the 

S.6 percent figure shown in the last quarter of the demonstration. In 

New Orleans, v.acancies remained quite low throughout the demonstration, 
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'fABLE VII-5 I 

'::> 
'SIII'ORM»ICB INDICA'l'OIIS 1M '1'RB 'ft!IWft' HAHAGIH£N'1' DEHCIIS'fRA'flat 

BY SITE AND CA'LI.HDAR QUARTBR 

~CI' RATB ",a 

Monthlv Aver lQe In Ouarter BncIln ~. 're va. Poat 

81ta 0110 1976 Mer 1917 Jun 1977 leo 1917 Dec 1911 Mar 1978 Jun 1978 SeD 1978 Deo 1978 Mar 1979 Jun 1979 I' Valub I' Valuec 


IaRSBlI' CI'ft' ' 
A. Hany HDore 1.9 5.3 5.1 6.6 ~.2 ..... 2.0 2.0 I 2.6 2.6 2;'5 -,. 0.000** 0.003** 

alSEY CI'ft' 

Curdea WOod. 1.5 1.8 3.5 ".8 2.6 1•• 1.0 1.0 1.0 1.3 1.1 0.000** H/"P 


UlIJISYlLLII 

Iroquola H~ 12.3 13.1 U •• 8.3 9.0 9.8 13." 11.1 11.9 5.9 5.6 0.000** 0."8 


j
NEIl HAVIll 

Que-View 10.2 8.6 9.1 8.1 5.7 .... 2.5 2.8 ".1 1.2 8.2 0.000** 0.000** 

.1lIif OIlLBAHS 
Calliope 

. 
0.2 0.3 0.5 0.7 0.3 0.1 0.2 0.2 0.4 0.5 0.1 0.000** 0.88 

I I 
:.. IIXIfBSTS•. I 
'i' '" Aahanti 6.7 7.2 ..... 2.6 ..... 3.7 3.2 ".9 ..... 2.5 1 •• 0.000** 0.000** 

SOUIICBI 'fabulation of 4.ta In the 'l'enant Mana~nt Infom.tion Byate•• 

NOl'BSI &vacanoy rate 18 defined •• the proportlcn of tot.l pJ:Oject dwelling unit. vaoant .t the end of the acmtb. 

bS.tlaate of the probability that change. in v.canoy rate 0".1' the ooune of the 4....tr.Uon .re .ttdbutable to duanae. !bi. eatlaate 
tat.. into .ooount the 41fferan... In vacanoy r.te frc:. quarter to quarter for each of tha eleven quar~eq of the 4eiIonatr.t1on. 

aBati..te of the ~ility that change. in v.canoy rate betw.... the pre-contr.ct an4 po.t-contract perlo4a .re .ttributable to chance. 
'lhl...tlaate contr.atea the vacanoy rate for the entire pedod ~lor to contract .iqning witia vacanoy rata for the enUre pedod eubaequent to contract 
eiqnin9. 'lhe nwaban of quartan in the pre- an4 poat-contract per104. v.ry by elta. 

**Iiqnificant .t the 0.10 level or above. 

II/At - Hot applicable. 

i - in41cate. the boundary lina between the pre- an4 poat-contract period•• 

http:pre-contr.ct
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at no point did the rate reach 1 percent. What fluctuations there were 

seemed erratic and not associated with 'the development of the tenant 

management corporation. 

The housing market ana1y8is provides a framework for conclusions 

to be drawn for Louisville, New Haven and New orleans. 1 In both 

Louisville and New Haven, forces internal to th~ PHA 8eemed responsible 

for the changes in the vacancy ratu rather than the more general hou8ing 

market. In Louisville, de8pite a "soft" market for private rental 

housing (vacancy rates hovered near 7.S percent throughout the demonstra

tion) with affordable alternatives available for low income individuals, 

deaand for public housing remained high. The fluctuations in the 

vacancy rates for the tenant management 8ite catmot be differentiated 

from th08e that characterized other family deve10pment8 as they responded 

to manage1llent con~ro1 effOrt8 of the PHA. In New Haven, the market for 

private rental housing varied, but in a mamler that was not useful in 

explaining change8 in the vacancy rate at the tenant management 8ite. 

That is, during those periods in which the private rental hou8ing market 

tightened, the vacancy rate at the tenant manageaent 8ite r08e. As the 

market became 80ft, vacancies at the tenant aanagement site fell. 

Factors affecting the PHA as a whole do seem to have had an impact, since 

Thera was insufficient data for the other three sites. In Rochester 
there was only llm1ted data available on the demand for public hou8ing 
and the vacancy. rate8 for conventionally managed PHA projects. The PBA 
was unable to provide information on appllcat:ions for housing prior to 
JaDUary 1977, and t:here were no dat:a available for vacancies PHA-w1de for 
1976 and 1978. In Jersey City, t:here was no informat:ion on the private 
housing market: for 1976, and only very limited data on vacancy rat:.. in 
convent:iona11y managed PHA projects and on tot:a1 number of PHA appli
cat:ioDS for housing in 1976. 

-173

1 



- -

vacancy rates for all family developments exhibited a pattern similar to 

that of the tenant management site. These changes seem related to the 

worsening financial condition of the housing authority and its inability 

to commit resources to vacant unit preparatione 

Only in New Orleans was the private rental housing market a possible 

factor in explaining the observed trends in vacancy at the tenant manage

ment site. There, the private rental market tightened in the last year 

of the demonstration, and the vacancy rate dropped as low as 1 percent. 

The increase in the ~emand for public housing and the decrease in the 

vacancy rate for the PHA as a whole resulted from this. There was no 

discernible difference in the vacancy rate pattern for the tenant manage

ment site and the other family developments in the PHA t except in the 

case of two high-rise projects reputed to be problem-ridden, where 

vacancy rates were higher. 

Thus, where reasonable judgments can be made, there is little reason 

to attribute improvements in vacancy rates to the demonstrat'ion or to 

tenant management per see Forces affecting the PHA as a whole in Louis

ville and New Raven and the condition of the local private housing market 

in New Orleans provide more likely explanatiotl8 for those changes in 

vacancies. -.---
Furche£ support for the absence of a demonstration impact on vacancy 

comes from comparing the gain scores of the tenant management sites rith 

those of the control sites (1979 vacancy rate miuus 1976 vacancy rate). 
, 1 

There was no significant difference between them. 

Urban Institute survey. For vacancy rate, the gain scores for the 
teMnt maug_ent sites was .00 and the one for the control sites was 
-.01; the difference (.01) was DOt significant at the .10 level. 
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Vacant Unit Preparation. Vacant unit preparation is closely linked 

to vacancy rate and rental income. When vacancies occur, some decision 

must be made as to whether, and how quickly, the vacated unit will 

be prepared for occupancy. In most instances, th·is requires scarce 

resources. If there is an available pool of applicants, prompt vacancy 

preparation means the unit will be ready for occupancy and begin to 

generate income sooner. If no pool of applicants ex1sts, however, prompt 

vacancy preparation, unless coupled with security procedures, may result 

in vandalism and be more costly than would have been the case had the 

unit not been prepared. At the tenant management sites there was usually 

an available pool of applicants, so prompt vacancy preparation became an 

important factor in the financial state of the developments. 

At A. Harry Hoore in Jersey City, LouiSVille, New Orleans and 

Rochester, there was significant improvement in the vacant .unit prepara

tion rate (Table VII-6). Louisville is an interesting case in point 

because of the fluctuations that occurred there. Although on balance 

there was a significant increase in the rate, for the period April 1977 

through September 1978, there was a precipitous drop (from 27 percent to 

S percent), after which the rate climbed again. In Louisville, as well 

as at A. Harry Hoore in Jersey City aud in Rochester, increases in the 

vacant unit preparation rate were Significantly greater after transfer of 

management responsibility to the tenant maugement corporation than had 

been the case in the pre-contract period (Table VII-6 and Chart VII-6). 

In New Haven, a PHA-wide situation clearly hindered vacant unit 

preparation performance. Aggravation of the housing authority's finan

cial position and a PHA-w1de cutback in the maintenance workforce begin
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81' SIft AND CALENDkR QUARTER 

VACANT UNIT PJlBPARATIOH RAft (" a 

Monthly Average in (!garter Sndin 0..0. Pn v•• 'Post 
8i~ Deo 191' Mal' 1977 Jun 1911 Sep 1911 Dec 1911 Mu 1918 Jun 1978 Sap 1978 Dec 1978 Mal' 1979 Jun 1919 P Valuab P Valua Q 

JBIISD eIn 
A. Harry Moon 17.7 11.1 12.1 6.8 24.6 22.1 41.2 35.5 28.4 3].5 40~"'2-. 0.02** 0.07** 

.]BRBBY CI'IY 
curde. Wooda 51.5 32.t U.O 19.2 4].] 46.5 49.8 57.8 51.] 54.9 5].6 0.23 H/AP 

LOUISVILL8 
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_ HAVIll 1 
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..III 0I'ItBANS' 
Calliope 78..5 "'.1 50.2 62.2 16.6 M.4 91.1 96.] 

V

I" 
70.6 69.] 91.9 0.01** 0.93 

IiOCHBS'l'IR • 
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BOUlIClh Tabulation of "at. La the Tenant 1lanA9......t Infonaation .,.teIa. 
IIO'rBII •Vaoant unit preparation ~ate la 4efineCI .. the proportion of unpnpare4 vacant unit workload pnp~d in the IIOnth. 

b " 
B.ti..~ of the pl.'Obabillty that chango in vacant unit preparation rate OftI' the ooune of the cleamatration are attributable to chance. 
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demonstration. . 
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praparation rate tor the entire period aubll8lJUent to oontract .igoing. 'l'be nUlllber. of quarters in the pr... and post-contract: pariod. vary br .ite. 

**s1gnifioant at the 0.10 level or above. v 
HIAP - Hot applicable. 
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nina in the third quarter of 1978 considerably reduced the resources 

avaliable for vacancy preparation work. This situation resulted in an 

overall worsening of the vacant unit preparation rate over the course of 

the demonstration. despite a pattern of increase in the sU: quarters 

before the third quarter of 1978. No change in the vacant unit prepara

tion rate was detected at Curries Woods in Jersey City. 

On balance. the majority of tenant management sites improved vacant 

unit preparation performance, aDd most of these experienced greater 

success after the transfer of management responsibility to the tensnt 

management corporation. However, this improved performance catUlot be 

clearly attributed to' the effectiveness of tenants as managers. First. 

at several sites -- for example, Louisville and Rochester -- extraordin

ary efforts were exerted on the part of the PBA in cooperation with the 

tenant manag~nt corporation to reduce the vacant unit .preparation 

workload as a condition of the tenant management corporation's acceptance 

of management responsibility. Although their success in increasing the 

vacant unit preparation rate may not have occurred in the absence of the 

demonstration, certainly one caUDot attribute it to tenant management 

alone. Moreover, in comparison with their control counterparts, the 

tenant management sites did no better (or worse) in improving vacant unit 

preparat ion.1 

Urban Institute survey. For the "llWBber of days to prepare a vacant 
apartment for a new tenant," the tenant management sites showed a gain 
score of 1.0 and the control sites, a gain score of -9.3; the difference 
(10.3) was not significant at the .10 level. 
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Maintenance 

Maintenance of a housing development, the routine completi011 of 

repair work and similar jobs, has the most direct relatiouship to the 

day-to-day comfort a:a.d convenience of the tenants themselves. Respon

siveness to their requests for repairs is au ongoing and very visible 

function of management to which tenants can readily react, and it sub

stanti~y affects the quality of life in the project from the tenants l 

perspective. Tenants are concerned that their maintenance requests are 

completed within a reasonable amount of time and that the quality of work 

done is high. Although the tenant management sites did experience some 

difficulty in this area when compared to their control counterparts, 

there was no statistically significant difference. 

Routine Job Completion. The data available to assess the level of 

routine job completion were limited at three of the six tenant management 

sites. No information was available for New Haven, and in the case of 

the Jersey City sites, data were ouly available for the last five of the 

eleven quarters of the demonstration. Despite these limitations, some 

trends were discernible. 

Overall, the completion rate for routine maintenance requests from 

tenants worsened over the course of the demonstration (Table VII-7 and 

Chart VII-7). In both Jersey City sites and in New Orleans, this was 

clearly the case as indicated by significant decreases in the routine 

job completion rate. In New Orleans there was improvement followed 

by a steady decline, in spite of the fact that the average number of 

work-order requests decreased significantly. At the other two sites, 

there was no significant change in work-order requests. In the case of 
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A. Harry Moore and New Orleans, the decrease was even more significant 

after the transfer of maugement. Ouly in Rochester was a clear pattern 

of significant improvement evident in the routine job completion rate. 

It increased 46 percent over the course of the demonstration, with most 

of this improvement occu.rring in the post-contract period, when improve

ment was significantly greater than during the pre-contract phase. This 

improvement in performance was accompauied by significant decreases in 

the DUmber of service requests both over the course of the demonstration 

and between pre- and post-contract periods. The routine job completion 

rate changed significantly in Louisville, but although the overall trend 

is toward improvement, it included several fluctuations with low points 

in the December 1977 and March 1978 quarters in the pre-contract period, 

~ and the March 1979 quarter in the post-contract period. No significant 

chauge occurred between the pre- and post-contract phases. 1 

The generally poor maintenance performance of the tenant management 

sites is corroborated by other data. In 1979, teunts at the sites 

reported significantly longer periods for management to respond to 

routine job' requests than did tenants in 1976.2 However, on balance, 

the tenant management sites did not seem to fare any worse than the 

1 
During the pre-contract period there was a decrease in the average 

llU1Dber of requests and an iucrease during the post-contract period. 

2 Urban Institute survey. For routine mainteunce, teunts reported, 
on the average, 27 more days than in 1976 to respOuc! (significantly 
different from zero at .10 level); the calculation of this number iu
cluded several outlying values aud obacu.res the fact that the median 
number of days in 1979 was 6.5 days to respoud to a request. 
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control projects in terms of routine maintenance performance. There was 

no significant difference between the two in the number of days that 

tenants reported it took to respond to routine maintenance requests. 1 

A wide array of management performance indicators was monitored 

over the course of the dem.onstration. Those selected for discussion 

were chosen because of factors such as whether what occurred added 

important kuowledge, whether the findings were comprehensible, and whether 

the clata on which the findings were based were reliable. 

The indicators selected provided 42 cases (seven variables for six 

sites). In two cases data could not be analyzed. 2 An e:um.ination of 

the remaining 40 cases (displayed in Chart VII-a) inclicates that improve

ment in management performance definitely occurred at the tenant manage

ment sites over the course of the d.em.onstration. In 23 cases (58 per

cent) there was improvement, and 13 cases (32 percent) showed greater 

improvement after the transfer of full management responsibility to the 

tenant management corporation (during the post-contract period). Some 

improvement occurred at all sites, and at three (A. Har~ Moore in Jersey 

City, LoUisville and R.ochester), improvement occurred on at least five 

of the seven management performance indicators. In nine cases (23 

percent) there was no change, and in another eight cases, three of which 

1 Urban Institute survey. The gain acore for the tenant management sites 
was 27.2 clays and for the control sites 6.1 clays; their difference of 21.1 
was not significant at the .10 level. 

2 In one case, the clata were mavallable, and in the second, it was impos
sible to determine what the trend was. 
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were in New Haven, there was a decline in management performance. 

Improvement was most often shown in terms of vacancy rate and vacant unit 

preparation rate. 

In ass.sing the meaning of these findings, an atteapt m.uat be made 

to evaluate c1rC1J1llStances outside of tenant management that might account 

for their occurrence. There does seem to be some evidence that at half 

the sites tenant management had a positive effect on the average monthly 

rent due, which in turn led to an increase in average monthly rent 

collected. the improvement in vaca~ rate and vacant unit prepara

tion, on the other hAnd, seems to have been associated. with lIlA coaait

ment in terms of staff and resources, and the improvement that occurred 

at the tenant management sites was not significantly different from that 

experienced by the control sites. 
,~ 

The major finding on management performance is pemaps overshadowed 

by the several caveats related to the improvement which did occur. In 

comparison with their conventionally managed control counterparts, the 

tenant unagnent sites performed as well in all management areas. In 

essence, the weight of the evidence seems to indicate that public housing 

residents are fully capable of performing "hard" managemeut tasks - the 

nuts and bolts of real estate management - --=...a level that seems compar

able to that of conventional- pUblic housing managers. 

-
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Physical Improvements 

lUteen million dollars in Modernization Program (MOD) funds and 

additional monies under the target Projects Program (TPP) were designated 

for physical improvements at the demonstration sites. WhUe none of the 

program's predecesaors in the pre-demonstration period had received auch 

funda as' part of the introduction of tenant management, the demonstra

tion's sponsors felt that the infusion of fUDda for physical improvement 

was needed to provide an incentive for participation and to give the 

program a fair test. 

Rationale for Modernization Funding 

the provision of MOD funds was a direct response to the tenant 

u.nagement aperience in St. Louis. As a prime example of aging public 

•
housing stock, the St. Louis tenant management developments suffered. from. 

a 1Ilyriad of prob1e1lls associated with physical deterioration. this 

deterioration was a constant visible reminder of the U1s of public 

housing both to the fledgling tenant management corporations and the 

tenants at large. As ncb, it overshadowed any positive steps toward 

1Ilore efficient and sensitive aanagement taken by the tenant management 

corporations, and their inability to reverse it threatened tenant unage

1Ilent: 

It. is very hard for a (tHe) to keep credibility with 
its community 1£ it can't deliver on broken pipes or 
grounds that. don't have a blade of grasa.. •• the 
incinerators were in violation of the code and •••were 
apew1Dg all kinds of debria on the people and the 
ground... • the tenanta had to be given the toola 
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they feeded to give the demonstration an honest . test •• 
The two initial TMCs did not receive TPP funds untll their second 

year of existence, in 1974, nor HOD mouies untll even later. Although 

they managed to survive without the extra money, program observers and 

participants felt that when the funds did become available, they helped 

the new tenant management corporati0118 soUd.1fy their management posi

tions. A major implication of the St. Louis a;perieuee was that addi

tioual funds were needed as a source· of v1aib1e physical improvaents 

to encourage tenant support of the teuaut _nagaent corporation. In 

essence, improvements realized under HOD would increase the developments' 

safety, comfort, and attractiveness, and thereby earn tenant support for 

the tenant _nagement corporations as spouon of such improvements. 

In selecting sit.. for the natioual delK)utration, planners tried to 

strike a balance between, on the one hand, sites that were so dilapidated 

that the dim prospects for making any progress would frustrate and 

detract from any successful effort to stage the program, and, on the 

other hand, sites needing only minor repairs that would not be noticeable 

enough to bring credit and support to the TMC. However, physical condi

tion was not the only criterion for aite selection; resident interest and 

PBA support were also crucial, as was the ease in Rochester, for 'iD

stance, a relatively new development whera the offer of HOD funds was not 

the overriding factor in favor of participation. For other, older sites, 

Talbot, Allan I.. , The Evolution of the !latioual Tenant Management 
Demonstration Progl"a:ll, !lew York: The Ford Foundation, February, 1977 
page 8 • 

.. 
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the guarantee of MOD funds would be a major inducement for iDVolvement, 

and improvements realized. as a result would- contribute to their ability 

to operate efficiently. 

Finally, MOD was seen as an important factor in achieving the goals 

of the demoustration. It was anticipated that these improvements would 

make the sites attractive enough to draw tenants with higher incomes. 

whose rents would boost site revenues and pemapa facilitate better 

management performance. It was also hoped that improvements in the 

safety, comfort aad attractiveness of the developments would increase 

resident satisfaction with their community and heighten residents' pride 

so they would cooperate more fully in upkeep efforts. In addition, MOD 

projects were viewed as a vehicle for increasing resident employment, a 

third goal of the demonatration. 

Modernization Activity: Process and Outcomes 

Since its inception in 1968, the MOD program has sought to include 

tenant input in local activities and to increase tenant employment. In 

reaUty, tenant iDVolvement very often was little more than the expres

sion of minor preferences after major decisious had already been made. 

There were some notable exceptious to this practice, for example in St. 

Louis, where tenant organizations' input was solicited for the MOD 

program, which predated tenant management, and decisions on MOD alloca

tious 8.1IlQ.ng the PRA developments were made by the Teunt Affairs Board 

(tAB) in cooperation with the PBA. 

The MOD process is a protracted and complicated. one involving 

considerable technical expertise. Aside from the potentially cumbersome 
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process of getting residents to agree on needed improvements and to 

select among alternatives, it iuvolves a series of bureaucratic approvals 

and a long sequence of designing, estimating, bidding and contracting 

activities. Following these tasks, the actual work must be monitored. 

And, over time, inflation may undermine the best laid plans. 

Residents began participating in Modernization decisions during the 

planning phase of the demonstration since a request for funds for 

specific Modernization platJS was part of each site's initial proposal. 

These MOD activities were usually discussed and negotitated between the 

housing authority, tenant representatives, and MORe, subject to further 

IIOd1fication, however, as subsequent events occurred.• 

One of the first tasks facing tenant management corporation board 

members was to revi... the Modernization priorities and 1DOdify them in 

light of resident preference, or according to their understanding of how 

Modernization funds could be used to further the goals of the tenant 

management corporation. These modifications usually included completing 

more visible site improvements or renovating individual units first in an 

attempt to gain resident support for the tenant management corporation 

early in the demonstration. Sometimes the tenant managellent corpora

tion'. modifications were in response to a poll of resident preferences 

or to budget constraints. In Rochester, for esample, a tenant survey 

indicated that the planned day-care center would be under-ut1llzed and 

funds would be better spent for a community center. On other occasions 

in the demonstration, changes in HOD plans orlginated with the PBA; these 

revisions often stemmed from unanticipated needs for _jor emergency 
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repair work, as in Jersey City's Curries Woods, where emergeney replace

1Ient of a boiler took. priority over previously scheduled 11lprovements. 

The MOD set-aside of $lS,OOO,OOO for tbe d81lOnatration was allocated 

&110118 seven sites; allocation was buedprimar11y on' tbe size of site, 

with lome couaideration given to the site's condition and whetber or not 

1it bad previously received MOD funding. In Lou1lville and New Or

leans, portions of tbe TPP allocatio118 were allo used for pbysical 

2i1lprove1lentl. Chart VII-9 and Table VII-8 provide an overview of 
. , 3 

activities ..de possible by Modernization Progra1l funds. These 

can be grouped into several categories. Pbysical safety was an islue 

important to aU tenants, and sizable &mOUnts of 1IOney were allocated 

to enhance lafety and security, iacluding i118tallation of exterior 

liabtina, deadbolt locks an,d doors, and hallway fire doors. Otber 

pbysical improvements were aeared to euhancing residents' comfort, such 

1 Witb the dropping of Oklaboma City in 1918, this a1l0unt became 
$13,993,000; tbis &mOunt was increased by $19,480 frO'll otber funds, such 
as pre-demonatration PHA HOD 1I0111es, bringing tbe total allocation to 
$14~012,480. This latter figure 11 the one used in c01llputationa per
f01'1led for Chart VII-9 and Table VII-8. 

2 $815,000 of tbe TPP allocation for New Orleans (Calliope) was 
desipated for proposed physical improveaents, as vas $24,000 of the 
TPP allocation for Louisville (Iroquois). The projects for wbich TPP 
funds were used in New Orleana included: repair and replacement of 
draiD8pouts and gutters, paintinl of public halls, termite-proofina of 
buildings, replacement and/or repair of screen doors, removal of graffiti, 
new refrigerators and ranges, subsidence and drainage, sewer machines, 
batbrOO1l fixtures, exterior and cycle painting, stairway pana, purchase 
of an electric tracklter, two pick..p truck8, various maintenance ma
chiD:U, and tree trilllll1118. For Louisville, the projects were: a self
belp paint program, grounds 1m:provemeDt and landlcaping, and purchase of 
a passenger van. 

3 Information in Chart VII-9 and Table VII-8 is l1m.1ted to projects 
supported by Modernization funds; projects for wbich TPP funds were used 
are not included in the d1lcussion. Nor is OklahOlla City included. 
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olel'••y City. 
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-Hallvay fira door. No work beguQ 
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incinerator .y.t_ IIork begun 
Slevatol' .adarDiution CoIIplated 
Bxtarlor of building. (..~, No work belJUll 
Heatint .,at.. refurbia~nt CoIIpleted 
'l'ile In.tallation 	 IIork belJUll 
'alntint and oleaning .tairwelll COeapletad 	 , 
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lroquoia ac.e. IlIIC 85. 13,500,000 -eonatruotion of 4aycar. oenter CoIIplate4 80 

-RaPAir of roof., gutter., and . 
dovnapout. CoIIipleted 

• "pail' and raplac_nt of boila• 
•yat... gaaline., heatint . 
.yate_ eo.pleted 
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con't 
Louisville. 
IJ:'OIIUOi. Holle. IIMC lleplace_nt of .tove. o.:.pleted 

llenovation of unit. for the . 

. 
handicapped 

Sidewalk and .tcuctural repairs 
Graffiti re~val . 

Work begun 
Ho work begun 
COIIpleted . . 

New"'""u 
QUe-View 260 1,650 *'l'hen.al windows 

*Ground. iaprov_nt 
Substantially co.plete4 
COnsultant ..sign pha.e 

28 

*Renovation of co.MUnity cenur Arohiteot design pha.. 
-New entry 4esign 
Bathrooa renovation 

Work begun 
CoIIIpleted 

Stora windows·, doors, and lock. Work begun 
llepairs to building exterior 
Heating sy.t.. repair. 

Ongoing 
ongoing 

Apart.ent interior. CoIIIpleted 
Laundry ~ renovation. 
Dayoare center renovation 
Master tv antenna .yste. 

Ho work btgun 
Architeot "s"p Pha.... 
Ho work begun 

Plumbing .,st.. repair. Ho work begun 

." 
Base_nt oleanout 
Xitchen exhau.t fans 

lID work begun 
Ho work begun 

..., Ol:'leans. 
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'3 

-stora windows 
*Base_at r~ling 
rasola and gutter. 
co..unlty building renovation 
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CoIDplete4 
ec.plete4 

Concrete etoops CoIIIpleted 
Purcha.e of office furniture 

-



-- ----

Continued 

'rotal 110. of total o..onatratiun Speoifio Modernication Aotiviti•• , CoIIpleted 
DWell~ unlt. MOO Allooat1ona Cft Activity 'tatuM on 6/30/7~ on 6/30/790

11ft 

CIOR't 

lIDc::heatar, 7elepbone eqq1~nt CoIIp1eted 

&ahutl Window repair co.p1eted 


..at1ag .y.tea renovatlon eo.p1eted 

Llno1eua .talr tread8 110 won: be'llln 


-

8OU8CI. 	 QUartedy MOD reporte .w.itte4 by the .It•• and l'IIA Staff. 

1IO!B8. 	 ,*l~ Clty 1. DOt lnc1uded 1a tIli. table, the total MOD allooaUon by that alta wa. ,1,007,000 and the dte ino1u4e4 537 unit•• 

aActual .aot•• de.lgh&tad for thl MOD pro'eote li.tad ln the table actually toteled ,14,012,480 

bst. follow1a9 .tetuae. ara i4ent1t1e4 I 

, 

110 work "!lIlA 


Aroblteot Dealga I'ba.. - 1l'14ioata. projeot. vblcb wen .tU1 in the pllUlAlag .tap. 


lion: "gull - 4IDota. proj.ot. ta which plan. baft be_ dro_ up and work bad .tuted, but were not Mar co.p10tlon. 


8ub.taaUally OCIIItiPlotad - projecta ln ""'lob the groat _jodty of work bad been done al'l4 fWlCl. oxpe0de4. 

I 

0CIIItiP1etad 


Qngola, l"ro,.ct. - tho.. undertaltan a. thl Meel aro... 


* d8n0te. tho.e lta.. ccm.1dera4 to be top-pdodty ill the eLto.' appl1cation to IIJD 

°"Callp10te4- aRel -ongo1a,- uH4 ill the QOIIPUtatioa of -percant CJOIIII10ted on 6/l0/19-. 

dU ... deoided not to buUd the p11U1A8d deycare canter. '1,450 wa. epant beforo 4ocld1Dg DOt to build the facll1tr. 

01"1... to nnoftta the adIIlaletraUon buil41ng vere .toppect whln thl !Ioualng authority 400ided to build a DO" .tructuro.

.-. 

http:l"ro,.ct


• • ~, , 

TABLE VII-8 
, 

MODERNIZATION PROJECTS, SUMMARY OF ACTIVITY AT END OF DEMONSTRATION 

Items not begun or in 
Funds spent as of Items completed as of Architect's Design Phase 

Actual/J!'wlCis 6/30/79 6/30/79 as of 6/30/79 
Allocated to , of , of Total , of Total , of Total , of Total 

Sitea · MOD Pro1ectsJJ) Amount($) . Allocation Projects Allocation Projects Allocation 
Jersey Citya A. Harry Moore 966,734 675,030 68 46 46 15 10 

Jersey Citya Curries Woods 1,015,266 751,004 74 38 43 7 7 

Louisvil1ea Iroquo~s 3,500,000 3,254,837 . 93 80 91 10 6 

Hew Havena Que-View 1,669,800 690,059 44 28 13 47 39 

Hew Orleans a Calliope 6,524,000 2,738,123 42 60 25 30 46 

Rochestera Ashanti 306,680 287,006 94 93 94 7 6 

All Sites 14,012,480 8,395,059 60 57 45 20 29 

SOURCEa Quarterly MOD reports submitted by the sites and PHA Staff 

NOTESa aOklahoma City not included, total MOD allocation was $1,007,000. 
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as electrical rewirins in New Orleans and Louisville to permit the 

installation of air conditioners, and the installation of storm windows 

in 1lochester. Proposed projects also included improvements to individual 

units such as bathroom and kitchen renovation as' well as aesthetic 

improvements to the developments as a whole, includins sraffiti removal 

and grounds improvements. In four sites, construction or major renova

tion was proposed - a cO'lll'llUnity center in 1lochester, New Orleans and New 

Raven, and a day-care center in Louisville. 

An ..sessmant . of the demonstration's Modernization (MOD) efforts 

will be approached from several perspectives, includins the percentase of 

proposed projects completed, percentase of allocated funds expended, 

tenants' assessmant of the tenant manasement corporation's ability to 

accomplish physical improvements, and the quality of the work done. The 

assessment of the quality of the work 18 provided in the discussion of 

the tenant manasement corporation board's 1IlOnitorins of workmanship. 

Chart VII-9 and Table VII-8 indicate that the sites varied consi

derably in the extent to which MOD work had been completed at the close 

of the demonstration. Overall, 51 percent of the total projects planned 

had been completed by June 30, 1919 with a ranse from 28 percent in New 

Baven to 93 percent in 1lochester. At A. Barry Moore and Curries Woods -in 

Jersey City and Que-View in New Raven, less than 50 percent of the 

projects had been completed. Rowever, it should be borne in mind that 

failure to complete MOD projects on schedule 18 not an uncommon pheno

menon. The majority (13 percent) of the top priority projects had 

been completed or substantially ccnapleted by the demonstration'. end. 

-
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The fact that the overall completion rate of 57 percent represented 

ouly 4S percent of the total MOD allocation indicates that lome of the 

1IOre expensive projects bad not been completed. New Orleans 11 the prime 

example of this situation. Sixty percent of the MOD projects had -been 

completed, bUt they represented ouly 25 percent of the total MOD alloca

tion. Work had not begun on the community/administrative building or 

electrical rewiring; exterior auG interior lighting bad not been caa

pleted. The allocation for theae items was $3.9 million of a total MOD 

allocation of $6.5 million. ProjectIon which virtually no work bad been 

done ("no work begun" aDd "architect's design phase" in Chart VII-9) 

represent 20 percent of the total projects for all sites. On a lite-by

lite basis. the percentage of projects not yet begun ranged from 7 

percent in Rochester and Curries Woods to 47 percent in New Haven, witb 

the figures for four of the six sites below 20 percent. Overall, bow

ever, 60 percent of the total allocation had been spent by the demon

stration's end, ranging from 94 percent in Rochester to 42 percent in New 

Orleans. 

As tbe discussion of the status of MOD items strongly implies, the 

pace of the work varied widely amons the sites. In Rochester, the work 

rate was exceptionally rapid; virtually all projects undertaken had been 

executed by mid-1978. Modernization in New Haven got off to a good 

start, but progress was derailed by a nine-month strike of housing 

autbority electricians. At Calliope in New Orleaus auG the Jersey City 

sites, Modernization work proceeded at a faltering pace. 

Encouraged to take a aubatantial role in both determining which 

activities would be undertaken and monitoring their implementation, 
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tenant management corporations at the demonstration lites experienced 

both the benefits and problema associated with the HOD procul. The 

tenants' new role was a limited one. Though the tenant management 

corporation had power of oversight regarding HOD work, they had little 

actual control when work did not go according to plan. Thus, the tenant 

management corporation could communicate its concerns to the housing 

authority over delays in Icheduling and poor quality work, but O11ly the 

housing authority could deny a contract, withhold a payment until 

satisfactory completion of work, or take other action. 

Delays in the completion of HOD work proved to be • major problem 

for the tenant management corporations; they were the rule rather than 

the a:ception. It is dJ,fficult to ascertain to what extent the delays 

resulted from business as usual or from the i1lVolvement of the teant 

maagement corporations in the HOD process. The considerable lead-time 

required for drawing up plans, consulting architects and engineers, and 

letting the projects out for bid was a source of delay at all sites. 

Some additional causes of delay included union problems and strikes which 

held up repairs and construction. This dilemma plagued all housing 

authority developments, in N5 Haven and Jersey City, as did misunder

standings with local BUD officials in LoUisville. Other sources of delay 

may be attributed to tenant management corporation involvement in moni

toring the HOD process.. Furthermore, the eucroachm.ent of novice tenant 

maugement corporation board and staff members onto the purview of the 

housing authority's modernization department engendered resistance at all 

sites and .y have complicated normal procedures. At one site, for 
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assisting it in preparing its corporate bylaws, formulating rules and 

regulations for residents, and establishing a positive relationship with 

the resident C01lllllU.nity through such vehicles as site-wide meetings and 

newsletters. Another major activity of the technical assistant was to 

help the board and the housing authority forge an open, constructive 

relationship, and to resolve such potentially nettlesome issues as the 

development of site-specific budgets and the monitoring of modernization 

work. Staff organization was the tenant management corporation boards' 

next area of concern, and they rece!ved a great deal of support and 

guidance in formulating job descriptions, hiring procedures, and person

nel policies. 

S~aff hiring and training was the immediate precursor to the nego

tiation and signing of the management contract. By October 1978, con

tracts had been signed at all sites except Oklahoma City and Curries 

Woods in Jersey City_ It had taken longer than anticipated. At this 

point once the basic relationship between tenant management corpora

tion and housing authority had been established, and board and staff were 

carrying out their respective functions - the technical assistant could, 

and generally did, step back from intense, day-to-day involvement with 

the affairs of the tenant management corporation and provide advice and 
..

mediate conflicts on an· as-ueeded basis. 

Technical assistance efforts met with varying degress of success_ 

At R.ochester, the tenant management board, aided by the knowledgeable 

technical assistant who served in that position throughOut the de1llOn

stration, developed into a stable and competent management organization. 

Although the development of management skills was slower in Louisville 
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and New Orleans, there, too, the technical assistants helped the boards 

build a sense of organizational competence and independence. 

WhUe technical assistants were undoubtedly essential to the success 

of the program at these sites, it is difficult to measure the extent of 

their contribution. Where technical assistance was effective, it worked 

in conjunction with other important factors - tenant management board 

members with prior organ:f:zational experience and/or natural leadership 

ability, and housing authority executive directors who were committed to 

the concept of tenant management. 

The se~eral sites where technical ~ssistance was unsuccessful 

confirm that its effectiveness depends on support and acceptance from 

both the housing authority and the tenant management corporation. In New 

Haven, for example, the executive director's intention to dominate the 

TMC board was manifested by his efforts·~ prevent meetings between the 

tenant management board or staff and the MDRC-hired technical assistant 

without the presence of a housing authority representative. In the 

generally indifferent atmosphere of the Oklahoma City Housing Authority, 

technical assistance to the Sunrise Acres Tenant Management Corporation 

was unavailing. 

In Jersey City, where a qualified technical assistant could not 

be found initially, the parties agreed that the housing authority 

liaison to the two Jersey City tenant management corporations, working in 

conjunction with McCormack, Baron and Associates, could perform technical 

assistance functions. Although this employee had been active in organi

zing tenants in various other efforts, he failed to win the confidence of 

the Curries Woods tenant management board. The two technical assistants 
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example the P1IA MOD department failed to iD.Vite the THC board members to 

pre-c.oll8truction conferences on HOD projects. and the PBA staff often 

treated board members in an abusive manner. In 8ll0ther site. the PBA HOD 

department failed to follow plans jointly made with the THC in the 

iustallation of new door locks. 

Apart frOB the physical improvements made possible by the infusion 

of funcls. the HOD espenence had other cousequeuees. both positive and 

negative, for the demoll8tration participants. PBA staff, for instance, 

tended to view tenant management corporation iuvolvement as a 1I11xed 

bles8ing. Ott the oue hand, tenants were seen as nonces, untutored in 

the techu1cal nature of HOD work, and cau8ing delay and disruption of the 

proceS8 as a result. Ott the other hand, the tenant management corpora

tion was 8een as eucouraging progre8s by arranging for contractors to 

gain acceS8 to individual apartments. At one site. ~roblema with the P1IA 

resardins HOD proved to be a catalyst in uniting the board against 

que8tionable practices in the P1IA MOD department. MOD'not ouly provided 

a focus arou.nd which the tenant management board coalesced and took 

decisive action but also 8erved to rectify 80me undesirable conditiollS 

within the PHA. A positive cousequeuee of tenant management corporation 

involvement in monitoring the implementation of MOD work, where it 

occurred, was the tenants' careful exa1I11nation of ongoing and completed 

work to eusure its quality. their visilance in this effort and ius18

tence that shoddy wor~ not be paid for were of obvious benefit to both 

the PBA and their fellow residents. 

N'esativereactious frOll the tenants at large were also a cousequeuee 

of the HOD expeneuee. In its role aa liai8011 with the tenant c01llDlf1u1ty, 

.... 
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the THe was the entity that was mst exposed. to both the heightened. 

expectations of the community and the frustration and blame when im

provements did not materialize. At one of the aouthern sites, for 

instance, a high-priority HOD expenditure was to be rewiring of the 

aite's electrical system to support such apartment appliances as air 

conditioners. Serious delay. occurred when the tenantunagement cor

poration board discovered. that the plana drawn, up by the PBA engineer 

placed the air conditioners in bedroom. windows which were also the ouly 

access to each apartment's fire escape. This discovery necessitated a 

coaplete re-design of the wiring plana and resulted in residents spending 

another summer without air conditioning. Residents accused. the tenant 

management corporation of not producing the promised. improvements, yet it 

was never really in the power of the tenant management corporation to 

deliver on many of these HOD promises, and in fact, in this particular 

instance, it was the tenant management corporation's discovery that 

probably prevented. an even more serious problem. 

In spite of the difficulties that this situation imposed, delays in 

completion of MOD work do not seem. to have seriously undercut the viabi

lity of tenant management at any of the sites. Residents in the wider 

cOllUllUnity seemed, in fact, not to have ....ured tenant management cor

porationsuccess in terms of MOD achievements; less than 1 percent of the 

tenants surveyed by the Urban Institute indicated physical improvements 

as the most important purpose of the te11&Ilt management corporation. 

Among tenants surveyed, physical improvements were most frequently 

mentioned aa an area in which the tenant management corporation was able 

.. 
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to get things done. When MOD improvements did not materialize, THe 

board and staff members reported that residents \ec:ame angry, and ex

pressed that anger, yet they did not seem to withdraw their support from 

the tenant management corporation and its general purposes. It appears 

that residents judged the tenant management corporation no different from 

the housing authority overall; no better, but no worse. Only 6 percent 

of the residents who felt that the tenant management corporation did a 

better job than ~he PBA in managing the development mentioned physical 

improvements as an examPle, 2 and only 3 percent of those who said the 

'fMC was doing a worse job mentioned this area. 

On balance, perhaps the most important positive consequence of HOD 

funds was largely unanticipated. They provided a focus around which the 

tenant management corporation boards could make concrete decisions and, 

in the process, build organizational atrength. At SOll8 Sites, the board 

members' sense of their own powers was augmented th,rough negotiations 

with housing authority staff concerning HOD issues. Whereas the mana

gerial policies implemented by the tenant management corporation seemed 

to be more stringent than those of the housing authority -- tenants were 

pressed to pay their rents 011 time and were responsible for hallway 

1 Urban Institute survey. Among the tenants who knew about the THe, 
47percent (N-62) felt that tha organization was able to get things done. 
Of these, 37percent (B-23) mentioned "physical improvements" as an area 
in which this was the case; physical improvements were also mentioned 
1IOre than any other area of activity. Among the tenants who felt that 
THe was not able to get things done (33percent, 5-43), only 12percent 
(N-S) mentioned physical improvements as an example. 

2 
~. Twenty-seven percent of the tenants felt that the PRA did a 

better job than the 1lie, 34 percent, the same, and 22 percent, worse, and 
27 percent did no know. 
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clean-ups - the introduction of physical improvements to the sites 

allowed. board members to feel like benefactors rather than policemen. 

MOD monies thus provided board members with the capacity to do for their 

fellow residents, rather than merely ~ them. 

Is HOD NeceSsary to Tenant Management '1 

The demonstrat10n's papers felt that t.he infusion of larle doses 

of HOD funds was a necessary 1ngred1ent of the prolram. It was thoulht 

that the monies would eneourale PBAs and tenants to part1cipate in the 

demons tra.t ion, improve the deteriorated physical condition of public 

housinl, e'Dbance the credibility of the" tenant manalement corporation 

and, finally, facilitate the achievement of some of the demonstration's 

loals. 

Based on prolram fiDdings, the assessment of HOD's importance to 

tenant manalement is mized. Certainly HOD monies served as incentive to 

PBAs to participate in the demonstration; this is evident from the 

executive d1rectors' comments in interviews. Substantial improvements in 

thephys1cal condit10n of the developments were realized despite sian1fi

cant' delays and other allravations faced by the tenant manalement cor

poration board and staff. These aggravat10ns 1neluded compla1nts from. 

fellow tenants as the 'tKC became the whipping boy for residents' frustra

tion over the delays. In some instances, HOD efforts may have even 

temporarily damaled or, undermined a tenant manalement corporation's 

credib111ty rather than he1lhtened 1t. Horeover, housing experts have 

IUlgested that physical improvements to the sites are not a very lat1s

factory means of lain1ng resident support for tenant management because 

tenants feel tbat liviD8 1n clean, safe and attractive housing 1s a 
, 
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right, not a privilege and because improvements are not unique to tenant 

management but have been or may be made under the aegis of the housina 

authority. 

'With regard to the demonstration's goals, Modendzation funds did 

not have th~r anticipated impact of increasing resident employment. 

Ilelatively few site residents were employed in MOD activities.1 'With 

regard to a second demonstration goal related to MOD -- attracting higher 

i12Come tenants -- it is difficult to ascertain whether there was any 

success. Data suggest that 80me higher i12Come tenants did become resi-. 

dents at' the tenant management projects during the demonstration, 2 but 

it is difficult to 11Dk this to MOD improvements, especially in view of 

the slow pace at which they occurred. 

MOD funds did, on the other hand, have some important and positive 

unanticipated consequences. These=-funds provided a focus around which 

the tenant management corporation boards made decisions, and in the 

process, built organizational strength. Moreover, the funds provided the 

opportunity for board members to feel thae they were doing something for 

their fellow residents rather than just acting as strict managers. 

Finally, the participation of 'IMC members in .,nitoring workmanship 

resulted in the identification of shoddy work and its correction. 

The conclusion most readily suggested when looking at the demonstra

tion experience and those of pre-demoDStration tenant management programs 

1 See the section of this chapter on tenant employment. 

2 See the section of this chapter on real estate management • 
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is that Modernization funds are not a necessary ingredient for an incipi

ent tenant management program. What seems 1IlOre 1.mponant is that the 

THCs have control over site improvements whenever they occur. At the 

first two non-damoutration tenant management sites still in existence 

(St. Louis and Boston), MOD funds were available to the tenant management 

corporation only after several years of operation. When MOD funds did 

become available, they were seen as helping the THCs solidify and streng

then their position with the resident community. 

During the demoutration, where MOD monies were initially a part of 

the tenant management package, drawbacks were evident: universal delays 

in implementing MOD and perhaps additional ones occasioned by the in.

volvement of fledgling tenant management corporation boards; poor perfor

mance in terms of generating tenant employment; and complaints associated 

with MOD that a novice tenant manag_ent corporation i, espedally likely 

to experience. These experiences suggest that lroD funds may not contri

bute significantly to enhancing the credibility of the young tenant 

..nagement corporation through early visible improvements to the site or 

through increased tenant employment. Moreover, the overall conditiou 

surrounding the utilization of theSe 1IlOnies did not contribute in a major 

way to the iutnction of the demoutration board and staff members since 

they were more immediately concerned with achieving stability in their 

new management roles. Consequently, such funds may not be that benefi

cial during the first year or so of tenant ..nalement. 

What all this sUllests is not that MOD funds are unimportant to 

tenant manalemant but that their availability may not be indispensable to 

mounting a successful tenant manalement prolram or to tenant management 

.
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per!!.. It may be preferable, then, to poatpone major HOD activities 

until the tenant management corporation has achieved some stability in 

its new management role, gained the confidence of tenants aDd can better 

deal with a possibly reluctant housing authority modernization department. 

Tenant Employment 

Increasing the level aDd affecting the patterns of employment for 

the residents of public housing were seen as important potential benefits 

of the demonstration from its inception. Whether viewed as central 

to the demonstration's purposes or a natural consequence, there were 

a 11WIlber of ways in which the demonstration could have an impact in 

the employment area. The most direct way in which tenant managment could 

improve employment levels was through the creation of tenant management 

corporation staff positions. Not only were these positions restricted to 

residents but, by design, the progr81ll increased the m.rmber of employees 

comprising the on-site management staff. The availability of supervisory 

types of positions within the tenant management corporation could be 

viewed not only within its job creation context, but also as a means of 

upgrading the skills and longer-term employment potential for the 

residents who secured such positions. 

It was hoped, in addition, that the tenant management corporation 

would be able to increase tenant employment through a DUmber of indirect 

mechanisms. For example, in its role as developer aDd coordinator of 

on-site sodal services, the T.MC could ensure that such programs gave 

priority to residents in its hirinS_ The tenant management corporation 

could also exert influence in obtainins priority consideration for 

residents when housing -authority positions became available, especially 
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on-site positions in conventional areas such as maintenance and clerical 

work. In addition, it wu felt that the THe could be instrumental in 

increasing resident employment in Moderization Program projects directed 

at physical improvements to the sites -- a function strongly supported by 

mm regulations t which stipulate that residents be given preference in 

hiring for MOD work. to the extent feasible. In each case, however, the 

tenant management corporation's potential influence would be limited by 

umon and/or civil service requirements concer111ng pre-qualifications and 

aemority. P'inally t the tenant management corporation could serve as the 

on-site coordination or management mechamsm for federally-funded pro

grams having job ~reation potential for residents, especially the Compre

hensive Employment and Training Act (CETA). The.tenant management 

corporations would not only manage the funds and allocate jobs to resi

dents, but also increase the level of such resources flowing into the THC 

cOlDJllUmty. 

This section explores these tenant· employment issues during the 

demonstration at the aix sites participating in the program for its 

full-term. 1 The primary discussion centers on the levels of employment 

and job development efforts with le8s attention to the types of indivi

duals employed and their job experience. The limited data which are 

available on the latter topics come from a questionnaire administered to 

2 a subsample of employed tenants.

1 Oklahoma City is not included in the discussion. 

2 The primary sourc.. of data used in this section are: the Tenant 
Management Information Syst_ (THIS), Tenant Employment Survey and the 
THC Staff Questionnaire• 

.. 
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Tenant EmploY!ent: An Overview 

Over the life of 'the demonstration, at least 425 tenants were 

employed at various times and in various on-site jobs at the tenant 

manasement projects. l This DWIlber includes tenants ,employed on the THC 

basic manasement staff; in clerical, maintenance, and security positions; 

in jobs as aides, assistants, and other ancillary staff; in physical 

improvements projects; aDd in 8u:m.m.er prosrams. Table VII~9 indicates 

that tenant employment levels increased 8teadily durins the prosram with 

801le minor fluctuations.2 lor all sites cOlllbined, the level of tenant 

employment rose frOlll an averase of slishtly under 23 percent Of all 

employees at the hou8ins developments durins the first year to over 48, 

percent durins the final year. 

Host tenant employment at the start of the demonstration was ac

counted for by the two Jersey City 8ites, which had a fairly well-esta

bUshed history of hirins tenant8 prior to the demonstration. Over 80 

percent of such employment was in maintenance jobs, with the rest scat

tered alDons clerical and aide positions. FrOlll the quarter endins December 

1976, when 45 positions were filled by tenants, to the quarter preceedins 

the hirinS of THC manasement staff (which varied by aite), tenant employ

1 This number includes employed tenants tracked by the Tenant Hanase
ment Information System (tHIS) (N-279) and tenants listed in the Tenant 
Employment Survey c01lpUed by the THC manaser but not in the THIS (N
146). The DUmber is probably somewhat understated because New Raven did 
not complete a survey form and Oklahoma City w.... not included in the 
analysis. The best informati011 available on Oklahoma City indicates very 
limited resident employment, however. 

2 Table VII-9 includes only tenants tracked in the THIS. lor the 
mat part, the TKIS included the tenant manasement staff, clerical, 
security and some maintenance employees. 
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ment increased to 87 positions filled by tenants. Tenant employment as a 

percentage of total employment thus increased to about 30 percent (an 

increase of about 45 percent). The major change occurred in New Orleans, 

where over 20 maintenance personnel were hired from among the residents, 

but smaller increases occurred at most other sites as well, primarily in 

the hiring of clerical aides and maintenance personnel. 

Once THC management staff came on board at the 8ites, total 8ite 

employment increased, and the proportion of residents to total personnel 

also increased. From then on, the percentage of tenants employed fluctu

ated betWeen 40 and 50 percent in total, depending on circumstances at 

particular sites. There was a measurable decline in tenant employment in 

the last quarter as the sites began cutting staff sizes in anticipation 

of reduced tenant management funding. 

It is clear that tenant employment increased over the course of the 

demonstration at all sites as compared with the levels at the beginning. 

In addition, with the exception of the Jersey City sites where the BUD 

recommended level of 25 percent had al~eady been reached before or early 

in the demonstration, all sites surpassed that benchmark over the course 

1of the program.

The Jobs and th~Target Population 

Positions. The exact positions held by tenants varied widely 

among the tenant management sites. The array of jobs, however, can be 

1 BUD encourages PBAs to hire tenants for available positions. It is 
considered desirable to have PBA tenants comprise at least 25 percent of 
the total PHA workforce. See u.S. Department of Housing and Urban 
Development, "Upward Mobility of Low-Rent Public Housing Residents, II 

Notice No. BH13-28 (LBA), November 28, 1973 • .. 
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grouped int.o five principal cat.egories: core THe management., locial 

lervices (recreat.ional and educat.ional aides) and ot.her aides and assis

t.ant.s, clerical, lecurit.y, and maint.enance (see Chart VII-IO and Table 

VII-lO).l Wit.h t.he except.ion of maint.enance jobs in New Raven and 

securit.y jobs in New Raven and New Orleans, t.enant.s were fouuc:1 in every 

employment. cat.egory at. all lit.es. 

Table VII-IO briefly summarizes the major paramet.ers of t.enant. 

employment. by job cat.egory du~ng t.he demonst.rat.ion. Of t.he 313 t.enant.s 

employed. excluding t.enants employed in t.he summer ouly, t.he largest. 

percent.age of t.eDant.8 were employed in the _int.eDance cat.egory (41 

percent.). During t.he program, however, t.enant. employment. in other job 

categories increased to the at.ent that.. overall, t.he majority of tenant.s 

were employed in non_int.enance areas. including 18 percent. as core 

maDagement. Itaff and 20 percent. as aidea a~ assistant.s of sOlIe tdnd. 

Sixty-two percent of all jobs held by tenant.s were creat.ed during t.he 

demonstrat.ion period. The t.ot.al number of job slot.s available was 

208. 

Salariea for the jobs held by t.enant.s covered a very broad range 

(see Table VII-lO) - frOll an average annual salary of $16,000 for top 

management and maint.enance posit.ions to $2.000 for part-time aide and 

assistant posit.ions of various types •. Sources of funds for tenant 

lalaries varied. Demonstration funding was used t.o IUPP0rt. 56 percent. of 

all tenants' lalaries, with 85 percent of this coming frOll 'l'PP moDies auc:1 

1 Chart. VII-IO and Table VII-lO do not. include miscellaneous lummer 
employment. All t.old, 112 tenants were included al sU1DlD.er employees. 
This group primarily included youths employed wit.h CETA funding. 
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CHARI' VII-10 


PISTRJIlU'fICIH Of' BMPlDYHBlft' CA'I'EGORIBS BY 'l'BNAH'l' MANAGEMl!H'l' SIft 


Sitea 

Jersey city JerHY City LouhvUla Ne.. Haven New Orleana Iocheater 
IID'lDYMBN'l' CA'l'lGDRlI' A. II.rry Moora CUrde Woo4a lroquob Que-Vie.. C.lliope Aah4tntl -. 
Con 'IIIC ManageMnt· x x x x x x 


Social SenlO11, Rltera.tional, 

MIIO.tional IUl4 Other aida. 

and Aaalatantab x x x x 


Clade.lo x x x x 


Sewdtyd x x x
• 
llalnteuDCII· x x x 


:,•• 
"bOllllanaau, 1_1' IIIplov-nt 'I 

x x X • X 


._-- ---_._.......... _-~---.-

IOUIU:Z, 'fenant 1Ian • .,.....t Inlomation B,.t_, 'fenant IDIplopent lunar and MORe Ill••• 

1J)II8, alnolua.., .....,.1', •••latant ...."981', 1ane/blll1dlng ..n.,ara, 8001.1 .aIY1011 coor,lutoc. 

b lnolude.. houa1n9 aaslatant, 1IOO1ai ••rvlca aide••n4 .clvlaon, cacra.tiona1 aide., .cluCIation a.ai.tant., 
JOUth coorcJlutora, senlor cltls.n coordln.tor, apacld Pl'09r•• coorcllutor., l.wa4ry .tten4ant., cl.y car. workera, paint 

'coorcllaator, 'IIIC I«lD 11&1_, HOD laapactor, cc-mit, .ctlvity work.n. teacher alcle., par.nt~Ucl coorclln.tor...U~ al.t.. 

°lnclua... 'fllccowat oler~~ clark-t,.,lat•••n4 "e"k clerk•• 

·1'ftd1.... ' .ewrlty officers an4 at.... 

tlnclude.. building ..lnt....anc:e woner•• janttot•• labonr., ..Intenanca c.pal....n. flnMD. 
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TABLE VII-lO 

PABAME'l'ERS OF TENANT EMPLOYMENT 

Ro. of Bmployees 	 Source of Funds ,~lo,..nt Categorya Slots No. Salary Range for salaries 

Core THe Management 46 58 18 $5400-16,500 Demo. '1'PP, PHA 

Social Service, Recreational, •
Educational and other 

Assistants and Aides 42 63 ...20 $2318- 8,800 Demo. 'l'PP, Demo. HOD, 
eftA, non-Demo. 'l'PP 

Clerical 15 24 8 $5400- 9,775 	 PIIA, CftA, 
non-Demo. 'l'PP 

\ J•N 

security 	 31 40 13 $6552- 8,920 Demo. 'l'PP, CftA ~ 
Maintenance/Constructionb 74 128 41 $6772-16,429 	 PHA, Demo. 'l'PP, 

Demo, HOD, CftA 

'l'O'l'AL 	 208 313 100 N/AP H/AP 

.....-------~~ 

SOURCEs 	 Tenant Management Information Systea and Tenant Employment Survey 

NO'l'BS I 	 aSee footnotes a-e, Chart VI1

bIncludes tenants who were employed in connection with physical improvements to the sites. 

H/AP - Not Applicable 
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the remainder from MOD funds. Regular PHA funds were used to cover about 

30 percent of salary costs, with CETA and 1Uscellaneous other sources 

each accounting for about 7 percent. 

Employees. To ..aess the demographic characteristics of those 

residents securing joba through tenant management, a questionnaire was 

administered to core 'tHe staff in the spring of 1979. 'rlU.rty-seven 

persons were inteniewed out of 58 who had ever held such positions. 

Because this amall subaample represents only about 12 percent of all 

tenants employed at tenant management sites during the demouatration, it 

must be judged .. more typical of tenanta who responded to tenant manage

.ent jobs per se than of all tenants who held any ou-site job. Neverthe

less, the survey does provide a profile of an important segment of 

resident employeea. 2 

The profile of core THC staff members revealed them to be females 

(89 percent) t between 21 and 44 years of age (81 percent) , heads of 

households (81 percent) with at least oue child (89 percent) and high 

school graduates (84 percent). With regard to employment history, almost 

60 percent had not had a regular job in the two years prior to employ

ment, and 70 percent had received aome of their income in the prior year 

from welfare benefits. The majority who reported holdina regular jobs 

had been marginally employed and had received welfare and other income 

1 Some positioua were funded by more than one source during the 
demonstration; the figures include theae instances of multiple fundina 
sources. Summer CETA employees are not included in these figurea. 
"Miscellaneous other sources" include DOn-demonstration TPP a:ad HOD, 
Title XX and other sources. 

2 Excluding tenants in summer employment • 

.. 
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transfer benefits as supplements to their wages. In virtually every 

iastance, accepting employment with the tet'l4l1t management corporation 

represented an increase in salary for these residents. Given this fact, 

it is not surprisinS that many had left other jobs in order to accept 

employment with the tenant management corporation. Althoush increase in 

salary was undoubtedly a reason for doing so, these residents cited other 

factors such as reduced transportation costa, the ability to be near 

their families during the day, and the opportunity to perform work that 

would benefit their cOlllD\lnities as important in their decision. In 

taking tenant management corporation jobs, these residents voluntarily 

assumed the risk that the program would be discontinued once the demon

stration was over. Employment in tenant management markedly improved the 

situation of tenants surveyed. Only 22 percent reported receivinS 

welfare benefits as additional income once they became employed. 

Job Experience: Tenure, Turnover and Post-Tenant Management Employment 

Since resident employment at the tenant management lites was to some 

extent a temporary situation whose duration was dependent on the availa

bility of funding, there was no real job security for employees. The 

1overall turnover rate during the demonstration was 68 percent, and 

a'lDOng the THe core management staff, the turnover rate was 43 percent. 

It is difficult to put these rates in perspective, however, because an 

appropriate comparison is lacking, especially with turnover among regular 

public housing authority employees~ 

1 Summer employment excluded• 

.. 
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It was anticipated that the work experience gained by resident 

employees at the site during the demonstration could be a stepping-stone 

to 1011ger-term improved work situations, but since a 18rte percentage of 

employed tenants were still on the job at the de1lDMtration's encl, it was 

not possible 'to estimate this potential benefit. Information on a sample 

of 32 employees representing 16 percent of those who no longer held their 

original postions indicated that about two-thirds were still employed in 

sOlIe other position at the tenant ..nagement corporation site or elsewhere. 

Tenant Management and Job Development 

Tenant management can be viewed as a job development vehicle to 

counter sOlIe of the results of structural unemployment so evident in 

urban low-income cOlllllUnities" In this section, attention 1s therefore 

focused on the job development activities undertaken during the demoD

stration. 

Job Creation. Of the 208 new pOSitions which tenants filled during 

the demonstration, the majority fell in the categories of core THC 

management, aides and assistants, and security. With minor exceptions, 

each site created a core tenant ..nagement staff of ..nager, ..sistant 

...nager, building/lane managers and a social services coordinator. 1 

The level of job creation varied among the TK sites, however, with 

1 Except in New Haven, the tenant management corporation manager was 
not a created position but one in which a tenant was substituted. New 
Haven also did not create a social services position. Although Louis
ville created four ..sistant ..nager poSitions, it did not add any lane 
..nagers or a social services coordinator; it chose instead to incor
porate the responsibilities of these positions into the ..s1stant ..na
ger'sduties. In New Orleans, there was an assistant ..nacer .. well as 
a ..nacer prior to the de1lDnstration• 
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some, but not all, sites emphasizing the job creation potential of tenant 

unagement and using it as an opportu111ty to get as many residents as 

possible on the- payroll. In so doing, while understanding that it m:Lght 

be difficult ,to sustain a relatively large workforce once funds were 

exhausted, they seemed gew1nely to have believed that savings reallied 

from improved management, when combined with outside fund.1ng, could 

sustain a large DUmber of these jobs. 

I.oc:heater provides one eumple of a site where s1g111f1cant job 

creation took place in the core THC management and security areas. 

Throughout most of the demonstration, Rochester's staff complement 

fluctuated between 16 and. 22 full-time employees although the site was 

the smallest 1D. the de1llCnatrat1on. '1'his is scarcely 81I&11er than the 

staff of 21 fielded in Naw Orleans which, at l,SOO units, was the largest 

site. The size of Rochester's staff vas large relative to that of New 

Orleana and. other tenant management corporat1ona primarily because of its 

substantial tenant security force (eight full-time members). Other sites 

have either not fielded a security force (Nev Haven and New Orleana) or 

have hired a comb1nat~on of residents and non-residents (A. Barry Moore 

and Curries Woods in Jeney City and Iroquois Bomes in Louisville). 

Job creation efforts in the two Jersey City sites and Louisville 

included jobs generated through the operation of an expanded social 

services program (reflected in the aides and assistants employment 

category). In Jeney C1ty,it was uDderstood that some positions were 

created to provide resident employment as Dalch as to render services to 

the wider tenant COlllllUnity. Ac:cord1ngly, the tenant management corpora

t10ns at the Jersey City sites hired and supervised several tenant 
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employees responsible for providing recreational, tutorial, and sem.or 

citizens' programs for their commum.ties for the relatively short period 

that these programs operated. Although these employees were largely 

hourly workers at or near the m1.1l1mum wage level. and although their 

continued employment was dependent on uncertain funding, the created 

positiOns nevertheless provided some degree of financial support for the 

residents who were employed. In Louisville, an expaD8ion of social 

ser9'1ces in the form of a new day-eare facility provided the THC with an 

opportunity to fill five full-time jobs as day-care workers. Each 

available position was filled by a tenant. 

During the demonstration, IIOst of the job crestion efforts were 

supported by 4emonstrat10n funds (TPP and HOD) although CETA funds 

supported some positions. It is desirable for the housing authorities to 

absorb the salary costs of created jobe into their regular operating 

budgets to the extent possible; it ensures the contiuaation of such jobs 

when special funds have been exhausted. This occurred to a l1m1ted 

extent. For example, in Rochester, the PBA absorbed into its regular 

operating budget the assistant manager, two lane managers, the social 

semces director and three of the eight security positions over the 

course of the demons tration. S1m11arly, the PBA in New Haven assumed a 

portion of the costs of the newly created manager and assistant manager 

pos itions • In New OrleaDS, the PSA ab80rbed the salary of the social 

semces coordinator begim:d.ng in the last quarter of 1978. In Jersey 

City and in Louisville, none of the salary costa of 'l'HC-created positions 

were incorporated in the FHA's operating budget during the demoaatration. 

CETA funds were used largely to pay for summer jobs, primarily for 

-
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youths (see Chart VII-lO). Other CETA positions (23 in all) provided 

employment for maintenance. security and clerical workers. but all 

indications are that these jobs would have been available whether tenant 

manaaement existed or not. 

Post-ciemonstration support of created positions 18 an 1aportant 

l8sue if any susta.1.ned impact is to be realized froa job creation efforts 

durina the demoDStration. The contiDU.ation of those jobs with some 

pote11tial for permanence (mostly in the n!C core manaaament. clerical and 

security areas) requires alternative sources of fundina onc. demonstra

tion funds are exhausted. OptioDS includ. incr....d operatina receipts, 

absorption into the P'SA op.ratina buda.t. private monies and possibly 

onaoina federal employment and trainina prolra1l8 (CETA). Increas.d 

operatinl r.c.ipts ar. an unlikely prosp.ct. especially in light of the 

conc01ll:1tant decrease in federal subsidy that would take place pursuant 

to the dictates of the Performance J'UDd1na System. In some cas.s, the 

P'S.A can absorb some of the salaries for the cr.ated positions, but there 

is a limit to this aiv.n the pr.carious financial condition of many 

larle urban P'SAs. Private funds raised in loeb.st.r did support one 

position during a part of the d81llOnstration and are likely to continu. 

aft.r it .nds. but althouah the other sit.s had several additional 

efforts und.rway to s.cur. funds fra private sources. non. had b.en 

c01lPl1tted by the .nd of the demonstration. Giv.n the socio-economic 

charact.ristics of the individuals who held thea. positions. the .ntry

level nature of the positiou and salaries (rangina fra $2.318 part-time 

to $9,000 for the moat part), public s.rvice employment under CETA (Title 

II{l» and VI) would s ... the most 10lieal source of support. During the 

.... 
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, &!ploy.e. IB.l 19.' 20.0 18.8 CO.6 51.1 41.9 51.1 n.2 46.2 ....... 
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1 
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•
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demonstration period, however, little use was made of this potential 

1funding source. 

Use of MOD Funds in Job Development 

As Chart VII-ll.indicates, relatively few (28) tenants realized jobs 

as a consequence of the milUons of doUars in MOD funds used for pbysi

cal improvements at the sites. In fact. ouly seven or eight of these 

tenants worked directly on physical improvements; the remainder fell in 

the security, maintenance and aides and assistants employment categories. 

For those who did work on MOD projects (in Louisville and New Orleans), 

the periods of employment ranged from 3 to 12 lIODths. Louisville was 

most successful in this respect; For four workers who were hired by 

contractors doing oD-site work, jobs lasted. as long as a year while the 

replacement of roofs was 'being completed. There is DO readily apparent 

reason for the underutillzatiO'Q of MOD projects .. a source of tenallt 

employmellt. Perhaps, however, the THC was too busy with other problems 

surrounding MOD work to prevail upon contractors to hire tenants at 

least for laborer positions. 

Overall Changes in Employment Patterns 

The Urball Institute survey looked at the question of resident 
'

employment during the demonstratioll in a broader COlltext, measuring the 

working status of residellts overall. Between 1976 and 1979, there was a 

significant decrease at the tenallt management sites in perceutage of 

1 111 Oklahoma City an agreement was reached between the THe and the 
CETA prime sponsor to fund several positions using this mechaDis., but 
the bousing authority refused to allow it• 

... 
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non-retired individuals in non-working statuses. In addition, the 

-. 


percentage decrease was significantly greater at the tenant management 

1sites than at the control projects. Significantly larger percentages 

of tenants were working in 1979 than in 1976, and the stC!-tistically 

significant improvement was maintained when demonstration sites were 

2compared to the control projects. Between 1976 and 1979 there was 

also a significant gain in average annual income at the tenant management 

sites ($1,239) t but while a difference in gains was maintained between 

tenant management sites and control sites ($838), it was not statistical

ly significant. To some extent, iuflation contributed to this gain in 

income. Although it is not possible to attribute this change in employ

ment patterns solely to the presence of tenant management, it is respon

sible for at least a portion of this gain because of the THe's .role in 

job creation. 

1 For, "% non-retired households who do not work, attend school or 
job-training," the gain score (1979 minus 1976) for the nt sites was 
significantly different from zero at the .10 level. For this same 
variable, the gain score for the nt sites was -12.6 (a decline) and the 
one for the control sites, 01.1; the difference (13.7) was significant at 
the .10 level. The significant differences emerged even though 80 
percent of the tenants surveyed had lived at the nt sites at least 2 
years. This fact suggests that although some of the difference may be 
accounted for by newer, higher income, better educated and more skilled 
tenants, some of the change is also due to improvements among the longer
term. res idents • 

2 The gain score (1979 minus 1976) for nt sites for the percentage of 
tenants working either full-time or part-time was significantly different 
from zero at the .10 level. lor this same variable, the gain score for 
the nt sites was .22 and the one for the control projects, -.01; the 
difference (.23) was significant at the .10 level. Although the changes 
were not statistically significant, there were decreases at the !M sites 
between 1976 and 1979 in "average DUmber of adults usually home between 
9:00 a.m. and 6:00 p.m." and the "% households receiviDg income from 
welfare." The decreases were greater at the TH sites than at the control 
projects, although Dot Significantly so. 
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Summary 

The demonstration was successful in increasing teaant employment 

levels beyond those in existence at the beginu1ng of the program and 

exceeded the BUD recommendation relarding resident employment. The 

extent to which increased employment occurred varied with the particular 

job development strategy adopted by the sites. 

The greatest job creation potential was realized. in ~ems of the 'IKC 

core staff, which was the source of more' job creation than any other 

employment category. In its ezpauaion of on-site social services, the 

THes did succeed. in providing'employment for many residents, but many of 

these pOSitions were short-lived. Maintenance remained the mo8t usual 

employment category for tenants although the numbers of tenants employed 

in mainteaance jobs decreased in proportion to other categories over the 

course of the demonstration. 

The demonstration was successful in reaching its target population. 

Mos t of the subsample of tenant employees examined in this respect had 

not worked at a relUlar job in the two years prior to their 'IKC job and 

had been receiving welfare during the previous year. Succes8 was also 

realized in the demonstration's impact on the employment status of 

tenants with related reductions in the receipt of welfare. It is diffi

cult to assess the extent to which employment during'the demonstration 

eased the transition of former employees at the tenant management sites 

into the wider labor market because very limited information was avail

able. 

Little success was realized in generating resident employment 

through MOD projects. With regard· to CEU, the tHes largely played a 
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deployment role. 

.'\ During the demonstration the securing of more stable funding sources 

for created jobs was Umited. At three sites, the PRA supported wholly 

or in part some of the created positions during the- latter part of the 

demonstration, and CETA funds were used at four of the sites (excluding 

s111llmer employment). Private funds supported one position at one site. 

On balance, the sites fared reasonably well in the amount of tenant 

employment that occurred during the demons tration. The real challenge 

that remains is sustaining those jobs still in ex1stenceat the end of 

the demonstration and ensuring that tenants continue to occupy those 

conventional PRA on-site jobs which were obtained during the program. 

Tenants' Satisfaction and Assessment: 
Tenant Management and the Resident Community 

The concept of tenant management and the goals of the demonstration 

are inextricably linked to the resident community, and tenant manage

ment was seen as having a variety of purposes with regard to this consti

tuency. Through the performance of management functions, the tenant 

management board and staff were to deliver appropriate services in an 

efficient manner to ensure that their fellow tenants were provided with 

\-
decent, safe and sanitary housing. The 'I'MC was also seen as a vehicle 

for soliciting and interjecting residents' input on matters of importance 

to the housing community, as well as gaining their cooperation in achiev

ing and maintaining improvements that would enhance the vitality of the 

community physically, soc:1ally and economically. Finally, for some, the 

'l'KC was seen as a more effective representative of the tenant body in 

deaUng with the PBA. 
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Any discussion of tenant management must include efforts directed 

by the 'I'MC toward its constituency, the resident community. Although 

indicators of good performance such as rent collection rate and tenant 

employment may improve, a dissatisfied constituency can threaten the 

consolidation of such sains. At least on a conceptual level, any efforts 

by the TMC to improve project conditions and maintain that improvement 

must be met with a positive or, at minilll'WJl, neutral response from the 

community. In this section, tenant management community relations 

efforts and other tenants' experiences, perceptions and assessments of 

the TMC arp discussed. l 

Tenants' Experience with and Response to Tenant Management: 
Experiences and Perceptions 

A part of the rationale for tenant manasement included the expecta

tion that somehow it would differ from PRA manasement because of the 

tenant status of the THC board and staff members. In addition, as 

previously noted, the management policies implemented by the TMC and the 

manasement style adopted by it were much more visilant than was the case 

under PSA manasement. Interviews with tenants at the tenant manasement 

projects and their control counterparts have borne this out in a rather 

1 Information in this section is primarily based on tenant surveys 
conducted by the Urban Institute in 1976 (baseline) and in 1979 (follow
up). One hundred and eishty-one randomly selected residents were inter
viewed at the six tenant management projects, and 395 residents at 18 
control projects. Comparisons between the tenant manasement sroup and 
the control sroup were made usins sain scores, i.e., the difference 
between the absolute value of a variable in 1976 and 1979. A .10 per
cent level of sip1ficance is used throuFout the discussion as the 
statistical criterion asaiust which to determine whether chanse occurred 
and whether there was a difference between the tenant manasement and 
control sites. For further details on the Urban Institute surveys, see 
Appendix A. 
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cogent fashion as Table VII-ll indicates. 

The 1MC' s vigilance in preventing apartment abuse and maintaining 

appliances and other aspects of· individual units in good repair is 

suggested by the statist~cally significant differences between the tenant 

management sites and their counterparts in terms of the first two items 

in Table VII-ll. In comparison to the tenants at the control sites, 

tenant management residents reported a significant increase in apartment 

inspections by management; in addition, significantly more residents of 

the demonstration sites in 1979 than in 1976 reported that management bad 

shown them how things worked when they moved into their respective 

apartments. Moreover, both of these increases were significantly greater 

than those at the no~demonstration sites. The firmer" hand of the 1MC is 

illustrated by the tenant management residents' perception of greater 

strictness on the part of management. In analyses of public housing data 

collected by the Urban Institute in 1973 J 1974, 1976 and 1977, the 

variable measuring residents' perception of management strictness has 

consistently shown a strong positive relationship to management perfor

mance. Not only did the tenant management projects report a significant 

increase in strictness between 1976 and 1979, but their gain scores in 

1979 were sip.1f1c:antly greater than those of the control sites. l In 

fact, while the tenant management sites showed an increase in strictness, 

the controls showed a decrease. The tenant management sites' positive 

showing on this indicator may very well be a prelude to better perfor

1 Strictness was in terms of management generally (1976 versus 1979 and 
1M versus controls) and rent collection rules specifically(TM versus 
controls). 
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TABLE VII -l:l. 


RESIDENTS' EXPERIENCES AND PERCEPTIONS OF MANAGEMENT 


Residents' Experiences 
and PerceDtions 
, residents reporting someone from 

management showed them how things 
worked when they moved in 

TH 

19.10* 

Average Gain Scores 
19 9 adnus 1976 

Control 

2.70 

TH-Control 
Difference 

16.40** 

TH 

51.6 

Scores 

Control 

67.7 

No. of times project manager or 
staff inspects apartmenta 0.. 30 -0.20 0.50** 0.6 0.8 

Residents' perception of how strictly 
management enforces rent collec

tion rules b 0.12 -0.10 0.22** 0.69 0.85 

Residents' perceptionbof the strict 
ness of management 0.09* -0.02 0.11** 0.33 0.40 

, residents believing management or 
her staff is the best person to 

contact to get some action on a 
complaint -4.30 -13. :l0 8.90 69.50 80.40 

, households knowing the name of the 
management person to contact in 

case there is a c~~aint -0.90 -8.40 7.50 60.70 65.00 

SOURCE, Urban Institute Survey 

NOTES, *Difference between 1979 and 1976 scores significantly different from zero at the .10 level. 

**Significant at the .10 level. 

~verage no. of times per year. 

b 
1 a strict; 0 ~ not strict. 



( 

mance than that evidenced within the short time frame of the demon

stration. 

Compared to these positive indicati0118 of the way in which residents 

view THe management, the THe seems to have experienced less success in 

making management more sccessible and resp0118ive to the tenants at large. 

There were no Significant differences between 1976 and 1979 at the 

tenant management sites or between the tenant management and control 

sites in terms of tenants' believing that project management staff were 

the best people to contact to get action 011 a complaint or knowing the 

name of the management person to contact in case there was a complaint.! 

Management: perceptions of improvements in management functions. An 

important related question is whether the THe's more vigilant and strin

gent style was accompanied by improvements in the performance of manage

ment functi0118 as perceived by the tenants. Teunts at both the tenant 

management lites and the control projects were asked in 1979 whether any 

change had occurred over the last twp years in the performance of selec

ted maugement functi0118. Teunts at the demo118tration sites were then 

asked how much of the change was due to tenants taking over management. 

As Table VII-12 indicates, tenant management residents perceived 

little. change over the two-year period and little, if· any, change attri

butable to the ·tenant management corporation. In addition, the amount of 

1 Interestingly enough, there was also no statistically sign:1ficant 
difference between the tenant management project managers and -the control 
project managers in the increase in the l2WIlber of households they knew by 
name and sight, but there was a larger increase (non-sign:1ficant) at the 
tenant management sites than the control between 1976 and 1979. 
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TABLE VII-12 

'rDANTS' PERCEP'l'ION OF IMPROVEMEN'l' 

IN '!'BE PERFORMANCE OF MANAGEMENT FUNC'l'IONS 


Improvement Scorea , '-
Manaqement Function TM Control 

. 

TM-controili 
Difference 

Change cuec , 
'l'o '!'MC 

, 

Management .06 .01 .05 .06 

Maintenance .04 -.11 .15 -.01 

Security -.06 -.21 .15 .00 

Social Services .02 .00 .02 .02 

Tenant-Management Relations .07 -.02 .09 .01 

'l'enant Selection -.15 -.15 .00 -.07 

SOURCE: Orban Institute Survey 

NO'l'ES: a'l'enants were asked whether perfomance in six management 
areas ("management functions") had gotten better, stayed about the 
same, or gotten worse during the two preceding years; 1 - better; 0 
same; -1 - worse (the original scores were: 2 - better, 1 - same, 0 
worse, but were changed to reflect negative, i.e. losses, scores). 

b.rM minus Control: '!'he control projects' improvement score mean was 
subtracted from the 'l'M projects' improvement score mean. A positive result indicate!>! 
that the 'l'M projects improved more (or declined less) than did the c;ontrol 
projects. '!'he extreme and midpoint scores are: +2.0o-'l'M projects' improvement 
score averaged +1.00 (all better) and the control projects' improvement score 
averaged -1.00 (all worse); O.OQ-no difference between 'l'M and control project 
improvement scores; -2.0o-'!'M projects' improvement score averaged -1.00 (all 
worse) and the control projects' improvement score averaged. +1.00 (&1.1 better) • 

Corenants were asked whether they thought the change (better or 
worse) was due to the tenants taking over management; +l.Oo-cha.nge was for the 
better and attributed to 'l'MC; O.OQ-no change, or change was not attributed 
to 'l'MC; -l.OO-Change was for the worse and attributed to 'l'MC. 

-227



( 

change perceived did not differ from that seen at the control sites. 

However, if the analysis is limited to the four tenant management sites 

which most closely approximated the" demonstration model (A. Harry Moore 

in Jersey City, Louisville, New Orleans and Rochester), a somewhat more 

positive picture emerges. Tenants at these four sites reported sign1fi

cant improvements in social services and management-tenant relations, and 

when these sites were compared to their control counterparts, the demon

stration sites fared significantly better in the area of security. At 

the four tenant management Sites, the residents reported no improvement 

in security while tenants at their control counterparts viewed security 

as worsemng over the past two years. This indicates that in the absence 

of the demonstration, conditions might also have deteriorated at the 

1tenant manage~~,nt sites. Relevant aperiences were in line with 

the perception of no change at the tenant management sites, with no 

significant changes perceived in vandalism, burglary, personal victimi

2zation or the addition of security devices to apartments by tenants. 

Management: satisfaction with project conditions. Perbaps the acid 

test of tenant management from the tenants' perspective is their satis

faction with project conditions regardless of what they feel about 

management style or performance. This perception of the importance of 

1 Urban Institute survey. For the four tenant management sites, the 
"improvement score" for security was .00, while for their 16 controls it 
was -.20 (a difference of .20, significant at the 10 percent level). 

No significant differences in estimate of alUlU8l cost of vandalism 
per unit; percent of apartments broken into, vandalized or with personal 
victimization; or percent of households which have added special locks 
and alarms when tenant management sites' improvement scores are compared 
to zero or when tenant management sites' scores are compared to controls • 
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tenant satisfaction was shared by the demonstration's sponsors who saw as 

one of the program's major purposes the evaluation of tenant management 

as a means of increasing residents' satisfaction with their housing. 

There were consistent positive tt:ends at the tenant management sites 

in all areas of tenant satisfaction when 1976 scores were compared to 

1979 scores, and when the tenant management projects were compared to 

the controls (Table VII-13). That 18 , there were increases in satis

faction between 1976 and 1979 at the tenant management sites and greater 

increases than there were at the control projects. In four areas (eon

dition~ of units, management, Dl8intenance and safety and security), the 

1979 scores at the tenant management sites were significantly better than 

the 1976 scores. Despite these positive indications, in only two of 

seven areas of project conditions (management and recreational fac::11i

ties) did the difference between the tenant management and control 

•project gain scores reach statistical significance. 

These positive trends have appeared in spite of the perception at 

all si% tenant management sites that there had been little change in the 

performance of important management functions over the two-year period. 

Additional analyses using composite gain scores of satisfaction with 

project conditions in general yielded findings that tenant sat1.sfaetion 

increased more at the tenant management projects than at the control 

projects. An average of the first su variables in Table VII-13 indi

eated a significantly greater increase in the level of satisfaction at 

the tenant management sites. l 

1 See: Louz and Sadacca, Ope c::1t. 

-229



~, ". 
'" ~ 

,) 

TABLE VII-1l 

RESIDEH'l' SATISFAC'l'IO~ WITH PROJECT CONDITIONS 

Average Gain Scores Average Actual Scores 
(1979 minus 1976) (1976) 

'l'M Control 
Area of Project Conditions 'I'M Control Difference 'l'M Control 

Satisfaction with neighbors a .05 -.01 .06 .59 .62 

Evaluation of condition of units b .OS * .00 .OS .6S .74 

Satisfaction with managementa .06 * -.04 .10** .53 .65 

Satisfaction with maintenance a .03* -.03 .06 .59 .66 

Satisfaction with cleanliness of 
~ buildings and grounds a .05 -.06 .11 .43 .57w 

, .? 
Satisfaction with safetY_and securitya .OS* .00 .OS .35 .44 

Satisfaction with project re
__~r~atj.oll~l_flil~lities·a_________ __ L._.... .12 -.03 .15** .20_ ! 30

-

SOURCE. Urban Institute Survey 

NOTES. *Difference between 1979 and 1976 scores significantly different from ~ero at the .10 level. 

**Significant at the .10 level. 

a1 • 'satisfied, 0 - not satisfied. 

b1 • good, 0 • poor. 
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Community Relations 

The THCa used a variety of techniques to solicit their constitu

eneies' support and cooperation, to gain input concerning residents' 

desires and attitudes, and to inform tenants about the THC and its 

decisions. These techniques included meetings for the entire resident 

community or some geographical portion of it, newsletters, flyers, h01Jl.e 

visits, and more informal encounters with tenants by THe board and staff 

members in the course of going about their daily business. Surveys were 

also used occaSionally to obtain information. For example, it was 

through a survey that the Rochester THe learned that a proposed day-care 

center would be underutilized and that funds would be better spent for 

the construction of a community center. 

~ Social, recreational, educational and special events provided 

vehicles for publicizing the THCs, gaining resident support,' meeting 

•community needs, and raising money. The sites sponsored such activities 

as parties, dances, fairs, bingo evenings, flea markets, a celebration of 

Black History Week, outings for children and Thanksgiving dinners for the 

elderly. Host of the THes organized at least one site-wide clean-up day 

and launched other progt:ams to improve the physical appearance of the 

development, such as beautification campaigns-. In addition, the THes at 

several of the sites ran health, recreational, consumer and. tutorial 

programs. 

Knowledge of the THe. The tenant management demonstration brought a 

much greater awareness of site activities among residents than was in 

evidence at the control sites•. Almost 75 percent of the tenants surveyed 

at the demonstration knew of the existence of a tenant organization at 
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their development. Of those, 86 percent knew the THe by name, and 30 

, .. 

percent knew the name of the chairperson. By contrast, at the control 

sites, only 32 percent of the residents surveyed knew of the existence of 

a tenant organization, and of those, 30 percent knew the name of the 

chairperson of that organization. 

Participation in tenant organization-sponsored events was consider

ably greater at the demonstration sites because of this increased aware

ness. For example, 36 percent of the residents at the tenant management 

sites had attended a THe meeting. At the control sites, on the other 

hand, only IS percent had attended any meetings at all. For non-meeting 

events such as social gatherings, fairs, or what one board member charac

terized as "give-aways, ft 37 percent of the residents surveyed at the 

demonstration sites said they ever attended, while only 9. percent of the 

control sites' tenants reported attending such events. 

When asked about the tenant organization"s responsibilities, the 

tenant management site residents most frequently mentioned managing the 

project (33 percent), taking care of maintenance (39 percent) and hand

ling complaints (30 percent). There was less familiarity with many of 

the specific aspects of the THe"s management role such as setting project 

rules and regulations, hiring project employees,. selecting new tenants, 

handling rent delinquencies and eviction of tenants. Awareness of these 

responsibilities ranged from IS percent to S percent. l 

1 Percentages based on a total number of tenants who knew of a tenant 
organization (N-132) which includes 32 percent of the respondents who did 
not know what the THe did. 
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In spite of the substantial difference between involvement by 

tenants at the demonstration sites as compared. to the control sites-, 

board and staff members still felt that the community was not suffi

ciently active or when active, was negative. A few THe board and staff 

members mentioned the lack of visible improvements at the sites aJld the 

residents' suspicion that meetings would be "all talk and no action" as 

possible reasons for this. 

Evaluation of the !Me 

According to the documentation interviews, most board and staff 

members felt that the attitudes of other tenants toward tenant management 

were mixed, ranging from active support through neutral! ty and indif

ference to active opposition. They did not consider the latter to be a 

widespread problem, but rather a specific reaction to the increased 

strictness of tenant management by residents who were violating project 

rules and fearful of being discovered, for example, in housing a person 

not listed on the lease. 

Rowever, opposition with accompanying hostility also occurred in 

situations other than those involving a single rule-breaking tenant. At 

all sites, the THes encountered dissident factions who sought to mobilize 

other tenants against the T.MC and to cqntest the !Mels authority through 

appeals to the PRA and, at least in one case, to lID'D officials. Over 

time, IDOst of the THe boards mansged to isolate and. counter the dissi

dents, aJld in the process establish their own legitimacy and beCOllle 

stronger, more effective groups. Rowever, at one site, dissident resi

dents were instrumental in toppling the first THe board and. continued to 

attack the subsequent board for the remainder of the demonstration. 
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In general, the Urban Institute survey reports that residents of the 

demonstration sites were satisfied with tenant management. Table VII-14 

summarizes findings in this regard. Forty-seven percent of the tenants 

who knew about the THC felt that it was able to get things done, while 33 

percent thought it did not. Fifty percent felt that the THC had made 

things better for at least sOlle of the tenants, while 10 percent felt 

that no tenants had benefited. The majority also felt the 'l'MC was doing 

as well or better than former tenant organizations in representing 

tenants (55 percent) and the PBA in managing the project (61 percent). 

MOreover, on the average, the tenants felt that the THC did a slightly 

better job (1.13) representing the tenants than the former tenant organi

zation and a slightly better job (1.06) than the PBA in managing the 

1project. 

Summary 

A generally positive picture of the 'l'MC emerges frOll an examination 

of its performance from· the tenants' perspective. Although little 

improvement in the performance of specific management functions was 

perceived, t.he increase in sat.isfact.ion with overall management. was 

significant.ly great.er for tenant. management resident.s than for their 

control count. erparts • Moreover, management. at. t.he demonst.ration sites 

was seen as having become st.ricter, a charact.erist.ic strongly and p08i

t.ively correlat.ed with improved managemeut. performance - a good omen for 

the future. Tenants at the demonstrat.ion sites were much more aware of 

1 
R.efers t.o the "average acore" where 2 • bet.t.er and 1 • same. 
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Table VII-14 

'l'M TENANTS' EVALUATION OF '!'BE '!'.Mc4 

• 
Tenant's Evaluations 

OVerall 

, Residents BeUeving '!'MC is Able to Get Things Done: 
Yes 
Bo 
Don't Know 

Total 

, Residents Believing '!'.MC has Made Things Better For: 
Most of the Tanants 
Some of the Tenants 
Few of the Tenants 
Bone of the Tenants 
Don't Know 

Total 

'l'MC vs Old Tenant Old Tenant Organization 

, Residents Believing T.MC Represents the Tanants: 
Better Than Old Tenant Organization 
Same as Old Tenant Organization 
Worse 'l'han Old Tenant Orqanization 
Don't Know 

Total 

'l'MC vs PEA 

, Residents Who BeUeve 'l'MC is Managing Project: 
Better 'l'han PBA 
Same as PHA 
Worse 'l'h.an PEA 

Don't Know 


Total 


Average scorab 

SOtmCE: Orban !natitute Survey 

Average or 
Percent of 
Respondents 

47.0 
32.6 
20.4 

100.0 

26.5 
23.5 
23.5 
9.8 

16.7 
100.0 

28.0 
27.3 
18.~ 

26.5 
100.0 

1.13 

26.5 
34.1 
22.0 
17.4 

100.0 

1.06 

Number 

of 


Respondents 


(62) 
(43) 
(27) 

(132) 

(35) 
(31) 
(31) 
(13) 
(22) 

(132) 

(37) 
(36) 
(24) 
(35) 

(132) 

(97) 

(35) 
(45) 
(29) 
(23) 

(132) 

(109) 

BOTE: aLimited to respond.ents who knew there was a 'I'MC/tenant organization (N-13: 
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the tenant organization's existence, and the level of their participation 

was greater than at the control sites. Evaluation of the THe produced a 

fairly positive assessment of it - approximately half of the tenants 

felt that it was able to get things done and, on the average, it was 

rated as doing a somewhat better job than the previous tenant organi

zation and the PRA. 
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VIII. COSTS OF TENANT MANAGEMENT 

The experience of the National Tenant Management Demoustration, lik.e 

that of its precursors t indicates that tenant management is more e:xpen

sive than conventional housing ~nagement. Increased budgetary outlays 

.- at all of the demotlStration sites are due primarily to iucreased site 

persounel. Whereas before the demotlStration the typical staff ,at a given 

aite consisted of a project manager plus a secretary, the tenant manage

ment corporation buttressed this admiu1atrative core with an assistant 

manager and. lane managers, and often added social services staff and 

security officers as well. The salaries and fringe benefits paid to 

these employees along with the cost of technical assistance account for 

most of the iucremental cost of the program. 

, This chapter analyzes the costs of tenant management at each of the 

demo1lStration sites. Two sets of data are presented. The first of these 

compares the actual expenditures for each site throughout the three-year 

demonstration with an estimate of the costs that would have been incurred 

over the period had the housing authority continued to provide its former 

level of management services. The actual costs include heavy start-up 

expenses associated with technical assistance and. board and staff train

ing. This first comparison, then, shows the incremental cost of estab

lisbing and operating a tenant management corporation. 

The second data set shows the actual cost of operating the three 

functioning tenant management corporations for which data were available 

(Ashanti in Rochester, Calliope in New Orl~aDSt and A. Barry ,Hoore in 

Jersey City) for a year-long period after the signing of the management 

• 
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contracts, along with an estimate of the costs the housing authorities 

would have incurred during the same time period for' the pre-tenant 

management level of services. 1 By excluding start-up expenses, this 

comparison gives a more accurate picture of the additional annual cost of 

operating an ongoing tenant management corporation. 

The analysis does not deal with the benefits of tenant management at 

any length. A thorough cost-benefit analysis was not planned primarily 

because of the difficulty of measuring and assigning monetary value to 

such important benefits as increased resident employment, greater tenant 

satisfaction, and improved monitoring of Modernization contracts. 

The chapter opens with a discussion of the methodology used in the 

analysis. nen the costs of tenant management are presented for each 

site to identify the items that accounted for increased or reduced costs. 

The chapter ends with some cross-site comparisons about the costs of the 

program. 

The Methodology of the Cost Analysis 

As noted above, the analysis cOlllpares the actual costs of tenant 

management with the estimated costs that would have been incurred had the 

housing authority continued to provide management at the pre-demonstra

tion service level. Two major tasks, then, were to arrive at reasonable 

cost projections and to determine what actual costs were. 

1 Because the Rousing Authority of Louisville failed to establish 
project-based budgeting during the course of the demonstration, the 
expenditures reported for Iroquois represent a proration of all housing 
authority costs, based on the fact that Iroquois' 584 units make up 14 
percent of all units under HAL's aegis. 
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Estimating the cost of continued PHA management. Before the demonstra

tion began, the accounting system used by the participating housing 

authorities reported revenues and expenditures for the housing authority 

as a whole, rather than on a site-by-site basis. It was therefore 

necessary to find a method of determining what proportion of total 

housing authority expenditures the demonstration site accounted for over 

time as well as at the outset of the demonstration. Because there was 

not an easy alternative available, PHA personnel suggested using a 

proration based on number of units. That is, the number of units in the 

demonstration development was diVided by the total number of units under 

housing authority management; the resulting percentage, applied to total 

housing authority expenditures during the l2-1IIOnth base period, yielded 

the base-period dollar expenditures attributable to the demonstration 

site. l .This procedure has clear defiCiencies; it does not. take into 

account such crucial factors as the age and type of the development, its 

state of repair, or the nature of the resident population (a family 

development is expected to incur more "wear and tear" and higher costs 

than projects for the elderly). On the other hand, use of the proration 

procedure was recOlllDended by its conceptual clarity, as well as by the 

fact that four of the six housing authorities had not developed alterna

tive proration formulas by the end of the three-year period. Because 

the Jersey City and lochester hoUSing authorities, however. had devised 

-~-----------

1 The base period was the !lOst recent 12-month period prior to (or, in 
the case of New Raven, overlapping) the demonstration period for which 
the housing authority reported 
varied depending on when the 
years. 

annual costs. 
housing autho

Base 
rities 

periods, 
began th

therefore,. 
eir fiscal 
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their own methods for allocating total expenditures to individual pro

jects, those procedures were adopted for the cost analysis of the A. 

Rarry Hoore, Curries Woods, and Ashanti !MCs. 

Once an allocation method had been dev1sed~ it was necessary to 

develop a means of projecting base costs using a reasonable set of 

inflation factors. An investigation of possible methods was undertaken, 

and the inflation factors decided on are those used in BOD's Performance 

Funding System to determine operating subsidy allocations for local 

housing authorities. l C01Ilputed each year for metropolitan areas and 

counties, they are based on U.S. Census Bureau surveys of local gov~ra-

ment salaries (excluding teachers' salaries). 

These inflation factors were applied to all housing authority line 

items except utilities and non-routine expenditures. Because utility 

expenditures are bandled separately under the Performance Funding Sys

tem, actual rather than projected costs for utilities were figured 

into the total estimate.' By definition, non-routine expenditures (such 

as the emergency purchase of a new boiler) could not be projected with 

lIluch accuracy; non-routine expenses of $250,000 one year could shrink to 

a fraction of that amount the next. Rere, too, actual costs, not pro

jections, were used. 

1 Annual publication, U.S. Department of Housing and Urban Develop1ll8nt, 
Low-Inc01lle Housins Program - FHA Owued Rental HOUSing. Perfot"lllance Fund
ins System, lIDD - 52723D, Appendix 13, Table 4. 
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Determining actual costs. Monies available to the sites during the 

demonstration came from three funding sources: the housing authority 

operating budget, the special demonstration allocation of RUD IPP funds,l 

and small supplementary amoUllts made available from foundation funds. 2 

Funds from these sources were combined in arriving at the actual costs 

of tenant management at each site. 

!:z:penditures charged to the PHA t S operating budget were drawn from 

quarterly data reports submitted by the sites as part of the Tenant 

Management Information System. The data submitted were verified for 

accuracy and adjusted where appropriate.3 

Demonstration monies received through TPP were to be spent for 

activities that would improve the economic and social conditions of the 

developments, such as special social services and tenant education 

programs, and for the salaries of tenant management staff. Special 

1 Target Projects Prograa funds were 'awarded to more than one hundred 
specially-selected housing authorities to "turn around" distressed pro
jects over a two-year period through a concentration of. efforts and 
funds on management aid and physical improvements. A portion of the 
funds was set aside for the sites participating in the National Tenant 
Management Demonstration. 

2 Modernization expenditures are excluded from this analysis. Al
tbough these represent costs incurred during the demonstration, they are 
not costs of tenant management as such. The use of Modernization monies 
is discussed in some detail in Chapter VII. 

3 MORC fiscal and information systems staff visited Jersey City, New 
Orleans, and Rochester and compared~ in some detail, financial a:ad 
management performance data for the four tenant mauagement sites with 
underlying books of accounts, internal housing authority fiscal reports, 
and mnthly occupancy, vacancy, and rent records. In general, the 
information reported to HDRC was found to be fairly accurate; where there 
were errors, these were verified with the responsible housing authority 
official, and appropriate changes were made in the tables used for this 
chapter. In addition, data for Louisville and New Haven were spot
tested in-house using previously published reports as a reference. No 
data verification was undertaken for Oklahoma City. 
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demonstration expenditures were reported in requisitions for additional 

funds the sites submitted quarterly through MDRC to the BUD area offices. 

The categories for reporting these expendi tures were somewhat different 

than the categories used by the housing authorities in their budget 

reports. One task of the analysis was to fit special demonstration 

budget line items into the housing authority classifications in order 

to give a clearer picture of the ways in which these monies were used in 

conjunction with operating subsidy funds. With the exception of expendi

tures for technical assistance, this could generally be done with little 

difficulty. 

The sites were required to turn over 30 percent of their TPP allo

cation to MDRC. These funds were used pr1marUy to pay for the costs 

of technical assistance and training provided at the sites. Most of 

this work was contracted out by MDaC to individual consultants or to 

McCormack, Baron and Associates, but some technical assistance and 

training was provided by ~RC field staff. To a lesser extent, these 

funds also went toward the cost of mOnitoring, research and adminis

tration. The funds received by MORC for technical assistance and 

trainit18 were included in detet'1ll1ning the actual costs for each site. 

MDl.C made about $90,000 of its grant from the lord Foundation 

avallable to the sites for expenses that could not be paid for by the 

housing authorities and were probably not reiDlbursable under BlJD fund

ing regulations. These funds covered such items as stipends for board 

members, babysitters' fees, reiDlbursement for telephone calls, and so

cial activities. The demonstration projects used these funds in fairly 

s1m1lar ways, and variations by site are not discussed. In the accoa

panying tables these are included in Administrative costs. 
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Some of these expenses could probably be dispensed with in a Mno

frUls Mtenant management budget. But others were important morale

boosters and eased the financial burden that participation in tenant 

management would otherwise have imposed on people with limited discre

tionary income. In any event, expenditures charged to this' grant consti

tuted a minuscule fraction - no more than 2.5 percent - of total 

incremental costs at any site. 

The Incremental Cost of Establishing the Tenant Management Corporation 

Jersey City, New Jersey: A. Harry Moore Tenant Management Corporation 

The Jersey City HousiD8 Authority has developed a method for allo

cating total housing authority costs to specific sites. According to the 

housiD8 authority's formula, different allocation proportions are used 

for different line items, with suCh factors as the development's age, the 

. total number of units, the number of bedrooms, and the number of children 

in the resident population taken into account. 

By this reckoniD8, A. Harry Moore, a 25 year-old, high-rise develop

ment with (as of September 30, 1977) almost 1,300 children among its 600 

households, accounted for 18 percent of all housing authority expendi

tures in the fiscal year ending March 3l~ 1976. These base costs were 

_o.then inflated by the mm approved factors: 8 percent for the 1976-77 

fiscal year (6.4 multiplied by 1.25 to cover the three months between 

the eDd. of the housing authority's fiscal year aDd. the begirmiD8 of the 

demonstration), 7.1 percent for the 1977-78 fiscal. year, and 6.1 percent 

for the 1978-79 fiscal year. The cost of continued housing authority 

management at the pre-demonstration level of services is thus projected 

at $4,156,000 for the three-year demonstration period, as seen in the 

first column of Table VIII-l. 
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Expense Item 

Administration 

General Expenses 

Tenant Services 
~ 
,f:o 
,f:o Utilities 
I 

Maintenance 


Protection 


Total Routine 
Expenses 

Technical Assistance 

Other Non-Routine 
Expenses 

Total Opersting 
Expenses 

TABLE VIII-l 

COMPARISON OF ESTIMATED COST OF PIIA MANAGEMENT 
AND ACTUAL COST OF TENANT MANAGEMENT: 


July 1, 1976 - June 30, 1979 

JERSEY CITY - A. HAB.B.Y HOORE 


.  ····1 
I 
I 
I 

Projected PHA I 
Cost, Pre-TN I 

Services I 

Actual 
TH 

Cost 

Total 
Incremental 

Cost 
I 
I 

($000) I 
I 

($000) ($000) 

508 1,044 536 

286 487 201 

3 30 27 

2.268 2.268 o 

1.075 1.265 190 

o 48 48 

4,140 5,142 1,002 

o 94 94 

16 17 1 

-1--- I 
I I 


4,156 I 5,253 I 1.097 

I I 


Percentage 
Increase 

(Decrease) 

105.5 

70.3 

900.0 

o 

11.7 

N/AP 

24.2 

N/AP 

6.3 

26.4 

NOTE: N/AP - Not Applicable 



As shown in the second and third columns of Table VIII-l, the 

total cost of operations at A. Barry Moore came to $5,253,000, and 

the total incremental cost of operations at the site was $1,097,000. 

Increases over projected levels were marked in IDOst line item catego

ries, especially Administration and General Expenses. l The percentage 

increase was highest for Tenant Services because at the beginning of 

the deDlOnstration the housing authority decided to grant developments 

the full amount of ltOD tenant services dollars to which they were 

entitled, rather than only a part of that aDlOunt. The proportion of 

incrE!lllental costs allocated to technical assistance, 8.6 percent, was 

the lowest of all the de1DOnstration sites since the housing authority 

liaison to the tenant management corporation provided technical assis

tance throughout the deDlOnstration. The $94,000 reported in technical 

assistance costs covers a partial allocation of the time of MORe field 

representatives, along with the fees paid to McCormack, Baron and 

Associates, who provided ongoing training throughout the deDlOnstration. 

Well over half the incremental cost went for personnel, including 

salaries of tenants employed by the tenant management corporation on its 

adm1nistrative, social services, and security staffs, and portions of 

the salaries of central office housing authority employees who spent 

time on the program. Tbe total additional costs represent an increase 

of 26.4 percent over·~the· entire three years of tbe deDlOnstration, with 

the bulk of the increment occurring during the second two years of the 

demoaatration. 

1 The General Expeaaes category includes insurance, payment in lieu of 
taxes, tem.inal leave payments, employee benefit contributions, collection 
losses, and interest on administrative and other notes. An increase in 
this ezpeaae category may reflect factors other tban the introduction of 
tenant lIanagement. 
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Jersey City. New Jersey: Curries Woods Tenant Management Corporation 

As might be expected, the analysis of costs at the Curries Woods 

Tenant Management Corporation yields results similar to those at 

A. Harry Moore except for the fact that Curries Woods incurred higher 

technical assistance costs. 

Curries Woods is five years younger than A. Harry Moore and larger 

by some 50 units. Using the same base period as was used for A. Harry 

Moore (the fiscal year ending March 31, 1976), and inflating Une item 

expenditures by the same HUD-approved factors, the projected cost of 

continued housing authority management at Curries ~ods over the three 

years of the demonstration was $4,185,000 - about $30,000 more than 

the comparable estimate for A. Harry Moore. (See Table VIII-2.) 

Actual costs associated with tenant management at Curries Woods 

totaled $5,344,000 or $1,159,000 more than would have been expected had 

the housing authority continued to provide services at the pre-demon

stration level. Again, the preponderance of the increase is accounted 

for by administrative costs and general expenditures, with personnel

costs constituting 42% of the total incremental cost. The largest part 

of the increase occurTed in the second and third years of the demon

stration rather than at the outset. 

Technical assistance costs at Curries Woods were approximately 

$40,000 bigher than those at its cODlpanion site. Although at the 

outset of the demonstration the housing authority liaison functioned 

as technical assistant, this arrangement proved unsatisfactory and, 
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\:' 

I 
I 
I 
I 

Expense It. I 
I 

Ad.inistrat~on 

General Expenses 

Tenant Services 

Utilities 
t!., 
.f:o 	 Maintenance," 

Protection 

Total Routine 
Expenses 

Technical Assistance 

Other Ron-Routine 
Expenses 

, I 
Total Operating 1, I 
Expenses I 

I 

TABLE VIII-2 

COMPARISON OF ESTIMATED COST OF PDA MANAGEMENT 
AND ACTUAL COST OF TENANT MANAGEMENT, 


July I, 1976 - June 30, 1979 

JERSEY CITY - CURRIES WOODS 


r 
Projected PHA I Actual Total 
Cost, Pre-TN" TH Incremental 

Services I Cost Cost 
($000) I ($000) ($000) 

I,--------,

545 I 1,033 I 488 

I 
308 I 648 340 

I 
3 I , 24 21 

I 
2,252 I 2,252 o 

I 
1,053 I 1,181 128 

I 
o I 47 47 

I --- - - - - - - - I 
I 

4,161 5,185 	 I 1,024 
I 

o 	 '13 I 133 
V 	 I 

I 
24 26 	 I 2 

I- -------1 
I 

4,185 5,344 	 I 1,159
I 

Percentage 
Increase 

(Decrease) 

--. 
89.5 

110.4 

700.0 

o 

12.2 

N/AP 

24.6 

N/AP 

8.3 

1----- 
I 
I 27.7
I 

NOTE, N/AP - Rot Applicable 

., 




therefore, MORC contracted with two successive individuals to provide 

technical assistance to the ailing tenant management corporation on a 

part-time or full-time basis. The $133,000 in technical assistance 

expenditures shown in Table VIII-2 includes their fees, along with 

part of the costs of MORC field representatives' time. In addition, 

McCormack, Baron and Associates assisted at the site initially and 

later returned to train the tenant management staff. 

Rochester. New York: Ashanti Tenant Management Corporation 

The Rochester Housing Authority had. begun to plan for site-

specific budgeting before the demonstration began. Although !shanti, 

with 211 units, represents only 11 percent of the units under housing 

authority management, as a family development it could be expected ~o 

incur higher costs than a project for the elderly. In fact, the 

budget devised by the Rochester Housing.Authority for the fiscal year 

beginning October 1, 1975 allocated 15 percent of the total housing 

authority budget to Ashanti, although this proportion varied by line 

item. Base costs were calculated by applying the percentages of costs 

allocated to Ashanti to total expenditures, by line item; for the 

October 1, 1974-September 30, 1975 period. These base costs were 

then multiplied by the mm-approved annual inflation factors: 6.5 

percent for the period through June 30, 1977 (increased by 5 percent 

(.75 x 6.5) to cover the nine months frOB October 1, 1975 through the 

beginning of the de:monstrati~n in July, 1976), 6.9 percent for the 

period from July 1, 1977 through June 30, 1978, and 6.0 percent for 

the period from July 1, 1978 through the end of the demonatration on . 

June 30, 1979. The estimated cost of continued housing authority 
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management at Ashanti over the three years was thus projected at $1,134,000. 

(See Table VIII-3.) 

The third column of Table VlII-3 shows that the total incremental 

cost of operations at Ashanti during the demonstration period came to 

$701 t 000 t representing a 62% increase over the three years of the demon

stration. Three areas of expenditures accounted for most of this increase: 

salaries paid to tenant management corporation employees, general expenses, 

and technical assistance. Ashanti received more technical assistance 

$198,000 - than any other site in the demonstration. This sum paid for 

the services of McCormac:k,Baron and Associates during the tra~ning period, 

the full-time emplo:tment of a ~echnical assistant throughout most of the 

three years of the demonstration, and that portion of the MORC field repre

sentative's responsibilities that involved technical assistance rather 

than monitoring. Indeed, because the amount expended was so. high, tech

nical assistance made up a larger proportion of the total incremental cost 

at Ashanti than at any other site - nearly 30 percent. 

There was also a large increase in costs of protection, a category 

covering both the salaries of 14 new security personnel and security 

hardware. 

New Haven, Connecticut: Que-View Tenant Management Corporation 

The 260 units in the Quinnipiac: and Riverview housing projects account 

for 7 percent of the federally assisted units under the management of the 

New Haven Housing Authority. To arrive at site-specific expenditures, this 

proportion was applied to total reported housing authority costs for the 

12 months ending September 30, 1976. Although this period overlaps the 

first quarter of the demonstration, it was selected because it provided 
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the most reliable cost information. Consequently, it was necessary 

to deflate the mJD-approved inflation rate to 5.25 percent (.75 x 

7.0) for the fiscal year ending June 30, 1977, to account for the 

fact that only nine months of that period were covered; the inflation 

factor used in the second year of the demonstration was 7.1 percent, 

and in the third year, 6.5 percent. Thus the estimated total cost of 

providing management at the pre-demons tration level of services was 

$1,909,000 for the three-year period. (See Table VIII-4). 

-The total cost of operations at Que-View came to $432,000 above 

the model. Personnel costs accounted for 47 percent of this in~rease, 

with maintenance and technical assistance costs responsible for most 

of the remainder. Additional administrative costs for housing au

thority personnel were low compared with those incurred at other sites, 

most likely because of. high turnover and attrition among those New 

Haven Housing Authority staff members who had been concerned with 

tenant management. Protection costs dropped below projected levels 

because the financially pressed housing authority substantially reduced 

its expenditures for this purpose. On the other hand, actual expendi

tures exceeded projected costs in the area of maintenance because 

several maintenance workers were stationed at the site itself, rather 

than assigned to a general geographic area. 
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Expense Item. , 

Administration 

General Expenses 

Tenant Services 

Utilities 

~ 
VI 	 Maintenance 
N 

I 


Protection 

Total 	Routine 
Expenses 

Technical 	Aasistance 

Other Non-Routine 
Expenses 

Total 	OperaUna 
Expenses 

NOTEs N/AP - Not Applicable 

TABLE VIII-4 

COMPARISON OF ESTIMATED COST OF PDA MANAGEMENT 

AND ACTUAL COST OF TENANT MANAGEMENTs 


July 1. 1976 
HEW HAVEN 

············-1 

Projected PHA I 

Cost. Pre-TN I 


Services 
 I 

($000) I 


216 


195 


5 


943 


415 


118 


.-
I 


1.892 	 I 

I 


0 	 I 

I

I 


17 I 

I 


1,909 

- June 30. 1979 

- QUE-VIEW 


Actual Total 
TN Incremental Percentage 

Cost Cost Increaae 
UOOO) ($000) (Decreaae) 

1 

417 I 201 93.9 


268 73 37.4 


5 0 o 


943 0 o 


515 100 24.1 


89 	 (29) (24.5) 

2.237 	 345 18.2 


87 87 N/AP 


17 	 0 o 

2.341 432 	 22.6 



~ 
IJI 
0

• 

TABLE VIII-3 

COMPARISON OF ESTIMATED COST OF PDA MANAGEMENT 

AND ACTUAL COST OF TENANT MANAGEMENT a 


July I, 1976 - June 30, 1979 

ROCHESTER - ASHANTI 

.-	 T 
I Projected PHA Actual Total 
I Coat I Pre-TM TM Incremental 
I Servicea Coat Cost 

Expense Ite. 	 I ($000) ($000) ($000)

I 

I 


Adminiatration 	 I 284 430 146 

I 


General Expenses 	 I 211 3.51 140 

I 


Tenant Services 	 I 32 33 1 

I 


Utllities 	 I 198 198 0 

I 


Maintenance 	 I 349 443 94 


Protection 	 20 142 122 


Total Iloutine 

Expenses 1,094 1,597 503 


Technical Assistance 0 	 198 198 


Other Non-Routine 

Expenses 40 40 0 


Total Operatina 

Expenses 1,134 1,835 701 


Percentage 
Increase 

(Decrease) 

51.4 

66.3 

3.1 

0 

26.9 

610.0 

46.0 

N/AP 

0 

61.8 

NOTE I NIAP - Not 	AppUcable 



New Orleans, Louisiana: Calliope Development Tenant Management Corporation 

Calliope, with 1,500 units, was the 'largest site in the demonstration, 

and the development accounted for U~6 percent of all units under the manage

ment of the Housing Authority of New Orleans. To arrive at base, period 

costs, this proportion was applied to expenses incurred by the housing 

authority during the fiscal year end:!ng September 30, 1975. The resulting 

figures were then adjusted by the mm-approved inflation factors: 14 

percent (8.0 x 1.75) for the period between Septemeer 30, 1975 and June 

30, 1977, 8.6 percent for the year ending June 30, 1978, and 8.0 percent 

for the year ending June 30, 1979. In this way, the cost of operations at 

Calliope at the same level of services as existed prior to the demonstra

tion was projected at $3,954,000. (See Table VIII-5.)
i 

Actual operating expenses totaled $4,486,000 over the three-year 

period, exceeding the projection by $532,000. Personnel costs, reported 

on both the Administration and Tenant Services budget lines, were responsi

ble for the major share of the increase. In terms of tenant services, as 

at the New Jersey Sites, the housing authority granted the development 

the full funding for tenant services to which it was entitled. Costs of 

both maintenance and protection, however, dropped below projected levels. 

Overall, Calliope experienced the smallest increase (13.5%) in actual costs 

over the demonstration period. 
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TABLE VI Il-5 

COMPARISON OF ESTIMATED COST OF PHA MANAGEMENT 

AND ACTUAL COST OF TENANT MANAGEMENT: 


July 1. 1976 - June 30. 1979 

NEW ORLEANS - CALLIOPE 


I '--1 
I I Projected PDA Actual I Total I 

,f I Cost, Pre-TN TN I Incremental PercentageI 
I Services Cost I Cost Increase 

Expense Item I· ($000) ($000) I ($000) I (Decrease)
1 	 l ______L 

Administration 	 203 414 211 103.9 

General Expenses 541 663 122 	 22.6 

Tenant Services 	 48 230 182 379.0 
~ 
III 
~ 
I Utilities I . 1,951 1,951 	 0 o 

Maintenance 	 1,079 996 ( 83) ( 7.7) 

Protection 	 27 0 ( 27) (100.0) 

Total Routine J ---.- I 
Expenses 3,849 I 4,254 I 405 I 10.5 

1 I I 
Technical Assistance 0 	 I 127 I 127 I N/AP 

I 1 I 
Other Non-Routine I I I 
Expenses 105 1 105 1 0 I o 

I 	 I I 
Total Operating --I 
Expenses 3.954 4,486 I 532 13.5 

I 
NOTE; N/AP - Not Applicable 



Louisville, Kentucky: Iroquois Romes Resident Management Corporation 

As noted above, the Rousing Authori ty of Loui aville had not 

developed a site-specific budgeting system by the end of the demon

stration. The costs it reported to MORC as actu~ management expendi

tures for Iroquois represent a proration of total housing authority 

costs for each line item. It is therefore impossible to assess 

increased costs for Iroquois in particular rather than for the housing 

authority as a whole. In addition, the information in Table VIII-6 

covers only the final two years of the demonstration. 

Oklahoma City. Oklahoma: Sunrise Acres Tenant Management Corporation 

The Sunrise Acres Tenant Management Corporation was dropped from 

the national 'demonstration in July 1978, never having approached the 

level of self-sufficiency required for true tenant management. The 

costs incurred by the site, are shown in Table VIII-7 only to present 

a complete picture of the costa of the National Tenant Management 

Demonstration. Because it is not meaningful to consider ineremental 

tenant management costs at this site, no detailed cost analysis was 

undertaken. 

Actual costs were derived from quarterly reports submitted by the 

housing authority from July 1, 1976 through March 31, 1978. Over the 

21 months covered, the actual costs associated with tenant management 

at Sunrise Acres totaled $1,103,000. 
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TABLE VIII-6 

COMPARISOH OF ESTIMATED COST OF PHA MANAGEMEHT 
AND ACTUAL COST OF TENAHT MANAGEMENT: 

July I, 1977 - June 30, 1979 
LOUISVILLE - IROQUOIS HOMES 

I.' ......-.-I 	 ---. 
I Projected PHA. I AC!tual . I Total I 
I Cost, Pre-TM I TM I Incremental I Percentage
I Services I Costa I Cost I Increase 

Expense Itea 	 I ($000) I ($000) I ($000) I (Decrease) 
I I I I 

I . . 
Administration H/AP I 597 V I H/AP H/AP

I . 	 I 
General Expenses 	 H/AP I 398 I H/AP H/AP 

I I 
Tensnt Services H/AP 	 I 89 I H/AP H/AP 

I I 
Utilities H/AP I 799 I H/AP H/AP 

.t, I I 
\.II 
0- Maintenance 	 H/AP I 611 I H/AP H/AP 
I I 

Protection ') H/AP 62 I H/AP I H/AP
I I 

Total Routine 
Expenses H/AP 2,556 H/AP H/AP 

Technical Assistance H/AP 	 84 H/AP H/AP 

Other Hon-Routine 
Expenses 

.J 
H/AP 25 H/AP H/AP 

I I 
I . I . 


Total Operating I I 

Expenses 	 H/AP I 2,665 I H/AP H/AP 

I I 

NOTES: aExpenditures represent a proration of total housing authority costs, so that the 
figures shown here cannot be considered as funds expended for tenant management per se. 

H/AP - Hot Applicable 
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TABLE VIII-7 

COMPARISON OF ESTIMATED COST OF PHA MANAGEMENT 
AND 	 ACTUAL COST OF TENANT MANAGEMENT: 

July 1. 1976 - Karch )1. 1978 
OKLAHOMA CITY - SUNRISE ACRES 

II --I 
I Projected PHA I Actual I Total 
I Cost. Pre-TN I TN I Incremental 
I Services I Cost I Cost 

Expense Ita 	 I ($000) I ($000) I ($000)
I I I 

Administration N/AP ))0 	 N/AP 

General Expenses N/AP 129 	 N/AP 

Tenant Services N/AP 27 	 N/AP 

Utilities 	 N/AP 100 N/AP 

~ Maintenance 	 N/AP )61 N/API.A 
...... 
I 

Protection N/AP 77 N/AP 

I -~I 

Total Routine I I 
Expenses N/AP I 1.024 I N/AP

I I 
Technical Assistance N/AP 	 I 62 - I N/AP 

I I 
Other Non-Routine 	 I I 
Expenses N/AP 	 I 17 I N/AP

I I1-	 I" -,.. I" 
Total Operatina I I I 
Expenses N/AP I 1,10) I N/AP I 

J 	 ,. I I 

Percentaae 
Increase 

(Decrease) 

N/AP 

N/AP 

N/AP 

N/AP 

N/AP 

N/AP 

N/AP 

N/AP 

N/AP 

N/AP 

NOTE: N/AP - Not Applicsble 



The Annual Incremental Cost of an Operating Tenant Management Corporation 

Along with determining actual expenditures during the three-year 

demonstration period, the analysis sought to establish what an effec

tively operating tenant management corporation would cost annually. For 

this purpose, the cost of a year of full-fledged tenant management 

operations was calculated for three of the four l tenant management corpo

rations judged to be Viable and closest to the demonstration model. This 

annual cost was computed by determining total costs for the period under 

the management contract and arriving at an annualized figure. Ashanti in 

Rochester was the only one of the tenant - management corporations that 

functioned under the contract for at least a full year - 24 months, in 

fact - so that the yearly operating cost for this site is a true average 

of costs incurred during the post-contract period. For- the other sites, 

the annuai cost represents a projection arrived at by extrapolation. 

Tables VIII-8, VIII-9 and VIII-10 show the results. The tables 

largely replicate the ea1:'lier analysis, but cover only t~e period fol

lowing the signing of the management contract. 

Je1:'sey City. New Je1:'sey: A. Harry Moore Tenant Management Corporation 

Table VIII-8 indicates that during the nine-month contract period, 

the increment in operating expenses at A. Harry Moore totaled $365,000; 

annualized, the amount comes to $469,000. A comparison of Table VIII-8 

1 For reasons discussed earlier in this chapter, it was not possible to 
include Louisville in this analysis. 
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TABLE VIII-8 

COMPARISON OF ESTIMATED COST OF PHA 
MANAGEMENT AND ACTUAL COST OF TENANT MANAGEMENT: 

CONTRACT PERIOD ANNUALI mD 
JERSEY CITY: A. HARRY HlORE (CONTRACT PERIOD 9/20/78 - 6/30/79) 

II 	.--
I Projeeted PHA I Aetual I Total 
I Cost, Pre-TM I' TM I InerellMmtal Pereentage
I Serviees I Cost I Cost Inerease 

Bxpense Item 	 I ($000) I (fOOO) I ($000) (Deeresse)

I I I 


-1'- I 

Administration 140 I 345 205 146.4 I 


I I 

General Bxpenses 79 	 I 75 (4) (5.1) I 


I I 

Tenant Serviees 1 	 I 18 17 1700.0 I 


I I 

Utilities 696 	 I 696 0 0 I
•N I 	 I
In 

..0 Heintenanee 296 	 I 409 113 38.2 I
I 


I 	 I 

Protection 0 	 I IS IS N/AP I 


I I

1.- , I 


Total Routine II I I 

Expenses 1,212 I 1,558 I 346 I 28.5 I 


I I I 	 I 

Teehniea1 Assiatance I 0 	 I 19 I 19 I N/AP I 


I I I I 

Other Non-Routine I I I I 

Expenses 4 I 4 I 0 I 0 I 


L _ L I I 
---,- ---~1- - . I 

Total Operating I I I 

Expenses 1,216 1,581 I 365 I 30.0 I . 


I I I 


NOTE: N/AP - Not 	Applicable 

Annualized 
Inerement 

($000) 
. ! 

264 


(5) 


22 


0 


145 


19 


445 


24 


o 

469 




aDd. Table VIlI-1 suggests that the incremental cost of operations at 

A. Harry 't!oore was disproportionately heavy in the third year of the 

demonstration; the annualized increment in the cost of operations under 

the contract, $469,000, is 42.7% of the entire increment in operatiag 

costs of $1,097,000. Increased tenant management personnel costs were 

responsible for this in part. 

!lochester, New York.: Ashanti Tenant Management Corporation 

In contrast to A. Harry Moore, the incremental cost of operations 

at Ashanti was spread evel11y over the demonstration period; the $234,000 

annualized increment in operatiag expenditures during the contract period 

represents 33.3 percent of the $701,000 total for the demonstration period 

as a whole. (See Table VIII-9.) While expenditures for technical assis

tance decUned with time, expenses in other coat categories increased. 

New Orleans. Louisiana: Calliope Development Tenant Hanagement 
Corporation 

With the smallest increase in total costs associated with tenant 

management over the three years of the demonstrat~on, CalUope also 

experienced the lowest increase duriag the period under the management 

contract, $155,000, or $192,000 on an annualized basis. This sum 

"represents 36.1% of the total increment, suggestiag that the incremental 

cost was spread fairly evenly over the test period. (See Table VIII-10.) 
I 

SUllllllary 

Table VIII-ll recaps the data on incremental costa and also displays 

these costs on a per unit basis. The table makes it clear that the 

cost of imp1esaentiag tenant manasesaent varied widely across the sites. 
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TABLE VIII-9 

COMPARISON OF ESTIMATED COST OF PHA 
MANAGEMENT AND ACTUAL COST OF TENANT MANAGEMENT: 

CONTRACT PERIOD ANNUALI ~D 
ROCHESTER: ASHANTI (CONTRACT PERIOD 6/19/77 - 6/30/79) 

I --- - -, ----l-- - - -, 
Projected PHA I Actual I Total I I 
Cost, Pre-TH I TH I Incremental I Percentage I 
- Services I Cost I Cost I Increase I 

Expense Ite. , ($000) I ($000) I ($000) I (Decrease) I 
'-'_________ . I I II --------·~l 

Annualized 
Increment 

($000) 

I 
N 

~ 
I 

Ad.inistration 

General Expenses 

Tenant Services 

Utilities 

Maintenance 

Protection 

Total Routine 
Expenaes 

Technical Assistance 

Other Non-Routine 
Expenses 

Total Operating 
Expenses 

200 

149 

23 

115 

246 

14 

747 

0 

28 

775 

297 I 97 48.5 
I 

2561 107 71.8 
I 

26 1 3 13.0 
1 

115 I 0 0 
I 

314 I 68 27.6 
I 

112 I 98 700.0 
I I _.- ---. -----1--

I I I 
I 1, 120 I 373 I 49.9 
I I I
I 109 I 109 I N/AP
I I I 
I I I 
I 28 I 0 I 0 
I I I-. - --. -- --'--1--' -_. -,-- ------
I 1 I 
I 1,257 I 482 r 62.2 
I I I 

---1 
1 
1 
I
I 
I 
I 
I 
I---, 
I 
I 
I 

47 

52 

1 

0 

33 

48 

181 

53 

0 

234 

NOTE: N/AP - Hot Applicable 
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Table VIII-10 

COMPARISON OF ESTIMATED COST OF PHA 
MANAGEMENT AND ACTUAL COST OF TENANT MANAGEMENT I 

CONTRACT PERIOD ANNUALI2ED 
NEW ORLEANSI CALLIOPE (CONTRACT PERIOD 9/10/78 - 6/30/79 

~. 	 ~I . ~... I -I 	 -, 
I Projected PHA I Actual I Total I 
I Cost, Pre-TN I TN I Incremental Percentage I Annualized 
I Services I Cost I Cost Increase I Increment 

Expense Ite. I ($000) I ($000) I ($000) (Decrease) I ($000)
I . I I· 	 I-. 	 ( 

Adllinistration I 59 	 129 I 70 118.6 81 

General Expense. 157 	 151 1 (6) (3.8) (1) 

I 
Tenant Services 14 68 	 I 54 385.7 61 

I 
~ Utilities 	 563 563 I 0 0 o 
0\ IN 
I Maintenance 	 313 315 I 2 (0.6) 2 

I 
Protection 	 8 0 I (8) (100.0) UO}I . . 

- -. 
Total Routine I I 
Expenses I 1,114 1.226 112 10.0 I 139 

I I 
Technical Assistance 	 I 0 43 43 N/AP I 53 

I I 
Other Non-Iloutine I I 
Expenses I 49 49 0 0 I o 

I I 

Total Operating 
Expensea 1.163 1.318 155 13.3 192 

NOTE I N/AP - Not Applicable 
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I

I 
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Tenant Management I 

Site 

Jersey City 
A. Harry 	Moore 

(664 units) 

Jerley City 
Curries '"oods 

(712 unital 

New Haven 
Que-Vieww '" 

~ 

t (260 unital 

Hew Orleans 
Calliope 

(1550 unital 

Rochester 
Ashanti 

(211 unital 

I 


I 

I 


I 
I 


I 

I 

I 

I 

I 

I 

I 

I 

I 

I 

I 

I 

, 

I 


TABLE VIII-II 

INCREMENTAL COSTS OF TENANT MANAGEMENT 

IncreQental 0 
Demonstration Period: 1976 - 1979 

Per~entage Cost Per Percentaae 
. Total ($) Increas~a Unit ($) Total ($) Increasea 

I 


1,097,000 26.4 1,652 	 II 469,000 30.0 706 


I 

I 


1,159,000 27.7 1,628 	 I N/AP NIAP N/AP

I 

I 

I 


432,000 22.6 1,662 	 f H/AP H/AP H/API . 

I 

I 


,532,000 13.5 343 	 I 192.000 13.3 124 

I 

I 

I 


701,000 61.8 3,322 	 I 234,000 62.2 1,109
I 	 . 


. ___ l_~_ L __ 
NOTES, apercentage.increase of actual total operating expenses d~ring the deQonstration period ~nd during 

th~ period under the tenant management contract over the projected operating expense~ that would be incurred 
at the pre-demonstration service level. 

N/AP - Not .pplicable 



Over the course of the demonstration~ Ashanti in R.ochester was most 

expensive~ on both a percentage increase (61.8 percent) and per unit 

($3,322) basis. The tenant management corporation there fielded a 

sizable staff of management and security personnel and incurred high 

technical assistance costs, expenses which were spread over a small 

number of units. At the other end of the spectrum. the cost of estab

lishing tenant management at Calliope in New Orleans exceeded the cost 

of continued management at the pre-demonstration level by only 13.5 

percent; per unit, the operating cost _s only $343 more over the three 

years. Calliope's incremental costs on a per unit basis were low in 

part because they were spread over the development's 1,550 units. On a 

per unit basis, the other sites were in the middle of these extremes, 

clustering around $1,650. The same range is eVident when the incremental 

cost of operating the tenant management corporation for a year under the 

management contract is considered; again, the per unit cost is lowest at 

Calliope ($124) and highest at Ashanti ($1109). 

When the actual costs which 'rHCs incurred are examined by line item. 

on a per unit month (PUK) basis over the three years of the demonstration 

and for the period under contract, the same general conclusion holds. In 

terms of total routine expel18es and total operating expenses (both 

exclusive of utilities) over the three-year period, Ashanti' s costs were 

highest and Calliope' II lowest. with costs for the other three sites 

clustering in between (See Table VIII-12). In terms of the component 

line items, Ashanti' s expenditures were highest in every case except 

tenant services. although the differential with regard to maintenance 
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TABLE VlII-12 

ACTUAL TENANT MANAGEMENT COSTS PEa UNIT MONTH: 
JULy 1, 1976 - JUNE 30, 1979, IN DOLLARS 

I 
I A. Harry Curries Qua-

Expense Item I Moore Woods Ashanti View Calliope
I 

Administration 	 I 44 40 57 45 7 
/'':1 . 	 I 

General Expenses 	 I 20 25 46 29 12 
I 

Tenant Services I 1 1 4 1 4 
I 

Maintea.aa.ce I 53 46 58 55 18 
I 

Protection I 2 2 19 9 0 
I 
I 

Total Routine I 
Expensesa I 120 114 184 139 41 

I 
Technical Assistance 	I 

I 4 5 26 9 2 
Other Non-Routine I 
Expenses I 1 1 5 2 2 

I r . 	 I---, 
Total Operating I 
Expe11Sesa I 125 120 215 150 45 

I 

r.', 	
NOT!: a Exclusive of utilities
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costs was slight. With regard to PUM line item costs for the period 

during which the !MCs were operating under contract (See Table VIII

13), Ashanti again showed the largest expenditure in every category 

except for maintenance although the difference in the case of admin

istrative c"Osts was very slight. Calliope had the lo'west costs 

except with regard to tenant services, technical assistance, and' other 

no~routine expenses. The number of units included in each THC clearly 

affected the extent to which certain basic costs could be apportioned 

over individual units on a PUM basis. 

Examination of line item expenditures as a percentage of total 

operating expendituresl offers another perspective on the costs asso

ciated with tenant management. Tables VIII-14 and VIII-1S show that 

there was considerable variation in the proportion of total resourc.es 

which the participating PBAa devoted to Various line item. expenses. 

With regard to technical assistance, for example, Ashant1 spent 12% of 

its total operating resources on this line item over the demonstration 

period as compared to A. Harry Hoore, which devoted 3% of its resources 

to this purpose. In the contract period, these percentages were reduced 

to 9.5% for Ashanti and 2% for A. Harry Moore al though Calliope's per

centage increased slightly from 5% to almost 6%. In terms of admin

istration, which varied with size of me staff, the perc.entage of 

resources expended over the three years ranged fr01ll 16% at Calliope 

(17% in the contract. period) to 35% (39% in the contract period) at 

A. Harry Moore. While Ashanti devoted a larger proportion of its 

resources to technical assistance and protection than the other sites, 

1 Exclusive of utilities 
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TABU VI 11-13 


ACTUAL TENANT MANAGEMENT COSTS PER UNIT MONTI(: 


Expense Item 

Administration 

General Expenses 
() 

Tenant Services 

Maintenance 

Protection 

Total Routine 
Expenses4 

Technical Assistance 

Other Noa-Routine 
Expenses 

Total Operating 
Expensesa 

NOT!: a Exclusive of utilities 

THE CONTRACT PERIOD, IN DOLLARS 

A. Barry 
Moore A.Mnti Calliope 

58 59 8 

13 51 10 

3 5 4 

68 62 20 

3 22 0 

145 199 42 

3 22 3 

1 6 3 

149 227 48 
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TABLE VIII-14 

LINE ITEK EXPENDITURES AS A PERCENTAGE 
or TOTAL OPERATING EXPENDITURES: 

JULy 1, 1976 - JUNE 30, 1979 

A. Barry Curries Qua-
E ense Item Moore Woods Ashanti View Callio e 

Adm1a.1stratioll 35.0 33.4 26.3 29.8 16.3 

General Expenses 16.3 21.0 21.4 19.2 26.2 

Teunt Services 1.0 0.8 2.0 0.4 9.1 

Maintenance 42.4 38.2 27.1 36.8 39.3 

Protectioll 1.6 1.5 8.7 6.4 0.0 

Total R.outine 
Expensesa 96.3 94.9 85.5 92.6 90.9 

T scha.1cal Assistaa.ce 3.1 4.3 12.1 6.2 5.0 

Other Noa-Routine 
Expenses 0.6 0.8 2.4 1.2 4.1 

Total Operating 
Expensesa 100.0 100.0 100.0 100.0 100.0 

" " . 

NO'l'P!: a Exclusive of utilities 
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TABLE VIII-IS 

LINE ITEM EXPENDITURES AS A PERCENTAGE 
OF TOTAL OPERATING ElPENDI'l'Il'RES: THE CONTltACf PEIIOD 

I 
I A. Barry 

Ez:pense Item I Moore Ashanti Calliope
I 

Administration I 39.0 26.0 17.1 
r 

General Expenses I 8.5 22.4 20.0 

Tenant Services 2.0 2.3 9.0 

Maintenance 46.2 27 .5 41.7 

Protection 1.7 9.8 0.0 

Total Routine 
Espensesa 97.4 88.0 87.8 

Technical Assistance 2.1 9.5 5.7 

Other Non-Routine 
Expenses 0.5 2.5 6.5 

Total Operating 
Expensesa 100.0 100.0 100.0 

NOTE: a Exclusive of utilities 
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it devoted the smallest percentage to maintenance, both over the three 

years and during the contract period, in part because its buildings were 

the newest among those of the participating sites. Thus, while all sites 

were implementing the same general model of tenant management, they 

utilized resources differently in attempting to achieve a common goal. 

The analysis of costs associated with tenant management under the 

demonstration suggests the cost parameters within which tenant manage

ment can be successfully established. The actual expenditures and the 

incremental costs experienced in the demonstration, however, reflect 

both the specifics of tenant management as it was impleme:1ted at each 

site and the cost of operations at that PBA. While it is unlikely that 

many !MCs could achieve the economies of scale that helped keep costs 

low at Calliope, a PBA might be able to institute tenant management at 

a lower cost than that reported by the other sites if, for example, its 

usual cos t of operations were less than that experienced by the demon

stration PBAs located in the Northeast. The costs associated with tenant 

management in the demonstration may also reflect the relatively short 

period of time that these sites have been involved with tenant manage

ment. Subsequent analysis of the costs associated with tenant manage

ment over the demonstration extension will enable researchers to deter

mine whether these costs will be lower with more operating experience. 
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CONCLUSION 

The National Tenant Management Demonstration has shown that management 

by tenants is a feasible alternative to conventional public housing manage

ment under certain conditions. In the majority of the demonstration sites, 

the tenant participants -- all long-time residents of low-income public 

housing, most unemployed, and the majority black female family heads 

developed in three years the skills necessary to assume management responsi

bility for the housing developments in which they lived. At least in the 

short period of the demonstration, however, the process was costly in 

terms of both the financial and the human resources needed to achieve 

stability. 

The evaluation of the tenant management corporations on a series 

of standard performance indicators, such as rent collection and time

liness of maintenance, showed that residents were able to manage their 

developments as well as prior management had and, in so dOing, provide 

employment for some tenants and increase the overall satisfaction of the 

general resident population. Other indicators showed that although parti

cipation in tenant management,required dedication and sacrifices of board 

and staff members, most of those involved said that these have been out

weighed by the benefits. Board and staff members reported a number of 

positive personality changes: greater patience and ability to get along 

with people, mastery of shyness, pride in learning complex material and 

greater confidence in their future. Participants took pride in what tenant 

management accomplished for their developments, and felt - perhaps for the 

first time power over their own lives and power to change their 

communities • 
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Although the tenant management corporations did as well as former 

conventional management, considerable expense was involved in the 

form of additional funds cOlllDlitted to the demonstration sites both 

for larger staffs and for long term physical improvements. The time 

and energy devoted by key housing authority personnel and by the 

involved tenants were also crucial and must be considered as a real 

but more intangible cost of tenant management. 

Beyond additional funds, a necessary ingredient for successful 
\ 

tenant management is a cooperative housing authority. The executive 

director must firmly support the concept or at least be willing to 

give it a fair trial. While he or she need not devote a great deal 

of personal time and attention to the program, subordinate housing 

authority staff must be strongly encouraged to support the program. 

The director and the housing authority staff must also be willing to 

make changes in established procedures in order to accommodate tenant 

management needs. 

Successful tenant management also depends on strong leadership 

within the resident community_ Leadership potential probably exists 

in any tenant group and, normally, given sufficient time, resources, 

and housing authority support, those individuals who possess latent 

talents can be identified and their organizatioaal skills developed. 

Thus, existing organized leadership was not a precondition of tenant 

management success, although its presence facilitated the early devel

opmental process at three of the successful sites in Jersey City, 

Louisville and Rochester. At these sites, the demonstration's elector

al process produced boards that won the respect of the housing authority 
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and the wider cOlllJllunity. In the other instances, the first boards 

experienced considerable dissension, instability, and difficulty in 

making decisions, although initial board weakness was not necessarily 

a signal of permanent failure as the experience of another successful 

site -- New Orleans -- indicates. 

The experience of the demonstration suggests that no DIOre than 

one forcefl.1l leader need emerge in order for the board as a whole to 

function successfully, although longer term continui ty of the tenant 

management corporation would seem to require that other members pos

sess basic organizational knowledge. While turnover among board mem

bers has occurred at all the sites as a result of resignations or 

regular elections, most boards have retained a stable cadre of long

term members who have been able to~ssimilate newcomers and instruct 

them in the goals and techniques of the program. 

One important task accomplished by all of the boards was the 

recrui tlIlent and hiring of a resident manager and, subsequently t a 

tenant management staff. Again, as with the boards, turnover among 

staff occurred, but it was not a serious problem; in fact, in the 

early period following staff asswaption of management responsibility, 

inadequate personnel were weeded out and potential talent brought 

forth. More problematic, however, were issues of supervision and 

delegation of authority. Some staff members had trouble giving orders 

to, or taking orders from, their fellow tenants. Technical assistance 

was required to help THe participants sort out the sensitive area of 

board-staff relations. 
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Where tenant, management achieved stability, technical assistance 

played a critical role. The need for technical assistance was 

especially pronounced at the outset because most board members lacked 

such basic organizational skUls as group decision-making and conflict 

resolution. Throughout the demonstration, however, technical assistants 

helped the boards resolve internal conflicts and deal with both the 

housing authority and the resident community. 

Although technical assistance is indispensable, it is not possible 

to generalize from the demonstration experience as to how much or how 

little is required. That depends on the organizational sophistication 

of the tenant management board members and on the quality and quantity 

of resources the housing authori ty commits to the program. Once 

again, the housing authority's attitude towards the program is crucial; 

if the housing authority endorses the program, the technical assistant 

has a firm base on which to build the tenant management corporation's 

organizational competence. But the technical assistant's best efforts 

to build an effective board and staff will go for naught in an atmos

phere of housing authority indifference or hostility•. 

Technical assistance functions can be diVided among several people 

without impairing effectiveness, and~ given the difficulty of finding 

a single individual who possesses all the requisite skills, this is a 

reasonable course of action. Although all technical assistants need 

not be familiar with the details of housing management, at least one 

must be reasonably conversant with housing authority operations so as 

to maintain the tenant management corporation's credibility as a manage

ment entity. Technical assistants who are independent of the housing 
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authority will normally be essential to foster the THC's independence, 

especially given the predictability of disagreements between the 

tenant management corporation and the housing authority. At Jersey 

City's A. Harry Moore site, however, a housing authority staff member 

functioned effectively as the technical assistant. 

Training for board and staff is absolutely essential, but there 

is not an exclusive training format that is required as long as there 

is a core program curriculum which stresses housing management issues 

and is flexible enough to accommodate local circumstances and varying 

rates of JD8stery. Outside trainers may well be unnecessary since 

housing authority personnel can perform effectively as trainers' if 

they have come to see tenant management as an important priority for 

the housing authority as a who.le". 

These three crucial elements then -~ housing authority coopera

tion, strong tenant leadership, and carefully administered technical 

assistance and training -- work together to create the optimal condi

tions under which tenant management can flourish. By the end of the 

demonstration, most of these conditions had been met, and cooperative, 

if not always amicable, relations between housing authority and TMC 

had been established at four of the original sites: New Orleans, 

Louisville, Rochester and Jersey City's A. Harry Moore. The executive 

directors of these four housing authorities reported that while 

participation in the demonstration taxed the time and resources of 

housing authority personnel, they would unequivocally opt to do it 
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allover again. Their commitment to 
\ 

tenant management appeared to be 

grounded largely in the belief that residents of public housing should 

have a greater say in decisions that affect their lives. 

At two of the sites that failed either to achieve or sustain 

tenant management - New Haven and Oklahoma City -- difficulties were 

evident from the start and, to some extent, these outcomes could have 

been predicted from the relationships that existed between the tenants 

and the housing authorities before the demonstration. Outcomes at 

the third unsuccessful site -- Jersey City's Curries Woods - were 

less predictable, and perhaps the principal lesson to be drawn from 

that experience is that housing authority support and organized tenant 

leadership are necessary but not always sufficient conditions for the 

development of a positive relationship between the parties. 

The judgments on the efficacy of tenant management within the 

context of the national demonstration were made within a fairly narrow 

framework of improving housing management. Essentially, the demon

stration was not conceived as, nor was its time frame conducive to, 

an assessment of tenant management as a means to achieve broader 

social reform and improvement within a low income community. The 

more extensive experience of tenant management in St •. Louis, which 

served as a model for the demonstration, however, indicates that as 

these fledgling tenant management corporations take hold, they have the 

potential for exerting a broad influence on a variety of community 

development issues. By harnessing available resources for employment 

aDd training, education and social services as have tenant management 

corporations in St. Louis, they can effectively halt the downward 
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spiral of community decay. Such a possibility represents a far greater 

potential benefit than tenant management's outperforming conventional 

management in terms of a set of management indicators. Whether the 

more successful sites in the demonstration, having acquired the rudi

ments of property management, can move on to this higher level of 

community development is a question which merits the continuation of 

the sites and an ongoing assessment of their progress. 

\ 
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APPENDIX 

RESIWlCB METHODOLOGY FOR THE 
NATIONAL TENANT MANAGEMENT DEMONSTRATION PROGRAM 

This report capitalizes on the full scope .of !mRC's involvement 

as manager of the demonstration, drawing upon the perspectives, experiences 

and efforts of the administrative, operations and research staffs. However, 

much of the information used in the report was collected and analyzed 

according to the research design for the evaluation of the demonstration. 

This appendix presents the major features of that design including the 

primary areas of concern, the data sources utilized and the analyses perform:

ed in the preparation of the report. 

Ilesearch Design 

The substantive aspect of the research design was organized into 

four major components: (1) historical content of the demonstration, 

(2) documentation of the demonstration; (3) impact of the demonstration 

and (4) cost of the demonstration• 

• 	 The historical context component placed the demonstration in a 

comparative framework by examining other efforts at tenant management 

in public housing. The exploration of their forms, problems, succes

ses and failures provided some preliminary insight into the viability 

of tenant management as an option for public housing • 

• 	 The documentation cOillponent focused on the development of the 

demonstration at the local level. Its descriptive and analytic 

account was guided by the following concerns: the effect of local 
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factors and characteristics on the development of tenant management, 

the problems and issues typical of the various phases of site opera

tions. the organization of the areas of management responsibility J 

and the relationships among the various participants in the TMC and 

between the !MC and other important groups such as the PRA• 

• 	 The purpose of the impact component was to assess the extent to 

which tenant management achieved the major goals of the demonstration 

and realized other consequences such as physical improvements • 

• 	 The ..5.2.!.E. component focused on the incremental cost of establishing 

and operating a tenant management corporation. In addition. the 

analysiS considered the additional cost' of operating an ongoing 

tenant management corporation. 

The research for the historical context. documentation and cost 

components was done wholly by MDaC staff. while the Urban Institute 

assisted MDaC in the collection and au.alysis of data for the impact 

component. The historical context component was the subject of another 

document and hence is not discussed further in this appendix. l 

In designing the research. an attempt was made to be sensitive to 

both program outcOllles and. program features. The former would permit the 

drawing of inferences about success or failure at the demonstration sites; 

the latter would provide some sense of the process and substanee of the 

1 Diu. William A•• Tenant Management: An lUstorical and Analytical Over
.!!!!. New York.: Manpower Demonstration aeseareb Corporation, 1979. 
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program as a context in which to understand outcomes and to generate 

information needed for replication. The design. effort was constrained 

by several factors in meeting its goals. These included the small 

number of sites (seven) participating in the demonstration, deviations 

from the tenant management model, and variations in local operating 

conditions. The dearth of evaluation models on broad-aim social pro

grams such as the demoI1Stration presented an additional challenge. 

Finally, the unanticipated length of time it took most of the sites 

to establish fully functioning tenant management corporations severely 

limited the amount of program. experience under tenant management avail

able for analysis. This fact together with the demoI1Stration time frame 

precluded the consideration of any long-term effects of the program.. 

Data Sources 

A variety of data sources was utilized in the demonstration research. 

Chart A-l provides a list of the major sources used for each of those 

components of the research discussed in the final report. Much overlap 

is apparent. In addition to those listed, other sources of information 

included archival materials, journal articles, books and previous MORe 

reports on the program. What follows is a brief description of the 

major sources of the data. The MORe staff was responsible for the col

lection and analysis of all the data from these resources with the except

ion of those from the Urban Institute survey. 
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DATA SOURCES: 

Documentation 

Impact 

Cost 

CHART A-l 

Tenant Management Demonstration Research 

Ma or Data SOurces 

• 	 Interviews with '!MC board and staff members, 
PRA executive directors and tenant management 
liaisons and MORC field representatives 

• 	Questionnaires administered to !MC board and 
staff . 

• 	MORC operations staff field reports 

• 	 Interviews with '!MC board and staff mewbers 

• 	Questionnaires administered to !MC board and 
staff 

• 	Tenant Employment Survey 

• Tenant Management Information System
_'i 

• Urban 	Institute Survey (interviews and 
questionnaires) 

• 	Modernization Program (MOD) Quarterly Reports 

• 	Target Projects Program (TPP) Quarterly 
Requisitions 

• Tenant Management Information System 
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• MORe Operations Staff Field Reports 

Based on regular visits to the sites and reports submitted by 

local technical assistants, MORe field operations staff prepared 

monthly and quarterly written reports on each of the demonstration 

sites. These reports detailed the process of program implementation, 

its problems, issues, and progress. They served as an ongoing record 

of the development of the demonstration at the local level. 

• Interviews 1 

These interviews were conducted by MORe research staff as opposed 

to those conducted as a part of the Urban Institute survey discussed 

below. 

1. THe board members 

Interviews were conducted with selected THe board members in 

1978 and 1979. .The board chairperson, another current member of the 

board and the ex-board chairperson (if there was one) were interviewed 

at each site. Topics covered in the interview included board 

composition and functioning, board-staff relatiOns, tenant management 

operations, the tenant management site community, THe-PM relation

ships, management performance, MORe, perception of the board member's 

role and overall perspectives on the THe. A total of 17 interviews 

with board members were conducted in 1978 and 1.5 1.:r·1979. 

1 In addition to the MORe interviews listed below, the technical 
assistants were also interviewed in 1978. 
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2. THC staff members 

In 1979 the persons currently holding the positions of THC 

manager and social services coordinator were interviewed at each 

site. In addition, one lane/building manager was interviewed and one 

ex-employee where it was possible to do so. The!MC manager was asked 

to comment on !MC staff turnover, management procedures, board-staff 

relations, the tenant management site community, management perform

ance, his or her perception of the THC manager's role and his or her 

overall perspective on tenant management. The lane/building manager 

and social coordinator interviews focused on various aspects of their 

respective positions with some additional attention to their percep

tions of tenant management. A total of 17 interviews were conducted 

with current !MC staff, and five ex-employees were interviewed. In 

1978,' four !MC staff members were interviewed. l 

3. FHA Executive Directors and Liaisons for Tenant Management 

The PHA' s executive' director and its liaison for the tenant 

management program were interviewed in 1978 and 1979 except in Oklahoma 

Ci ty. TopiCS covered included an assessment of THC performance and 

its principal actors, !MC-PRA relationships, FHA efforts in establishing 

tenant management, management performance, and future PRA-w1de and 

site plans with respect to tenant management. 

1 Management contracts existed at only two of the sites at the time. 
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4. MORC Operations Staff 

MORC field operations staff provided the research staff with 

information on an ongoing basis throughout the demonstration. In addi

tion, each staff member responsible at that time-. for monitoring a site 

was formally interviewed in 1979 as a part of the documentation component 

of the demonstration. These interviews focused on factual issues about 

the THC board and staff members as well as the larger tenant community. 

They also included questions on the TMC-FHA relationship and such general 

issues as MDRC's role at the site, the adequacy of technical assistance, 

non-demonstration sources of funding, and post-demonstration plans for 

tenant management. 

• 	 Questionnaires 

1. 	 TMe Board and Staff 

Current THC board and staff members at all sites except Okla

homa City completed questionnaires prepared and administered by MORC 

research staff in the spring of 1979. Both groups were asked questions 

about their personal background and their perceptions of THe management 

performance. THe board members were queried about their experience 

as such and asked to assess staff-board relations and staff performance. 

Staff were asked about their respective positiOns, training, supervisors 

and board-staff relations. Owing to the unavailability of some parti 

cipants at the time the questionnaires were administered. only 27 of 

the intended 50 board members and 50 of the intended 58 staff members 

.cOlllpleted questionnaires. 
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2. Tenant Employment Survey 

Each THC manager was asked to complete a standard form on 

employment during the demonstration. Information requested on current 

and former THC employees included name, title of position, hours worked 

per week, dates of employment, annual salary and an evaluation of job 

performance. For current employees, job responsibilities were described. 

The reason for leaving his/her !MC position and current employment status 

were requested for former employees. In addition, information was request

ed on the extent of tenant employment in regular PHA positions, in tempo

rary projects such as MOD, and in others using CETA funds. Tenant Employ

ment Surveys were completed by five of the six !MC managers of sites 

remaining in the demonstration for its full duration• 

• Tenant Management Information System 

The Tenant Management Information System (THIS), consisting of 

Monthly Information Reports, Qua~terly Information Reports and a manual 

of instructions for their completion, was designed by MORC to provide a 

major portion of the information for assessing the impact and cost of 

the demonstration. The monthly reports provided information on occu

pancy, rent collection, response to tenant maintenance service requests, 

reo-examinations for continued occupancy, and vacant unit preparation. 

The quarterly reports included infonation on expenditures and income, 

tenant employment, evictions and move-outs. The reports were prepared 

by housing authority staff and submitted to MDRC where they were checked 

for accuracy, consistency, and completeness. If errors or other prob
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lems were identified, they were discussed wi th the PRA in order to 

make the necessary adjustments. Other quality control techniques 

included a series of site visits by MORe staff to compare the infor

mation provided in the reports with the records on which they were 

based• 

• Orban Institute Survey I 

A large-scale survey conducted by the Orban Institute provided 

a significant segment of the information used in the chapter on the 

achievement of demonstration goals, especially in the areas of real 

estate management and tenants' satisfaction, and assessment of manage

!Ilent performance and housiD& conditions. The importance of the sur

vey stems from the fact that it provided information not accessible 
. 

from any of the data SOUl!ces discussed above. First, the survey pro

vided information on a set of sites not participating in the demon

stration (controls) with which the tenant management sites Were cca

pared. Secondlytit provided the opinions, asses aments and percep

tions of the constituency of the various tenant management corpo

rations -- the resident community at the public housing developments 

participating in the demonstration. 

The primary function of the Orban Institute comparison effort 

was to select a group of controls and to collect and analyze data 

from both them and participating sites before and after the implemen-

A full report of the survey is contained in: Lou, Suzanne B. and 
Sadacca, Robert, Analysis of Changes at the Tenant Management Demon
stration Projects, Work.ina Paper 1335, Washington, D.C.: The Orban 
Institute, 1980. 
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tation of tenant management at the demonstration sites. The Institute 

was selected because of its experience with public housing research 

and its extensive data base on a large number of public housing projects 

from which control sites could be selected. Moreover, the economies of 

scale realized in the collection of baseline ("before") datal and the 

methodology developed for the Institute's evaluation of the Housing 

Management Improvement Program. made it a particularly suitable candidate 

to assist 'in the research effort. 

Baseline surveys were conducted in the spring of 1976 before the 

implementation of tenant management and follow-up surveys were adminis

tered in the summer of 1979.at both demonstration and comparison sites. 

These surveys included interviews with a sample of public housing ten

ants, selected HOD field office personnel, PBA board of cOllUlissioners 

chairpersons, PHA executive directors and other staff at the project 

level, and questionnaires administered to PHA central office staff. The 

data used for the analysiS in the report were obtained at the six tenant 

management sites remaining in the demonstration through its entirety 

and 18 comparison projects selected in 1979 from the Urban Institute's 

Standard Sample.2 Table A-I presents the sample sizes of the respondent 

1 The Urban Institute concurrently collected data at 120 PHAs in spring 
1976 when the baseline interviews were conducted at the tenant management 
sites. 

2 The Standard Sam.ple includes 120 PEAs (40 large, 40 mediUB-sized, and 
40 small) across the country. The 40 large PHAs were used as the PHA 
pool from which the comparison (control) sites were selected; the 40 
PHAs included a total of 170 randomly selected projects. 
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TABLE A-1 

tlR'BAN INSTITUTE SURVEY: Sample Sizes by Respondent Categorya 

TH Control 
I 

Respondent Category 1976 1979 1976 I 
I 

1979 

Board Cha1rpersonb 

Executive Directorb 

13 

13 

5 

5 

13 

13 

I 
I 
I 
I 

12 

12 

Central Office Staffb 99 96 262 
I 
I 258 
I 

Project Manager 6 6 18 I 
I 

18 

Project Staff 30 30 70 I 
I 

71 

Project Residents 181 181 383 I 395 
I 

SOURCE: Urban Institute Survey 

NOTES: a!xc1udes OklahOlla 9ity • 

bThe figures for board chairperson, executive director 
and central office staff are included as part of the TH sample if any 
of their projects were in the demonstration. lbe following sites had 
both TH and control projects in the same PHA: Jersey City, Louisville, 
and New Haven. I 
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groups. Survey data used in the final report came primarily from the 

analysis of the project residents' interviews. To a lesser extent. 

information from the project managers' interviews was used. 

It was possible to select the 18 control sites subsequent to the 

1976 baseline survey because all candidate projects for the match had 

been surveyed in 1976 as part of the Inst! tute' s follow-up survey for 

a large-scale HUD-sponsored housing -management study onto which the 

tenant management evaluation was piggybacked. The inclusion of more 

control or cClllparison than demonstration sites was a response to prob

lems of small sample sizes mentioned earlier. Since the number of 

tenant management sites could not be increased. enlarging the Bl~ber of 

controls increased the likelihood of detecting statistically significant 

differences between the two groups. 

After projects with a predominantly elderly population were excluded 

from the Standard Sample projects, the tenant management projects were 

matched with a subset of the remaining projects using a computer matching 

process developed by the Urban Institute. An attempt was made to achieve 

similarity in the amount of TPP/MOD funds, as well a8 on an array of 

variables which previous Urban Institute research had identified as 

iD!l?ortant in evaluating performance. The matching procedure initially 

involved selecting a group of 16 controls for the four tenant management 

sites most closely approximating the demonstration model. Subsequently, 

the remaining two demonstration projects were each matched with a control 

site. bringing the total number of control projects to 18. 
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In their analyses, the Urban Institute aggregated the tenant 

management sites into one group and the. control sites into another 

because this increased the power of the statistical tests and because, 

in reality, it is virtually im}?Ossible to find a."twin" project for 

each tenant management project. Two separate analyses were performed 

by the Institute, lone using the four "purer" tenant management 

sites and another using all six tenant management sites. In the 

final report, only the latter were used. Where the subgroup ~f four 

manifested a different pattern than the total of six, this fact was 

discussed in the text. 

Interviews were conducted using prestructured questionnaires 

developed by the Urban Institute on the basis of its previous public 

housing surveys. In addition to the Institute's standard questions, 

others were added to elicit more detailed information about tenant 

I 

participation in management and tenant-management interaction. In 

1979, respondents at the tenant management sites were also queried 

about the activities of the TMC and attitudes concerning tenant 

management • 

• Miscellaneous Other Sources 

A variety of other data sources was used in the preparation of 

the report. Many were reports routinely prepared by the sites pursu

ant to MOD and TPP funding. These included quarterly TPP requisitions 

prepared by the sites for approval by MORC before submission to the 

HUD field offices for payment, !l)D plans drawn up at the initiation of 

the demonstration and subsequent modifications, and :t«)D Quarterly 
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Progress Reports (RUD Form 52995) submitted by the sites to the HOD 

field offices directly responsible for monitoring physical improvement 

activities. 

Data Analysis 

Aside frODl the introductory and descriptive chapters, the bulk 

of the report focuses on the results frODl the documentation, impact 

and cost coaponents of the research design. Some of the data sources 

described above, such as the interviews with the principal tenant 

management participants at the sites and the Orban Institute survey, 

were used in several chapters, while others, such as the Tenant 

Employment Survey, were used in a more limited fashion. 

The analysis done for the documentation, largely covered in 

Chapters IV, V and VI, relied primarily on interviews and question

naires administered to the !MC board and staff, PHA staff, and MORC 

field staff as well as operations staff field reports. Data from 

these sources were compiled, ordered and analyzed in order to reach 

conclusions regarding the major documentation concerns. Little sta

tistical manipulation was undertaken in this analysis, except the pre~ 

aration of frequency distributions and some simple cross tabulations. 

The impact analysis~ reported in Chapter VII, drew from a wide 
" ., 

variety of data sources (see Chart A-l) and utilized statistical 

analyses beyond the level of the descriptive in the discussiol18 of 

management perfoDDance and tenant satisfaction and assessment. 

The real estate management section relied primarily on: (1) THIS 

data for infoDDation on rent, occupancy and maintenance available on 
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a monthly basis throughout the demonstration and (2) limited data from 

the Urban Institute surveys in these same areas. The ntIS data were 

more thorough and .systematic for assessing the occurrence and pattern 

of change in performance over the course of the demonstration because 

of the frequency of reporting. They were also' reported on a site-by

site basis. On the other hand, the Urban Institute data, aggregated 

for all sites, provided information at two points in time for the 

tenant management sites and provided comparable data for the control 

sites. In the analysis, the THIS data were examined initially to ascer

tun the fact of change and any patterns in it. Yhere they existed, 

similar variables from the Urban Institute survey were examined to assess 

further the significance of any change and to compare it with what occur

red at the control sites. Essentially, the Urban Institute survey report 

was used as a source document to expand the !MIS analysis. 

The analysis C?f variance with planned comparison was the strategy 

used in the assessment based on THIS data. Concern was with the 

measurement of change over the course of the demonstration and a 

comparison of change between the pre- and post-contract periods on a 

site-by-site basis. The direction of change was determined by obser

vation and an examination of the linear and quadratic terms of the 

analysis of variance. 

The Urban Institute analysis on which MDR.C drew was based on three 

sets of information: data measuring conditions in 1976, data measuring 

conditions in 1979 and data measuring change between 1976 and 1979 (the 

"change" or "gain" scores). Two major analyses were performed. First, 

to assess whether statistically significant change had occurred between 
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1976 and 1979, i.e., a difference between the change score and zero, 

the t-test was used. In order to assess whether change that had 

occurred at the tenant management sites was significantly different 

from that occurring at the control sites during the same period, 

analysis of variance tests (F-tests) were run. Only 1979 scores were 

used for certain groups of variables, i.e., tenants' perceptions of 

improvement in management functions (improvement variables and tenants' 

evaluation of the !MC). With regard to the improvement variables, 

average ratings were subjected to t-tests to ascertain if the perceived 

level of improvement was significantly different from zero (no perceived 

change) • Subsequently, average ratings of the tenant management pro

jects were compared with those of the control groups using an analysis 

of variance procedure to ascertain if there were any statistically 

significant differences. For tenants' evaluation of the TMC, simple 

frequency distributions were'utilized in the analysis. 

The physical improvements section of Chapter VII relied largely 

on analysis of qualitative data from field reports and interviews and 

simple percentage distributions based on various reports submitted in 

connection with funding under the Modernization Program. In the tenant 

employment section, quarterly data from the nas were used as well as 

questionnaires completed by !MC board and staff and the Tenant Employ

ment Survey completed by the THC manager at each site. In assessing 

the extent of tenant employment, frequencies of the number of tenants 

employed by quarters were compared to total on-site employment, and 

change was assessed through observation of what occurred over time 

and through comparison with the HOD suggested level of 2S percent. 
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The analysis of the tenants' assessment and satisfaction relied basically 

on the Urban Institute analysis. Similar statistical analyses were 

performed for this section as for the analysis of management performance 

except only data from the tenant sample for the tenant management and 

control sites were used. 

The..52.!! section relied on data from the THIS, TPP requisitions, 

and MORC fiscal records. Raw data were available on a quarterly basis. 

The analytic strategy initially iavolved the coaversion of TPP reporting 

categories to PRA operating budget categories to provide a total cost 

picture. Relevant quarters were then combined to arrive at total actual 

costs during the demonstration. Costs under conventional PEA management 

were estimated using the year before the demonstration as the base year 

and factoring in inflation for subsequent years to arrive at figures 

indicating what management would have cost in the absen,ce of the demon

stration. Simple numerical comparisons were then made between actual 

costs under the demonstration and the estimated cost in its absence. 

To assess what ongOing costs could be, available data 011 costs after 

the management contract was signed were annualized. The information 

was based on post-contract operating experience at three of the sites 

closely approximating the tenant management program model. At two 

Sites, nine months' data were available for this purpose and at one 

site. one year's data. 
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