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• Participants are muted
• Enter your questions in the box in your 

webinar panel
• If non typing capability, click raise your 

hand button
• Handouts are available for your review.
• This webinar is being recorded and will 

be available at www.flhousing.org
• Use headphones for best audio
• A survey will immediately follow the 

webinar; please complete it! Thanks!

Webinar Logistics

http://www.flhousing.org/
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Overview
• Written Agreements
• Inspection Process
• Change Orders
• Finding Qualified Contractors
• Emergency Repairs
• Reconstruction Process
• Rehab Pitfalls



The Importance of 
Written Agreements
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The Importance of Written Agreements
• A written agreement serves as a legally binding contract 

between the local government and any other party

• Serves as a management, accountability and enforcement tool 
for the local government

• Should be executed whenever funds or services are exchanged
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1 Specify the activity to be carried out (who, what, where, when)

What the funding source is

How they are carried out

Roles, responsibilities and options of all parties involved

What changes are allowed and process to incorporate those changes

2

3

4

5

Effective Written Agreements
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Effective Written 
Agreements

• Provide a budget
• Use of funds
• Activity and tasks to be performed
• Payment procedures and schedule
• Terms of enforcement
• Compliance, reporting and 

monitoring requirements
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Parties to the Agreements
Local government and: 

• Applicant

• Contractors

• Sponsors

• Subrecipients

• Developers
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Contractors
• Persons /firms entering a written agreement/contract to perform 

a specific task. 

 Appraisal firm

 Lead based paint testing firm

 Title insurance company

 Construction work

They generally have no ownership or other ongoing interest in the 
project/job once their task is completed. 
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Who Prepares the Written Agreement

• SHIP Staff

• City/County Attorney

• Paid Consultant

Remember:  If are not an attorney, you 
should always have an attorney review 
your documents for legal sufficiency 
and form.
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When should 
the Agreement 
be Executed?

• When the applicant has been 
deemed eligible

• When the project is ready to start, 
and all funding sources are in place

• All required pre-contract program 
steps have been completed

• Before any funds are disbursed to 
the third party
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Rehab Construction Contracts –
Basic Elements
• When does the project start and end
• Who gets the permits & pays for them
• Expectations of homeowner

 Property access
 Owner on-site during construction
 Owner-requested changes and additions to work specifications

• Who pays for utilities needed during construction
• Tool/material storage
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Rehab 
Construction 
Contracts –
Basic Elements

• Site clean-up
• Sanctions for non-performance of 

contractor
• Who may issue a stop-work order
• Conditions for termination of contract
• How disputes will be handled
• Warranty information
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Rehab - Owner’s 
Responsibilities

• Provide access to home during 
normal work hours

• Provide water and electricity to 
contractors

• Keep pets and children contained
• Store and protect valuables
• Let contractors do their job
• Communicates problems as soon 

as they occur
• Evaluates contractors
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Contractor’s Responsibilities
• On job during normal work hours
• Clean up each day after they are done
• Avoid damage to owners' personal property
• Advise the owner in a timely fashion if they are going to be 

late or not show up
• Advise the City/County as soon as possible of disputes
• Supply storage, sanitation unit, and dumpster
• Warranty and Guarantee
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How much information?
• Enough that roles and responsibilities are clear
• Specific program requirements
• Performance expectations
• Measureable benchmarks
• Default provisions
Only include the items that you will enforce
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Consistency in 
Agreements

Use templates

• Standard format for variable information
• Required provisions included

Consistent language 

• Facilitates and expedites process
• Minimizes staff errors
• Makes monitoring easier

This works for terms and provisions 
that are the same for every project
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Amendments

Process should be 
outlined in the 
agreement and 

should be followed

Should be executed 
by all parties who 
executed original 

agreement

State that other 
provisions remain in 

effect

Have the attorney 
review the 

amendment for legal 
sufficiency and form
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Review and Updates
Read it in its entiretyRead

Have staff and legal review regularly to ensure it complies 
with any program changesHave

Update when program or LHAP changesUpdate

Have your attorney review updates and changes for legal 
sufficiency and formHave

Review in detail with affected party before it is executed 
and answer questionsReview in



THE FLORIDA HOUSING COALITION

Best Practices
Use Separate Agreements for each funding source

Keep separate files

Reference in your agreements that when more than one funding source is 
used the strictest rule will apply

Create policies and procedures that can apply to any of your funding 
sources to reduce compliance issues

Allows for expenditures to be transferred across different funding sources
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Management Tool

Written 
agreements are a 
management and 
enforcement tool

It is legally 
binding

It minimizes the 
risk of the local 

government

Allows for 
corrective action

Identifies specific 
requirements

Allows for 
monitoring and 

compliance



The Inspection 
Process
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Inspections
Building Department Inspections:
• Know what inspections are required by your building 

department
• Make sure inspections have passed before you pay 

contractor
• Staff/In house inspector – Should inspect home each time 

a payment is requested

Presenter
Presentation Notes
Oversight - There is a huge potential for fraud and kickbacks
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Payments
•What criteria is the payment based on? 
•How many draws?
•Who signs payment request?
•What documentation is required with a payment request?
•Who decides how much contractor is paid?
•Do you withhold a portion of each payment?
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Project Oversight
• SHIP administrator - field visit at least at final inspection 

• Photographs and videos 

Before….During….After

• Document file each time there is an incident

You will not remember the conversations you had with the 
Owner or Contractor three months afterward, when FHFC, 
Commissioners or news agency start asking questions.
Note date, time, and who you spoke with.
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Owner and contractor should be present

Ensure that work meets the detail outlined in the work 
write up and specifications

Note quality and workmanship

Request corrective measures

Request corrective measures

Final Inspection
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Verify punch list work has been doneVerify

Have Owner sign a certificate of completionHave

Make copies of warranties, mail original warranties to owner 
with a file close out letterMake

Update tracking charts, balance expendituresUpdate

Have Contractor record a Termination of Notice of 
Commencement and Release of LienHave

Project Closeout
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Project Closeout
• If your final loan amount is different 

from your originally recorded loan 
amount, record a mortgage 
modification agreement

• Have someone else on staff go over 
checklist and review file for 
completeness



Change Orders



THE FLORIDA HOUSING COALITION

The Problem with Change Orders
• Increased job cost

• Time delays

• Increased paperwork

• Increased staff time

• Others?
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What Causes 
Change Orders?

• Lack of clarity in program 
requirements

• Lack of clarity in roles and 
responsibilities

• Unrealistic Expectations
• Lack of detailed inspection 

procedures
• Lack of knowledge on code 

requirements
• Poorly written work write ups
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Reducing Change Orders
Set rules up front on the process for change orders

• Clarify up front what the rules are for change orders with 
inspector, owner and contractor

• Check property records, permits history and a thorough 
inspection to identify potential change orders

• Use building inspectors to identify potential problems
• Use the pre-bid meeting to encourage contractors to identify 

potential change orders
• Know the limits of your program
• Improve the quality of work write ups and specifications
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Specifications
Install a new door:
Remove and dispose of existing front door.  Furnish and install a new 
pre-hung 1 ¾” thick six panel insulated metal front door, standard 6’ 
8” unit including jamb, casing,  3 hinges, striker plate, threshold, and 
weather-stripping (all 4 sides) with a chain door stop.  Install a view 
scope and a new entry and single cylinder deadbolt lock keyed alike 
and manufactured by Kwikset, Yale, Weiser or approved equal. 2 key 
sets furnished to owner.   Caulk, prime and apply two coats of high 
quality oil based paint on door, jamb and casing. Owner to select 
door paint color.  Repair any affected areas to match existing finishes 
as close as possible.  Door must have NOA from  County.



City of Lakeland Presenter:
Philip Large
Housing Rehabilitation Specialist
Community & Economic Development



Finding Qualified 
Contractors



Disaster Contractors Network Portal 
http://www.dcnonline.org/PropertyOwner
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http://www.dcnonline.org/PropertyOwner


Finding Contractors
https://www.myfloridalicense.com/

https://www.myfloridalicense.com/
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Finding Contractors
• Advertise
• Display/Distribute flyers
• Post on website
• Get labels of active contractors from the occupational license 

department/purchasing department/procurement
• Talk to building and county inspectors for references
• Talk to other Cities and Counties for referrals
Other?
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Contractor 
Application

Three written references from customers, 
subcontractors or material supply houses

Current Contractor’s license, tax receipt or 
other licensure 

Contractor liability insurance

Workers Compensation insurance or 
Exemption

Financially Responsible Officer or Authorized 
to Execute Contract
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Working with Contractors
Verify information:

• Verify license –
 Go to http://www.myfloridalicense.com/dbpr/
 Will also list complaints filed against a contractor. 

• Verify that Corporation is active –
 Go to http://Sunbiz.org
 Information on the owner, the location of offices and if 

active.

http://www.myfloridalicense.com/dbpr/
http://sunbiz.org/
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Working with Contractors
VERIFY - Verify contractor is not debarred 
from HUD
Go to: http://www.sam.gov

VERIFY - Verify Insurance is active
Go to: 
https://apps8.fldfs.com/proofofcoverage/
Search.aspx

http://www.sam.gov/
https://apps8.fldfs.com/proofofcoverage/Search.aspx
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• Have a system in place to update 
this information on a regular basis

• Have a system in place to remove 
poor performing contractors

Working with 
Contractors
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Policies Relating 
to Contractors

• Participation requirements
• Removal from bidders list and 

for how long
• How many jobs at one time
• Late fees
• Payments
• Change Orders
• Dispute resolution

Presenter
Presentation Notes
Housing standards, Building codes, relocation, Subordination, Dispute resolution, Contractor selection/removal, Bid process, Change orders, Warranties/Guarantees Outline of work that can be done and can’t be done.  Who determines what work can be done? Who approves changes orders? Is there a maximum amount for change orders? What happens when an estimate exceeds the subsidy limit? Can we build an addition to a home?  Under what circumstances? Who determines if a home is an emergency, rehabilitation project or reconstruction?. 

Ways to get rid of bad contractors
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Keeping Good 
Contractors

Contractors' biggest complaints are:
• Delay in Payments
• Inconsistencies by inspectors in 

applying codes and standards
• Lack of clarity in specifications 
• Lack of cooperation in resolving 

problems/conflicts

Presenter
Presentation Notes
Every time there is a change in policy this document should be updated. Every time you get a unique situation that requires some decision making you are setting a precedent for future cases.  This should be put in writing as a policy. 

Quality contractors
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Contractor Evaluation
Contractor should be evaluated by 
homeowner, staff, or both, for each job.

Evaluations:
• Used as a tool to remove poor performing contractors
• Give contractors feedback on their performance and 

outlines weaknesses
• Let the supervisor know how contractors and staff are 

performing their work



Emergency Repair
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HOW IS THIS 
DEFINED?

WHAT REPAIRS ARE 
ELIGIBLE?

WHAT IS THE 
MAXIMUM AWARD?

WHAT HAPPENS 
WHEN OWNERS NEED 

MORE WORK?

LOAN OR GRANT

Emergency Repair



THE FLORIDA HOUSING COALITION

What’s an Emergency?
• Hazardous, unsafe, unsanitary
• Backed up, unsafe, unsanitary sewer, well or septic tank;
• Severe roof leaks with structural damage;
• Exposed wiring or hazardous or inadequate electrical 

services;
• Unsafe, hazardous or unsanitary plumbing leaks, lack of 

water services or toilet facilities; 
• Replace or repair non-functioning HVAC

Presenter
Presentation Notes
Don’t use emergency repair for rehab. Electrical, things that can cause a fire, no water, flooding, no shower
Issues that must be address immediately

No stove or refrigerator, no AC in Florida
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Emergency

• One strategy
• Limit work to emergency repairs
• If in house estimate will exceed 

emergency maximum award, 
move to rehabilitation

• Stay under your cap
• Anticipate potential change orders
• Can be a grant
• One time or more than once
• Owners' emergency is not 

your emergency

Presenter
Presentation Notes
Address emergency and put client on the rehab waiting list for additional repairs



The Reconstruction Process
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Before Reconstruction

LHAP program 
Description

Policies and 
Procedures 

manual
Advertise Waiting list

Contractor 
pool

Models and 
Replacement

Written 
Agreements

Presenter
Presentation Notes
Rehab contractor may not be classified to reconstruction
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Reconstruction Process
• Client eligibility (remember 120 days) 
• Property eligibility (is it eligible for demolition) 
• Clear title 
• First Mortgage approval (if applicable)
• Drawing/floor plan approved by owner (expedited permitting)
• Prepare Specifications
• Put out to bid to qualified contractors
• Award bid (contractor is licensed and insured) 
• Sign contracts

Presenter
Presentation Notes
Is there a place to stay
Pay for relocation can be very expensive 
LG must make determine must be consistent 

Temporary housing partnerships
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Reconstruction 
Process

• Permits issued
• Issue notice to Proceed
• Partial payments
• Inspections/pictures
• Final Payment
• Releases and warranties
• Certificate of Completion
• Project evaluation
• Reports and Audits
• Monitoring review

Presenter
Presentation Notes
Is there a place to stay
Pay for relocation can be very expensive 
LG must make determine must be consistent 
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Is it Eligible for SHIP 
Reconstruction??

You need a process to determine 
when the home is beyond repair 
and requires reconstruction.
(26) “Rehabilitation” means repairs 
or improvements which are needed 
for safe or sanitary habitation, 
correction of substantial code 
violations, or the creation of 
additional living space. 
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Identifying a Replacement Home
Properties in a flood zone 

A flood hazard area can be a 100-year floodplain, an area 
designated as a flood hazard area on a community’s flood hazard 
map, or  otherwise legally designated. This type of activity is 
classified as “substantial improvement” and “substantial damage” 
under the FBC, FEMA regulations, and local government flood plain 
management  ordinances, and is commonly referred to as FEMA’s 
“50% Rule.”

Cost of  repair/renovation/addition
______________________________________________________________________________________________

Depreciated market value of the structure
> 50%
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Administrative Actions
Here are several administrative actions that are required of local 
building officials:
▪ Review permit applications to determine whether improvements or 

repairs of structures in flood hazard areas constitute SI/SD.
▪ Review descriptions of proposed work submitted to ensure that all 

requirements are addressed.
▪ Review cost estimates of the proposed work to determine if the costs 

are reasonable for the proposed work or use other acceptable 
methods to estimate the costs.

▪ Decide the method to determine market value before improvements.
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“Substantial Improvement” and “Substantial Damage”
• One of the requirements of the NFIP pertains to “substantial improvement” 

and “substantial damage,” also referred to as “SI/SD.” 
• Substantial improvement, as defined in 44 CFR § 59.1, means: “Any 

reconstruction, rehabilitation, addition, or other improvement of a structure, 
the cost of which equals 50 percent of the market value of the structure before 
the “start of construction” of the improvement.”

• This term includes structures that have incurred “substantial damage.”
• Substantial damage means: “damage of any origin whereby the cost of 

restoring the structure would equal or exceed 50 percent of the market value 
before the damage occurred. When improvements to existing structures in 
flood hazard areas meet these definitions, communities must enforce 
requirements to bring those structures into compliance by meeting the 
requirements for new construction in flood hazard areas.
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Market Value Prior to Construction
There are four main ways for local building officials to 
calculate the market value: 

1 Professional property appraisal; 

Adjusted assessed value; 

Qualified estimates; or

Actual cash value. 

2

3

4
Before determining the market value of a structure prior to the 
improvement or damage, it is important to note that FEMA regulations 
only take into account the market value of the structure. The value of the 
land, site improvements, and business income are not included.
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• How are properties being identified for 
repair or replacement?

• Housing Inspector
 Document condition of property 
 Pictures
 Interview homeowner

• Building Inspector or Building Official 
confirming condition of property

Non-Flood Zone Properties
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• Pay a title company to check  
for liens and encumbrances

• Check public records
• Check building records

Does the  property have clear title?

• Yes, you can pay from 
administrative expenses

• You can pay from the 
maximum award

Can I pay for this from SHIP funds?

Properties that Have Encumbrances
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If the Property has a Mortgage
You need approval from the first mortgage lender to demolish 
the home which is what the lien is on.
• They will normally agree if you can provide

 Pictures of damage
 A report that shows it is beyond repair 
 Copies of program and agreement with applicant
 Copy of plans
 As built appraisal, if available

Presenter
Presentation Notes
Would get approval from the bank before we could proceed?
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Relocation
First step is to determine if relocation is necessary.

Does the applicant have family or friends where they can stay during 
the construction of the home. Best practice and most cost efficient.

Can you pay for relocation?  Yes.

For how long?  Determine maximum relocation assistance based on 
the timing of construction. Develop a policy and have applicant 
agree in writing.
What is reasonable?  Get 3 estimates for temporary relocation.  
Applicant can get estimates
Is relocation a grant or part of the loan? Depends on the LHAP.  If not 
specified as a grant, then it is part of the loan.
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Storage of Personal Items
• Can SHIP pay for storage of personal items? YES

• For how long?  Depends on the local policy.  Rely on the timing of 
construction to get best estimate.  If contract exceeds time limits, 
they should pay for additional cost, not LG.

• Who put the items in storage?  Best practice is applicant.  You can 
pay the contractor to do it.

• Can we pay for a storage containers?  YES

• Can we pay for furniture? NO

• Can we play for a washer and dryer?  YES

Presenter
Presentation Notes
Clients' responsibility or LG
Trailer campers, building 
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Determining Replacement Size

Consider Maximum awardConsider

Consider current size of propertyConsider

Consider family sizeConsider

Consider neighborhood amenities and featuresConsider

Presenter
Presentation Notes
2 x2  3 x 2 what will match neighborhood
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Floorplans
• Get several models in different layouts
• Contractor or local government can provide 

floorplan
• Provide specifications
• Can be purchased online but must be 

adapted to site conditions once purchased

Presenter
Presentation Notes
Research
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Energy Efficiency
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METAL ROOFS IMPACT WINDOWS AWNINGS

GARAGE DOORS IMPACT DOORS

Mitigation Features
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Green Features

Elements that 
enhance or 

increase:

Disaster 
resistance

Excellent 
indoor air 

quality

Universal 
design

Resource 
efficient 

materials 
Low water use

Reduced 
energy 

consumption

Native 
landscaping 

Presenter
Presentation Notes
When we think about green we may be thinking about solar panels, a new A/C system with a high SEER.  But using water sense low flow showerheads is a simple and effective way to reduce a water bill. Radon, Lead., asbestos, Moisture, Ventilation, Combustion Appliances, Air Ducts, Pest Control
Painting
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SHIP Program Procurement
• Does not specify procurement 

procedures like federal programs
• You can follow your local procurement 

procedures
• You can define procedures specifically 

for your program
• There is no right or wrong process
• Most local governments rely on best 

practices
• It is up to the local government
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2022 Value Limits  
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“Sales price” or “value” means
Acquisition - the amount on the executed sales contract.
Building a unit on land that they own - appraisal performed by a state-
certified appraiser. Must include the value of the land and the 
improvements using the after-construction value of the property and must 
be dated within 12 months of the date construction is to commence. 
Rehabilitation - determined by an appraisal dated within 12 months of the 
date construction is to commence or the assessed value as determined by 
the county property appraiser. 
Rehabilitation which includes adding new living space - an appraisal 
dated within 12 months of the date construction is to commence or the 
assessed value as determined by the county property appraiser, plus the 
cost of the improvements.

Determining Value



Rehab Program 
Pitfalls
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•No cost estimates
•No pre-bid meeting
•No regular inspections
•Complying with correct LHAP
•Unclear written agreements
•Lack of policies and procedures
•Not Reconciling expenses

Program Pitfalls
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Homeowner Pitfalls

Wish list

Access

Personal property

Who’s in charge

Warranty/Maintenance

Keeps coming back

Conflicts
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Contractor Pitfalls

• New Contractors
• Too many jobs
• Low ballers
• Poor workmanship
• Cheap materials
• Delays
• Warranty issues



Questions?
Contact Aida at:
andujar@flhousing.org
954-593-8988

Please complete the evaluation!

Contact Tamara at:
west@flhousing.org
850-518-2235

Technical Assistance Hotline:1-800-677-4548

mailto:Andujar@flhousing.org
mailto:west@flhousing.org
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