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James Höemann, Director Entitlement Communities Division 
• Senate appropriations committee request to focus on four topic 

areas –
• Prioritizing greatest need activities/projects 
• Grant oversight strategies 
• Reducing CDBG admin costs 
• Leveraging CDBG funds 

• Identify creative strategies in these areas
• Provide a platform for our grantees to learn from each other
• Compile a report for Congress 

HUD Welcome 



Session Overview and 
Introductions

Les Warner, ICF



• Learning Objectives
• Participants will learn from program administrators in diverse 

communities across the country about best practices and unique 
strategies to reduce CDBG administrative costs.

• Participants will gain understanding of effective, replicable, best 
practice models to implement in their CDBG programs.

• Agenda 
• Introductions
• Panelist Community Presentations
• Q&A

Session Overview



• Alem S. Hagos and Elizabeth Weithers, Long Beach, CA
• Andrew M. Friedman, Virginia Beach, VA
• Jennifer Schumann, Salt Lake City, UT

Introductions



What is the size of your most recent CDBG allocation?

A. < $300,000

B. < $600,000

C. < $999,999

D. > $1,000,000

Poll Question



City of Long Beach, California

Alem S. Hagos, Operations Officer and
Elizabeth Weithers, Administrative Analyst

Long Beach Development Services



Long Beach, California
• Population: 468,900 (2018)

• Voted one of America's “Most 
Walkable Cities,” Long Beach is 
comprised of eight distinct 
neighborhoods and tucked in 
along the waterfront centrally 
located to Los Angeles and 
Orange County.

• 2020 CDBG allocation: $6,151,677



• As a grantee, the City of Long Beach believes the 20% admin rate is 
adequate.

• We do not believe HUD should necessarily reduce or increase the 
current administration rate. 

• Grantees should use all means at their disposal to efficiently spend 
within the allowable rate, while attempting to reduce administrative 
expenditures and roll the balance into community development 
programs.

CDBG Administration Cap



• During public outreach and commission 
hearings, the City of Long Beach is persistently 
questioned on the high administration cap.  

• Community non-profit agencies question the 
20% rate since it is higher than the public 
services cap of 15%. 

• As a result, the City explains the detailed 
nature of this administrative expense 
allowance and our effort to reduce costs as 
much as possible.

Opportunity to Maximize Impact 



• Negotiate internally with 
financial management 
department on indirect rate

• Benefit from administrative 
infrastructure spread across 
multiple grant programs

• Saves $80K - $90K annually

How to reduce admin expense without compromising 
efficient management of CPD grants?



How to reduce admin expenses without 
compromising efficient management of 
CPD grants?

• Ensure clarity on activities that 
qualify as program delivery rather 
than administrative costs

• Charge all eligible costs to the 
program

• Document with labor reports



How to reduce admin expense without compromising 
efficient management of CPD grants?

• Program reporting forms are designed to 
foster intuitive entry of accomplishment 
data into IDIS fields

• Thoughtful planning and design saves 
staff time at the back end



Multiple grants from a variety of sources address the needs 
and priorities outlined in the Consolidated Plan

The same team manages all similarly-intended programs

All programs benefit from economies of scale by spreading 
administrative costs across these grants

How to reduce admin expense without compromising 
efficient management of CPD grants?



     
  

  
 

Results 

• In the last five years, the City of Long Beach has saved 44% of
administration costs and has amended those funds to directly benefit
low-income households in Long Beach. 

CDBG Other Funds/ Grants 

Year Allowed Expended Percentage Spent Percentage Saved Admin Amounts Spent 

2014 1,142,207 713,006 62% 38% 371,036 

2015 1,128,231 566,636 50% 50% 494,143 

2016 1,091,297 610,439 56% 44% 299,814 

2017 1,103,242 570,546 52% 48% 293,342 

2018 1,219,915 727,316 60% 40% 243,200 

Total 5,684,892 3,187,943 56% 44% 1,701,535 



Results

Year Allowed Expended Amount Saved

2014 1,142,207 713,006 429,201

2015 1,128,231 566,636 561,595

2016 1,091,297 610,439 480,858

2017 1,103,242 570,546 532,696

2018 1,219,915 727,316 492,599

Total 5,684,892 3,187,943 2,496,949

Additional funds 
directed to programs 
and projects that 
benefit the 
community



Do you document and account for your activity-specific CDBG staff 
time as program delivery costs?

A. Always

B. Sometimes

C. Rarely/Never

Poll Question



Virginia Beach, Virginia

Andrew M. Friedman
Director of Housing and Neighborhood Preservation 



About Virginia Beach

450K Population
Largest in VA 182K Housing Units Consolidated City / 

County Gov’t.

No separate housing authority -- Dept. of 
Housing and Neighborhood Preservation 
is a consolidated organization including:

• HUD “PHA”- Receiving Housing Choice Voucher funding
• HUD entitlement grant agency
• HUD HOPWA regional administrator
• HUD Continuum of Care lead agency
• City code enforcement agency



Approx. Annual HUD Grant Amounts – (Non-CARES)

Grant FY 19-20 Amount
CDBG $2,056,000
ESG $   175,000
HOME $1,071,000
HOPWA 
(for regional use)

$1,939,000

TOTAL $5,241,000



CHALLENGE
Support the staff needed to administer all programs 
while ensuring funds are used for eligible purposes

Keys to Effective Use of Admin. Funds

SOLUTIONS

Careful attention to allowable 
uses – study and review regs

Plan, budget and track 
where all funds are going 

Develop a cost allocation plan 
and allocate time accordingly

Detailed 
accounting 

Develop time tracking systems 
so time spent can be matched 

with allocated funding

Identify and adjust system 
if assignments are changed 

during the year!



Advantages that Help Us Use Funds Efficiently

Multiple programs / 
multiple sources of 
admin funds

Availability of city 
general funds to pay 
for non-HUD-eligible 
things

Some staff with long 
history / experience 

Excellent accountant 
and grants manager



Excerpt from Our CSP Spreadsheet



Excerpt from Our 15-Column, 98-Line Department 
Budget Spreadsheet – Only 1,470 cells



Our Revenue Allocation Worksheet – about 10 
major sources with multiple subsets



VISUALIZING THE FLOW OF FUNDING (not current)
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Excerpt from Salary Allocation Worksheet



Sample Timesheet



Sample Accounting Report



Results and Challenges

CDBG admin funds + 
admin funds from 

other sources support 
programs that help 

achieve multiple 
program and city goals

Our systems allow us 
to track where time is 
spent and justify cost 
allocations – but they 
are time-consuming 

and complex

Our timesheet system 
is manual and very 
difficult to produce 

comprehensive 
reports from 

Changing personnel 
assignments requires 

reviewing the cost 
allocation system to ensure 

activities are eligible and 
funds can be moved – thus 

adding complexity

Our city will implement 
software within the 

overall accounting system 
that we hope will better 
track time and allow for 

automated reporting



Thank you!

My thanks to:

• Mary Michl, our accountant, who makes the numbers work!
• Cindy Walters, our compliance and grants manager, who makes 

the flow of funds work!
• Jasmin Ciesielski, who made this presentation and our 

communications work!
• And all our leadership staff, who make our programs work!

afriedma@vbgov.com

757.636.4356

VBgov.com/housing

Andrew Friedman, Director



Salt Lake City, Utah

Jennifer Schumann
Deputy Director of Housing & Neighborhood Development



Salt Lake City Overview
• Housing & Neighborhood Development Division oversees housing 

and community development grants

• Annual CDBG allocation: $3.5m

• Annual CDBG Program Income: $1.0m - $1.5m

• Also administers Emergency Solutions Grant ($300k), HOME 
Investment Partnership Program ($1m + $1.5m HOME PI), Housing 
Opportunities for Persons with AIDS ($500k), HUD-CV ($7.1m), City 
Community Grant Program ($3.4m)



• Know what it costs to run your programs
• Track how many hours are spent working on CDBG, then determine the fully loaded cost of 

those positions
• Using timesheets or other tracking mechanism will be helpful 
• Know what it costs quarter over quarter, year over year

• Tell the story: communicate the tasks & associated time to complete the tasks
• Help decision makers understand the amount of time and energy that goes into 

administering successful programs
• Using a visual aid is helpful – SLC created a week-by-week calendar of all the moving pieces

Tell your story



• How can we become more efficient with administrative tasks?
• Think about using grant administrative software system
• Focus on activities that are not labor intensive
• Implement a minimum funding level
• Can you partner with a neighboring community to share some of the administrative tasks, 

data, etc.?
• Invest time into making subgrantees more self-sufficient – providing tools for subgrantees to 

answer their own questions
• Is every detail a necessary one – weed out: “we’ve always done it this way”
• Shift away from “single task” employees such as environmental reviews, Davis Bacon, etc.

Focus on building efficiencies



• YOU, yes you(!) are the most important piece of this program’s success

• If you are seeing success at creating efficiencies, please share them – we can all 
benefit from your experience

• Thank you to HUD & ICF for putting on this web series, these are all important 
topics to consider as we continue to advocate for these programs, create the 
opportunity for life changing impact, and educate decision makers on all levels

Thank you!



Collier County, Florida

Les Warner, ICF



Best Practice 
tips from 
Collier County, 
Florida

• Strategic use of consultants
• Eliminates salary, benefits, and training costs 

of an FTE
• Confidence gained from using experts

• General fund support
• County Attorney’s Office reviews written 

agreements

• Project delivery costs 
• Allowable for project specific activities
• Requires careful tracking
• Example: Collier County charges staff time to 

a project when staff frequently visit the 
project site



Best Practice 
tips from 
Collier County, 
Florida

• Monitoring unit costs allocated 
to multiple grants

• Careful project and subrecipient 
selection

• Strategic vetting ensures funded activities 
are completed timely 

• Weeds out problem activities or 
subrecipients that increase administrative 
burden



What ways do you reduce CDBG administrative costs?
A. Our jurisdiction contributes to CDBG Program staff salaries, so that we can 

use more CDBG funds for program activities.
B. Our jurisdiction shares the costs of an Environmental Review Officer with 

regional CDBG grantees.
C. Our jurisdiction shares the cost of an auditor with other CDBG grantees in 

the region.
D. All of the above
E. Other

Poll Question 



Resources



• CDBG HUD Exchange: 
https://www.hudexchange.info/programs/cdbg/

• Explore CDBG (other best practices and 101 video modules): 
https://www.hudexchange.info/programs/cdbg/cdbg-ta-
products/#all-products

• CDBG State Guides, Tools, and Webinars: 
https://www.hudexchange.info/programs/cdbg-state/guides/#guides-
and-training-manuals

Resources

https://www.hudexchange.info/programs/cdbg/
https://www.hudexchange.info/programs/cdbg/cdbg-ta-products/#all-products
https://www.hudexchange.info/programs/cdbg-state/guides/#guides-and-training-manuals


Q & A
Les Warner, ICF
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