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Asset Management and Capital Planning: Work Together 
 
Asset management and capital planning work together to create sustainable 
environments. These professional specialties also offer opportunities for 
proactive and planned operations, budgeting, and financing across an entire 
portfolio.  
 
Improvements to property operations enhances marketability and the resident 
experience. Appropriate capital planning allows your real estate to align with the 
organizational mission.   
 
Asset Management services should create revenue and/or savings that exceed 
the fees paid for services through four primary approaches. 
 

• Expanding exisCng revenue by idenCfying new revenue sources from 
exisCng real estate holdings. 

 
• Controlling expenses by idenCfying cost savings that reduce recurring 

annual expenses. 
 

• Planning for capital expenditures by taking a long view of your real estate’s 
useful life and planning for sustainability in advance of need. 

 
• Risk Management – by considering risks to people or property and taking 

steps to miCgate these risks. 
 
 



 
 
Responsibility 
 

Asset Manager Does: Asset Manager Does Not: 

Strategic Planning Develop long-term investment 
strategies for the portfolio 
 

Handle day-to-day operations 
directly 

Financial Performance Analyze financial reports, maximize 
asset value, and ensure profitability 
 

Collect rent or manage tenant 
accounts 

Capital Improvements Plan and oversee major capital 
improvements and renovations 
 

Coordinate daily maintenance or 
preventative tasks 

Tenant Relations Manage relationships with major 
tenants and lease agreements 
 

Handle routine tenant interactions 

Portfolio Management Manage a portfolio of properties and 
make decisions to buy, sell, or hold 
assets 
 

Manage a single property exclusively 

Budgeting and Forecasting Review and monitor property-level 
and portfolio-wide budgets and 
financial forecasts 
 

Create individual property budgets 

Market Analysis Conduct market analysis and 
benchmarking to inform investment 
decisions 
 

Perform local market analysis for 
leasing purposes 

Compliance and Risk 
Management 

Ensure properties comply with 
regulations and mitigates portfolio-
level risks 
 

Handle property-specific compliance 
issues 

Investor Relations Communicate with investors and 
stakeholders about portfolio 
performance 
 

Interact with tenants 

Performance Metrics Monitor key performance indicators 
(KPIs) across the property portfolio 
 

Track day-to-day operational metrics 

Reporting Prepare quarterly and annual reports 
on portfolio performance for 
stakeholders and investors 

Create daily, weekly or monthly 
operational reports (i.e. monthly 
variance reporting) 
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Multifamily Housing - Case Study A 
 
Property: Spring Hill Apartments Portfolio - 260 Units Class B Multifamily 
 
Case Background Information:  
 
The portfolio, built in the 1990s, has changed hands three times in the last five years. 
Each new owner made cosmetic improvements with a focus on maximizing rents. There 
are 80 one-bedrooms and 180 two-bedrooms with Gross Potential Rents (GPR) of 
$1,200 for one-bedrooms and $1,700 for two-bedrooms. Physical Occupancy is 75% 
(65-units vacant) and economic Occupancy is 65%.  
 
The property has a monthly GPR of $402,000 and is collecting $262,300. This equates to 
annual GPR of $4,824,000 with collections projected at $3,147,600, a differential of 
$1,676,400. The property holds $250,000 in capital reserves.  
 
The current owner is a nonprofit affordable housing operator with thirty units in its 
portfolio in the same city. Spring Hill came to them through a series of grants and low-
cost loans, with the intent of retaining the portfolio as affordable and providing 
ownership stability.  
 
The Spring Hill Apartments portfolio is comprised of six assets, representing 260 units, 
mostly townhomes. Of the 260 units, 210, or 81%, are affordable. The properties are all 
located in a single county less than five miles apart.  
 
Prior management has attempted to manage all the properties from a single office at 
one of the sites. Staffing included a two-person management team and one 
maintenance staff. 
 
Property A is an asset with a history of 25 of 71 units with residents occupied-not-
paying.  
 
Property B is represented by 48 units and has experienced expenses significantly 
higher than budget.  
 
Property C has 64 units with 29 new floors that are failing one year after installation. 
This was accounted for in the acquisition financing.  
 
Property D is 50 units with over-grown landscaping to the point of being difficult to 
access. The property has some crime issues and 60% annual turnover.   
 



Case Study A 

Property E has16 units with two-car garages at above market rents. All units are 
occupied with no delinquency.  
 
Property F has 46 units with four units uninhabited because of a fire that occurred over 
one year ago. These units remain offline.  
 
Premise:  
 
Cap Ex Advisory Group will begin with an in-depth assessment of individual assets. Our 
assessment will include data collection and a SWOT analysis. The evaluation begins with 
a request for 24 months of operating data and tax returns, then collecting 38 data points 
about the physical aspects of each asset. The concluding deliverable will represent 
portfolio-level recommendations to ensure physical and financial sustainability, including 
extending the useful life of the assets.   
 
The objective is to successfully improve performance at individual assets across the 
portfolio by implementing a comprehensive strategy. The operational objectives are to 
enhance revenue, reduce expenses, and improve overall financial performance, thus, 
sustainable financial performance.  
 
The core engagement will emphasize and focus on stabilizing operations with 
appropriate management engagement, clear deliverables, and measuring the financial 
outcomes of individual assets within the portfolio. The objective is to remedy subpar 
financial results and position the portfolio for sustainable operations and financial 
stability.  
 
The following high-level callouts are in advance of the workflow denoted above. 
 
Solutions and Recommendations:  
 
Concurrent with property management, the first item to accomplish is an assessment of 
any matters on property that may present a hazard to people or property (health and 
safety) followed by an action plan to remedy exposures immediately.  
 
Next: hiring a property management company with experience in this property type and 
with affordable housing experience. They will create and deploy common 
communications to the residents across all properties including how rents will be 
collected going forward.  
 
Selection of a single property management company is paramount. The company must 
have experience in affordable housing and small multifamily and provide a plan that 
engages with appropriate staffing levels given the scattered site nature of the portfolio. 
This same company should also bring on board the existing units owned by the 
nonprofit.  
 
Next: Clearly Property A presents the most opportunity for upside revenue generation 
the caveat that this will take some time to remedy.  
 



Case Study A 

To improved operations each asset must maintain its individual financial record keeping. 
This allows management to provide each asset with the necessary fiscal view for 
successful operations. For example, different solutions are engaged to address non-
paying residents at Property A versus the high expense variances at Property B. A roll 
up of portfolio operations will follow individual asset financial generation.  
 
Property C should be first in line for a PCNA. As much as we are aware of the flooring 
issues, a full assessment is required to assure any investment is following the best 
course of action. If it’s flooring, then an extensive workflow schedule is necessary to 
assure the least amount of disruption to residents.  
 
Property management should work with local Police to ascertain if crimes are occurring 
on or around Property D. Then gain three bids for landscaping work to gain insight into 
the scope of work ($10,000 or $100,000) necessary to make material improvements.  
 
Review the rent roll for Property E to see if rents are in alignment with market.  
 
For Property F please provide reports from the fire marshal and insurance provider, 
background information on the fire and known reasons why fire damage remains a year 
after the event.  
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Multifamily Housing - Case Study B 

 
Property: Aspen Park Apartments - 48 Units Class C Multifamily 
 
Case Background Information:  
 
This 48-unit multifamily asset, built in 1990, is in a working-class 
neighborhood where the median income is 25% less than in the metro area. 
There are four 12-unit buildings. The prior owner recently renovated two of 
the four buildings.  
 
There is good public transportation and a low incidence of crime. The 
property is close to a charter school with a waiting list. Lot cleanliness and 
landscaping are not a priority. A unit turnover takes 75 days to accomplish. 
Most new residents come from walk-in traffic, and demand is high.  
 
Rents for the renovated units are $1,500 monthly, $250 higher per unit per 
month than for the non-renovated units. Rent collections are at 90%. 
Occupancy is 80%, and turnover is 50% annually.   
 
The property’s major components—HVAC, roofs, parking lot—are in working 
order, but the property is tired-looking due to a lack of overall care. Property 
presentation is lacking. There is a manager on site with limited office hours. 
Maintenance calls go unanswered. 
 
Premise:  
 
The new owner is an experienced operator with limited capital to invest in 
the asset. The owner estimates there is $300,000 in deferred maintenance. 
They have $200,000 cash in the bank earmarked for capex. The pro forma 
allocates $10,000 annually for the capital reserve account. The owner is 
aware of the problem areas and is willing to set a plan in motion to improve 
operations.  
 
The asking rents are 13% below the market. Several units have been non-
revenue for several months. There is easy-to-spot deferred maintenance. 
Most residences lease month-to-month, with the average tenancy being nine 
months. 
 
Deferred maintenance on the two non-renovated buildings includes all 
original roofs, water heaters, flooring, kitchen, and baths. 



Case Study B 

Solutions and Recommendations:  
 
The new Owner has decided to self-manage and has assigned Cap Ex 
Advisory Group the task of creating an action plan to arrest operational 
deficiencies. Before continuing, let’s assess the property by accomplishing a 
mini-SWOT. See Exhibit A. 
 

• Complete a health and safety inspection.  
• Remedy deferred maintenance that requires a nominal cash outlay.  
• Address the easiest-to-correct matters (water leaks, cleanliness, 

signage) 
• Assess non-revenue (non-paying occupied) and offline units.   

 
Physical 

• Take stock of all outstanding work orders and tasks them for 
completion.  

• Take photographs of physical damage. 
• Removing non-functioning vehicles, trash/glass and other debris. 
• Fix visible issues with windows, screens, and doors. 
• Change all non-functioning exterior lighting fixtures.  
• Install keyless entry systems.  
• Check for water leaks and exposed wiring. 

 
Financial  

• Assess the rent roll for payment history. Do not renew residents with 
balances or slow pay records.  

• Assess the rent roll for lease renewal dates and create a schedule to 
gain annual renewals.  

• Review existing marketing systems (if any) and expenses for same. 
Begin to log all apartment showings to collect information about lease 
conversion rates.  

 
With 80% occupancy and 90% collections, current annual rents are: 
$570,240. Gross Potential Rents at full occupancy (as is): $792,000. Gross 
Potential Rents at full occupancy, assuming remaining units are renovated, 
and all units were rented at market rate: $976,320.  
 
Operations 
With smaller assets, the cost of having on-site management is a burden, but 
it is worth it. Staff on-site may be part-time only, but their consistency will 
benefit operations. This is the best thing that could happen to a small asset. 
Professional property management must come on board trained and ready 
to work.   
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On letterhead, introduce the new property management company and 
provide contact information for management and maintenance. Outline when 
rents are due and the collections policy as per the in-place lease.  
 
More than anything else, residents want to know that someone cares. 
Residents want to know who they can rely on to maintain a safe and decent 
living space, and someone willing to promptly respond to problems and 
maintenance calls. Once the trash is picked up and the cars are removed, 
starting on exterior maintenance brings a sense of caring. While visibility is 
essential, visible improvements are noticed by all. 
 
Identify who is leaving trash and send written warnings about fines if the 
behavior continues. Similar written warnings apply to pet owners who do not 
pick up after their pets.  
 
Install on-site property management. Enforce the rent collections policy and 
implement a fair and even collections methodology property-wide (applied to 
all residents).  
 
Install one camera in the office. Assess advertising and social media 
accounts (if any) and make sure the phone line is in working order and has a 
live answering service. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Case Study B 

Strengths 
• The new owner is experienced and understands the magnitude of the 

issues.  
• New owner willing to implement a plan that address both financial and 

physical issues.  
• The property doesn’t have any immediate capital needs. 
• The office gets walk-in leasing traffic without advertising.  

 
Weaknesses 

• Property presentation – upkeep is lacking. 
• Non-responsive management.  
• Non-responsive maintenance.  

 
Opportunities 

• Identifying Gross Potential Rent.  
• Improving collections.  
• The property can benefit from sweat equity and sweat equity is 

available.  
• Standardizing lease agreements – extending leases to one-year terms.  
• Reducing turnover time.  
• Matching newly installed amenities with market desires.  
• Having standard office hours 
• Timely responses to maintenance request.  
• Perform market research on amenities before spending on amenities to 

affect positive rent growth.  
 
Threats 

• Several units are down.  
• Turnover is high.  
• Turnover time is extended.  
• Collections are poor. 
• Rents are below market.  
• Lease term is short.  
• We do not presently have information about the market or competing 

properties.  
 



EXHIBIT A CASE STUDY B - SWOT GRID                             CAP EX ADVISORY GROUP
                                     ASSET MANAGEMENT

STRENGTHS WEAKNESSES

The new owner is experienced and understands the magnitude of the 

issues. 
Property presentation – upkeep is lacking.

New owner willing to implement a plan that address both financial 

and physical issues. 
Non-responsive management. 

The property doesn’t have any immediate capital needs. Non-responsive maintenance. 

The office gets walk-in leasing traffic without advertising. 

OPPORTUNITIES THREATS

Identifying Gross Potential Rent. Several units are down. 

Improving collections. Turnover is high. 

The property can benefit from sweat equity and sweat equity is 

available. 
Turnover time is extended. 

Standardizing lease agreements – extending leases to one-year terms. Collections are poor.

Reducing turnover time. Rents are below market. 

Matching newly installed amenities with market desires. Lease term is short. 

Having standard office hours
We do not presently have information about the market or competing 

properties. 

Timely responses to maintenance request. 

Perform market research on amenities before spending on amenities 

to affect positive rent growth. 

  



STRENGTHS WEAKNESSES

BACKGROUND   

  

  

  

PREMISE

SOLUTIONS + RECOMMENDATIONS

OPPORTUNITIES THREATS

   PHYSIAL

  

  

  

  

  

   FINANCIAL   

  

  

 

   OPERATIONAL
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