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REPORT TO COMMISSIONERS FROM JON M. GUTZMANN
' EXECUTIVE DIRECTOR

REGARDING INFORMATIONAL REPORT DATE April 24, 2019
Project Update - RAD Conversion

In late March 2019 staff submitted the PHA’s eight RAD Financing Plan packages by uploading
over 300 documents to HUD’s online “RAD Resource Desk”, thereby completing another major
milestone in the RAD conversion of 3,855 public housing dwelling units to Project-Based Rental
Assistance (PBRA). The Financing Plans demonstrate that the PHA will “self-finance” the
approximately $9.039 million Initial Deposit to Replacement Reserves (IDRR) using the 2019
Capital Fund Program (CFP) grant, as approved at the November 28, 2018 Board meeting. This
will allow the PHA to avoid incurring debt at the time of conversion and allow for greater long-

term funding flexibility.

Immediately after staff submitted the Financing Plans, HUD assigned a “Financing Transaction
Manager” (FTM) who will work with other HUD staff and PHA staff on the next steps in the
RAD conversion process. The PHA’s FTM is Arnold Taylor from HUD’s Office of
Recapitalization (RECAP) in Chicago. The next major milestone will be HUD’s issuing “RAD
Conversion Commitments (RCCs)” to the PHA for the eight Financing Plans, whicb staff
anticipates will occur by the end of May 2019. After receiving the RCCs, the PHA will have 30
days to accépt them by signing a RAD Conversion Agreement for each project. (The projects
are the former public housing Asset Management Projects (AMPs 1-8), excluding the 418
scattered site single family homes and duplexes). The RAD conversions must close within 90

days of the RCC issuance. In preparation for RAD closing, staff has finalized drafis of the
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PBRA Model Lease and House Rules, which are recommended for Board approval in a separate

report on this meeting’s agenda).

As explained in a previous report, several PHA staff members have been attending training
sessions on RAD- and PBRA-related topics, to prepare for the transition from the Low Income
Public Housing program under HUD’s Office of Public and Indian Housing (PIH) to the Project-
Based Rental Assistance (PBRA) program administered by HUD’s Office of Multifamily
Housing. As a result of the information obtained by staff attending these sessions, staff have
issued two separate Requests for Proposals (RFPs) for multi-day RAD trainings that will be
presented onsite for a large number of staff. The first session will include a one-day RAD-
PBRA overview, followed by more intensive training on key property management topics in
Multifamily Housing such as tenant selection and waiting list management, program eligibility,
leasing considerations and rent adjustments. The session will conclude with a certification test.
The second training will focus on rent calculations, the Enterprise Income Verification (EIV)
system and the Tenant Rental Assistance Certification System (TRACS), and also provide
certification testing. Money is earmarked for RAD training in the 2018 Capital Fund Program
budget. These trainings will be attended by approximately 80 to 100 staff members across all

departments, with a heavy emphasis on Resident Services and Finance.
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Attachments: RAD Project Plan
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Resident Information

3.8
Meetings Round 2 T
questions/
.....H..nm: _.mm nm..
M;n_.._n_n. re m:_”..n.oﬂzam:»m‘ ;
informational Board Report .:..m:cmé Nopm_
u d i t i d P id i
38.8 pload resident comments, m:muﬁ_o:m\ and PHA responses from Resident Info Meetings to the Angie Holm 2019.03.31 Financing Pian submission date = March 21, 2019,
RAD Resource Desk for our Financing Plan
tn addItion to completing the operating pro forma online via the
3.9.1 |Complete the Operating Proforma anline via the Transaction Log Holm 2019.03,31 Transaction Log, an operating pro forma that matches the term of the PBRA
contract must be uploaded 1o the Respurce Desk.
. Operating Proforma must comply with the feasibility benchmarks shown in this row's notes. if
3.9 Operating Proforma
the pro forma fails one or mere feasibility benchmarks, HUD may sti i accept the Financing Flan
3.9,2 |if HUD determines that, tzken as a whole, the Einancing Plan is consistent with the long-term Angie Halm 201%.03.31
physical and financia! viabllity of the property and/or the PHA ¢an provide adequate support
through historical data or other means,
e R R mavoﬂ_m_.mn_._:.mn 3 be caomamu mn%mm,:m: neg Plan subrmission
mﬁwm_ ar 10 be cmun igrto begln m»sm
it T ; n_om._._m ﬂ:onmum. [ L] mro_.__a vmn thy E_mumm_.n_._ _:onmwm wellin mgca:nm
p ‘Company.to rese e tle m_.a Saﬁm eports fora
3.10:1 SR mEany o T are i3 .n n ROCLEION n_ms. __um mce._mn:o .m._n:mq
S o 3;<mﬁo:
mvn:ﬂs_ om the. T:m_._g gw plan nomm acc:m_nu & :cu\wmnom Snnm o
muvﬁoﬁ_ &c._n Ewa_smn._. le nuon. : E
3.10 Title Reparts

1 b title! qmvoa ‘should _om _.mSus.mnm 5.;:._.6:“0 nogam ﬁo.amﬂm_‘ L s
nocﬁ ma‘.mam ;.;umn.n n_OmSm. m_..< un_ﬁ:na_ ssues mro id _um mc_d_dmzum..._ u up 02_3

Upload the fallowing: Complete title reports rracing titles back to the vesting deed, information
on whethar the converting project is currently subject to 2 Detiaration of Trust or Declaration of
Restrictive Covenant and any other liens, encroachments, easements, or other encumbrances on
the property,

Angle Holm, Dave
Lang, Jordan 2018.03.31 Financing Plan submission date = March 31, 2019.

LaSota

2103




Th RAD, Seclion ¥ subsidy does Aot Depin UMt Ihe carendar year 1o/lQwing
Angie Halm, Ron 1 n,ommsm and thus HAP no_._mann fundingin the yearin E:.ﬂnr closing
Moen, Jordan oeeurs [s provided from Public Housing funds. The PHA must provide an
3.11,1|Estimate existing Pubfic Housing Funds Availahle for HAP Subsidy La5 ’ o estimate of public housing subsidy that be used ta suppart HAP
asota, Dave payments under the HAP cantract from the date in which the HAP contract
Lang Brent Feller is effective (the first day of the firstor second manth follawing closing) un
3.1 Initial Year Funding Tool the and af the ralendar yeay,
Upload a signed copy of the RAD Initiai Year Funding Tool caleulating the amount of revenue
ilabl f bal iend g HA input i Angie Ho!lm, Ra
3113 avallable to the property m« the balance of the ca mJ ar <mm_.. The P! m:mc,a input an estimate | Angie Holm, Ran 2019.02.51 ansing Plan submission date = March 31, 2018,
far the HAP contract effective date; an updated version of this toof refiecting the actual HAP Moen
contract effective date will be collected as part of the closing process.
RAD Fair Housi il:] Louise Seeha, .
3,22 PAD Fair Housing Accessiblliey |y 1) 4 ieoopjate and submit the RAD Accessibility and Relecation Checklist. e 20190851 |The checklist can be found on the RAD Resource Desk
and Relocation Plan Checklist Sean Whatley
TR 1S3 NUD 1O 1535, 2A] thal (s required 107 ¥ CONVErSHENS Only.
form is typically completed by the management agent or entity responsible
for marketing {if different} and must be submitted to the local HUD
" - - Multifamily office as part of the Financing Plan. If the cwher plans to adopt
Affirmative Fair H
3,13 2..._“___ n_._r N ‘ P ousing 3,13.1|Complete HUD form 535.2A 2019.03.31 any iocal or residency preferences, it must also submita Tenant Selection
arketing Flan Plan along with the AFHMP. The AFRMP must be approved by HUD priorte
the marketing of any units. Legal had a AFHMP phone call with HUD on
3/7/19, in which HUD suggested same small changes that we will make to
TSI AT O I
314 Financing Plan Certification g 1p J g X W%W%A%%W%Ww me = MMWWWWMMMJM
- iest il o - i : s [ T Gl e
and Submission Ly . S e e sl L
Work with Tenmast on software conversion befare beginning the RAD saftware canversion and 1T Advisory i
4.1.1 L, . Ongoing
training Commilttee
4.3 RAD Evaluation and Analysis
412 Identlfy chaices for things like waiting list setup, certifications and inspections, processing IT Advisory angoln
% | ayisting households with flat rent, over-income and aver-housed families, ete. Committee Being
4.2.1 |Tenmast/MRI RAD Conversion project kick off call Lisa Feidlier March/april 2019
422 Ganeral Ledger - Greate new funds in General Ledger, topy charts of aceounts and Ron Moen, Angie
€< | edit accounts far new the funds, and review and reset account map Holm
4.2.3 |Create new funds for programs as needed Lisa Feidler

4.2.4 | Maintain the Public Housing fund - add additianal transition accounts as needed,

4.2.5 |create = Reserve Fund for Replacemant and create 2 bank account for the Reserve Fund,

Create new bank accounts, including create new check formats, format ACH, pasitive pay, direct

4.26 Lisa Feidler
debit records, and test with the bank. : '
Link new funds in TAR fo ubsid , define transacti d £t n
227 n w funds i rnew m i <.d.ﬁmm efine transactions and account types, vacancy Lisa Feidler
loss and NSF, and complete policy settings.
TAR, set up offices, cash drawers and access, map TAR account types, . .
4.2.8 ) ) . tisa Feidler
and set up security deposit, late fee, and URP profiles, and TAR pa s.
22 Program Setup and
) anfy ion . ’ .
Configuratie 425 Recreate FSS escrow accounts, including generating new FS5 accounts for the new program type Usa Feldler

and transferring escrow balances.

Project Creation - Enter project, project type, and VMS type, project humber and policies far the
4.2,10!new projects which links the new projéct to program type and fund, and sets up passbook rate, Lisa Feidier
proration days, rounding, allowances, minimum rent, ete.

Software Conversion

1o RAD Unit Setup - Establish units Tn new projects and acdd new contract rents, utility allowance, gross
rent, project/fund Yinks, Square foatage, BINH, placed 1n service date, FIPS area, target income
level if applicable, bundled projects if 2pp ahle, editing project/building relationships, add units
to Rent Reasonableness module.

a4

4.2.11 Lisa Feidler




Waiting List Setup - Create new RAD waiting lists with policies and preferances by subsidy and

4.2.12 . e ) ) tisa Feldier
entify legacy waiting list dara that must be migrated to new lists.
4243 nm.n cation Setup - Establish a default mﬂ of certification steps by program type in ORC, review Lisa Feidiar
with cllents and add steps that meet their process.
5314 Program Security Setup ~ Review user security and add/delete assignments for the new program Lisa Feidler
types and weork groups,
PBRA/TRACS Setup - Create Multi-Family HAP contract, complete TRACS submission setup,
4.2.15[including davelopment, project, contract setup, submissicn, WASS, mailbox 1D ang password, Lisa Feidler
and updating units for TRACS submissions,
4.2.16|Create and operate a Choice Mahility waiting list Lisa Feidler
Pracessing Public Housing Files in PIC - Review cli nit removal application in PIC, Create EOP
431 T . M_Jm u ousing wM_: Pl eview client unit r val appl Lisa Feidler
certifications for PIH tenants In PIC,
4.3.2 [ Migrate existing Public Housing tenant data to new subsidies Lisa Feidler
Move applicants to waiting fists - Add tenants to walting list, convert existin Public Housin ) .
433 pplicants to waiting 1is TRNLS B WATTINE & & Lisa Feidler
waiting list applicant records to PBRA waiting list.
4.3.4 |Tenant Certifications - Create "new admission’ certifications for transitioning residents. Lisa Feidler
4.3 Data Migration and Processing Security Deposits - Transfer security deposit account batances from Public Housing TAR account
4.3.5 |to the PBRA TAR accounts. Record security depesit balance on transfer {in the event of Lisa Feldler
forfeiture).
238 |dentify flat rent tenants that are below the new contract rent, Determine the PHA's "phase-in" Lisa Feldier
" Ipolicy, set up phase-in policy in Tenmanst software, and set up tenants for phase-in,
4.5.7 [Identify over-income tenants and determine app cable TTF after conversion Lisa Feidler
4.3.8 {Identify over or under-housed tenants for unit transfers Lisa Feidler
. Department
4.4 staff Yraining and Guidance | 4.4.1 |Train staff on new RAD software ahead of RAD Conversion Uﬂmnﬁoa Ongoing
Angie Holm,
5,2.1 | Detarmine how staff rasponsib s will change following RAD Conversion Department Ongeing
Directors
5.1 Staft Fraining 512 Umﬁm:s_.:m a plan for managing and maintaining Scattered Site and Dupiex properties after RAD Dm“,vmnam:ﬁ Ongoing
conversion Directors
Angie Halm,
5.1.3 [Begin training staff on new responsib s they will have post-RAD Conversion Department Ongoing
Directors
. Schedule and implement trainin the Board on how RAD Converison will affect Board ;
5.2 Board Training 521 and imp aining for the re on ha orverison d © dMai Moua Ongeing
Brce s PIIA 5 selected €0 participate in RAD, it must have at [east one more
meeting with residents before HUD will exacute a HAP contract. We met
5.3 ent Comrmunication Ongeing this requirement by holding 18 Reesident Information Meetings in
) December, 2018. We will continue to discuss resident communicatien
5 RAD Impiementation reparding leases signing, a1ch
(pre-Conversion) i i
S.4 Legal Concerns




Sean Whatley,

Lauise Seeba,
5.4.3 |£dit {if needed), then present the new Tenant Selection Plan to the PHA Board for Appraval Angie Holm, Kim
Nguyen, Lisa
ler
Touise stated 2t the 3/7/19 APHI meeting that she's trying to get the
Work with MHEA, Federal Home Loan Bank of Des Moines, and cell providers on Subordination 5 subardination agrezments signed, but i's taking a w! = for the other
544 Louise Seeba Lo . .
Agreements parties attarheys ta respond (particuairly FHLBDM and cell providers}.
MHFA has apreed to subgrdinate to our RAD agresment.
PHA has 30 days to execute the RAD Conversion Agreement following
511 Receive and review RAD Conversion Commitment (RCC} end execute RAD Conversion A Within 30 days of |receipt of RAD Conversion Commitment from HUD. HUD
"™ | Agreement with a closing checklist, specific to PERA convarsions, which
we must complete prior to closing.
Because the RAD closing technically sign fies the end of the public housing
program for the RAD properties, the PHA must complete several final steps.
The PHA must submit a Ferm50058: End of Participatian for each tahant in
the RAD property in order for the properties to be removed frem the public
After receiveing |hausing program. The PHA must do so an or before the day before the
6.1.2 |Close out existing LIPH leases with existing residents and sign new PBRA |eases RS Managers RCC and before |effective date of the HAP contract. PHAs must also notify tenants that their
Closing public housing fease will termirate in accordance with 24 CFR 966.4{1)(3}.
Leases for existing tenants must
G Closing 6.1 RAD Conversion Agreement have a laase effective date equal 1o the HAP Contract effective date. The
lease must be signed by both the owner and the tenant onor before the
HAP Cantract effective date.
) . ) ) ., After recaiveing This includes preparing new leasesfor the tenants that satisfy the Section
6.1.3 |Make preparations for addi ional work in the PBRA program prior to closing RCC and hefore PBRA rquiraments, as well as the RAD Notice.
Closing
We will be required to establish and maintain a Reserve Fund far
Angle Holm, Replacament in an interest-bearing account 70 2id in funding extrrordinary
Jordan LaSota maintanance and rapair and replacement of capital items in accordance
6.1.4 |Establish and maintain a Reserve Fund for Replacement ’ with applicable regulations. We'l be required to commence deposits ta the
Ron Moeen, Brent Reserve Fund for Replacement upon the effective date of the contract. The
Feller amount of the deposit will be adjusted each year by the amount af the
OCAF Rent Increase Factor,
7.1.1 |Schedule Staff Retreats to discuss how the PHA will cperate following RAD Conversion Mei Moua Ongoing Retreat datesare 10/4/17 and 394472, Second date
, Mal Moua, . . . - .
7.1.2 |Prap for Staff Retreats an RAD Conversion Angle Holm Ongoing *This ftem has it's own heading in the APHI Project Plan
7 Post-Conversion 7.1 Post-Conversion Planning
7.1.3 |RS - Prepare plans for new lease signings for all existing PHA residents RS Managers COngaing
. . . . . X Senior staff from
714 ?.nm_.zﬁm:m:nm and Finance need to dicsuss long and short term spending and project planning for Mainterance end April, 2015
capital imporvements .
Finance






