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“Decent, affordable and accessible housing fosters self sufficiency, brings stability to families and new vitality to distressed communities, and supports overall economic growth… It improves life outcomes for children.  In the process, it reduces a host of costly social and economic problems that place enormous strain on the nation’s education, health, social service, law enforcement, criminal justice, and welfare systems.”
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Dear Reader:

Boulder Housing Partners has operated in the Boulder community since 1966, when citizens saw the need to provide housing to low and moderate income households.

Our primary mission is to provide quality affordable housing that is developed and managed with respect for the dignity of all involved.  We also seek to create a sense of community strength and spirit that supports resident efforts to realize success in their lives. 
We make two commitments to our community:

1. To protect and enhance the housing that we currently own and manage so that all of our housing is an asset to the community and a wonderful place to live for the residents.

2. To create new opportunities for affordable housing, through the purchase of existing housing, construction of new homes, and increase in supply of vouchers that can be used in the private market.

We invite you to join us as we seek to serve Boulder.  Any success we achieve is the result of strong partnerships with other organizations and individuals. We have many volunteer opportunities, including our Board of Directors.  Call us and join us in our mission!

Thank you for reading our strategic plan.

Sincerely,

Betty Hoye 

On behalf of the Board of Commissioners

BHP Strategic Plan

2003-2008

Executive Summary

In 1966 the Housing Authority of the City of Boulder was created as a state-chartered entity to build, own and manage affordable, subsidized housing for low and moderate-income Boulder citizens. Today, doing business as Boulder Housing Partners (BHP), the housing authority manages 1,520 units of housing in three distinct programs:  505 homes in which HUD’s direct subsidy allows rent to index to a family’s income; and 409 homes in which rent, while targeting specific incomes, is fixed. These 914 homes are found in 25 locations well dispersed throughout the city and have an asset value of $25 million.  The third program is the Housing Choice Voucher program which assists 606 families find housing in the private market.  

Boulder will continue to be a high cost housing community. We expect the City to remain committed to the goal of having ten percent of the housing inventory in Boulder as permanently affordable.  In partnership with the City of Boulder and more than 50 community partners
, Boulder Housing Partners will remain a primary implementer of that vision.  Our development program over the next five years anticipates the acquisition or construction of 300 affordable units, including:

1. The completion of the Holiday Neighborhood development - 324 units, 158 will be affordable 

2. The development of the People’s Clinic site - 32 units; 23 will be affordable

3. The acquisition of 30 affordable units annually

4. The completion of a development plan for the High Mar property

5. The redevelopment of five properties we currently own and manage, as described below

Our vision: 

Boulder Housing Partners will engage with the City and the community in the development of affordable housing that is increasingly welcomed and integrated into Boulder neighborhoods, providing for a diverse and sustainable community.

Our mission: 

Our primary mission is to provide quality, affordable housing that is developed and managed with respect for the dignity of all involved.  We also seek to create a sense of community strength and spirit that supports resident efforts to realize success in their lives. 

Our business objective:

To achieve this mission all BHP projects will maintain a triple bottom line, with attention to each component:

· Maintaining the fiscal viability of the organization 

· Achieving a social goal, through the provision of affordable housing

· Achieving environmental sustainability

Our Overall Commitment and Strategies:

1. To protect and enhance the housing that we currently own and manage so that all of our housing is an asset to the community and a wonderful place to live for the residents.

· Maintain the physical quality of what we have

· Leverage our assets and available resources to maximize financial potential and stability

· Link our residents with community-based services that help them maintain and increase their economic position, preserve their housing assistance benefit and make a positive contribution to the neighborhood in which they live.

· Ask the community, through our non-profit partner, Community Housing Partners, to help residents, who so choose, to achieve economic, educational or empowerment objectives.

2.     To create new opportunities for affordable housing, through the purchase of existing housing, construction of new homes, and increase in supply of vouchers that can be used in the private market.

· Add to the affordable housing inventory through new construction, acquisition of market units and converting to affordable, and redevelopment

· Add new vouchers to be used in the private market

Our core values:

Excellence  -  

striving for the best in everything we do, 

Cooperation  -
 promoting understanding, involvement, partnership and teamwork
Service  -  

helping  others with compassion, respect and dignity

Opportunity -  
promoting professional competence, achievement, and healthy community 
Integrity  - 
respecting diversity, embracing unity, promoting honesty and trustworthiness.

Why we are Boulder Housing Partners

In 2001, we changed our name from the Housing Authority of the City of Boulder, to Boulder Housing Partners.  We made this change because we believe that to be successful in our high cost community, we must form partnerships with non-profit and for-profit organizations to acquire, build, and manage affordable housing.  As a provider of housing, we seek partnerships with service agencies to bring assistance in many forms to our sites.  For example, Boulder Community Hospital, the Boulder Police Department, the City’s Parks and Recreation Department, and the Library are a few of many service partners offering programs at our sites.  As we acquire and develop new housing, we work closely with the local, state, and federal agencies, as well as private developers to bring all the financing and expertise needed to create new affordable housing.

GOAL ONE:

To protect and enhance the housing that we currently own and manage so that all of our housing is an asset to the community and a wonderful place to live for the residents.

STRATEGY 1:   
Assure that all properties support our mission and the community.

Action:        Increase the marketability, and economic life, of all properties. 
1. By 2003, work with HUD and a local lender to use an allocation of the annual Capital Fund dollars to finance a major renovation of public housing.

2. By 2003, apply to HUD to be a demonstration program in which some portion of our public housing apartments is converted to a model in which Section 8 assistance is attached to the buildings and the current system of operating and capital subsidy is eliminated.

3. By 2004, propose to the City’s Technical Review Group that they earmark a portion of the annual Community Housing Assistance Program (CHAP) funds to dedicate to a major renovation of BHP non-public properties.

4. By 2006, develop an additional asset that can contribute to the subsidy of public housing losses.
STRATEGY 2: 
Develop the staff and infrastructure to manage a growing inventory of homes and resident programs.  
Action:
Merge staff and staff functions, wherever appropriate, in order to create    efficiency, reduce cost, achieve consistency in service delivery and excellence in customer service.

1. Complete the move to new offices at 4810 Broadway by the end of 2003.

2. By 2003, reorganize the leasing and maintenance functions under one team and establish an asset management team

3. By 2004, complete an in depth evaluation of the BHP team process, resulting in a connection of team performance to individual performance reviews, and the development of more staff as team leaders
4. Integrate Community Housing Partners as the fundraising arm to support resident programming at BHP properties.

5. By 2004, make a recommendation to the Board of Commissioners regarding an organization development plan; having evaluated the role private partners can play.

Action:
Assess the use of technology to determine if we’re using technology optimally and appropriately.

1. By 2003, implement a fixed assets tracking system using integrated software.

2. By 2005, implement an electronic accounts payable and receivable program.

Action:
Implement a framework in which every property we own has services to help people live successfully in their homes and communities.

1. Initiate a new resident orientation program in 2003.

2. Develop a plan, by FYE 2004, to recognize and reward excellent tenancy.

3. Develop, annually, both skills and partnerships that allow us to respond to difficult resident problems with greater success and less strain.

4. By 2005 all properties will have been assessed to identify community development need.

5. By 2007, the Resident Services program will be expanded to include three additional properties.    
STRATEGY 3:
Expand and protect Boulder Housing Partner’s base of financial resources.

Action:
Increase efficiency and reduce cost by redesigning systems and processes as needed.

1. Continue to maintain, and improve upon, a per unit annual operating cost equal to or lower than that prescribed by HUD and equity investors.

2. Annually, assure that each property meets, or exceeds, financial projections.

Action:     Identify and utilize new revenue streams for all programs, including development.

1. Identify and incorporate one new source of equity and capital funds each year.

Action:     Enhance the use of asset management and financial analysis tools to assure the greatest possible financial strength of the organization.

1. Maintain a global debt coverage ratio of 1.25

2. Increase reserves to the target identified in each property’s capital improvement plan

3. Maintain a debt to worth ratio of less than 3:1.

Action:    Increase our expertise in structuring the most creative affordable housing development deals possible in which we are maximally leveraging the finite resources available.

Action:
 Evaluate the projected losses in the public housing program and make a plan to offset them.

Action:    Evaluate the loss of HUD and City funds targeted to resident services and work with        Community Housing Partners to develop a plan to replace the services at the same, or increased, level.
1.   By 2005, develop fund sources sufficient for Community Housing Partners to fund at least $350,000 for resident service programs.

2. Pursue opportunities to support one new resident program each year consistent with the three target areas of resident service: Education, Empowerment, and Economics.
GOAL 2:

To create new opportunities for affordable housing through the purchase of existing housing, construction of new homes, and increase in supply of vouchers that can be used in the private market.

STRATEGY 1:
Acquire 150 new homes by 2008 that respond to identified community need in Boulder.

Action:      Continue to implement, and improve, the current system for acquiring existing residential housing, including

· During each of the next five years, acquire a minimum of 30 residential units each year.

·  Acquire, on behalf of Boulder County Advocates for Transitional Housing   (BCATH), a minimum of ten transitional units by the close of 2003.

STRATEGY 2:
Develop 250 new homes by 2008 that respond to identified community need in Boulder.

Action:
Complete existing commitments for the construction of affordable housing     and continually seek new opportunities, including

· By 2004, complete the development of the Holiday Neighborhood, including the buy back of 50 affordable units for rent.

· By 2005, complete the development of 32 units of affordable housing at the People’s Clinic site at 16th and Yarmouth.

· Respond to anticipated development or acquisition opportunities including Crossroads, Boulder Transit Village, 9th and Arapahoe, the Village Center site or any mobile home parks that may be offered for sale3.    
STRATEGY 3:      Redevelop 6 properties (225 units) in the current portfolio in order to maximize land use, extend the economic life of properties and/or better respond to customer need.  

· 2004-2005:

· Complete the redevelopment plan for Iris Hawthorn by the close of 2004.

· Redevelop the Broadway property in concert with the new construction planned for 3120 Broadway by the close of 2005.

· Have a redevelopment plan in place for Boulder Mobile Manor by the close of 2005.

· 2005 and later

· Develop a strategy for High Mar.

· Propose a plan to redevelop Walnut Place.

· Redevelopment plan for Glen Willow

· Respond to expected need to redevelop Arapahoe Court.  

STRATEGY 5:   
Increase housing opportunities for Boulder citizens through an increase in the         housing choice voucher program.

· Increase the number of Housing Choice vouchers available in Boulder from 600 to720 (a 20% increase) by the end of 2005.

STRATEGY 6:
Strengthen our collaboration with partners and other affordable housing providers, with a goal of increasing the opportunities for all housing providers.
· Research, analyze and respond to anticipated demand for elderly housing and/or assisted living needs by 2006.

· Continue to respond to, and work with, employer requests for assistance in developing and/or locating housing for their workforce.

· Plan a regular recognition event for all of our housing partners beginning in 2004.

· Work with the City of Boulder to continually increase the support of the City for affordable housing efforts, including funding, policy, and the implementation of land use regulations.

Situational Summary

Introduction

Created in 1966, Boulder Housing Partners is a state-chartered housing authority whose function is to build, own and manage affordable, subsidized housing for low and moderate-income Boulder citizens.   BHP is a quasi-public entity of the state, operating with a seven member Board of Commissioners appointed by the Mayor.   BHP and the City are separate entities. A Memorandum of Understanding describes a relationship in which the City defines and funds affordable housing policy and the housing authority provides the implementation.

BHP holds 1,538 units of housing in two separate portfolios; a portfolio of 505 homes in which management obligations are tied in some way to HUD and a portfolio of 409 homes in which the management is not.  These 914 homes are distributed in 25 locations and have an asset value of $25 million.

With limited land available for residential development, and extraordinary job growth there is greater and greater demand for housing.  With high demand, housing costs are escalating and Boulder is slowly losing its low-income population.  The HACB also faces shrinking HUD funds, loss of development subsidies, and increasing responsibilities for resident welfare. Herein lies the challenge for the HACB.

Boulder Housing Partners adopted its current strategic plan in 1998.  Since then, we have greatly increased the organization’s capacity for developing and managing a growing affordable housing portfolio.  We have designed and refined effective systems for acquiring units in the marketplace, developing new construction projects and making a successful transition of responsibility to the management team.  We have redefined our mission, vision, and core values, and adopted a trade name.  We have acquired land for a new office building, and we have reorganized staff to more effectively meet our goals and reflect our values.

Federal and local issues

This strategic plan assumes that in the next several years the city of Boulder will remain a high-demand, high-cost community.  We assume that the economic and regulatory situation in place today will continue to provide the context for our work. The Boulder Valley Comprehensive Plan has a goal to have at least 10% of the existing housing stock be permanently affordable to low and moderate income households.  To date, 4.4% of Boulder’s housing is permanently affordable.

A 2001 decision by the Colorado Supreme Court, limits the ability of private developers to own and manage affordable housing for rent. This decision makes our traditional focus on rental housing even more important. Homeownership will be a secondary focus of our affordable housing strategy.

We will look at opportunities to expand the Section 8 program, now known as the Housing Choice Voucher program. Housing vouchers allow participants to seek housing choices in the private market and receive, from the housing authority, a subsidy equal to the difference between 30% of their income and a fair market rent.  In the last five years of federal spending on housing programs, the Housing Choice Voucher program has received the more financial and political support than any other federal housing program.  In the next five years, we expect the Housing Choice Voucher program to provide the greatest possibility for adding to our affordable housing programs here in Boulder.  

The most significant management question facing the organization is the problem of substantial financial losses in our public housing program.  Public housing is defined as those homes for which HUD provided the development funds in return for a commitment that the apartment rent be structured based on a family’s income.  HUD provides an operating and capital subsidy.  The subsidy for our housing authority, today, is short by $320,000 annually of covering the actual costs of operation.  Our staff has been working with Congress to identify a national solution to an institutional problem.    In 2000, Congress asked the Harvard Graduate School to define the real costs of operating public housing in anticipation of a restructured approach to subsidy.  However, this strategic plan doesn’t assume that some other entity will solve our public housing problem.  We will continue to evaluate the extent to which our non-HUD properties can provide internal subsidies and to look for ways to streamline public housing operations to reduce the deficit. We expect that the development of an asset that can produce funds to support the public housing losses will be needed by 2006.

Provision of services to residents

Housing authorities exist to fill a void in the shelter resources of their community.  Given the high cost of Boulder’s rental market, our housing authority meets the needs of Boulder citizens who cannot afford to rent from private landlords.  Some of the reasons that people have difficulty finding shelter are not always or only economic, however.  Our housing authority provides support and services to residents that the marketplace doesn’t provide.

Since its inception in 1937, HUD has not provided clear guidance about the expectation for housing authority involvement in the services needed to support people living in our housing. Over the last ten years, this question about basic service has intensified.  The core question is whether the traditional goal of providing decent, affordable shelter is sufficient as an end in itself, or is it also – or instead - a means to greater personal success and economic self sufficiency.  Housing authorities are expected to provide services to help people become successful lease-abiding residents, as well as contributors to their families, neighborhoods and the community at large. Today, HUD measures high performance as those activities that maintain the physical assets of the housing portfolio AND those activities that address a variety of service needs which achieve everything from lease compliance to economic self sufficiency. 

Despite – or perhaps because of - this ambiguity about scope and mission, HUD funding has not been increased to match the changing expectation of service delivery.  The deficiency of HUD funding has shaped Boulder Housing Partners in two important ways: 1) it has caused us to be one of the industry leaders in the development of mixed income housing, and 2) it has caused us to create an early strategy to develop community partnerships to enable us to do the work required (but not paid for) by HUD. 

In 2000, Boulder Housing Partners incorporated a non-profit corporation, Community Housing Partners (CHP), in order to help augment, or replace, federal funds for resident services.  Community Housing Partners intends to engage community resources for the provision of those services identified by our residents as most essential.  In 2002, CHP initiated, through community donations and BHP support, its first program – a family literacy program for children ages 0-5 years old.  The service delivery framework anticipated for the next five years will focus on resident enrichment programs that fully fund and support Education, Empowerment and Economics for BHP residents.

Our first commitment

We will maintain a strong commitment to excellent management of the units we own.  We will work to implement a guiding framework in which every property we own is:

1. Managed with compassion and rich with community spirit and services,

2. Efficient and well run, relying on sound policies and procedures, excellent risk management, and the provision of opportunities for resident enrichment and continuous learning, and 

3. Energy efficient, environmentally sustainable and aesthetically beautiful. 

We will rely on our current strong relationship with our staff, our residents via the Resident Council and the more than 50 community partners to help bring these principles to practice.

We will also increase our use of private property management partners, when appropriate and cost-effective, to help absorb the impact of new development.  In this five-year period we expect to determine the best way to structure our property management approach. 

Our second commitment

Working with government agencies and private developers we will design and develop new housing that enhances the community.

We will acquire housing scattered throughout the community and hold it permanently affordable over time.

We will seek additional housing vouchers to be used in the private market.

Future Operations

We plan to move into a new office building in June 2003 that, given our development strategy, should have a useful life to the organization of more than 50 years.  The new office will consolidate four offices under one roof and promises to be key in a strategy of efficiency.

During this five-year period we will do a thorough review of all of our properties to evaluate the best and highest use of all of our assets.  Properties that achieve our affordable housing mission yet don’t contribute to the other aspects of our triple bottom line - financial feasibility of the organization and environmental sustainability - will be evaluated for redevelopment or other measures.  In addition to asset assessment, we expect to redevelop the following properties, described here in current priority order:

1. Boulder Mobile Manor - a 67 unit mobile home park in central Boulder

2. Glen Willow - a 34 unit family housing property located at 3rd & Pearl

3. Iris Hawthorne - 14 single family homes

4. Walnut Place – a 95 unit 5 story apartment building for elderly and disabled people

5. Arapahoe Court - 15 units of public housing for people with disabilities.

Organizational Strengths

Our goal is to manage for the public good, by providing housing for very low-income families, people with disabilities and elderly citizens.  The strengths that allow us to be successful include:

· We have a dedicated, experienced Board of Commissioners.

· We have a committed, long-term staff.

· We have conservative fiscal policies and maintain adequate reserves.

· We meet or exceed our budget projections.

· We plan for the future of the organization through five-year strategic plans that anticipate market trends, changes in resources and impact to financial feasibility.

· We involve the public in our long term and project planning.

· The organization has existed since 1966.

· Our new projects win awards in design and are thoughtfully integrated into existing neighborhoods.

· We acquire existing apartments, condos, and townhouses and keep them affordable while upgrading the living conditions.

· We bring resources to our current sites, upgrading apartments, maintaining the grounds, and planting flowers.

· We work in partnership with the City of Boulder, non-profit and for-profit partners to create new housing and provide services to our current residences.

- end -

� Reference to partners will come up repeatedly in this document.  While too many to list here, it is important for the reader to understand that the management and development of affordable housing relies on active participation by many entities including the local, state and federal government, private and public investors, financial partners, development partners, the important partnerships – formal and informal – with our residents and the more than 30 community-based organizations that provide services to our residents.


� By Board action on April 19, 2004 the redevelopment priorities wre re-orderd.  The original priority order had been: 2005: BMM and Glen Willow; 2006: Iris Hawthorn; 2007: Walnut Place and High Mar; 2008: Arapahoe Court.
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