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What is a Housing Finance
Authority¢

>

>

Specialize in various forms of financing, which include bonds, but
are not limited to them

Focus of an HFA should be on the people who buy homes or rent
apdartments

Part of the affordable housing ecosystem, meaning you are not
operating in a vacuum

Developers, lenders, lawyers, investment bankers, financial advisors
are all just fools to help you meet your core mission— not your end
customer



What a HFA Is nof:

» Bank

» Credit Underwriter

» Servicer

» General purpose housing department



What Is the Role of an HFA Board
Membere
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Policy: know the issues before the HFA

Policy: push for more affordability, programs, and housing quality
Policy: know the financial condition of the HFA and read the audit
Licison to Board of County Commissioners or City Council
Salesperson for the HFA

Oversite of the work of staff, giving them policy guidance and
evaluating their performance in implementing your policies and
programs

Hiring of Executive Director or 3@ party administrator

Hiring of professional feam, using written procurement policies



What is not the Role of an HFA
Board Membere

» Dealmaker with developers outside of the written policies and
procedures of the HFA

» A friend or enemy of any developer
» Becoming a duplicate credit underwriter

» Buddy to a developer, mixing social and work. Whatever the law,
just don’t take any free meals, drinks or gifts.

» Micromanager of staff acfivities



What Makes a Good Board
Meetinge

>
>
>

Informed decisions
Require written analysis for all decisions

Board members have read materials and asked questions before
the meeting

Sharing perspectives from the different backgrounds of members
Making staff speak in coordinated manor

Meeting long enough for meaningful discussion of policy and
decisions

Presentation of data on programs even if no immediate decision is
Imminent



Policy

» Always keep the renters and homebuyers as the #1 priority
» View FHFC and federal requirements as minimums, not limits

» Understand the financial motivations of every professional giving
advice

» Keep professionals in the lanes of their expertise— lawyers generally
make bad policy advisors and investment bankers bad legal
advisors

» Adopt written policies, such as a multi-family handbook

» Always remember, good policies really won't hinder production,
despite what you may fear or have been told



Examples of a Policy

» Long-term affordabllity
» Geographic targetfing
» Serving lower iIncome or at-risk populations

» Lower mortgage rate vs. highest yield to
the HFA

» Amount of DPA assistance



What Makes an Effective Staffe

» Get analysis and materials to Board to give them sufficient time to
read and analyze

» Become an expert on HFA programs and policies

» Know what other HFAs are doing, and what policies they have
successfully implemented that would be beneficial o your County’s
renters and homebuyers

» Distill the input of bond counsel, investment bankers and other
professionals and convert it to meaningful presentation by staff

» Help recruit new Board members who will bring relevant knowledge
to the Board

» Have detailed knowledge of your HFA's budget and finances



What Makes a Good Board
Packete

>
>

Consistent format and materials

Written background, present situation and recommendation on all
items on which the Board will vote

Written background and present situation on all programs
Updated data on programs

Always remember: An informed HFA Board member is a supportive
HFA Board member. If things go south, and the Board didn’t really
understand a decision-it's your decision. If they understand what
they approved, knowing the pros and cons, then it's their decision
that they will defend.



Relationship to the BOCC or City Councll
and County/City Government

» Board members should maintain contact with the BOCC member
who appointed them, if individual appointments

» Even if appointed by the entire BOCC, HFA Board members should
maintain a relationship with at least some elected officials

» Staff should maintain relationship with elected officials if possible,
but MUST maintain relationship with relevant staff

» Build partnerships with your local government. Be their *go-to”
organization for knowledge about housing finance.

» Try for funding partnerships with the local government.



What Should an HFA do with its
Fund Balanceze

>

Don’t horde it— you are not a bank trying to pay dividends 1o
stockholders

Don’t squander every penny, build some level of reasonable
reserves

Invest funds in your programs, such as DPA or gap financing

Invest funds in your community in highly tfargeted programs focused
on the end user-such as Hillsborough HFA's Up and Out Program

Don't become a funder of administrative costs of other
organizations



The Square Root of the Hypotenuse

» Remember: there has been a long tradition of keeping HFA Boards
dumb and happy

» That has changed radically over the past 15-20 years, but some
professionals dream of the good old days

» Don't be afraid to ask questions—it's your duty and right

» Don't let professional jargon deter you. The oldest frick in the book is
for a professional to give a convoluted and confusing answetr,
adding in their version of the “square root of the hypotenuse”, and
then saying, “that should make it clear”- all the while hoping that
you will be intimidated and feel stupid if you say, “no, that wasn't
clear and | need more information in an understandable format”.



A Few General Thoughts

» Despite what you may be told, your HFA is probably not the best
one. There is room for improvement in policy and programs.

» The success of an HFA is not how much money it has in the bank. It’s
what are you doing to provide housing in your community.

» Always live by the “St. Pete Times test”: don't do anything you would
be embarrassed by if it were on the front page of the newspaper.

» For a new Board member- this is a complex subject. It will take time
to get up to speed. Take a year or two and ask questions, lots of
them.
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