SPECIAL MEETING OF THE
YAMPA VALLEY HOUSING AUTHORITY

BOARD OF DIRECTORS
May 31, 2024
2:00 PM
May 20, 2024
STATE OF COLORADO

COUNTY OF ROUTT

To the Board of Directors of the Yampa Valley Housing Authority and to all Other Persons to whom it may
concern:

Notice is hereby given that a Special Meeting of the Board of Directors of the Yampa Valley Housing Authority,
Routt County, Colorado, will be held on Friday, May 315 at 2:00 PM in the County Commissioner’s Hearing Room,
522 Lincoln Ave.

Call-in Number: 1-253 215 8782
Meeting ID: 572 571 3720
Web Address: https://us02web.zoom.us/j/5725713720

Agenda is subject to change up to 24 hours before scheduled hearings.

AGENDA TOPICS
1. Call to Order and Welcome (5 minutes)

2. Public Comment (5 minutes)

3. Board Member Comment (5 minutes)

4. Strategic Plan discussion (105 minutes)

5. Update on Upcoming Committee Meetings
a. Finance & Capital Planning Team: Cole Hewitt (Next meeting 6-20-24 10:00 AM)
b. Property & Asset Management Team: Alison Brodie (Next meeting 6-19-24 12:00 PM)
c. Development Team: Lou Tortora (Next meeting 6-24-24 3:00 PM)
d. Policy & Advocacy Team: Catherine Carson (Next meeting 6-26-24 12:00 PM)
e. Community Engagement Team: Roger Ashton (Next meeting 6-11-24 12:00 PM)
f. Real Estate Team: Michael Ann LaMotte (Next meeting 6-7-24 10:00 AM)

6. Adjourn

Upcoming Meetings: July 11%, 2024 Regular YVHA Board Meeting, Noon to 2 PM.

Please Note: All programs, services and activities of the YVHA are operated in compliance with the Americans
with Disabilities Act. If you need a special accommodation as a result of a disability, please call our office at (970)
870-0167 to coordinate your needs. Please notify us of your request at least seven (7) business days prior to the
scheduled event.


https://us02web.zoom.us/j/5725713720

Yampa Valley Housing Authority

Strategic Planning Update

May 31, 2024




Strategic Planning Structure

Mission Statement

Vision Statement

BOARD OF DIRECTORS
Values

Strategies WORK TEAM
HOW
WE DO IT




WORK TEAM GOALS

Development
Understand and analyze the local housing needs
Efficiently invest community resources to develop and
preserve housing
Maintain a full development pipeline
Maintain partnerships with organizations that support the
delivery of housing units that meet our standards.

Property and Asset Management

. Preserve YVHA communities to maintain long-term affordability.

. Foster an environment where our residents can thrive
. lllustrate to the community how YVHA is the educational

affordable housing resource for the Yampa Valley.

Policy Advocacy
1. Be experts in western slope housing policy
2. Lead regional housing policies and partnerships

3. Refine and adapt internal policies

Finance and Capital Planning

. Produce timely, accurate and accessible financial statements

. Develop a comprehensive long-term financial plan to fund
YVHA's strategic objectives

. Maintain quality internal controls

. Establish staff redundancy

Real Estate

1. Improve availability, access and affordability of deed restricted
for-sale housing

2. Empower our homeowners by fostering an ecosystem that
cultivates stability and mobility.

3. Sell quality products that are functional, sustainable and
attainable for our community members.

Communications and Community Engagement

1. Re(build) the YVHA brand and reputation as an affordable
housing expert.

2. Educate and inform the community on the need for affordable
housing and how YVHA properties and programs meet those
needs.

. Support and give advice regarding the communications needs
of all YVYHA work team:s.

Executive

1. Work Team accountability

2. Long -term financial viability of YVHA

3. Succession planning for staff and Board




Questions to Consider

» Are goals suitable for the next three years?

» Are these goals assignedaiietine correct feam?e

» What cross collaborafion between work teams existse
» What are the measurements of successe

» Who is responsible for achieving success?




Development Leadership Team Goals

1.Understand and analyze the local
housing needs.

2. Efficiently invest community resources
to develop and preserve housing.

3.Maintain a full development pipeline.

4. Maintain partnerships with
organizations that support the
delivery of housing units that meet our
standards.




Property and Asset Management Team Goals

1.Preserve YYHA communities to
maintain long-term affordability.

?2.Foster an environment where our
residents can thrive.

3.lllustrate to the community how YVHA
Is the educational affordable housing
resource for the Yampa Valley.




Policy and Advocacy Team Goals

1.Be experts in western slope housing
policy.

2.Lead regional housing policies and
partnerships.

3.Refine and adapt internal policies.




Finance and Capital Planning Team Goals

1.Produce timely, accurate and
accessible financial statements.

2.Develop a comprehensive long-term
financial plan to fund YVHA's strategic
objectives.

3.Maintain quality infernal conftrols.

4. Establish staff redundancy.




Real Estate Team Goals

1.Improve availability, access and
affordabllity of deed resiricted for-sale
housing.

2.Empower our homeowners by
fostering an ecosystem that cultivates
stability and mobility.

3.Sell guality products that are
functional, sustainable and attainable
for our community members.




Communications and Community Engagement Team Goal

1.Re(build) the YVHA brand and
repulation ds @i alifordaple housing
expert.

2.Educate and inform the community
on the needi@f@iiordable housing
and how YVHA properties and
programs meert those needs.

3.Support and give ddvice regarding
the communicdtions heeds of all
YVHA work teams.




Executive Team Goals

1 Work Team accountability.
2.Long —term financial viability of YVHA.

3.Succession BliEiRe for staff and
Board.




Next Steps

June
Finalize Strategies, Deadlines and Work Plans
July
-inal Strategic Plan approval by Board
August

Staff resource alignment fo goals and strategies
September-December

2025 budget alignment to goals and strategies




Development Leadership Team Strategies

UNDERSTAND AND ANALYZE THE LOCAL HOUSING NEEDS
» ENGAGE EXPERTS TO CREATEINESEEENNRRSEERAEHOUSING DEMAND STUDIES
> TRACK HOUSING SUPPLY TO MONITOR PROGRESS TOWARDS SATISFYING DEMAND

> MONITOR AREA MEDIAN INCOME (AMI) TO IRACK BUYING POWER OF RENTERS AND
HOMEOWNERS

> TRACK RENTAL RATES AND HOUSING PRICES IN ROUTT COUNTY
EFFICIENTLY INVEST COMMUNITY RESOURCES TO DEVELOP AND PRESERVE HOUSING
> TRACK INVESTMENT METRICS (SUBSIDY PER UNIT, LEVERAGE MULTIPLIER, ETC)

> IDENTIFY EXISTING NATURALLY OCCURRING AFFORDABLE HOUSING FOR ACQUISITION AND
PRESERVATION

> CAPITAL PLANNING FOR PURCHASE OPTION/ROFR EXECUTION




Development Leadership Team Strategies

MAINTAIN A FULL DEVELOPMENT PIPELINE

> 100 UNITS IN DISCOVERY, PRE-DEVELOPMENT, CONSTRUCTION AND DELIVERY

» PAIR ALL UNIT DELIVERY TO HOUSING NEEDS IN 307%-250% AMI

» CREATE PLAN FOR BROWN RANCH 2.0

SUPPORT THE DELIVERY OF HOUSING UNITS THAT MEET OUR STANDARDS

> MAINTAIN EXISTING AND DEVELOP NEW PARTNERSHIPS

> LEAD PRO-FORMA DEVELOPMENT

> LEAD SITE DESIGN, UNIT TYPES AND URBAN DESIGN DECISIONS

> CREATE UNIT STANDARDS TO IMPLEMENT HEALTH EQUITY, SUSTAINABILITY AND LIVABILITY GOALS

> IMPLEMENT QUALITY MANAGEMENT PROCESS TO ENSURE CONFORMANCE WITH UNIT
STANDARDS




Real Estate Team Strategies

IMPROVE AVAILABILITY, ACCESS AND AFFORDABILITY OF DEED RESTRICTED FOR-SALE HOUSING
> EVALUATE AND ESTABLISH YVHA REAL ESTATE MODELS
» CREATE CAPACITY TO PROVIDERISAIEES SR E RO E

EMPOWER OUR HOMEOWNERS BY FOSTERING AN ECOSYSTEM THAT CULTIVATES STABILITY AND
MOBILITY

> LAUNCH ASPIRATIONAL BUYER SUPPORT SERVICES
» DEVELOP ONE STOP SHOP FOR AFFORDABLE AND ATTAINABLE HOMEOWNERSHIP

SELL QUALITY PRODUCTS THAT ARE FUNCTIONAL, SUSTAINABLE AND ATTAINABLE FOR OUR
COMMUNITY MEMBERS

> ESTABLISH UNIT ALLOCATION PROCESS (LOTTERY) STARTING WITH MID VALLEY
> CREATE MARKETING MATERIAL FOR MID VALLEY
> INVEST IN A DEED RESTRICTION COMPLIANCE AND PRICE CAP MONITORING SYSTEM




Policy Advocacy Team Strategies

BE EXPERTS IN WESTERN SLOPE HOUSING POLICY

> INFORM AND INFLUENCE LOCAL HOUSING POLICY TO EFFICIENTLY DELIVER AND PRESERVE
HOUSING

» ADVOCATE FOR STATE ANDFERIESEESES RSO NNRAT INCREASE RESOURCES FOR HOUSING
+ COMMUNICATIONS TO STAKEHOLDERS

LEAD REGIONAL HOUSING POLICIES AND PARTNERSHIPS

» COLLABORATE WITH PARTNERS TORBESSSEENREREC HVE HOUSING POLICIES
> IDENTIFY WAYS TO CREATE AND PRESERVE MORE HOUSING

REFINE AND ADAPT INTERNAL POLICIES

> INCREASE INTER-TEAM COMMUNICATION

> OPERATIONALIZE HEALTH EQUITY ACTION PLAN

> REVIEW OF INTERNAL POLICIES TO ALIGN WITH GOALS AND VALUES




WVHA GOAL WORKSHEET

Develop a comprehensive long-term
financial plan to fund YVHA's strategic
objectives

Strategies

Model & forecast capital needs for operations;

dev, and asset mgt _ _
Continue to focus on grant & philanthropic Explore funding sources to meet capital needs
strategies to increase access to low-cost capital including mill levy extension

. Continually monitor the financial health
Create a company wide pro forma of the organization

1 Year Work Plan

> Pro Forma for real estate training
> Adjust forecasting and financial allocating to reflect transition
from property management to new real estate focus

Continually update pro forma and financial forecasting
> Continue financial and forecasting training
Build out pro forma by entity that rolls up to entire
organization




1. Produce timely, accurate and 2. Maintain quality internal controls

accessible financial statements

Strategies

Foster an environment where the financial
are transparent and understandable

Incorporate KPlIs into financial statements

Investigate how Finance Dept can help other work teams

Make Budget planning a company-wide
exercise

Continue cross training in the Finance Dept.

1 Year Work Plan

> Transition out of Sunlight management

> Pro Forma for real estate training

>Adjust forecasting and financial allocating to reflect transition from
property management to new real estate focus

>Create KPI reports and graphs for property mgt team

> Set 2025 Budget timeline and start budget research with each depart
> Continue financial and forecasting training
>Cross training in finance department for staff redundancy
>1/2 year financial and budget review of current year to date

nt >Focus on 2025 Budget
> Continue to review 2024 financials and accounting procedures in
preparation for audit. Start to gather year-end materials from all dept




INVEST IN YVHA COMMUNITIES
PRESERVE YVHA COMMUNITIES TO
MAINTAIN LONGTERM
AFFORDABILITY

Strategies

CREATE CAPITAL IMPROVEMENT
PLANS FOR EXISTING PRPOERTIES TO
ADDRESS FUTURE NEEDS.

SERVE AS ASSET MANAGER TO ENSURE
THAT ALL PROPERTIES MEET A HIGH LEVE
OF BUILDING STANDARDS

WORK WITH DEVELOPMENT AND
FINANCE TEAM TO DETERMINE
LONG TERM AFFORDABILITY

1 Year Work Plan

PLAN INFRASTRUCTURE NEEDS AT FCMHP &

WH

FOSTER AN ENVIROMENT WHERE
OUR RESIDENTS CAN THRIVE
( FOR EXISTING YVHA RESIDENTYS)

BUILDING STRONG RELATIONSHIPS
WITH EXISTING PROPERTY
MANAGEMENT COMPANIES AND
DEVELOPMENT PARTNERS TO BENEFIT
AND ADVOCATE FOR THE RESIDENTS

ENGAGE IN COMMUNITY OUTREACH
EVENTS AND CONNECT OUR
RESIDENTS WITH COMMUNITY
PARTNERS (COMMUNITY GROUPS)

WORK TO BECOME ASSET MANAGER

AT EXISTING PROPERTIES AND STRUCTURE
OURSELVES TO BE ASSET MANAGER IN ALL
FUTURE PROJECTS

T ~ PROPERTY/ ASSET
€aM. \[ANAGEMENT

ILLUSTRATE TO THE COMMUNITY
HOW YVHA IS THE EDUCATIONAL
AFFORDABLE HOUSING RESOURCE
IN THE YAMPA VALLEY.

EDUCATE OUR COMMUNITY PARTNER
WHILE ESTABLISHING CLEAR
BOUNDARIES WITH OUR PARTNERS.

DEVELOP RELATIONSHIP WITH PROPER
MGMT CO. TO CONNECT TO AVAILABLE
AFFORDABLE/ATTAINABLE RENTALS

COLLABORATE WITH THE POLICY
TEAM TO IDENTIFY AND PRIORITIZE
AFFORDABLE/ ATTAINABLE HOUSING
RESOURCES. (FEDERAL & STATE)

REVIEW ANNUAL BUDGETS, STAFFING,
MAINTENANCE AND CAPITAL PLANS. SCHEDULE
ANNUAL PROPERTY WALKS WITH DEVELOPER
AND PROPERTY MANAGEMENT CO.

CREATE ASSET MANAGEMENT IMPLEMENTATION PLAN

CREATE EDUCATIONAL AND TRAINING MATERIALS. DESIGN
PROCESS TO KEEP MATERIALS UP TO DATE.




long term financial viability

Strategies

1 Year Work Plan




GOAL WORKSHEET (2024-2026)
COMMUNICATION TEAM

GOAL ONE (EXTERNAL FOCUS):
To (RE)BUILD the YVHA brand and reputation as an affordable housing expert

OBJECTIVE 1: Create a consistent look, feel, and tone for all 2024-2026 messages and communications (ongoing)
STRATEGIES & TACTICS:
e Use the four pillars of availability, affordability, stability, and mobility to frame all communications.
e Create monthly YVHA talking points for board and staff
e Solicit stories and testimonials from current Y VHA residents framed around four communication pillars
e Utilize all Y VHA community assets: website, newsletter, social media - print and video
OBJECTIVE 2: Plan for the reauthorization of the 5A mill levy which expires in 2027 (ongoing)
STRATEGIES & TACTICS:
e Collect facts, statistics, and stories to support and justify the SA reauthorization
e  Work with every work team to summarize how YVHA has used the mill levy to date
e Develop messages and collateral as necessary for various target audiences
e Continue outreach to community groups about how YVHA has used the mill levy revenue.
e (Coordinate with House Our Community advocates before the campaign timeline starts.
OBJECTIVE 3: Modernize/redesign the YVHA logo and visual identity (by July 1, 2026)
STRATEGIES & TACTICS:
e Develop and issue re-branding RFP; interview at least three (3) identity designers/creative teams
e Develop evaluation matrix
e Contract with chosen identity designer/creative team
e Evaluate creative concepts and finalize
e Establish and implement brand guidelines
GOAL TWO (EXTERNAL FOCUS):
To EDUCATE and INFORM the community on the need for affordable housing and how Y VHA properties and
programs meet those needs.

OBJECTIVE 1: Train YVHA board and staff on brand and current messages (ongoing)
STRATEGIES & TACTICS:
e Reinforce understanding of three main YVHA brand messages
e C(Create current monthly messages for board and staff
e Encourage board members to speak about YVHA in their community circles.
OBJECTIVE 2: Create YVHA brand ambassador program (by October 1, 2024)
STRATEGIES & TACTICS:
e Define the YVHA brand ambassador and create criteria.
Identify potential Y VHA brand ambassadors (individuals and companies).
e Contact and build relationships with potential Y VHA brand ambassadors.
e C(Create messages/materials and train ambassadors to talk about YVHA.
Identify and recruit ambassadors in LatinX community.
OBJECTIVE 2: Improve communication/engagement with all YVHA residents. (ongoing)
STRATEGIES & TACTICS:
e Identify and log all the legacy YVHA residents, recipients, and contact information.(CRM)
e Create and publish property-specific newsletters, mailers or other appropriate tactics.
e Solicit stories and testimonials from current Y VHA residents framed around four communication pillars.
e Build relationships with current YVHA residents who could become brand ambassadors.
e Ensure all communications are available in other languages.
OBJECTIVE 3: Produce Community Impact Report every year (Q3)
STRATEGIES & TACTICS:
e Interview designer/creative team



Contract designer/creative team
Develop theme and finalize outline
Collect and create content as necessary
Work with designer/creative team to finalize CIR
Determine printing quantities and cost

e (reate postcard mailer to all residents in service area with QR code to CIR
OBJECTIVE 4: Create two-way community donation program (by December 31, 2024)

STRATEGIES & TACTICS:

e Develop methodology to encourage all development partners to support local organizations that serve
YVHA residents
Develop methodology to reach local businesses and encourage in-kind support of YVHA.
Create acknowledgement of sponsors and in-kind contribution.
[lustrate to development partners how giving to the community benefits them.
Identify the non-profits who work with the YVHA residents. (Colorado Gives Day)

GOAL THREE (INTERNAL FOCUS):
To SUPPORT and GIVE ADVICE regarding the communications needs of all YVHA work teams

OBJECTIVE 1: Break through the work team silos and foster cross-organizational communication (ongoing)
STRATEGIES & TACTICS:
e Ensure communication team member attends all work team meetings and distributes after-meeting
summary to board and staff
e Partner with work teams as necessary on specific communication needs (e.g., new development naming
rubric)
e Ask each work team to summarize how they have used the SA mill levy from 2017 to date
e (Create communication framework for consistent communication practices for board and staff
OBJECTIVE 2: Leverage expertise in all the work teams to help each other.
STRATEGIES & TACTICS
e Hold joint meetings with workteams.
e Share best practices and knowledge with each team.



YAMPA VALLEY HOUSING AUTHORITY
Property Management Team Meeting
May 15, 2024
The meeting was held in the Bank of San Juan’s Second Floor Conference Room, 270 Anglers
Drive, Steamboat Springs, CO, as well as via Zoom.

Team members present included: Alyssa Cartmill, Araceli Googins, Alison Brodie and Leah Wood.
Robin Schepper also attended.
Tim Keenan prepared the minutes.

Alison called the meeting to order at approximately 12:00 p.m.
Strategic Plan

The team collaborated on the update of the strategic plan.
Notes (See draft strategy plan, goal sheet and workplan):

1. Asset Management: Invest in YVHA communities. (capital projects at YVHA owned/involved
properties.) Create capital improvement plans to address future needs at existing properties.
Preserve YVHA's right to acquire Year 15 properties. Ensure that all properties meet a high
level of building standards. Ensure adequate staffing/maintenance of properties. Review
annual budgets, staffing, maintenance and capital plans. Work with Finance and
Development teams to ensure long-term affordability. Strive to become the asset manager for
current properties and ensure that YVHA is the asset manager for future properties. Draft an
asset management implementation plan with a scope of responsibilities.

2. Foster an environment at YVHA properties in which residents can thrive. Plan events to bring
communities together. Increase YVHA visibility. Engage in community outreach events and
connect residents with community partners. Build strong relationships with property
managers and development partners. Work proactively with Mission Rock and staff. Establish
measures of success. Conduct annual walkthroughs of properties with property management
and development partners. Encourage development partners and property managers to give
to community organizations that can benefit tenants.

3. Facilitate community building and tenant education. (in the broader community.) Create
partnerships with community organizations. lllustrate to the community how YVHA is the
affordable housing educational resource in the Yampa Valley. Collaborate with the Policy
team to identify and prioritize the creation and maintenance of affordable and attainable
housing educational and training materials needed by community partners. Cultivate
relationships with area non-YVHA property managers that enable the connection of
prospective tenants with available rentals. Set clear expectations with community partners
that YVHA is an educational resource and not a service provider. Educate service
organization staff to enable them to assist clients with applying for various types of affordable
housing without putting their clients in direct contact with YVHA. Meet periodically with area
stakeholders ski area, School Board, area communities.)
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Outreach

Engagement and Cleanup Days: Leah would like to know who is signed up for what to ensure staff
coverage of every event. She would like to track Board member involvement in coordination with
Kristy.

Alyssa wants to share fact sheets that Sandy has created/will create to help explain lot rent
increases at both parks. Robin wondered whether those should be put on the website to show the
rest of the community the current park lot rents as compared with the county and state and why
YVHA park rents need to increase. She wants to create a slow drip educational campaign; members
agreed.

Portfolio Updates
Fish Creek: Baseline is putting together some estimates to facilitate the HUD grant application.

Hillside:

Working on some site work and foundation estimates; should have something by the end of May.
Ryan with Landmark has found a company called Dakota Pump, which provides turnkey solutions
for structures and plumbing with backflow devices that meet the City’s requirements. He is touching
base with Planning and will circle back with Elliot once he’s back in town.

Administration

Sunlight Crossing Management Transition:

Meeting with Gorman today for what will hopefully be the last transition meeting. Leah stressed the
importance of continuing to foster the relationship with Gorman like we’re now working on doing with
OPG so that we ensure we’re providing the highest level of service to current residents. She
encouraged YVHA to meet with Gorman to establish how we can stay in the loop with access to
annual budgets, maintenance and staffing plans as well as communication with residents regarding
any questions or concerns. She also wanted to share current practices with Gorman staff in an effort
to keep them from reinventing the wheel.

Next Meeting: June 19, 12-1:30 p.m.
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YAMPA VALLEY HOUSING AUTHORITY
Policy Team Meeting
May 8, 2024

Team members present included: Catherine Carson, Tim Corrigan, Dakotah McGinlay, Jason
Peasley, Emily Katzman, Araceli Googins, Robin Schepper and Brad Calvert (City of Steamboat
Springs). Kristy Marshall prepared the minutes.

Steamboat Springs Community Plan Discussion

Catherine started by welcoming Brad and thanking him for joining the meeting today. Brad began by
sharing that his normal presentations for the Steamboat Springs Area Community Plan (SSACP) are
about 20 minutes and the rest of the time he envisioned the group could converse and provide feedback
on the upcoming processes involving the SSACP update. The SSACP was officially adopted in 2004,
during 2011-2014 the SSACP underwent minor revisions, but the entire plan has not been updated and
adopted since 2004. The City had hoped to update this plan right as the county was wrapping up their
Master Plan a couple of years ago but the City was just at capacity at that time. The City, mainly via the
Area Plan Coordinating Committee, spent a lot of time last year scoping out this project.

Brad highlighted the many ways in which this plan is still utilized on a daily basis by the City and the
fact that this is a 20 year-old plan is less than ideal since Steamboat Springs has changed so much
during those 2 decades. Having a plan that reflects the current community is important. Ideally this time
around, a new plan can be created and implemented, and then after that be routinely and regularly
assessed, reviewed and updated as needed. Brad said ideally this plan should be the starting point that
informs more detailed master plans, the City’s Strategic Plan, and even items that are department
specific like the Planning Department’s budget etc.

Robin asked Brad if the City is planning on going through the same process as the County, specifically if
zoning and subdivision rules will also be readdressed. Brad said the City is currently in the initial stages
of where the County was a little over a year ago with the 20 year master plan refresh, Brad said a year
from now, after the SSACP is revised, the City might very well decide they need to address some of the
items the County is now addressing and revising.

The team highlighted that the Routt County Master Plan is essentially a land use document, the
SSACP encompasses much more than land use and is therefore a much more complex document.
Steamboat has a SSACP that was adopted in 2004 but we are not a community that stopped growing
after 2004. Tim, Brad and Jason all highlighted and touched on the 100 tier one items as well as the
hundreds of tier 2, 3 and 4 items that are in the current SSACP and how that created a document that
was so vast it was unmanageable to analyze specific goals and accomplish tasks in many circumstances.
The new SSACP needs to be a manageable blueprint for action and serve as a change management
tool. It should be very clear in terms of priorities; we should be able to understand when we are on track
and when we’re off track it triggers an evaluation. For example, we're growing more than we anticipated,
we then go back and ask ourselves is this trajectory okay, if so, do we adopt a new plan or does the
trajectory need to be scaled back to match the plan.

Tim highlighted bullet point 3 — Create an accessible and values-driven Steamboat Springs
Community Plan that supports informed and consistent decisions that reinforce community values and
identity. Tim said a key thing this community needs to decide or figure out is, what the values of this
community actually are. People talk about what their values are but oftentimes that’s not what their true
values are, especially when it comes down to a vote. Bran said the Area Plan Coordinating Committee
discussed this a lot and someone described that this community is currently having an identity crisis.
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Brad said another way we could talk about it is that we’re confused about our community values. There is
this sense of what we think they are, but they haven’t been confirmed in any actionable way.

Jason noted that when he and Rebecca were tasked with the review of the SSACP during 2011-
2014, it was apparent that the SSACP is light on what to do and when but heavy on tactics. Jason said
that’s not uncommon in these types of plans. However instead of just including things in a plan because
various groups and individuals want some specific thing accomplished or included in the plan, we should
instead ask- What is the goal? You decide what goals we're trying to accomplish, then what we’re going
to do by when and you leave the how out of the plan. Brad noted that the City’s consultants had that very
same level setting question they presented during scoping. They asked do you want this to be
aspirational and big picture or very prescriptive to the degree that you can be with a plan level document,
and they opted for the latter.

Getting back to the third bullet point Tim highlighted, Emily said she was really interested in this
process. What is the process to assess if our community has shared values? Brad said that is inherently
an imperfect process. As the group has already highlighted often what people say their values are and
what they actually are when reflected by their actions are oftentimes two very different things. Brad said
one key thing the City has baked into their scope of work that will probably help the most is some
scenario and tradeoffs conversations. Not everything can be important and top priorities. What is the
thing above all that this community needs to focus on?

Brad said this is the 5" or 6" version of a meeting like this he’s had and, in every conversation, the
thing that gets talked about the most is the importance of the character of this place. He noted that you
have to tease out what that means and it likely means different things for different groups of people.

Tim noted the strong sentiment change in recent years and that the character many people seem to
prefer now are all the amazing natural amenities they have access to, near their nice home and that they
could care less about the workforce in this community, whereas in the past a key part that made up the
community character of this place was the strong sense of a tight knit community and town of which the
workforce was a key part of. Robin noted that what Tim is highlighting is affirmed in the most recent
Brown Ranch vote where the real estate and development community believe there’s no financial gain for
them, so they are vehemently opposed, but when it comes to a development the same size like the
Yellowstone Club they are in support of it because there is the opportunity for financial gain. The example
that can be taken from this is, one of our values is, we moved here because we can also make a lot of
money. Much of that sentiment has become much more prominent in the past 10 or so years, so does
that mean our community values have shifted to be something different during that timeframe? Catherine
also noted that we as a community need to be honest with ourselves, does this community want to stop
growth? A lot of people reference community character. Are we referring to the community character we
had 10-20 years ago prior to all of the growth we’ve experienced since then or are many now rereferring
to that more elite community character that has already been referenced?

Whose vision and values do we represent?

Jason noted that there is a section in the community development plan related to housing that
paraphrases that everyone who works in Steamboat Springs has the opportunity to live in Steamboat
Springs if they choose, and that is the premise that the entire housing authority has been built upon. It
would be really good to know if that’s not how the community feels anymore. YVHA has been pushing
hard to preserve that choice and at the moment we are losing that battle.

Based off of the group discussion and feedback, Brad highlighted that this new community plan
should be locally relevant and regionally responsible. Catherine highlighted that we are all well aware that
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Brown Ranch shined a light on a lot of Steamboat’s challenges- traffic, funding structures etc. If every
new unit brough online is a $581 deficit to the City, how is there not currently a moratorium on new units
until the City’s financial model is remedied? If ‘every unit of Growth should pay its way’ or ‘shut the gates’
are two key mentalities then those discussions or surveys need to then be rooted in the tradeoffs that
those mentalities entail. What does it actually mean to close the gates? What does it mean for growth to
pay its way?

Our current metrics for value are skewed and have yet to be remedied. An example of those
unremedied metrics is that high end tourism and vacation homeowners bring in revenue, however those
homes require workers to meet their demand for services but currently those workers and full-time
residents are a burden to the City’s revenue structure. Based off a workforce statistic on one of Brad’s
slides, Catherine asked if we know the share of jobs in Steamboat that are filled by Steamboat residents?
Brad said no, but we do know that the dominance of Steamboat Springs as a job center has been
increasing while at the same time the county’s dominance of having those workers housed in Routt
County is decreasing. Essentially the center is getting stronger, but people are getting pushed further and
further out.

PREVIOUS DOCUMENTS KEY TAKEAWAYS
« Steamboat Springs Strategic * Median price of SF home has increase by $1 mil from 2015-2022
Plan = Family of four needs to earn $378k to buy median home
* SSACP q?goel] » HH income needed to afford SF (4-person HH)
+ Housing Opportunity 3 P
Strategic Plan (2024) 2018 = 200% AM)
« Censusand BEA data = 2022 =350% AMI

= Greatest need is in low and middle income, both rentals and
homeownership opportunities

* There are currently no policies to extract housing or funds for
affordable housing development through the regular
development process

The team discussed Brad’s slide above and recommended that the City’s consultants consider the drastic
changes in AMI that took place from 2022-2024.

Brad'’s ask of this group, was to have a future conversation with this team as a thought partner on how to
address and structure infill and receptivity on inward focused growth. They’d tried to ask questions in the
community survey related to that but that is a complex issue and too hard to ask about in a survey in
many cases.

Next meeting date: 5/22/24 at 2pm
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YAMPA VALLEY HOUSING AUTHORITY
Real Estate Team Meeting
May 10, 2024

Team members present included: Michael Ann LaMotte, Kathi Meyer, Jason Peasley, Elliot
Lawrence, Alyssa Cartmill, Araceli Googins, and Robin Schepper. Kristy Marshall prepared the
minutes.

Review Budget & Staffing Plan Deliverables from previous meeting
Michael Ann began the meeting sharing two critical items she’d like the Real Estate Team to
address and utilize as guiding parameters.
- What do we have the money to do in terms of a model?
- What do we have staff capacity to do in terms of a model?
This team getting on the same page about what those assumptions are will cascade down to the
team finishing the meeting with the strategic plan discussion.

Kathi provided an update from Emily about the grant application that would fund the real
estate department, the earliest YVHA would hear back would be 5/30, even though the grant would
fund 7/1. She said Emily did note that when we applied, we heavily weighted that grant application
toward Brown Ranch unit sales. Kathi noted that no news is good news if we don’t hear after 5/30.
Michael Ann said May 30 still feels okay to her since we now have a timeline in place that includes
wanting to have our final real estate model decided by this Fall.

The team agreed that the decision point will need to be tied in with the 2025 budget. That
might entail that an option A and B need to be prepared that way the team is ready for the budget
deadline regardless of which model the team goes with. Jason recommended building out what the
staff capacity for 2 FTE’s would provide and then go from there.

Alyssa shared with the in-person team the staffing plan she had created for her and Araceli
as they both transition over to real estate over the next year. Alyssa said she envisioned Araceli
continuing to fulfill the role of Housing Navigator through 2024 and then, January 1 shifting over to a
broker associate role and then also bring on a listing coordinator/engagement position to cover the
current deed restriction work Araceli currently does. Housing Navigation in the new real estate
model would be absorbed within the listing coordinator/engagement position but would also
encompass many of the front-end administrative tasks needed for the real estate team. The staffing
plan will cover the minimum of what YVHA wants to keep control over. Michael noted the importance
of restructuring staff responsibilities and acknowledging the significant difference between real
estate and asset/property management. Jason also highlighted the importance of the major gap that
will exist between Mid Valley sales and Brown Ranch sales so finding the balance of keeping our
staffing as tight as possible, staff that can transition work between sales windows but also not be
overworked during those sales windows will be key.

If we sub out the contract closing portion or chose to keep that in house, that can be
demonstrated in options A and B. Alyssa asked Michael Ann if she thought anyone would be
interested in doing the contract closing portion for 1%, Michael Ann said absolutely, especially since
they’re only doing the closing documents with the buyer delivered and ready. Kathi said she’d done
some rough math, shared that with the team and everyone agreed that even doing it for less than
1% was still a significant amount of money. Jason, Elliot, Alyssa and Araceli are going to outline
future staffing needs for real estate, including transitions/reallocation of staff time away from
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Housing Navigation, property management, and asset management for the real estate team to
evaluate at a future meeting.

Discuss Mid Valley name change & Botanic Garden summer showcase

Michael Ann summarized that the development partners and the Real Estate team are
interested in changing the name and the Comms team isn’t completely opposed to a name change
but would prefer to keep the name as is since it's been used for so long at this point.

The team was in agreement on the name ‘The Cottonwoods at Mid Valley’, Robin agreed to
present that to the Comms team prior to moving forward with that final name selection and Jason
will share the preferred YVHA name selection with Ken. Everyone was also in agreement that as
soon as a final name was selected that we begin moving forward with branding so there is enough
time for that process as well as the creation of marketing material.

The Botanic Garden summer showcase is on June 19™. The team decided Mid Valley
material won’t be ready by June and YVHA wouldn’t have much to showcase at that event. YVHA
may choose to participate in that event next summer.

Debrief call with Kim Williams & ECHDA

Kathi really liked the ECHDA website. YVHA can learn from ECHDA and then ideally
replicate their best practices in our programs and online. Kathi said after that meeting, she was
under the impression that they are not in a position right now where YVHA staff could come down
and assist with their selling process nor are they in a position where they’d be interested in assisting
us with our transaction process for Mid Valley as the Managing Broker.

After a question prompted by Elliot, Alyssa summarized the staffing makeup at ECHDA. They
have seven employees, including Alyssa. They’ve got their ED, two directors and then 3 full-time
brokers. Based on the number of programs that Eagle County has, each broker dedicates roughly
50% of their workload towards real estate transactions and 50% towards program management.

The team briefly discussed some of the services YVHA is currently providing free of charge,
one key one being deed restriction services. Moving forward deed restriction management will need
to generate enough revenue to cover staff costs. Alyssa is going to create a fee schedule for deed
restriction management and resale.

The team also touched on a middle income DPA pilot program that Boulder is implementing
that creates new deed restrictions on previously market rate homes. Kristy had shared this program
with a handful of staff and board members, after review Emily said that if the City isn’t interested in
implementing a program like this in their Housing Opportunities Strategic Plan, YVHA could propose
managing a program like this as one of three programs that could utilize STR funds. Jason said this
could be a potential opportunity to increase Deed Restrictions in this community as well as work
volume for the real estate team in between Mid Valley and Brown Ranch sales.

Strategic Planning

Jason clarified for Kathi that moving forward a lot of Alyssa’s time that has been centered
around Property Management will transition to focusing on Real Estate. Jason summarized the
goals, strategies and quarterly work plan sections and what each work team selects on an annual
basis will not only help inform intrateam collaboration and communications but will also help inform
staff workflows.
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Real Estate Goal Worksheet
1. Improve availability, access and affordability of deed restricted for-sale housing
a. Evaluate and Establish YVHA real estate models
b. Create capacity to provide real estate expertise
2. Empower our homeowners by fostering an ecosystem that cultivates stability and
mobility
a. Launch aspirational buyer support services
b. Develop one stop shop for affordable and attainable homeownership
3. Sell quality products that are functional, sustainable and attainable for our
community members
a. Establish unit allocation process (lottery) starting with Mid Valley
b. Create marketing material for Mid Valley
c. Investin a Deed Restriction compliance and price cap monitoring system

The team will then narrow down work plan strategies via email.

Lottery

Alyssa said the team had gone through and researched what all the other ski town
communities (Pitkin County, Telluride, Gunnison, Eagle County, and Summit County) were doing
with their lottery systems. On an excel sheet they compared eligibility requirements for deed
restrictions, employment criteria, application fees, tax returns, housing authority application,
homebuyer education, asset test, weighted criteria (length of employment &/or specific industries)
etc.

The team discussed community outreach options to present what type of lottery system our
community wants to adopt. Alyssa created a handful of lottery survey questions that could be
included in our community outreach survey. She will reach out to Robin for refinement of those
qguestions. The team discussed promotion parameters and how to limit feedback to 1 per person.

Next Team Meeting: 6/7 at 10am

Follow Up items:
o Best and worst case scenario budget - Jason
Staff plan for 2 FTE’s — Jason & Elliot
List out tasks for staffing positions — Alyssa
Fee schedule — Alyssa (future, not next meeting)
Name change — Jason (Ken Marsh), Robin (Comms Team)
Staff work team plan — Alyssa & Jason
All work plan activities built out with specific to-dos and deadlines
Community Engagement Plan for lottery — Alyssa to connect with Robin
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