YAMPA VALLEY HOUSING AUTHORITY
Real Estate Team Meeting
April 9, 2024

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

Goals of the Real Estate Company

Michael Ann kicked off the meeting by highlighting the need to have the team refocus post
annexation and get really clear on what we're trying to do, why we're doing it, and what is the real
value that an in-house real estate team can provide. Clearly articulating why we're doing this and
what is the benefit and value that only we can provide, all play key roles in YVHA'’s mission and the
services we provide to our community.

A key deliverable of this meeting is to figure out what type of real estate practices and models
will best deliver the affordability we want our end users to be able to capitalize on and what type of
model or hybrid as it relates to staff would help us in that process. Then with those fundamentals in
place, the team can use that as its decision-making filter as we go about whatever option we end up
going forward with.

Jason created a draft budget that he shared with the team to help inform the conversation.
Certain inputs and decisions are still needed to arrive at a final budget framework, but it allowed the
team to analyze various parameters, opportunities and needs over the next 1-3 years to fully build
out a real estate department. In Jason’s initial draft budget, the grant YVHA has applied for
combined with the percent commissions over the course of a three-year time horizon, would
essentially allow the real estate department to break even. Jason recommended beginning the
process by assessing the draft budget which is based on a concept of two in-house brokers and
then a contract employee to do some amount of work; the team assessed the model with those key
factors first and then went from there. The team agreed to look at a variety of different options of
structure to see what would get us to the right point. That place where we're providing the services
that we want in the most efficient, cost-effective way, because ultimately we're trying to save people
money and provide them with a service that currently doesn’t exist in our community.

The process itself of having units on the market and getting those future homeowners into
those units is something the team agreed they could make more tangible progress on talking about.
Beginning with the moment YVHA says we have units for sale and moving all the way through to
having happy people living in their homes. The team began mapping what all those steps are and
then used that to analyze where YVHA can best operate within that matrix and where other parties,
like contract employees or partnerships with other realtors, whatever it might be, could best fit into
that whole process. Michael Ann highlighted a key step in this process will be defining and
highlighting the value that we can provide better than a contract employee or another company.
Alyssa noted the value of us managing the real estate for the properties that we bring on is that we
know deed restrictions better than any realtor in this town. The knowledge base leads to clear and
concise information for our buyers and sellers, it gives us the opportunity to make sure that we've
got the education in place for those buyers and sellers to understand what they're buying, including
the restrictions as well as the opportunity that entails. The team agreed that focusing on those key
areas where we would best serve the community in the home buying process as well as identifying
those other areas where contract labor or partnerships would best serve our community in other
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areas of the home buying process and having those different steps and processes flow efficiently is
key.

Kathi wanted to go back a bit and asked if the 3-year budget framework of breaking even was
dependent upon receiving the grant, Jason said yes. Kathi asked when we would know if YVHA has
received the grant to fund the buildout of the real estate team, staff in attendance knew it would be
soon but did not know an exact timeframe of when we would be notified of the grant award. Kathi
posed the question - Would we stand up a company just to break even? The team agreed that was
a great question to begin with. The net income and loss is heavy on the front end. The first year
YVHA will lose close to 200k, the second year there will be a 50k loss, and the 3™ year there will be
a 300k profit.

We need to expand out the forecast more than just the three years because we know there's
upfront costs and we know that there's a lot of sales happening in 2026, conceivably, or 2025 to
2026, but the future thereafter is the real question. If we stand to this up, do we have the volume to
support the staffing, the work that we’ll be doing and will there be sufficient revenue to cover those
overhead costs. Michael Ann did note that the front-end costs of establishing a real estate business
is very front end heavy but once it's up, the costs are more stabilized. Brown Ranch and that sales
trajectory needs to be considered and how that might play out. As far as the sale of future deed
restricted units, the value add, that YVHA has is that we already have a buyer pipeline, full
understanding of the deed restriction process, and most likely services provided at a lower rate than
the average realtor.

Kathi proposed we create a hybrid model, where we identify the things that we do in house
better and try to find a partner who does the generic part of the transaction. Alyssa said she liked
that idea and just this morning she’d had a call with Kim Bell Williams with Eagle County Housing
Authority and the Valley Home Store and that conversation touched on many aspects of what Kathi
proposed. Alyssa, Araceli and Kim discussed the possibility that during YVHA's first round of sales
having its real estate team continue to be housed under the Valley Home Store, that would allow
YVHA to learn from Kim’s real estate team that has a long track record of doing exactly what we’re
aiming to do and would allow YVHA to continue to remain risk averse. Kim was very open to that
idea and she also recommended keeping the sale of all deed restrictions in house, Kim said there is
more compliance risk when we're not controlling it. Eagle County just went through a for sale
component in the past 6 months and Kim said she’d be more than happy to sit down with YVHA,
talk, and give us the cliff notes of all that process entailed (the organizing, lottery, pre-sale etc.).

The team discussed various successful deed restriction sales and conversion programs in
Summit County. Various team members inquired about what the City is considering implementing in
their Strategic Housing Plan in regard to currently existing deed restrictions in the city, future deed
restrictions in Steamboat that YVHA is not developing, STR to LTR conversion considerations etc.

Below is a chart that the team mapped out of the future Mid Valley deed restriction sales
process and how YVHA could create a hybrid real estate model that both allows YVHA to deliver
cost savings to the end user, allows YVHA to control the components where we provide services
that deliver the most benefit to the community and then hand off portions that other providers in town
already specialize in.
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