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A CASE STUDY OF EVOLVING STAFFING MODELS
AND COLLABORATION

This is the story of how Community Housing Partners (CHP) has integrated resident
services and property management, prioritizing housing stability with a recognition that
property sustainability and resident stability are linked. The roots of this work spans
nearly a decade but the urgency of the COVID pandemic pushed CHP to accelerate it.
While many organizations have reported that the greater collaboration between “silos”
forced by the COVID crisis has begun to ebb, collaboration at CHP is stronger than ever.

) Community Housing Partners (CHP) is a Virginia-based nonprofit
housing provider, owning and managing 100 properties with over
6,300 units in Virginia, Florida, Kentucky, Maryland, North Carolina,
and South Carolina. CHP has a long-standing commitment to
resident services, with a history of programs to help residents
manage budgets, build emergency funds, set goals, build credit,
access credit, access resources, develop banking relationships etc.
CHP also has weatherization and energy services lines of business
and a construction arm. Finding alignment between these business
lines is deep in their DNA.
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Executive-Led
Goal Settingand
Organizational Change

In the midst of the COVID pandemic, and following
the departure of the Property Management

lead at CHP, the Chief Operating Officer (COO)
met with the executive leadership to propose a
reorganization. The group decided that only with

a more centralized structure could they achieve
their goals. The COO would initially take on direct
oversight of Property Management, and Asset
Management would become the “driver” for
Property Management. Resident Services and
Multifamily Housing (Property Management and
Compliance) would be at the same level and report
directly to the COOQ. See CHP's Organizational

Chart below (Figure 1). CHP had separated Resident

Services from Property Management as early as
2014 to give it a clearer role, but elevating Resident
Services was a signal to the entire organization
that resident outcomes were just as important as
portfolio performance. In fact, the COO recognized
that neither could truly succeed without the other.
Asset Management was asked to embrace resident
outcomes as well as the financial performance of
the real estate. In this move, CHP asked Resident
Services to embrace the need for stable properties
as well as residents.

FIGURE 1
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Evolution of Resident
Services

CHP has had along-standing commitment to
resident services, but the COVID pandemic created
an avalanche of resident need. Figuring out which
programs were appropriate for which residents, and
helping residents navigate through the bureaucratic
maze was an overwhelming job. As the larger
organization undertook changes to integrate and
centralize functions, Resident Services evolved

by setting up three teams to address specific
challenges: Senior Services, Community Programs
and Housing Stability. The Housing Stability Team
(HST) was a direct offshoot of CHP's focus on
financial capabilities (FINCAP). Recognizing how
closely linked stability is with financial capabilities,
CHP asked staff from FINCAP to lead the new HST.

From its inception,
CHP's Housing
Stability Team was
viewed as not only a
priority for residents
but also an essential
part of an overall
strategy of greater
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organizational
strength and
sustainability.



HST began pairing service coordinators and
property management staff to help residents
access new rent relief funds during the pandemic.
The HST lead noted that shifting roles caused
some tension, but the crisis drove them to work
through it. HST was becoming a virtual "hub” to
share information between Property Management
and Resident Services. With access to legal,
management and social services the HST could
efficiently use CHP's broad resources to tailor
strategies to meet the needs of individual families.

By October 2021, CHP increased resident
engagement and coordination between staff by
launching phone and email 'hotlines’ for residents.
Maintenance and management staff were
encouraged to input information and concerns via
these hotlines to better track them. During the
pandemic, HST work was growing exponentially,
helping nearly one-third of CHP residents. In
March of 2023, HST instituted the use of Microsoft
‘Smartsheets’'— a tool for a collaboration and work
management software, to track every intervention
and response at the unit level. Smartsheets

has allowed HST to work with residents while
coordinating efforts cross departmentally.

With rent relief resources exhausted
near the end of the pandemic, HST
shifted its focus to implementing
repayment plans and finding
resources to fund them. CHP now
partners with local agencies to

help pay the resident’s portion of
delinguent rent. Rental assistance is
applied to the repayment agreement
and/or current and future rent.

Successful repayment plans depend on a variety
of factors, including income stability and amount
owed. HST focuses on social determinants of
health in order to gauge the stability of a family
and its ability to pay. The HST works closely

with Property Management, Legal Finance, and

Asset Management to find solutions that meet a
household's complex needs.

Ongoing Centralization
and Collaboration

Unlike some organizations, CHP did not create a
specific ‘protocol’ between Property Management
and Resident Services to address housing stability,
instead relying on the Housing Stability hub model
and a culture of collaboration that had grown over
several years. The HST operates as a "well-oiled
machine”, ensuring lines of communication are
open and tasks are not lost or forgotten in an ever-
changing climate. A dramatic departure from the
common practice of monthly meetings between
asset managers and property managers that often
leave out resident services, CHP has instituted
weekly corporate working group meetings that
include all parties: Asset Management, Property
Management, and Resident Services, as well

as Compliance, Finance, and other parts of the
organization as needed. The HST will be a regular
participant in these meetings startingin 2024.



KEY INGREDIENTS
FOR SUCCESS

« Executive support
and leadership of
organizational goals

« Role of Asset
Management to drive
these goals

« Centralized and
specialized staff to
integrate Resident
Services and Property
Management
at scale

« Infrastructure to
support information
aggregation and
sharing

« Aresident-centered
service philosophy
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A Resident-Centered Way Forward

As the shared challenge of the pandemic has waned, the HST

is focused on challenges impacting residents including factory
closings, regional violence, inflation, and increased needs for

their senior population. CHP's leadership team acknowledges the
constantly changing and shifting job descriptions for the HST.
HST's future is expected to focus on a deep dive into rent-burdened
residents, eviction prevention, collaborating with accounting and
revamping the repayment program menu including improved
housekeeping programs and Section 504 disability accommodations.
HST and CHP at large are also exploring new staffing models to help
address these varied and evolving needs and workforce capacity
challenges. Elements of these models include: increased starting
wage, providing hands-on training and experience, hiring from

the resident population and stepping up pay based on a series of
accomplishments. HST and Resident Services are also considering
recruiting from CHP's resident population.

CHP has sustained and increased staff collaboration when other
organizations have slipped back to siloed approaches because of
trust, communication, flexibility, and shared goals groundedin a
resident-centered approach. Trust and communication among the
leadership team helped create a collaborative management model.
The HST emerged from a systemic and collaborative management
model that, while driven by asset management, has retained the
flexible and resident-centered approach needed to adapt to the
changing needs of CHP's communities. CHP's key ingredients for
success can't be created overnight, but leaders can begin by building
trust and creating clear channels of communication between asset
management, resident services, and property management.

About SAHF’s Housing Stability Cohort

Stewards of Affordable Housing for the Future (SAHF) is a national
collaborative of twelve nonprofit affordable housing developers that
collectively own and operate more than 149,000 affordable homes across the
country: SAHF's Housing Stability Cohort is a unique interdisciplinary working
group of property management, asset management, and resident services
leaders. During the cohort's 18-month working period, they will produce
resources for the field based on their expertise and housing stability data
analysis. CHP is a member of both SAHF and the Housing Stability Cohort.

SAHF thanks JPMorgan Chase & Co. for its generous support. Unless otherwise specifically
stated, the views and opinions expressed.in this case study are solely those of SAHF and do
not necessarily reflect the views and opinions of JPMorgan Chase & Co. or its affiliates.




