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Introduction

On February 27, 2012, the Committee on Public Housing, chaired by Council Member Rosie Mendez, will meet to conduct a hearing on the New York City Housing Authority’s (NYCHA or Authority) recently released document Plan NYCHA: A Roadmap for Preservation (Plan NYCHA or Plan).  
At today’s hearing the committee expects to hear testimony from the Authority regarding the need for Plan NYCHA, the methodology used to create it, and any strategies it expects to use in the implementation of the ten core imperatives established in the document. The committee will also hear testimony from NYCHA tenants, resident association leaders, and advocacy groups such as the Legal Aid Society, the Community Service Society and Community Voices Heard, regarding their participation in the process that led to the creation of Plan NYCHA any reaction they might have to the proposals set forth in the document.
Background
 NYCHA is the largest public housing authority in North America with 334 developments containing 2,602 buildings spread throughout the City, 21 of which are operated pursuant to a mixed-finance modernization plan.
  Nearly 404,000 authorized residents live in almost 178,882 apartments.  These numbers represent 8.5% of the City’s rental apartments and 4.8% of the City’s population.
  The majority of developments are almost evenly distributed in Manhattan (with 102), Brooklyn (with 100) and the Bronx (with 90); while Queens has 22 developments and Staten Island has 10.
  

As of February 1, 2011, there were about 144,000 families on the waiting list for conventional public housing.
  Most families who live in NYCHA public housing pay no more than 30% of their family income for rent.  The average family income for NYCHA tenants is approximately $23,091 and the average rent is $424 per month.
 Over one-third of the heads of households are senior citizens and 42 NYCHA developments are for seniors only.
  Further, NYCHA reports that “11.4% of its families are on public assistance,” and “Social Security, SSI, a pension, Veteran’s benefits” or a similar program “support 40.9% of the families.”
 Working families are said to account for “47.7% of families.”
  Approximately 35.9% of NYCHA residents are persons under the age of 21 and about 28.9% are minors under the age of 18.
 
Plan NYCHA: A Roadmap for Preservation 
In January 2012, NYCHA released a ten-point document known as Plan NYCHA: A Roadmap for Preservation. According to the Authority, Plan NYCHA is a five-year strategic initiative that will be used to help guide NYCHA through a “major transformation” that the Authority states must take place in order for it to overcome obstacles such as aging buildings, increasing budget deficits, longer waiting lists for public housing applicants and other challenges.
 
Plan NYCHA was developed in what the Authority calls a “truly collaborative fashion” which included consultation with sixteen focus groups made up of NYCHA employees, resident leaders and residents from all five boroughs and a phone survey of approximately 1,000 public housing and 600 Section 8 residents conducted to gauge residents’ satisfaction with NYCHA services and operations.
 

The report is organized according to what NYCHA states are the ten core critical imperatives that the Authority and its stakeholders should work towards in the next five years and beyond. The ten core imperatives provided in the Plan are: (1) preserve the public and affordable housing asset, (2) develop new mixed-use, mixed-income housing and resources, (3) ensure financial stability, (4) expedite maintenance and repairs, (5) strengthen the frontline, (6) improve safety and security, (7) optimize apartment usage and ensure rental equity, (8) connect residents and communities to critical services, (9) excel in customer service, and (10) create a high-performing NYCHA.
 A general discussion of each of the ten imperatives is provided below.
1. Preserve the Public and Affordable Housing Asset 

Nearly 70% of NYCHA’s housing stock was built over forty years ago.
 According to NYCHA, due to the aging infrastructure of its buildings and a history of capital funding shortfalls, the Authority will be faced with $13 billion in capital needs through 2015 that lack a source of funding. Plan NYCHA outlines a number of initiatives the Authority will undertake to address its capital needs and preserve the public housing asset. To address capital needs Plan NYCHA states that the Authority will begin undertaking a Physical Needs Assessment that will be used to help redesign NYCHA’s capital plan by giving a higher need and priority to capital work that is urgently needed, such as elevator repair work.
 NYCHA has not completed a Physical Needs Assessment since 2006. 
In order to finance the capital work that Authority hopes to prioritize, the Plan states that NYCHA will seek out various funding options, including in the short term the United States Department of Housing and Urban Development’s (HUD) Capital Fund Financing Program (CFFP). CFFP allows Public Housing Authorities to borrow private capital to make improvements and pledge a portion of the Authority’s future year annual Capital Funds to make debt service payments for either a bond or conventional bank loan transaction.
 NYCHA previously utilized the CFFP in 2005 when it used proceeds from a two-part $600 Million bond sale issued by the New York City Housing Development Corporation (HDC) to conduct exterior façade work and major systems replacements throughout the developments.
 The Plan does not include information regarding how much capital the Authority will be seeking to raise through future participation in the CFFP.  
Looking more towards long-term financing options, NYCHA plans to work with the Department of Housing Preservation and Development (HPD) and the Department of City Planning (DCP) to use inclusionary zoning which allows developers to increase the height of their buildings if in the future they help to “preserve existing public housing units.”
 Additionally, NYCHA hopes to sell land and air rights at existing NYCHA developments to create additional funding for capital improvements. NYCHA also hopes to use “creative funding solutions” such as money from private investors, tax credits and mixed-finance transactions to raise additional money for capital repairs.
  As with CFFP participation no specific information regarding inclusionary zoning, land and air rights, or creative funding solutions is provided for in the Plan.  

2. Develop New Mixed-Use, Mixed-Income Housing and Resources

Plan NYCHA recognizes the need for more affordable housing to be built in New York City and sets forth a goal to build affordable and mixed-income housing along with commercial buildings on NYCHA land.
  Additionally, the Authority hopes to promulgate an actual “long-term plan” for development on NYCHA owned land. The Authority currently has a number of projects underway that are using a mixed-finance model for the development of NYCHA owned property. Examples of such projects have taken place at Prospect Plaza, and Randolph Houses.
 
3. Ensure Financial Stability

NYCHA hopes to eradicate its fiscal deficit by creating new funding sources and
maximizing its largest funding source, the federal government, by enrolling in three HUD programs: the Rental Assistance Demonstration (RAD) pilot, Hope VI, and Moving to Work. Under the RAD pilot PHA’s can apply to HUD to convert their funding source from the federal Public Housing operating and capital dollars into a Section 8 Project Based Voucher (PBV) contract or a Section 8 Project Based Rental Assistance (PBRA) contract.
 Hope VI allows Public Housing Authorities (PHA) with “severely distressed” public housing to apply for funding from HUD, which can be leveraged with other private money to be utilized to make capital repairs.
  Under the Moving to Work (MTW) program, PHA’s are granted 
flexibility to design and test various approaches for providing and administering housing assistance that accomplish three primary goals… 

reducing cost and achieve greater costs effectiveness in Federal expenditures…give incentives to families with children where the head of household is working, is seeking work, or is preparing for work by participating in job training, educational programs, or programs that assist people to obtain employment and become economically self-sufficient [and],… increasing housing choices for low-income families.

NYCHA supports the MTW program because of the financial flexibility it provides to Authorities by allowing the comingling of federal funds received through different programs.
 The Authority had previously considering applying for the MTW program as part of the 2006 Plan to Preserve Public Housing.
 

As part of its efforts to find new revenue sources the Authority would also like to allow for the sale of parking spaces at a market-rate for non-NYCHA residents, explore the opportunity of allowing advertising on NYCHA property and coordinate with the Department of Sanitation to create a revenue stream from “aggressive recycling” practices.
 No specific mention of how much revenue NYCHA expects to receive from such new revenue sources was made available in the Plan. 
4. Expedite Maintenance and Repairs 

According to Plan NYCHA, residents have stated that the most unpleasant aspect of living in NYCHA is the length of time it takes for a repair to be completed.
  As a result of this dissatisfaction, the Authority has admitted the need to provide repair and maintenance in a timelier manner. In order to effectuate this goal NYCHA has indicated that it will hire temporary construction trade workers, and use such trade workers for multiple construction jobs which would ordinarily require a separate worker. The Authority also hopes to “focus” on the nearly 10,000 apartments with requests for repair work, not scheduled to be completed until 2014 and dedicate nearly $50 million of its own budget over the course of the next five fiscal years for repairs.
 NYCHA will also analyze current maintenance and repair processes to implement improvements in the procedure. 
5. Strengthen the Frontline 


In recent years the Authority has laid off staff due to its ongoing budget deficits.
 In an effort to combat such reductions in staffing levels the Authority hopes to add 100 “frontline employees” and initiate a “small-scale” pilot project to determine how an “outsourced private management company” would perform if given the opportunity to manage a NYCHA development.
 NYCHA has indicated that other PHA’s utilize such private management companies.
 In February the Speaker of the City Council, Christine Quinn, along with NYCHA announced $10 million capital allotment from the Council to help the Authority hire and train NYCHA residents to do rapid repair work in developments throughout the City. 
6. Improve Safety and Security 


According to Plan NYCHA, more than seventy-five percent of NYCHA public housing residents surveyed indicated that they were very or somewhat fearful of crime in their developments.
 In December of 2009 NYCHA convened a Safety and Security Task Force (Task Force) whose mission it was to “review the policies and procedures that govern the conduct of the relationship between the residents, NYCHA, and the police”, in an effort to “improve safety in NYCHA developments and the quality of life of the residents.”
 One of the findings of the Task Force was that a need existed for NYCHA to make improvements to NYCHA’s physical security infrastructure.
 Plan NYCHA builds on the Safety and Security Task Force findings by committing to the installation of a layered access control system in certain prioritized developments and attempting to secure additional funding for the eventual installation of layered access at all 334 developments.
 NYCHA also commits to working to improve the resident/police officer relationship and providing additional training to Resident Watch teams in the Plan. 
7. Optimize Apartment Usage and Ensure Rental Equity 

Plan NYCHA provides that there are more than 55,000 “under-occupied” apartments in NYCHA where the number of residents in the household is more than the number of bedrooms. To address the under-occupied issue the Authority proposes increasing the transfer of residents from over-occupied units into units that are suited to accommodate their family size. 
The Authority also points out in the Plan that approximately 33% of NYCHA residents pay less than 30% of their income towards rent.
 Residents that make the most money pay the least percent of their income in rent to NYCHA. Almost a third of NYCHA residents pay only 20% of their income towards rent, and the highest paid residents pay less than 15% of their income. To address this the Authority has proposed a “phased-in” rent increase for residents paying less than 30% of their income towards rent.
 
Additionally, the Authority hopes to increase the amount of residents transitioning out of public housing by providing residents living in under-occupied units with Section 8 vouchers, increasing the number of higher-income families transitioning to homeownership and private housing, and attempting to match unrelated residents who would be willing to share a multi-bedroom apartment.
 

8. Connect Residents and Communities to Critical Services

According to NYCHA, approximately $63 million in annual operating subsidies is spent on social services for residents.
  NYCHA has indicated that the Authority needs to “collaborate with new and existing partners” with respect to the provision of social services since the approximately $63 million spent by NYCHA annually is money that could be used to “… support maintenance of apartments and buildings.”
 Plan NYCHA states that the Authority will assess which social services are not producing the desired outcomes and initiate a “more sustainable model” to fund such social services.
 It will also work with the city’s Human Resources Administration (HRA) to expand the Jobs Plus program and improve and expand upon its own existing efforts to hire and train residents for work at NYCHA and with NYCHA contractors. 
9. Excel in Costumer Service 

Results from a “customer service satisfaction” indicated to the Authority that more could be done to communicate with residents and such communication must be done in a way which “acknowledges the multi-lingual and multi-cultural diversity of NYCHA’s customers.”
 To that end the Authority hopes to allow required forms to be completed online and seek providers who could provide “affordable access to broadband Internet services.”
   

10. Create a High-Performing NYCHA

NYCHA has reported that there is a lack of communication between the senior staff at the Authority and front-line workers.  In order to improve communication between departments NYCHA has indicated that it will use data-based performance metrics to “drive results and performance” and will seek to become a “well-managed, high-performing organization.”
 
Issues and Concerns
Residents, tenant advocates, and many elected officials, including Council Members, are extremely concerned about a number of the initiatives outlined by the Authority in its Plan NYCHA and the lack of detail provided regarding how far along the Authority is in its pursuit of certain plans. Below is a discussion of some of those concerns.
One of the initiatives that has most concerned resident leaders and advocates is NYCHA’s plan to apply to HUD in order to become a Moving-to-Work Program. The Moving-to-Work Program would allow NYCHA to comingle and maximize federal funds in a manner it is currently not able to do. However, Moving-to-Work Public Housing Authorities are also allowed to waive certain federal statutes and regulations once they are approved by HUD. For example, other Moving-to-Work Authorities have placed time limits on public housing tenancy, instituted work requirements for residents, and done away with Tenant Participation Programs. The Authority has indicated that it is only interested in the funding flexibility that is provided in the MTW program and not any of the other changes made by other Authorities. However, once an Authority is in the MTW program it can implement any of the changes allowed. Residents and advocates are concerned about the permanency of any agreement that would be reached regarding NYCHA’s possible transition to a MTW Authority. 
Another area of concern to residents and advocates is NYCHA’s plan to encourage higher income families to transition out of public housing. NYCHA currently has a ceiling rent policy which was implemented to keep families in the community in the late 1980s. The ceiling rent policy allowed families making a certain amount of money to pay less than 30% of their income in rent. In Plan NYCHA the Authority is proposing to phase out the ceiling rent policy and require all families, regardless of their income to pay 30%. 

NYCHA’s interest in applying for the HUD Rental Assistance Demonstration Program also raises a number of concerns that are not addressed in Plan NYCHA. Specifically, NYCHA should explain the role it will play in the ownership and management of developments that are converted to time-limited project-based rental assistance projects under the Rental Assistance Demonstration Program. More information must also be provided regarding how far along NYCHA is in the application process to be included in the program. 
Other initiatives, such as the use of inclusionary zoning and the sale of air and land rights to raise money also present concerns. In particular there is no detailed discussion of how such rights can be transferred and no mention is made regarding NYCHA’s own internal study of the amount of such resources available. 

The committee expects to hear testimony from NYCHA representatives regarding each of the ten imperatives set forth in Plan NYCHA, as well as from tenants, resident association leaders, and advocacy groups such as the Legal Aid Society, the Community Service Society and Community Voices Heard regarding their reactions to the initiatives set forth in the Plan and their participation in the Plan’s formation. 
� See NYCHA’s Fact Sheet, available at � HYPERLINK "http://www.nyc.gov/html/nycha/html/about/factsheet.shtml" �http://www.nyc.gov/html/nycha/html/about/factsheet.shtml�  In March 2010, the New York City Housing Authority was successful in getting the U.S. Department of Housing and Urban Development’s (HUD) approval to complete the Federalization of 21 former City and State NYCHA developments, with more than 20,000 housing units. In order to qualify for ongoing federal subsidies through a Mixed-Finance Modernization Plan, the developments were sold to an entity created and controlled by NYCHA.” Additionally, see Report of the Council’s Committee on Public Housing, Oversight: The New York City Housing Authority’s Mixed Finance Modernization Plan, hearing held on March 1, 2010.
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� See NYCHA’s Fact Sheet available at http://www.nyc.gov/html/nycha/html/about/factsheet.shtml
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� See Plan NYCHA: A Roadmap for Preservation, pages 4 and 5, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf�


� See NYCHA Completes Groundbreaking Effort for Resident Input, available at � HYPERLINK "http://www.nyc.gov/html/nycha/html/news/ppph_res_input.shtml" �http://www.nyc.gov/html/nycha/html/news/ppph_res_input.shtml�. NYCHA also reports that the focus groups were conducted under the direction of a research organization. Additionally, Section 8 is a Federal program that allows low-income families to live in market rate housing and pay 30% of their income for rent pursuant to 42 U.S.C.§1437f.


� See Plan NYCHA: A Roadmap for Preservation, pgs 5 and 6, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf�
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� Id. at 12


� See HUD Office of Public and Indian Housing Capital Fund Finance Program, available at � HYPERLINK "http://portal.hud.gov/hudportal/HUD?src=/program_offices/public_indian_housing/programs/ph/capfund/cffp" �http://portal.hud.gov/hudportal/HUD?src=/program_offices/public_indian_housing/programs/ph/capfund/cffp�.


� See Mayor Michael R. Bloomberg, Housing Authority Chairman Tino Hernandez, and Housing Development Corporation President Emily Yossouf announce $2 Billion for Modernizing and Preserving City Public Housing: $600 Million in Bonds to be issued on Behalf of City’s Housing Authority, available at � HYPERLINK "http://www.nyc.gov/portal/site/nycgov/menuitem.c0935b9a57bb4ef3daf2f1c701c789a0/index.jsp?pageID=mayor_press_release&catID=1194&doc_name=http%3A%2F%2Fwww.nyc.gov%2Fhtml%2Fom%2Fhtml%2F2005a%2Fpr050-05.html&cc=unused1978&rc=1194&ndi=1" �http://www.nyc.gov/portal/site/nycgov/menuitem.c0935b9a57bb4ef3daf2f1c701c789a0/index.jsp?pageID=mayor_press_release&catID=1194&doc_name=http%3A%2F%2Fwww.nyc.gov%2Fhtml%2Fom%2Fhtml%2F2005a%2Fpr050-05.html&cc=unused1978&rc=1194&ndi=1� 


� See Plan NYCHA: A Roadmap for Preservation, page 17, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf�


� Pursuant to federal regulations promulgated in accordance with Quality Housing and Work Responsibility Act of 1998, PHAs may apply to HUD to undertake mixed-finance transactions.  Pursuant to federal regulations found at 24 CFR § 941(f), mixed financing allows a PHA to use a combination of private financing and public housing development funds to develop public housing units owned by an entity other than the PHA. A complete list of the requirements for a mixed-finance proposal can be found at 24 CFR § 941.606. 


� See Plan NYCHA: A Roadmap for Preservation, page 17, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf�


� See Plan NYCHA: A Roadmap for Preservation, pages 15 and 16, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf�


� See H. R. 2112—122 Title II of Division C of the Consolidated and Further Continuing Appropriations Act, 2012.


� See About HOPE VI, available at � HYPERLINK "http://portal.hud.gov/hudportal/HUD?src=/program_offices/public_indian_housing/programs/ph/hope6/about" �http://portal.hud.gov/hudportal/HUD?src=/program_offices/public_indian_housing/programs/ph/hope6/about�


� See HUD’s Moving to Work (MTW) Frequently Asked Questions available at, � HYPERLINK "http://www.hud.gov/offices/pih/programs/ph/mtw/faq.cfm" �http://www.hud.gov/offices/pih/programs/ph/mtw/faq.cfm�.


� See Plan NYCHA: A Roadmap for Preservation, page 19, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf�


� See NYCHA, Plan to Preserve Public Housing available at � HYPERLINK "http://home2.nyc.gov/html/nycha/downloads/pdf/ppph-eng.pdf" �http://home2.nyc.gov/html/nycha/downloads/pdf/ppph-eng.pdf�


� See Plan NYCHA: A Roadmap for Preservation, page 20, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf�


� Id at 22.  Cara Buckley, Public Housing Repairs Can’t Keep Pace With Need.  The New York Times, available at � HYPERLINK "http://www.nytimes.com/2010/10/25/nyregion/25repairs.html?ref=newyorkcityhousingauthority" �http://www.nytimes.com/2010/10/25/nyregion/25repairs.html?ref=newyorkcityhousingauthority�  


� See Plan NYCHA: A Roadmap for Preservation, page 23, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf� .  See, additionally,  In State of the City Address Speaker Quinn Outlines Plan to Strengthen New York City’s Community, available at � HYPERLINK "http://council.nyc.gov/html/releases/2012socrelease.shtml" �http://council.nyc.gov/html/releases/2012socrelease.shtml�  New York City Council Speaker Christine C. Quinn stated that the City Council will provide $10 Million in funding to help expedite 100,000 outstanding repair requests and hire 176 residents as  trades workers at NYCHA..  


� See Plan NYCHA: A Roadmap for Preservation, page 25, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf� .   
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�  Id at 26.


� See NYCHA Announces its Safety and Security Task Force, available at � HYPERLINK "http://home.nyc.gov/html/nycha/downloads/pdf/pr_mar10_2.pdf" �http://home.nyc.gov/html/nycha/downloads/pdf/pr_mar10_2.pdf�.


� See Plan NYCHA: A Roadmap for Preservation, page 27, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf� .   
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� Id at 30.


� See Plan NYCHA: A Roadmap for Preservation, pages 30 and 31, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf� .   
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� Id at 33.
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� Id at 34.


� See Plan NYCHA: A Roadmap for Preservation, page 36, available at � HYPERLINK "http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf" �http://www.nyc.gov/html/nycha/downloads/pdf/plan-nycha.pdf� .   


� Id at 37.


� Id at 40.
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