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4. Management Plan 
 
a. Target Market 

The real estate market in North-Central Massachusetts has become heated. The 
Westminster rental market is tight, with many apartments not affordable.  

The marketing study required to be done by a licensed and qualified appraiser as part of the 
LIHTC application process will, among other things, establish market rents, based on rents 
at comparable properties, and provide demographic information for the area. Our 
marketing will target households meeting the income requirements and for whom we 
expect to have an apartment of the proper size. Special effort will be made to reach the 
racial and ethnic groups that are least likely to apply for an apartment at the Westminster 
Senior Residences. We anticipate that the primary market area will be the town of 
Westminster and that the secondary market area will be the abutting towns of Fitchburg, 
Leominster, Princeton, Hubbardston, Gardner and Ashburnham. There will be a residency 
preference for residents of Westminster for the maximum number of units allowed under 
the various regulatory programs. We believe the residency preference could cover 70% of 
the units.  Most marketing will be targeted to the primary market, but some will be 
targeted to the larger secondary market.  

Utilizing demographic data such as that found in the LIHTC market study, an Affirmative 
Fair Housing Marketing Plan will be completed in the HUD format. It will identify 
populations least likely to apply for the housing without special outreach efforts and will 
identify such outreach efforts.  

Press releases will be sent out. A for rent sign will be erected. Notice of availability of an 
affordable rental housing lottery will be delivered to Town Hall, local houses of worship, 
the Public Library and other locations at which we might be able to reach our senior, 
income-qualified population. Community organizations, municipal departments and social 
service agencies that might deal with helping people to find housing will also be notified. 
The apartments will be listed for rent in local news sources such as the 
Fitchburg/Leominster Sentinel and Enterprise. The rentals will be listed with online sites 
such as affordablehousingonline.com, craigslist.org and perhaps a general site such as 
apartments.com. The accessible units will be posted with MassAccess, the accessible 
housing registry. 

 

 

 



 

 
b. Management 

The successful management of any residential community requires a management strategy 
that recognizes the specific challenges facing each neighborhood and its residents. We 
understand the complexities of managing affordable housing.  We get involved with 
residents of diverse backgrounds, both to help them advance their dreams and to address 
issues that arise before they become real problems. We are committed to creating a strong 
sense of community and a great place to call home. Frequent staff trainings focus on best 
practices in the industry.  Our high management standards and top notch services to 
residents often make affordable properties appear indistinguishable from market rate and 
even luxury developments -- even within tight budgetary limits.  

Our property management services include astute marketing, careful tenant selection, 
efficient operation, prompt and preventive maintenance, strict compliance with 
affordability requirements, tight financial management and cost-effective resident services. 

The management strategy becomes embodied in a sound Management Plan (the “Plan”), 
which becomes an attachment to the Management Agreement between the owner and the 
agent and remains in effect throughout the affordability period. The Plan will comply with 
all applicable federal, state, and local laws. The following is an outline of what will be in the 
Plan:  

a) Property Description  
1. Name of owner  
2. Name and location of property  
3. Number of units by bedroom size  
4. Type of construction (i.e., new construction)  
5. Building type (i.e., garden style)  
6. Occupancy type: Senior 
7. Occupancy standards (the minimum/maximum number of persons per unit, as 
set forth in the Tenant Selection Plan)  

b) Management Company Organization  
1. CCD is committed to providing employment, contracting opportunities and 
housing to local residents, minorities and women, and we encourage our outside 
team members to do so as well. Company's hiring policies, which are in 
conformance with applicable equal opportunity requirements of local, state, and 
federal laws and Section 3.  
2. CCD will not discriminate on the basis of race, color, religious creed, ancestry, 
gender, sexual orientation, age, disability, national origin, or any other basis 
prohibited by law. 
3. CCD's organizational culture emphasizes: 

a. Promote the Company values of: integrity, trust, respect for employees 
 
 



 
 
and residents, passion for providing high quality developments and 
services for residents of all incomes, innovative deal structuring and 
financing, working smart, open communication, and sustainability;  

b. Foster a supportive, team-oriented work environment that encourages 
the growth and development of employees; and 

c. Offer employees an opportunity to contribute directly to the Company's 
goals, accompanied by clear performance objectives and the responsibility 
for delivering, along with rewards for exceptional results. 

c) Site Staffing: 
• Job descriptions (including number of hours worked per week for each position) 

 Site manager (24 hours per week) 

 Maintenance technician (24 hours per week) 
• Employee Policies  
• Training methods for site employees  
• Methods of monitoring performance and accountability of site staff  
• Employee grievance procedures  
• Reasonable Accommodations policy for disabled employees 

d) Security:  
• Build community and communication among the management staff, residents, 
local police, and relevant local agencies.  
• Neighborhood watch 
• Key control via key fobs or cards 
• Rules enforcement policies 

 Adherence to rules a condition of lease  

 Not permitting minor infractions, which can lead to a culture of ignoring 
more serious rules. 

 Evictions for nonpayment and other causes 
• Emergency preparedness procedures and the chain of person(s) responsible in the 
event of an emergency, starting with the site manager up to the president.  
• Monitored surveillance cameras at entryways, corridors, other common areas and 
exterior. 
• Security guard company - as and if needed, and (only) for as long as needed 

 Vary the hours of the shifts 

 Coordinate with police presence 
e) Marketing  

1. Refer to the Affirmative Fair Housing Marketing Plan, which is incorporated 
herein. 
 
 
 



 
 
 
2. Document and monitor the effectiveness of the marketing efforts. 

f) Tenant Selection: Refer to the Tenant Selection Plan, which is incorporated herein. 
 
Case Study: Turnaround 
 
We have had experience managing a wide variety of properties: rural, suburban and urban; 
elderly and family; affordable, mixed-income and market; rental and condominium; new 
and old. Each property has different needs – in the case of security, some need frequent 
security coverage while others need it seldom or not at all -- and those needs vary over 
time, with the quality of management, changes in the neighborhood and the particular 
population of tenants. We don’t anticipate having significant security concerns at the 
Westminster Senior Residences, but include this case study to give you a sense of our 
management approach.  
 
A few years ago, while at The Community Builders, I was asked to evaluate a property in a 
dangerous neighborhood in New Haven. The property had been nothing but problems and 
the leadership team thought the property should be sold.  
 
The neighborhood had for a long time been experiencing gang violence, drug dealing and 
prostitution. Shortly after I got involved with the property, a 5-year-old boy was shot by a 
gang member aiming for the boy's father. (Fortunately, the boy survived.) The property 
consisted of thirty small buildings scattered over several city blocks, intermingled with 
buildings owned by others: it was thus very hard to secure. After meeting with staff, 
residents, city officials, police and neighborhood stakeholders, I recommended keeping the 
property. I then devised and implemented a plan to turn things around. Here are some of 
the steps we took: 

 Repair relations with city hall and the police department, which had been long 
neglected. 

 Cooperate closely with the police by: 
o keeping them informed of problems at our properties and in the 

neighborhood; 
o giving them keys to the outside doors of the buildings, so they could go inside 

after drug dealers 
o hiring off duty police as security guards for several shifts a week; the hours of 

the shifts varied so that criminal elements would never know when they were 
coming; 

o allowing the police to make regular use of the community room when they 
needed access to a computer for monitoring street cameras while in the field. 

 
 
 



 
 
 
As a result, the police were much more responsive when we or our tenants called. 

 Replaced the site manager and other staff, instead hiring qualified professionals with 
ties to the neighborhood. 

 Hired a retired policeman, well respected in the city, to serve as our head of 
resident services and security (this involved some creative adjustments to the 
operating budget). 

 Management staff and I got involved with community groups, listening to their 
concerns and letting them know what we were doing to improve things. 

 Convinced The Community Builders, as owner of the property, to front $100,000 
for a series of small but important improvements at the property. 

  Installed strong metal rail fencing (similar to wrought iron) in the front of each 
property to create an identity and separate the private space from the public -- a 
psychological barrier to keep out those who didn't belong. 

 Installed tall fencing at the rear of some of the properties to cut off escape routes 
(we didn't do all owing to budgetary limits). 

 Got HUD approval to add a working families preference to the Tenant Selection 
Plan, enabling us to exclude households where no one was working, in order to 
reduce the number of people loitering at the property. (This did not, however, 
exclude anyone who was elderly or disabled.) 

 Increased rules enforcement, including eviction -- the worst tenants were the 
biggest breakers of the rules. 

 Got HUD to stop the rental subsidy for the worst rule breakers -- it might seem 
counter-intuitive to deliberately reduce the property's income, but this enabled us 
to evict the tenants for nonpayment of rent, which cut months off the eviction 
process. 

 Initiated daily cleanups outside the buildings, repainted the building entrances and 
did some plantings in the front of the property to show that the properties were 
now being cared for. 

 Removed some masonry projections from the front of a couple of buildings so they 
no longer provided convenient spaces to sit and loiter.  

 Got the tenants much more involved in caring for the property and ultimately got 
some of them to trust the police sufficiently that they were willing to call when 
there was something going on. 

 
 
 
 



 
 
 
The upshot was s considerable reduction in crime in the neighborhood, and at these 
buildings in particular. Things changed to the point that City Hall ultimately supported us 
in a successful LIHTC application so we could undertake much needed renovations to the 
buildings. Of course, the renovations included security enhancements, including monitored 
cameras, strengthened outside doors and frames, a key fob system and additional fencing. 
The property was awarded a National Communities of Quality Award for Outstanding 
Turnaround of a Troubled Property by the National Affordable Housing Management  
Association (NAHMA). 
 
The point here is that each property has its own needs -- security and otherwise -- which 
can be addressed by thoughtful attention to the roots of the problem and finding creative, 
out-of-the-box solutions. 
 
 
c. Lottery 

All prospective tenants will be given literature that describes the new apartments and the 
lottery and rental procedure, including the date of the lottery, as well as a rental application 
package. The site manager will be available at set times to answer questions about the 
apartments and how to complete the application. Management will perform an initial 
review of each application for completeness and eligibility: applicants with incomplete 
applications will be given a chance to complete them and applicants whose household 
income is above the relevant income limit will considered ineligible. The names of each 
eligible head of household who applied will be written onto a small card -- all cards should 
be identical (limit one per household). Everyone who applied, as well as any Town officials 
who would like to come, will be invited to the lottery drawing. The developer will 
designate a staff person to pull out the cards containing names in random order. Another 
staff person will record the name and the order in which it was drawn, and these applicants 
will be placed on the wait list in that order. This will continue until all cards have been 
drawn and recorded.  

All applicants will be notified of their number in the drawing. Staff will review and verify 
the applications starting with the lowest number (earliest drawn) for each type of 
apartment and each preference. Residents of Westminster will get a preference (as will be 
stated in the Tenant Selection Plan) that will cover the maximum number of units 
permitted by governmental funding sources (we believe that as many as 70% of the units 
may be allowed). If an application satisfies the qualifications in the Tenant Selection Plan, 
and there is a suitable apartment available for the applicant, the file is then sent 
electronically to A.J. Johnson, the Affordable Housing Monitoring Agent, for approval. 
Once A.J. Johnson has approved the application file, the new tenant is notified of her or his  

 

 



 

 

acceptance and a time is set to sign the lease, collect the money due and hand over the keys. 

Tenant Selection Plan: The TSP will be completed in the format approved by 
MassHousing. It will provide for the following: 

 Equal Opportunity: 
o Nondiscrimination  
o Reasonable accommodation policies for disabled residents 
o Reasonable steps to ensure that people with limited English proficiency 

have access to the housing at the Project 

 Eligibility for Occupancy: 
o Income eligibility (30% or 60% of AMI) 
o Age limit: anticipate that one household member must be at least 62 
o Safety, criminal behavior and suitability for residency 
o Accessible units have a preference for the disabled 

 Application Procedures: 
o Application completeness 
o Preferences required by funding and rental assistance programs, such as 

income targeting in connection with Section 8 and Section 811 Project 
Based Vouchers 

o Preference for residents of the Town of Westminster (anticipate 
preference for up to 70% of units) 

o Verification and screening of applications 
o Application review by affordable housing monitoring agent 
o Selection for admission 
o Denial of applications; notification to household 
o Consideration of mitigating circumstances 
o Appeal procedures  

 Maintenance of the waiting list:  
o Applications from eligible households will be placed on the waiting list 

based upon appropriate bedroom size and income tier. The application 
will be ranked first by the residency preference and then by the date the 
completed application is received. 

o The list will be checked and verified annually. 

 Unit Assignment and Leases 
 
 
 



 
 
 
o Number of persons (2) per bedroom; exceptions in connection with Fair 

Housing 
o Assignment of accessible units 
o Lease provisions 
o No smoking policy 
o One pet policy; removal of pet 
o Determination of tenant rents for assisted units (30% of income) 
o Internal transfers-based on change in family size 

 Recertification of Resident Incomes-annually 

 Termination of Tenancies 

 Resident Grievance Procedures 

 Attachments:  
o Eligibility criteria and occupancy standards 
o Blank rental application and associated forms 
o Blank lease and associated forms 
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5. Implementation Plan and Timetable 

a. Detailed Development Schedule 

If our team is designated as developer of the site, we will proceed on several tracks at 
once: 

 Due diligence: We will complete environmental, hazardous materials, title 
search and other due diligence. Our ability to proceed is, of course, contingent 
on good title. Note that the development budget contains $6,000 for 
environmental and hazardous material investigation, testing and reports.  

 Agreement with the Town of Westminster: negotiate and execute. 
 Design: We will advance the design in several stages: 

o Community process and permitting:  drawings for presentations and 
meetings with the community and before municipal boards and 
committees; 

o Finance: drawings and specifications required for the One Stop 
Application for Low Income Housing Tax Credits; and 

o Construction:  drawings and specifications for bidding, building permit 
and construction. 

 Community process and permitting: 
o Site plan approval 
o Design approval 
o Special permits or other zoning relief (possibly including a "friendly" 

40B) 
o Any other approvals needed 
o Building permit 

 Finance:  applications for each source of funds 
 

Once the financing is all committed, we will proceed to close on the purchase and the 
financing. Construction will start the day after closing. Some early construction 
activities, such as mobilization, might commence prior to closing, with the approval of 
the Town and the funders. Construction will last a year. Marketing activities will 
commence approximately four to six months prior to the anticipated completion of the 
buildings. Once the buildings are completed and certificates of occupancy are issued, 
approved tenants will begin moving in.  

Please see the Development Schedule on the next page. 

 



Commonwealth Community Developers Target Date

Development Schedule Worksheet

Westminster Senior Residences

Developer Designation and Site Control
Proposal submitted 8/17/2018
Interview with Selection Committee 9/15/2018
Negotiation 10/20/2018
Developer Designation vote of Selection Committee/authorized Board 10/25/2018
Execute Agreement with Town 10/31/2018
New name for project 11/10/2018

Site Investigation
Complete Phase I Environmental Site Assessment and hazmat due diligence 11/30/2018
Complete Phase II ESA if needed 12/31/2018
Complete preliminary title search 11/30/2018
Existing conditions survey with flood zone certification 11/30/2018
Geotechnical assessment 12/31/2018

Design
Enter into AIA contract with architect 11/5/2018
Complete drawings for entitlements 12/31/2018
Revise drawings if required by community process 4/30/2019
Design development 6/30/2019
Utility design 3/31/2019
Update cost estimate 7/20/2019
Energy usage analysis 5/31/2019
Value engineering 8/10/2019
Drawings and specifications for funding applications 10/15/2019
Complete Bid Set 7/31/2020
Complete permit set 10/31/2020
Complete Construction Documents 11/30/2020

Entitlements
Final determination of zoning relief required 11/30/2018
Apply for 40B site designation from MassHousing if needed 1/10/2019
Establish parameters of "Friendly" 40B with Town ‐ if required 1/20/2019
Meet with abutters 2/15/2019

Technical meeting with Town Department Heads 3/31/2019
Site plan approval 4/30/2019
Special permits other zoning relief 5/31/2019
40B comprehensive permit if required 8/31/2019
Building permit 11/15/2019

Financing
Select lender(s) to submit applications for construction and permanent mortgage loans 9/10/2019

Apply for construction and permanent mortgages 9/30/2019
Receive preliminary commitment letter from mortgage lender 11/5/2019
Submit pre‐application for 9% LIHTC and state AHTF funding 12/5/2019
Approval to submit application for 9% LIHTC and state AHTF funding 1/10/2020
Submit One Stop application for 9% LIHTC and state AHTF funding 2/15/2020
Award of 9% LIHTC and AHTF 7/31/2020
Carryover allocation

Organizational Documents
Create single purpose ownership entity 8/31/2020
Draft and execute initial operating / partnership agreement 8/31/2020



LIHTC Equity Financing
Obtain letter of intent from syndicator for LIHTC applications 1/15/2020
Solicit syndicator proposals 8/5/2020
Select syndicator 9/5/2020
Negotiate letter of intent 9/20/2020
Prepare and submit investor due diligence to syndicator 10/15/2020
Review and negotiate Partnership Agreement 11/30/2020

Project‐Based Subsidy
Apply for PBVs as part of One Stop application 2/15/2020
Award of Section 8 PBVs 7/31/2020
Enter into AHAP 8/31/2020
Enter into HAP Contract 12/15/2020

General Contractor Selection
Finalize front end specs 8/15/2020
Identify qualified contractors (particularly Delphi) 8/31/2020
Solicit bids 9/5/2020
Interview best Contractors, check references 10/15/2020
Select, notify and negotiate contract with selected GC 10/16/2020
Execute construction contract 11/15/2020

Closing
Review and negotiate all legal documents 11/15/2020
Closing statement and initial requisition 11/15/2020
Zoning and tax opinions 11/15/2020
Obtain insurance 11/30/2020
Close acquisition and financing 12/15/2020

Construction
Mobilize 11/25/2020
Submittals 12/30/2020
Begin construction 12/16/2020
Attain 50% completion 6/15/2021
Reach Substantial completion 12/15/2021
GC obtains Certificate of Occupancy 12/20/2021
As built plans 1/31/2022

Property Management and leasing
Update operating budget 10/31/2020
Finalize AFHMP, Mgmt Plan and TSP 10/31/2020
Develop leasing materials 7/31/2021
Initiate pre‐leasing efforts 8/31/2021
Lottery 11/15/2021
Property opens 12/25/2021
Continue lease‐up 1/15/2022
Reach 100% occupancy 2/15/2022
Stabilized Occupancy 5/31/2022

Accounting Submissions
10% Test 2/15/2021
Prepare and submit construction loan requisitions multiple
Assemble required documents and obtain equity drawdowns multiple
Cost certification 12/31/2021
Prepare and submit Form 8609 6/30/2022



 

 

b. Outline of Governmental or Regulatory Approvals 

The Project would require a Special Permit from the Zoning Board of Appeals to 
develop apartments in an R-1 zone, along with Site Plan Approval from the Planning 
Board. At this stage in the design process, it appears that the Project will not need relief 
from setback requirements or other zoning provisions, although that may change as the 
design advances. We prefer utilizing the Town’s conventional process rather than 
permitting through 40B. If the conventional process were unexpectedly delayed or 
interrupted, we would discuss with Town officials the possibility of pursuing a 
"Friendly" 40B Comprehensive Permit, or perhaps a 40B with support from the Board 
of Selectmen. As a matter of policy, we do not pursue 40B Comprehensive Permits 
without such community support. 
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