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From HOT MESS to HOTMA: 
 

How PHFA successfully navigated the challenge of understanding and 

simplifying the complexifies of affordable housing program changes by 

creafing an easy-to-use HOTMA Matrix and a one-stop-shop for HOTMA 

Resources on PHFA.org 
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Background 

The Housing Opportunity Through Modernizafion Act of 2016 was enacted on July 29, 2016.  Title I of 

the Act contains 14 secfions affecfing Public Housing and Secfion 8 Rental Assistance Programs, with 

perfinent Secfions 102, 103, and 104 detailed on pages 6-16 of the Act.  The HOTMA Final Rule 

implemenfing Secfions 102, 103, and 104 was published on February 14, 2023, totaling 77 pages.  HUD 

issued implementafion guidance via Nofice H 2023-10 on September 29, 2023, totaling 129 pages.  

That’s a whopping 217 pages of law, rules, regulafions, and guidance published across mulfiple sites.   

Innovafive 

In an effort to befter understand HOTMA, PHFA’s Manager of Project Operafions created a matrix as a 

self-help tool to visualize the changes to our Tax Credit, HOME, and Housing Trust Fund (HTF) programs.  

And thus, the HOTMA Matrix – PHFA Policies tool was born.  She collaborated with a team of PHFA staff 

to condense and clarify the overwhelming text spanning 217 pages into a 6-page, easy-to-read matrix.  

Policies pertaining to our funding sources can be verified at-a-glance.  PHFA also created a HOTMA 

Resources secfion on our website featuring important links, definifions, sample forms, and training 

resources.  The HOTMA Matrix and HOTMA Resources secfion was posted to our website September 15, 

2023, and periodic updates are made as new guidance is released.  PHFA is keenly aware that correctly 

interprefing and implemenfing the new HOTMA rules could promote the expansion of housing 

opportunifies for underserved communifies. 

Replicable 

Our HOTMA Matrix and Resources secfion can easily be replicated and can simplify any HFA’s HOTMA 

policies and procedures.  Virginia Housing used our HOTMA Matrix as a template to draft their own 

wriften program guidance. The HOTMA Resources secfion can be used as a template for other HFAs to 

publish and post HOTMA materials applicable to their state funding sources. 

Responding to a Management Challenge or Opportunity 

PHFA recognizes that HOTMA regulafions may be challenging to comprehend due to various funding 

sources and their specific requirements; as well as the difficulty of reading hundreds of pages to locate 

an answer can be overwhelming and fime consuming.  PHFA embraces these changes understanding 

that HOTMA could open the door to affordable housing for previously unqualified and underserved 

households.  We took this opportunity to update policies, organize resources and publish them to our 

website in an easy to locate, one-stop-shop HOTMA Resources secfion.  The Matrix and Resources 

secfion of our website is updated as changes are made to the HOTMA final rule; those changes are 

announced to our staff and housing partners accordingly.  In addifion to helping our Owners and Agents 

remain in compliance, the HOTMA Matrix also assists our staff during File and Management Audits as an 

easily accessible reference. 

 

source:%20https://www.phfa.org/forms/property_management/hotma_resources/policies_and_procedures/hotma-policies-matrix.pdf
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Achieve Measurable Improvements in Agency Operafions 

Since creafing, publishing, and updafing our HOTMA Matrix and HOTMA Resources secfion, staff have 

seen a reducfion in HOTMA inquiries from our external partners.  PHFA’s Manager of Tax Credit 

Compliance noted a 73% decrease in quesfions received via email.  Our Project Operafions team 

reported a similar stafisfic, nofing a 71% decrease.  In addifion to reducing quesfions, PHFA has received 

posifive feedback from Owners and Agents, Compliance Consultants and other HFA’s that are ufilizing 

our HOTMA Matrix and HOTMA Resources secfion.  Please see pages 9-10 in the Appendix for 

tesfimonials.   

Provide Benefits that Outweigh Costs 

Creafing our HOTMA Matrix and Resources secfion took our team about 15 hours to finalize, and the 

numerous benefits far outweigh the costs… not just for our staff but our external partners as well.  

Simplifying the complexifies of HOTMA affords our Owner and Agent partners a greater opportunity to 

stay in compliance and expand housing opportunifies for underserved communifies.  Referencing our 

tools for informafion saves fime and frustrafion – no more searching and scrolling hundreds of pages for 

answers.  We provide PHFA policy guidance at-a-glance and conveniently break down direcfives for our 

different program types.  Our website’s HOTMA Matrix and Resources secfion provides easy to access 

forms, trainings and other HOTMA resources in one convenient locafion on our website.  And because of 

PHFA’s strategic design of both the Matrix and Resources secfion of our website, it’s quick and easy for 

staff to make updates.   

Demonstrate Effecfive Use of Resources 

In June of 2023, a HOTMA dream team was assembled.  Combined, this team has decades of experience 

in affordable housing and extensive, comprehensive knowledge of the Low-Income Housing Tax Credits, 

HOME, and HTF programs.  The team aftended a mulfitude of HOTMA training sessions and parficipated 

in regular meefings to discuss and strategize policy changes and implementafion.  Compiling a team to 

gather and share informafion and brainstorm updates eliminated the potenfial burden to just one 

individual.  We pooled resources acquired from various HUD and notable consultant trainings and 

incorporated them in our HOTMA Resources secfion.   

Achieve Strategic Objecfives 

PHFA achieved many of our strategic objecfives by creafing and publishing to our website the HOTMA 

Matrix – PHFA Policies and HOTMA Resources secfion.  Objecfives include: 

1. Assisfing Owners and Management Agents to achieve program compliance by providing helpful, 

easy-to-use tools necessary to navigate HOTMA’s sweeping and challenging changes. 

2. Confinuing to be good partners to our Owners, Agents, and fellow HFA’s by sharing our 

knowledge and materials.   

3. Creafing efficiencies for PHFA staff to be effecfive stewards of program compliance.   

4. Expanding housing opportunifies for households and communifies of color and other historically 

underserved groups by comprehending, promofing, and implemenfing HOTMA policies.  
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Appendix 

HOTMA Dream Team Members: 

Heather Black, Manager of Tax Credits Lisa Case, Manager of Project Operafions 

Khalifah Harding, Sr Housing Management Rep Samantha Casterline, Sr Housing Management Rep 

Lisa Uber, Sr Housing Management Rep Lisa Sanfiago, Housing Management Rep II 

Tina Chilla, Housing Management Rep I 

 

Source: 
hftps://www.phfa.org/forms/property_management/hotma_resources/policies_and_procedures/hotma

-policies-matrix.pdf 

 

HOTMA Matrix – PHFA Policies: 

 

 

https://www.phfa.org/forms/property_management/hotma_resources/policies_and_procedures/hotma-policies-matrix.pdf
https://www.phfa.org/forms/property_management/hotma_resources/policies_and_procedures/hotma-policies-matrix.pdf
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HOTMA Resource Secfion 

 

 

https://www.phfa.org/mhp/propertymanagement/
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Tesfimonials 

1. Befte Newcomer, Director of Compliance, M&L Compliance Management: 

 

 

 

2.  Carol Krusey, Compliance Analyst, Pennrose: 
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3. Erica Efterling, Rental Compliance Support Manager, Virginia Housing: 

 


