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INTERESTED 
RESIDENTS TO 
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1. Organizing your 
group
Defining organizing
Different types of groups

“Models of 
Ownership” 
training
Getting ready to train

Setting expectations
From fighting landlord to 

building together

Predevelopment
Construction
Co-op conversion

Milestones to co -
op conversion

Modeling co -op 
behavior

3. 4.

2.

5. Tenant petition Q&A6.
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Organizing is leadership that enables 
people to turn the resources they have
into the power they need to make the 

change they want , together. 
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ORGANIZING RESIDENTS

What are our shared goals?

How will we  work toge the r?

What role s  will we  p lay?

What do we  e xpe c t from e ac h othe r?
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Board of Directors

HDFC Shareholders

ManagerAccountant Super
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UHAB purchases the 
building on behalf of the 

tenants

Emergency repairs 
made to bring building 

up to code, or 
beginning of tenant 

relocation

Buildings get 
comprehensive 

repairs - likely a gut 
rehab

Creation of 
HDFC Co-op



MILESTONES TO CO-OP CONVERSION

1.Pre de ve lopme nt pe riod  
2 .Cons truc tion pe riod
3 .Co- op  c onve rs ion pe riod

(Mile s tone s  for the  de ve lope r a re  in ye llow on 
the  ne xt thre e  s lide s .)
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PREDEVELOPMENT
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Milestone Training Needed Technical Assistance Needed

"Resident Group" or formal Resident 
Association is formed

Training: What is a Co -op?
leads "visioning" session:  What kind of a co -op do we want?  What steps are 
necessary to get there?

Resident Group meetings held and 
minutes created, circulated

Training: Resident Association Roles 
and Responsibilities

assists with the "Expression of Interest" petition

Building Stabilization Plan developed 
and implemented as needed

Training:  Co -op Documents Intro
assists Resident Group / Assoc to distribute apartment condition surveys, 
analyze results and communicate those to developer

Resident Relocation Plan developed 
and implemented as needed

Training: Understanding By -Laws advises residents on the appropriate use , and/or amendment of  the by - laws.

Residents review and understand 
construction scope

Training: Effective Meetings and 
Participation

helps arrange and attend a meeting with developer and architect to review the 
scope of work

Resident Group/Association 
establishes Construction Committee

helps arrange a meeting with developer and property manager  to review the 
relocation plan for renovation

helps arrange a meeting with developer and property manager  to review the 
building stabilization plan for immediately hazardous conditions

coaches construction committee, attends some construction walk - throughs 
with the developer, architect, and contractor as needed



CONSTRUCTION
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Milestone Training Needed Technical Assistance Needed

Resident Assoc board is elected facilitate first election, helps new Board choose its officers

Board selects officers
Training: Understanding the Development 
Process

coaches board to prepare for and chair meetings; coaches secy to circulate minutes

Training placeholder:  Co -op Docs XXX 
Government Agreement

assists Board and leaders to maintain the operation of the Resident Association even though 
residents may be scattered by relocation

Construction loan is closed
Training: Working with Manager and Reading 
Management Reports

convenes regular meetings to update Board (via developer) on the status of construction 
work

Tenants move out for renovation to 
begin

Training: Developing Policy
assists to create newsletters or eblasts, etc., helps Board to schedule regular Resident 
Association meetings for updates on progress of construction, promote attendance at 
trainings, etc.

Construction starts Training: House Rules
assists Resident Assoc to review current management reports, including budget - to-actuals, 
rent collections and operating expenses

Substantial completion Training: Budgeting for your Co -op
convenes a Resident Association meeting to explain rent restructuring, section 8 subsidy if 
available, other individual rental assistance as relevant

Residents move back to renovated 
units

assists residents with moves back to renovated units and restoring individuial utility services

Rents are restructured in anticipation 
of the co -op's operating budget needs

assists residents and Resident Association with any conditions issues in rehabbed apartments

assists residents to comply with governmental requirements for Section 8 or other available 
rental support



CO-OP CONVERSION
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Milestone Training Needed Technical Assistance Needed

Co-op Offering Plan is approved 
(by relevant municipal or state 
authority)

Training: Shareholder Education
assists Resident Assoc to form a Shareholder Selection 
Committee (if relevant)

Permanent financing loan is 
closed

Training: New Resident Selection
assists the Resident Association to form a Maintenance and 
Repair Committee

Insiders purchase shares Training: Who Represents Us? answers questions about co -op conversion

Vacant units sold
Training: Steps to Cooperative 
Conversion

assists Board to find an attorney to represent the Association 
through the conversion

Co-op Plan is officially declared 
"Effective"

Training: Who Fixes What?
offers to help developer walk residents through sales formalities 
(Purchase Agreements and Purchaser Affidavits, etc.)

Residents assume control of co -
op

facilitates the co -op's first organizational meeting, assists 
developer or sponsor to distribute shares and to schedule first 
election of shareholder Board



MODELING CO-OP BEHAVIOR
Resident Association election uses corporate format: residents vote for their Board 
and  the  Board  c hoos e s  its  offic e rs

● Ele c tion follows  proje c te d  c o- op  c orpora tion bylaws :
○ Prope r e le c tion notic e  is  g ive n
○ “Good Standing” is  re quire d  to  vote  or be  on the  ba llot
○ A quorum is  re quire d  for the  e le c tion
○ If p roxie s  a re  a llowe d, the  proxy proc e dure  is  followe d

● Board  s e ts  up  c ommitte e s  a s  ne e de d
○ Committe e s  advis e  the  Board

● Board  ac ts  a s  re pre s e nta tive  body for re s ide nts
○ Board  me e ts  with prope rty manage r re gula rly 
○ Board  is  lia is on be twe e n re s ide nts  and  de ve lope r a s  c o- op  c onve rs ion proc e e ds

● Role  of de ve lope r  /  “pe ople  de ve lopme nt”
○ Inc re as ing  #  of le ade rs , e xpanding  the ir vie w of the ir powe r, c re a ting  opportunitie s  for  

involve me nt
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TENANT 
PETITION 
AND MOU
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ISSUES FOR THE MOU
The sponsor/developer must address how deeply it plans to engage 
the  Re s ide nt As s oc  during  re nova tion and  c o- op  c onve rs ion in the  
MOU. Will it:

● Only work with le nde rs  who will work with the  Re s ide nt As s oc ?
● Only work with c ontrac tors , a rc hite c ts , e tc . who will work with the  

Re s ide nt As s oc ?
● Only e nte r into c ontrac ts , agre e me nts , loans , e tc . with approva l of 

Re s ide nt As s oc ?
● Dire c t pe ople /bus ine s s e s /c ontrac tors  e tc . to  re ga rd  the  Re s ide nt 

As s oc  as  the ir c lie nt?
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THANK YOU
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Arielle Hersh, Director of Policy & New Projects
hersh@uhab.org 212-479 -3321

@u.h.a.b @uhab

mailto:hersh@uhab.org
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