
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

6-Town 

Regional 

Shared 

Housing 

Services 

Office 
 
Funding provided by the  

District Local Technical Assistance 

program 

Prepared for the 

Towns of Lexington, Bedford, 

Concord, Lincoln, Sudbury, and 

Weston, Massachusetts 

Prepared by 
Metropolitan Area  

Planning Council 

60 Temple Place, 6th Floor 

Boston, Massachusetts 02111 

Tel (617) 451-2770 

www.mapc.org 



2 | P a g e  

 

Acknowledgements 

 

The 6-Town Regional Shared Housing Services program is the culmination of activities that 

began in 2009.  Thank you to all who participated throughout the process.  This project was 

undertaken with funds from the District Local Technical Assistance program.  The 

Metropolitan Area Planning Council wishes to express our thanks to the Governor and the 

members of the Legislature for their continued support and funding of this program.   

 

This report was produced by the Metropolitan Area Planning Council, professional technical 

assistance was provided by Jennifer Raitt, Project Manager and Chief Housing Planner; 

Jennifer Garcia, Legal Counsel; Steve Daly, Director, Municipal Governance; Joseph J. 

Domelowicz, Jr., Senior Municipal Services Coordinator; Josh Monahan, Municipal Services 

Coordinator, and Jennifer Erickson, Associate Planner. 

Metropolitan Area Planning Council 
Officers 
President: Michelle Ciccolo, Town of Hudson 

Vice President: Lynn Duncan, City of Salem 

Secretary: Marilyn Contreas, Department of Housing and Community Development 

Treasurer: Taber Keally, Town of Milton 

Thank you for the assistance and leadership of the following individuals: 

Town of Lexington    Town of Lincoln 
Carl Valente, Town Manager    Timothy Higgins, Town Administrator 
 

Town of Bedford     Town of Sudbury 
Richard Reed, Town Manager   Maureen Valente, Town Manager 

 

Town of Concord     Town of Weston 
Christopher Whalen, Town Manager  Donna VanderClock, Town Manager 

Zoe Puice, Bedford; Lisa Mustapich, Bedford; Ellis Kriesberg, Bedford; Jessica Porter, 

Bedford; Christina Wilgren, Bedford; Linda Prosnitz, Bedford; Lara Kritzer, Concord; Elisabeth 

Elden, Concord; Don Lashley, Concord; David Hale, Concord; Marcia Rasmussen, Concord; 

Maryann McCall-Taylor, Lexington; Chris Kluchman, Lexington; Aaron Henry, Lexington; Bill 

Hoyt, Lexington; Pamela Gallup, Lincoln; Chris Reilly, Lincoln;  Renel Fredriksen, Lincoln; 

Connie Lewis, Lincoln; Peter Von Mertens, Lincoln; Jody Kablack, Sudbury; Dan Gaulin, 

Sudbury; Noreen Stockman, Weston; Joe Laydon, Weston. 

Elsa Campbell, MA Department of Housing and Community Development (DHCD); Jean Daly 

DHCD; Phil DeMartino, DHCD; Deborah Goddard, DHCD; Margaux Leclair, DHCD; Susan 

Lynch, MassHousing; Robert Smith, MassHousing; Greg Watson, MassHousing. Susan 

Connelly, MHP. 

Special thanks to Beth Rust, Community Housing Specialist for the Town of Sudbury who 

provided extraordinary support, creative insight, and direction throughout the project. 



3 | P a g e  

 

TABLE OF C O N T E N T S  

 
Acknowledgements        

Contents          Page 

I. Executive Summary       4-5 

 

II. Community Outreach and Analysis     6-7 

 

III. Financial Modeling       8-12 

 

IV. Establish Regional Housing Services Office    13-34 

 

a. Inter-Municipal Agreement     22-34 

 

V. Regional Housing Services Office activities to date  34-49 

 



4 | P a g e  

 

Executive Summary 
 

This project builds upon MAPC’s 2009 DLTA research for MetroWest communities relating to 

opportunities for potential models for shared services for affordable housing administration. 

 

In the 2011 DLTA project, MAPC assisted with implementation activities as the Regional 

Housing Services Office began work on regional housing services administration. During the 

2010 DLTA project, MAPC performed a Housing Services Assessment of municipal time and 

funding expended on affordable housing by the communities of Concord, Lincoln, Bedford, 

Lexington, Weston, and Sudbury.  MAPC worked with Town Managers from these 

communities to analyze results, identify overlapping services/ issues and develop and gain 

consensus on services  

 

Concurrent with the Assessment, MAPC researched various models for the communities, 

including:   

 Creation of an Inter-municipal Agreement (IMA) 

 Creation of a Shared Services District 

 Securing an outside consultant to provide services to the Towns 

 Creating a separate, private nonprofit 501 (c)(3)  

 

The results of this research on models and the Assessment showed that, because Sudbury 

already had on staff a housing specialist with experience assisting most of the other towns 

with previous housing monitoring and other services as well as capacity to expand these 

services, the other five Towns would benefit from a relationship with the Town of Sudbury in 

the following services areas: 

 Monitoring; 

 Ready Buyer/ Ready Renter List; 

 Administration of the HOME Program; and 

 Affordable Housing Planning and Advocacy.  

 

A financial model was developed from the information provided in the Assessment.  Town 

Managers confirmed their interest in pursuing the IMA fee-for-services model for the above-

listed services. 

 

MAPC then drafted an IMA for the five Towns to contract with the Town of Sudbury for 

services.  The Town of Sudbury developed a service model and accompanying suite of 

services.  Local Housing Officials confirmed the model and services at a November meeting.  

MAPC with the Town of Sudbury made presentations to State Housing Officials.  

MassHousing and Massachusetts Housing Partnership each provided letters supporting the 

shared services model. 

 

All towns confirmed a timeline for action and implementation of the Inter-municipal 

Agreement.  MAPC staff accompanied Sudbury officials to a Lexington Board of Selectmen 
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meeting where the draft IMA was unanimously approved. The Regional Housing Services 

Office and accompanying Regional Housing Services Fund launched on July 1, 2011. 

 

The ensuing activities included additional implementation planning for each participating 

community. Additionally, MAPC staff was present for Regional Housing Services Office 

meetings from August through December 2011. Staff presented the model to the Lieutenant 

Governor at a special roundtable and then at the statewide Regionalization Conference. 

Finally, the towns participating in the RHSO and MAPC will be given the Kenneth Pickard 

Innovation Award at the Annual Massachusetts Municipal Association conference in January 

2012. 
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TASK ONE:  
Community Outreach and Analysis  

 

For the first task of this project, the Regional Housing Services needs Assessment, 

MAPC  compiled survey data from Concord, Lincoln, Bedford, Lexington, Sudbury and 

Weston, analyzed results, identified overlapping services and issues, and 

determined the long-term commitment of communities participating in the project to 

develop and gain consensus on services. 

MAPC staff initially met with officials in Concord, Lincoln, Bedford, Lexington, Weston, and 

Sudbury to review existing survey result and determine municipal responsibilities associated 

with affordable housing, particularly overlapping responsibilities.  MAPC worked from the 

information collected as part of the survey and the MetroWest Regional Affordable Housing 

Trust research report to create the financial model.     

The Summary Sheet of a 24-page detailed municipal time and expenditures on housing 

analysis is provided on the following page.  The analysis provides a summary of the total 

hours, revenue, and costs  expended on  municipal housing activities in four core areas: 

planning, programs, services, and general administration by the Towns of Bedford, Concord, 

Lexington, Lincoln, Sudbury, and Weston based on data collected with communities May to 

August of 2010.  The additional pages in this workbook provide detail on costs and hours 

spent by employee on housing activities by community and are available from Jennifer Raitt 

at jraitt@mapc.org).

mailto:jraitt@mapc.org
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TASK TWO: Financial Modeling 

 
For the second task, MAPC developed financial models and a final budget to assist with the 

formation of a Regional Housing Services Office with the Town of Sudbury, the designated 

service provider.  The final service model and budget are incorporated into Task Three.  As 

the services and accompanying financial model were developed, MAPC sought input from 

State housing officials to gain their support and Town housing officials to ensure their 

commitment and participation to the development of a Regional Housing Services Office.  

The following memo summarizes the December 8 meeting with town officials and housing 

commission and committee representatives.  The subsequent pages contain letters of 

support that were provided by MassHousing and Massachusetts Housing Partnership 

respectively. 
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MEMORANDUM 

DATE:    December 14, 2010 

TO:   Richard Reed, Bedford; Chris Whelan, Concord; Carl Valente, Lexington; 

Timothy Higgins, Lincoln; Maureen Valente, Sudbury;  Donna VanderClock, 

Weston 

FROM:  Jennifer M. Raitt, Chief Housing Planner  

RE:  Major Points from the Regional Housing Services Office meeting in Bedford 

Wednesday, December 8, 2010 

Membership Fee Structure: 

The membership fees will be deposited into a separate Regional Housing Revolving Fund to 

be separately tracked and managed.  Time will be tracked by task. 

Historical data and information from the Housing Services Assessment by MAPC and 

subsequent interviews were used to create a baseline for the membership fee.  Fees would 

be paid up front, not post-service, because there is a certain amount of investiture needed 

to make the model work.  At nine months the Towns would look at how funds were 

expended, and make adjustments the following year.   

The allocation of hours per community will be adjusted annually.  If the number of hours is 

not correct, the amount will be adjusted accordingly for the second year of participation in 

the IMA.  The staffing model can be expanded and contracted on notice, but the fee for 

service and participation in the IMA will not change.  Membership fees cannot be recaptured 

by a member community.  The termination clause will be strengthened to protect individual 

communities and the group as a whole. 

The IMA is a two-year term.  The time tracking process will be used to determine the fee for 

the following year FY13.  If communities wish to terminate,  a pro-rated share would be 

determined  and potential pay backs in the event of not full services are not needed. 

Action Plans: 

An action/ implementation plan would be created for the core services with Beth Rust for 

each town.  The action plan will not include any supplemental services such as resales and 

lotteries, pre-development activities, a short-term analysis, or work with an assessor’s office 

to provide accurate valuations for affordable housing.  There might be other future 

opportunities for services related to advocacy, identifying funding resources for projects, and 

other activities.   

Advisory Committee: 

The town’s Advisory Committee representative would be the channel by which any requests 

or issues would come in.  Each IMA member will be responsible for designating Advisory 
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Committee reps.  The Town Managers might consider including alternate community reps in 

the IMA. 

New Communities: 

Additional MetroWest or other communities might be able to join in the second year of the 

IMA.  The Town Managers want to see the effort grow so that there would be enough critical 

mass/ need to sustain the effort.  The more critical mass, the less likely individual 

communities would be left in the lurch.  Sudbury also wants to demonstrate their ability to 

manage the work and desire to grow the effort. 

Meeting Attendees: 

Zoe Puice, Bedford 

Lisa Mustapich, Bedford 

Ellis Kriesberg, Bedford 

Jessica Porter, Bedford 

Rick Reed, Bedford 

Christina Wilgren, Bedford  

Linda Prosnitz, Bedford 

Lara Kritzer, Concord 

Elisabeth Elden, Concord 

Don Lashley, Concord 

David Hale, Concord 

Maryann McCall-Taylor, Lexington 

Chris Kluchman, Lexington 

Carl Valente, Lexington 

Bill Hoyt, Lexington 

Tim Higgins, Lincoln 

Pamela Gallup, Lincoln 

Renel Fredriksen, Lincoln 

Connie Lewis, Lincoln 

Peter Von Mertens, Lincoln 

Maureen Valente, Sudbury 

Beth Rust, Sudbury 

Donna VanderClock, Weston 

Noreen Stockman, Weston 

Jennifer Raitt, MAPC 
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TASK THREE: Establish Regional Affordable 
Housing Services Office 

 
For the final task, MAPC worked with the Towns to develop and establish the shared housing 

services program, this included refining the services offered and further defining the legal 

and governance aspects of the new entity.  This task also included confirming the 

participation of communities, gaining consensus on leadership structure for program, and 

addressing legal issues associated with implementation of Regional Affordable Housing 

Services Office.  MAPC began this task by finalizing the Inter-Municipal Agreement with the 

Towns, primarily working through the Town of Sudbury counsel.  MAPC developed a 

presentation that would be used to discuss the program with Town Boards of Selectmen.  

The following summary memo and proceeding presentation were shared with Boards of 

Selectmen. 

 

The final and most important component for task three was the creation of a Draft Inter-

Municipal Agreement.  The IMA will provide for the Regional Housing Services Office to begin 

providing services on July 1, 2011.  The document received the unanimous support of the 

Town of Lexington Board of Selectmen on December 20, 2010.  Additional Towns are 

reviewing the document for signature and final approval.  A warrant for the creation of a 

Regional Housing Services Revolving Fund administered by the Town of Sudbury will be 

drafted during February 2011 and submitted at Sudbury’s Spring Town Meeting for final 

approval.    
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The following memorandum was used to summarize the project for town Boards of Selectmen. 

MEMORANDUM 

DATE:    November 30, 2010 

TO:   Richard Reed, Bedford; Chris Whelan, Concord; Carl Valente, Lexington; 

Timothy Higgins, Lincoln; Maureen Valente, Sudbury; Donna VanderClock, 

Weston 

FROM:  Jennifer M. Raitt, Chief Housing Planner  

RE:  Six-Town Municipal Affordable Housing Services - Summary Memo 

 

The following provides an overview and detail of the steps MAPC has taken to explore 

options for sharing housing administrative services among the Towns of Bedford, Concord, 

Lexington, Lincoln, Sudbury, and Weston. 

The Initial Premise of this initiative began in 2008 and 2009 with the following intention: 

regionalization of housing activities and services could be a valuable collaborative approach 

to affordable housing solutions. The early stages of this effort were undertaken by the 

municipal managers of the HATS communities consisting of Bedford, Concord, Lexington 

and Lincoln. Independent of this effort, MAPC had been exploring a similar concept for 

communities in the MetroWest region.  After several months of investigation and discussion 

the HATS group contacted MAPC and learned of the initiative underway in the MertoWest 

area.  The two efforts then converged.  By assisting communities with implementing their 

goals to create permanently affordable homes for individuals and families with low, 

moderate, and middle incomes, the MetroWest Regional Affordable Housing project could 

help maintain balanced and diverse housing options.  

Phase I of the MAPC initiative involved securing District Local Technical Assistance funding 

from the Metropolitan Area Planning Council for assistance with research and potential 

models for shared services for affordable housing administration.   The MetroWest Regional 

Collaborative (then MWGMC) received the DLTA grant through Metropolitan Area Planning 

Council to research MetroWest housing activities and opportunities to collaborate regionally.  

Additionally, MWRC researched regional housing trust models and design a model to 

support MetroWest regional housing activities.  

For the first task, staff began working in August 2009 to create and administer a survey to 

MetroWest communities, including outreach to communities from the Southwest Area 

Planning Council and Minuteman Advisory Group on Interlocal Coordination (MAGIC) 

subregions of the Metropolitan Area Planning Council.    

 

Following the research report developed in Phase I, the next phase intended to develop a 

regional trust and work to launch the program to serve communities in both the MetroWest 

and MAGIC subregions of MAPC.   Staff then presented the Phase I results to the West 
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Suburban Managers group to gain input and discuss next steps. A smaller group of Town 

Managers formed to pursue a Phase II pilot project. 

For Phase II, MAPC performed a Housing Services Assessment of municipal time and 

funding expended on affordable housing by the communities of Concord, Lincoln, Bedford, 

Lexington, Weston, and Sudbury.  MAPC worked with Town Managers from these 

communities to analyze results, identify overlapping services/ issues and develop and gain 

consensus on services  

Concurrent with the Assessment, MAPC researched various models for the communities:   

 Creation of an Inter-municipal Agreement (IMA) 

 Creation of a Shared Services District 

 Securing an outside consultant to provide services to the Towns 

 Creating a separate, private nonprofit 501 (c)(3)  

The results of this research on models and the Assessment showed that, because Sudbury 

already had on staff a housing specialist with experience assisting most of the other towns 

with previous housing monitoring and other services as well as capacity to expand these 

services, the other five Towns would benefit from a relationship with the Town of Sudbury in 

the following services areas: 

 Monitoring; 

 Ready Buyer/ Ready Renter List; 

 Administration of the HOME Program; and 

 Affordable Housing Planning and Advocacy.  

A financial model was developed from the information provided in the Assessment.  Town 

Managers confirmed their interest in pursuing the IMA fee-for-services model for the above-

listed services. 

MAPC then drafted an IMA for the five Towns to contract with the Town of Sudbury for 

services.  The Town of Sudbury began drafting a more thorough service and delivery model.  

This service model is still under development and includes refinement to the suite of 

services and confirmed participation by the communities by making presentations to local 

Housing Officials and Boards of Selectmen.  MAPC with the Town of Sudbury is also making 

presentations to State Housing Officials 

The next steps include confirming a timeline for action and implementation of the Inter-

municipal Agreement.  The proposed launch date of a regional Housing Services Office and 

accompanying Regional Housing Service Fund would be on July 1, 2011 or earlier for those 

communities wishing to begin implementing the program in FY11. 

For further questions about next steps or actions by individual communities, please contact 

me at 617 451 2770 x 2056. 

Sincerely, 

Jennifer M. Raitt, Chief Housing Planner   
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Overall Timeline

MAPC recognized that regionalization of housing 

activities and services is a valuable, collaborative and 

efficient approach to affordable housing solutions.   

 Awarded THREE District Local Technical Assistance grants
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Budget and Staffing

 Staffing is most of the cost

 Based on total hours estimated to 
deliver core services

 Includes 28 hours per week amongst:

 Coordinator, Specialist, Assistant, 
Technical Expert 

 Expenses also include 3As

 Audit, Advertising, Administration

 Member Communities fund expenses

 Allocation of hours per Town 
determined using Town’s Affordable 
Housing Stock

 Model is able to scale

 Variable and supplemental services

Hours Cost % of Total 

Bedford 407 $24,368 28%

Concord 292 $17,474 20%

Lexington 389 $23,289 27%

Lincoln 191 $11,450 12%

Weston 191 $11,420 13%

total 1468 $88,000 100%
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INTERMUNICIPAL AGREEMENT
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Regional Affordable Housing Services 
Office Activities to date 

 

With the support of the Metropolitan Area Planning Council, the Regional Housing Services 

Office is providing municipal technical support for the administrative of affordable housing, 

making efficient use of resources, and is viewed as a creative approach to maintaining the 

3,200 units of affordable housing in this service area.  

A RHSO Advisory Committee was established via the Inter-Municipal Agreement signed by all 

participating communities. The Committee has been meeting since August. Copies of their 

monthly updates, included in this report, provide a review of RHSO activities and lessons 

learned. The RHSO has been recognized by numerous state housing agencies as an 

effective model. Additionally, the RHSO was recognized by the Lieutenant Governor as part 

of the annual regionalization conference as an effective collaboration to ensure affordability 

is protected for the long-term. The project will be recognized with The Kenneth E. Pickard 

Municipal Innovation Award at the 33rd Massachusetts Municipal Association’s Annual 

Meeting and Trade Show in January. 

The RHSO has gained significant traction in a short time and has gained notice by other 

municipalities within the MAPC region. The RHSO via the Town of Sudbury with MAPC’s 

assistance submitted a $250,000 Community Innovation Challenge grant to develop a 

database application to improve the efficiency of delivering the housing services and to 

provide a scalable model for similar regional efforts. There are two major modules to be 

provided: 

 Monitoring Agent database: Capture data elements on the affordable housing 

developments in the participating towns, including project level, unit level and 

resident level.  Include the ability to upload the regulatory framework and legal 

documents for the housing developments in the participating towns. 

 Resident Assistance portal: Provide the capability for future residents (renters and 

owners) to indicate their interest in housing opportunities offered in the service area.  

Offer community linkages to relevant services and programs, including home repair, 

foreclosure assistance and other resources 

The secure database will be available over the web, offered via a new domain – 

www.rhso.gov  and will enhance the shared service offerings of the existing Regional 

Housing Services Office. MAPC will continue to provide support, expertise, and facilitate 

implementation of the CIC Grant to learn from the RHSO experience and determine 

appropriate replication of the initiative in other MAPC municipalities.   

The database will cement the best practices for this existing effort.  The RHSO has spent the 

first year of operation gathering the required data to populate the database for the over 

3,000 units of affordable housing in the service area.  Once developed, the database can be 

implemented in other regional consortiums to provide a scalable model for other 

http://www.rhso.gov/
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municipalities.  Municipalities throughout the Metropolitan Area Planning Council have 

expressed an interest in this model, including: Hamilton, Wenham, Bellingham, Acton, 

Boxborough, Hudson, Littleton, Bolton, Saugus, Lynnfield, Danvers, Peabody, North Reading, 

Reading, and Wakefield. 

 

The Regional Housing Services Office is providing benefits to both the Towns and their 

residents.  The Towns receive access to dedicated knowledgeable housing resources that 

are able to support their staff.  They are not required to select, hire or contract with an 

individual for these services, and instead can ‘tap into’ the support they need. The residents 

– both current and future – also have access to a central office to assist with housing 

related items.  Future residents find value in having a regional office with consolidated 

opportunities. The continued success of the innovative Regional Housing Services Office 

requires all the elements that drove implementation:  flexibility and commitment, 

management and competence. 
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RHSO Updates August to November 2011 
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Massachusetts Municipal Association 
Innovation Award Letter 
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