RAD Resident Engagement Program Guide

Quick Start Overview

This Guide was developed by the Department of Housing and Urban Development (HUD) and
provides:

e Anoverview of the RAD conversion process

e Guidance on resident engagement and communication
e Pre and post application requirements

e Best practices and common pitfalls



Welcome!

Thank you for taking the time to review the RAD Resident Engagement and Protections Program
Guide. The Rental Assistance Demonstration (RAD) is a Department of Housing and Urban
Development (HUD) program that protects the long-term affordability of public housing units by
“converting” properties into Section 8 rental assistance contracts. With access to capital funds
through participation in the program, Public Housing Authorities (PHAs) can use federal funds
towards the preservation, stabilization and/or rehabilitation of properties. The purpose of this
Program Guide is to include everything a PHA should know about RAD resident engagement and
protections.

What is RAD?

Administered by the HUD, the RAD Program is a federally funded initiative designed to preserve and
improve affordable housing. Through a RAD conversion, PHAs and property owners transition from
HUD legacy programs to long-term Section 8 rental assistance contracts. This process not only
stabilizes rental assistance but also expands resident choice and ensures long-term affordability.
The RAD Notice—which outlines the program’s requirements and procedures and can be found
here—gives PHAs and owners flexibility in how they achieve their affordable housing goals, such as
improving housing conditions while maintaining strong protections for residents.

How Does RAD Work?

RAD, or the Rental Assistance Demonstration, is a program from HUD that helps improve and
preserve public housing. It lets PHAs move properties from the public housing program to a more
stable form of assistance called Section 8. This can be done through Project-Based Rental
Assistance (PBRA) or Project-Based Vouchers (PBV). By switching to Section 8, PHAs can get
access to private funding and other resources to make needed repairs or renovations. For a detailed
comparison, PHAs can consult the Rental Assistance Demonstration — Final Implementation,
Revision 4, 2023, p. 20- 21)

Throughout the program, residents retain strong protections—Ilike the right to return to their home
after any temporary relocation and limits on rent (residents still pay no more than 30% of their
income).

A more detailed explanation of the two RAD components, RAD for PHAs and RAD for Multifamily on
be found on the RAD Resource Desk Document Library and through HUD’s official RAD webpage.
For information and resources focused on engagement with residents including videos and fact
sheets, visit the RAD Information for Public Housing Residents page.
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https://www.hud.gov/sites/default/files/Housing/documents/RAD_Notice_Rev4_Final_as_amended_by_Supplemental_4B_and_4C_Master_Version.pdf
https://www.radresource.net/notice/RAD_Notice_Rev_4_-_Final_-_as_amended_by_Supplemental_4B_and_4C_track_changes.pdf
https://www.radresource.net/notice/RAD_Notice_Rev_4_-_Final_-_as_amended_by_Supplemental_4B_and_4C_track_changes.pdf
https://www.radresource.net/
https://www.radresource.net/doclibrary.cfm
https://www.hud.gov/hud-partners/rad
https://www.hud.gov/hud-partners/rad-public-housing-residents

Resident Engagement and Effective Communication During a RAD
Conversion

Engaging residents early and often is essential for a smooth and successful RAD conversion. PHAs
should start resident engagement early and provide multiple opportunities for residents to
participate—especially through in-person meetings whenever possible. In-person interactions
build trust, allow residents to ask questions directly, and foster stronger community connections.
PHAs should provide resources to residents that detail what to expect during the conversion. This
includes resident fact sheets and videos. PHAs should also make residents aware they can submit
inquiries or complaints regarding resident rights or impacts during a RAD conversion. PHAs should
also make residents aware they can submit inquiries or complaints regarding resident rights or
impacts during a RAD conversion.

A key goalis to reduce disruptions by involving residents and resident councils in decision-
making throughout the process. Peer-to-peer education is also highly effective; connecting
residents with others who have experience with RAD or Section 8 conversions can ease anxieties
and build confidence.

Building Trust with Residents

Residents may have concerns about the RAD process, including fears about losing housing,
distrust of public housing systems, or trauma from past experiences. Acknowledging these
concerns openly fosters a more positive RAD experience.

Ensuring Effective Communication

PHAs must translate complex RAD information into clear, accessible communication tailored to
residents’ needs. Whenever possible, prioritize in-person meetings to meet resident preferences. If
that’s not practical, organize smaller group meetings or offer one-on-one conversations. Plan
carefully to avoid holidays or long weekends and provide residents with advance notice. Written
materials should be simple and focused, covering key topics such as the RAD timeline, residents’
right to return, no re-screening policies, properly sized units, choice mobility, and other benefits.
Minimize jargon and acronyms and define terms clearly. PHA’s should also consider partnering with
outside resources. Many residents trust local community organizations and advocates. PHAs
should actively engage these groups by inviting them to meetings and sharing informational
materials, enabling them to answer resident questions and encourage participation.

What are the major steps in a RAD conversion?

1. RAD Application: PHA applies to HUD via the Resource Desk.

2. CHAP: HUD issues a Commitment to Enter into a Housing Assistance Payments (CHAP)
for PHAs to begin conversion.

3. Concept Call: The PHA will schedule a concept call with HUD to discuss its proposed
project plans as well as show it is prepared to submit a Financing Plan. If prepared, the
PHA is invited to submit the Financing Plan to HUD.
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https://www.hud.gov/RAD/residents/ResidentFactSheets
https://www.hud.gov/hud-partners/rad-public-housing-residents
https://www.hud.gov/hud-partners/rad-public-housing-residents
https://www.hud.gov/hud-partners/rad-public-housing-residents
https://www.radresource.net/index.cfm

4. Financing Plan: PHA submits Financing Plan to HUD detailing all the financing available
for repairs and construction.

5. HUD Approval: After HUD reviews and approves the Financing Plan, a RAD Conversion
Commitment (RCC) will be issued to the PHA. Receiving this commitment means that
HUD has approved the PHA’s RAD plans, and that the property is ready to complete the
conversion process (l.e. to “close”). Typically, the official RAD conversion (“closing”) will
happen 30-90 days after the HUD Approval.

6. RAD Closing: The property converts from public housing to Section 8 with either a PBV
or PBRA contract. A RAD Use Agreement is attached to the property requiring the owner
to use the property as affordable housing. At this step, changes to ownership may take
place and the PHA and its partners close on any new financing.

7. Construction: Once the conversion is finalized, construction or repairs will take place.
The PHA should be aware, before the conversion starts, of roughly how long the repairs
will take, whether relocation will be needed, and other details of the construction. If a
resident needs to be temporarily relocated due to construction or repairs, they will have
aright to return to the property once construction is completed.

Note: Step 7 Construction is not applicable to Streamlined RAD Conversions

Pre-Application Requirements

Before submitting a RAD application, the PHA is required to formally notify residents and resident
organizations about its plans to pursue a RAD conversion by issuing a RAD Information Notice
(RIN). If the conversion will include acquisition, rehabilitation, demolition, or relocation, a General
Information Notice (GIN) must also be provided. These notices ensure residents receive clear and

timely information early in the process.

Six months leading up to the application submission, and no sooner than one week after sending
the RIN, the PHA must hold at least two resident meetings (one after receiving the CHAP, and
another meeting before the concept call with HUD). These meetings provide opportunities to
engage residents, provide comprehensive information, and address questions or concerns. To

ensure maximum resident involvement, PHAs should schedule meetings at convenient times and
accessible locations that accommodate varied schedules. Whenever feasible, in-person meetings
are preferred to foster direct communication and facilitate meaningful engagement. PHAs can also
survey residents in advance to identify preferred meeting days and times and consider offering
childcare or refreshments to encourage and support participation.

Accessibility must be prioritized by providing reasonable accommodations for residents with
disabilities—such as sign language interpreters, materials in Braille or large print—and ensuring
language assistance for Limited English Proficiency (LEP) residents, including translated notices
and oral interpretation services. For more information on Accessibility requirements, PHA’s can
consult the Rental Assistance Demonstration — Final Implementation, Revision 4, 2023. When
meetings are held virtually, PHAs need to take measures that eliminate technological barriers so all
residents can participate fully.
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https://www.radresource.net/output.cfm?id=rinsample1
https://www.radresource.net/output.cfm?id=rinsample1
https://www.radresource.net/output.cfm?id=samplegin
https://www.radresource.net/output.cfm?id=samplegin
https://www.federalregister.gov/documents/2023/08/21/2023-17737/rental-assistance-demonstration-supplemental-guidance-on-revised-rad-notice

PHAs are expected to document all outreach efforts, including meeting notices, accommodations,
and attendance records, and submit these as part of the RAD application package. Along with the
sample RIN and GIN, HUD has provided sample documents such as meeting agendas for each
mandatory meeting throughout the conversion, including a before application agenda, before
concept call meeting agenda, and before closing meeting agenda. HUD has also provided, sign-in
sheets, and resident rights presentation templates to assist in communicating with residents.
These materials are available on the RAD Resource Desk.

Post-Application Resident Engagement Requirements

After the RAD application is submitted, the PHA must continue active resident engagement by
hosting at least two additional resident meetings before the Concept Call to review any updates or

amendments to the conversion plan. These sessions should include discussions about proposed
property improvements, changes in management or services, and give residents the chance to
provide input and raise concerns. Whenever significant changes occur in the plan, the PHA must
schedule further meetings to ensure residents remain informed and involved.

Quarterly meetings with residents throughout the conversion process are encouraged, with written
updates provided in advance to keep residents up to date on progress. Continuing to prioritize in-
person meetings or smaller group formats supports better communication, along with
accommodations for residents with disabilities and LEP.

HUD may require additional resident meetings as needed, particularly to provide information or
respond to resident questions. These meetings may be required if the PHAs timeline to closing has
been extended to stay in communication with residents or if conversion plans have substantially
changed.

RAD Resident Fact Sheet 5 lists potential topics for each resident meeting.

Once the RAD Conversion Commitment (RCC) has been issued and prior to closing, the PHA must

notify residents in writing that the project has been approved and host one additional meeting. This
meeting should thoroughly review the project timeline, scope of work, lease revisions, house rules,
anticipated relocations, and choice mobility options. The PHA must provide a record of this
notification and meeting and must submit documentation to HUD before closing. Residents who
decide not to participate in the RAD conversion, can exercise the choice mobility option which
includes receiving a Housing Choice Voucher after 1 or 2 years post-conversion depending on the
type of Section 8 contract (PBV or PBRA, respectively) the PHA converted to. If a required meeting
does not occur within three months following a substantial change to the conversion plan, PHAs
must schedule additional meetings to maintain open and meaningful resident communication.

Best Practices and Common Pitfalls

Prepare to act on the resident engagement plan by learning about best practices and common
pitfalls.
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https://www.hud.gov/sites/dfiles/Housing/documents/RADResidentFactSheet_5_ResidentEngagementandConsultation.pdf

Best Practices

Take an inclusive approach:

v
v

v

Identify the key moments when residents will be engaged.

Select tools and techniques that can successfully allow all residents to participate to the
degree they can and wish to participate.

Consider the different ways to talk about RAD and the potential benefits to all types of
residents.

If engagement strategies are consistently elevating the same voices, consider methods that will

increase participation throughout the community such as opportunities for verbal feedback (e.g.,

meetings) as well as written feedback (e.g., surveys).

Start early, build community ties:

v

Often, neighbors can be the most important source of support and information for
residents. Be sure to identify who is a reliable source of information in the broader
community and hold individual meetings with these leaders.

Peer to peer engagement is an effective method of building trust with residents through a
construction project. Itis important for residents to be properly compensated for their time,
resources, and commitment to assisting owners with outreach to other residents.

Engaging residents as soon as possible will help build trust in the process, maximize
opportunities for resident involvement, and reduce miscommunication or misinformation
about the project.

Reduce barriers to participation:

v

v

Consider elderly residents, residents with young children, resident work schedules or
remote workers. What are their communications needs?

Hold resident meetings in places that residents can access, at times of day that are
convenient, and provide accommodations to make it possible for them to attend. For
instance, provide childcare, interpretation and translated resources, transportation, and/or
culturally appropriate food. Understandably, it can be challenging to check all the boxes
every time. Consider holding multiple meetings for the same purpose instead.

Consider their current internet access and their native/preferred language; for some
residents English is their second language or others might have difficulties understanding
complex information about the project.
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Common Pitfalls

Lack of PHA presence and visibility to residents:

x  Meeting only the minimum resident meeting requirements, particularly when a conversion
is lengthy or complex.

v" Holding resident meetings or engaging residents beyond the minimum requirements
increasing visibility of PHA leadership and staff to residents.

Ignoring historical community context:
% Not taking the time to understand the history of the residents’ previous engagements with
the housing authority.
% Not knowing who the resident leaders are or where they stand regarding changes to the look
and feel of the community.
% Not acknowledging perceived power disparities that might intimidate residents.
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Being too deferential to a specific resident or group of residents:
x  Allowing a specific resident or group of residents to always speak and decide on behalf of

the entire community might lead to other residents developing negative perceptions or
feelings regarding the process.

Forgetting that residents may face many barriers to participation in the project, and it
should not be considered as a lack of interest.

Not providing opportunities for residents to participate in their preferred format will lead to
the same voices being lifted and ignoring others.

Making assumptions about residents:

X

Making assumptions about why residents are not participating in engagement opportunities
can lead to miscommunications and misunderstandings between the owner, residents, and
project teams. Part of resident engagement work is to become familiar with what life is like
for residents which includes understanding barriers and creating engagement opportunities
that help overcome those barriers.

Not accounting for how their physical, social, cultural, economic, political backgrounds and
environments may impact a resident’s level of participation can lead to underwhelming
resident participation. Owners should consider these barriers and evaluate how to
accommodate residents to increase participation.

Choosing web-based tools only:

X

Virtual literacy can be a barrier to participation for many residents. Hence, web-based tools
(e.g., teleconferencing, electronic forms, apps) will not be inclusive of everyone in the
community.

Consider supplementing web-based tools with traditional mediums such as posters, flyers,
postcards, etc. A multi-pronged approach to resident engagement is likely to foster positive
feedback loops that encourage residents to share ideas and feedback that can be
implemented.

Not defining what success would look like and how to measure it:

X

How is the success of resident engagement determined? It would be difficult to define if
there is no baseline and end goal to compare against. For example, once familiar with the
community context and residents, success may be defined as reaching a 30 percent
attendance rate for in-person events and 40 percent for virtual survey response rate.
Understanding the community is key to selecting appropriate data to measure success.
Beyond collecting attendance data, compare against demographic data and to understand
whether responses received are representative of residents overall.
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