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BAHFA Strategic 
Planning
Module 4 Update: 
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 Four Modules: 
1. Regional Revenue Measure: 

Reflections & Framework for Future 
Ballot Measure

2. Funding Strategy and Financial 
Sustainability Plan

3. New Regional Financing Products & 
Approaches

4. Regional Housing Programs 

North Star: 
BAHFA was created to raise transformative revenue 
to meet regional affordable housing needs at scale

Purpose: 
Articulate the vision and plan to sustain BAHFA 
until capitalized at scale

Process: 
An inclusive process is necessary to maintain, 
strengthen, and expand coalition of BAHFA 
supporters

BAHFA Strategic Planning Overview
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Initial Funding & Pilots 
 BAHFA launched pilot programs across the 3Ps by leveraging $20M 

start-up grant + ~$60M in one-time funds.
Purpose of Pilots 
 Demonstrate proof of concept and build internal capacity ahead of 2024 

regional measure.
Current Challenge 
 Resource constraints mean we cannot sustain all pilots without ongoing 

funding.
Module 4 Goal 
 Prioritize future program focus, guide orderly wind-down of cost-

prohibitive pilots, and document lessons for future reactivation.

Resource Constrained Program Planning
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3 PROGRAM TYPES:
• Deliverables-Based Products
• Proof-of-Concept Pilots
• Ongoing Programs

GOALS:
Measure program outcomes/impact via quantitative 

metrics and qualitative analysis
oGuided by BAHFA’s Equity Framework

oDetailed Program Evaluations in Attachments 

oPreservation and Protection focus groups convened by Urban Habitat

Document Lessons Learned
o Iterate and improve

oPrepare to scale with funding

Program Evaluations
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Deliverables-Based Projects
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PRODUCTION
Priority Sites Loan Pilot
Accelerating regionally significant affordable or mixed-income housing 
projects that leverage public land or aging malls/office parks

PRESERVATION
Housing Preservation Loan Pilot & Technical Assistance
Supporting affordable housing developers and community land trusts 
with the acquisition and rehabilitation of existing residential properties

PROTECTION
Napa County SHARE Rental Assistance Pilot Program
Subsidizing rents for seniors at risk of homelessness

Proof of Concept Pilots Addressing the "3 Ps"
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$6.6 Million (including $1.6M in County funds)
• Rent subsidies up to $800 per month to seniors at risk of homelessness 
• Serving 94 individuals (as of October 2025)
• Participants’ Age & Income:
 48% of participants are aged 70-79; 27% are age 80 or older
 All earn less than 30% AMI (e.g., less than $30,850 if living alone)

• Prior to enrollment:
 53% of participants spent over 70% of their income on rent
 11% of participants spent over 90% of their income on rent 

• Impact: 86% of participants now spend less than 50% of their income 
on rent (vs. 0% prior to enrollment)

Napa County SHARE Rental Assistance Pilot
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Program 
Assessment 

Report

• Preservation Loan Program - $17.8 Million
 56 units across 4 properties restricted at an average of 80% AMI 

(including 38 units of community-owned housing)
 +14 units projected with remaining funds

• Preservation Technical Assistance - $325,000
 $35,000-$50,000 to seven organizations 
 102 units projected (including 54 units of community-owned housing)
 Average proposed affordability of 66% AMI

Housing Preservation Loans & Technical 
Assistance Pilots
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$28 Million – 10 Projects Funded
• Approx. 13,000 new units, including 1,365 

BAHFA-funded affordable homes
• Affordability: Average 50% of AMI
• Location: 
 100% in Plan Bay Area 2050 Growth Geographies
 32% of affordable units in Equity Priority Communities
 27% of affordable units in High Opportunity Areas

• Special Needs: 
 199 permanent supportive housing units
 195 units for seniors

• Flexibility and responsiveness helps to "unstick" 
complicated projects

Priority Sites Loan Pilot



11

• Doorway Housing Portal – a 
regional online affordable housing 
search and application portal that 
simplifies the process of finding 
affordable homes in the Bay Area.

• Welfare Tax Exemption 
Preservation Program - creates 
long-term affordability and 
prevents displacement in existing 
housing in exchange for property 
tax relief.

Ongoing Programs to Scale With Funding 
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Fee study underway

Usage
• Approximately 371,000 active users 
• Over 5 million site visits since launch, with monthly volume trending higher

Listings
• Helped place over 3,200 households into affordable homes since launch

• Averaging 124 affordable homes listed per month over last 6 months
• Helped fill over 200 waitlists at affordable properties since launch

• Averaging 15 waitlists per month over last 6 months 
• Affordability levels vary, with most in the 50-90% of AMI range

Applicants
• Most common applicant race/ethnicity is Black
• Majority of primary applicants are 26-45 years of age
• Most applicants from Alameda County, followed by San Mateo County

Doorway
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Fee study underway

Public sector support to property owners to qualify for property tax 
relief in exchange for lower rents to tenants (will be part of Module 3 
"Kit of Parts")

• Low-cost & high impact
 $35K total ($5K grant for each of 7 projects)

• Metrics
 787 units restricted at 80% AMI or less
 47% located in Equity Priority Communities
 43% to BIPOC-led developers

UC Berkeley Terner Center Report: highlights BAHFA's "guardrails to 
ensure the Welfare Exemption is utilized to achieve public benefit goals"

Welfare Tax Exemption Preservation Program
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The BAHFA Advisory Committee received this Module 4 update on 
November 20, 2025. Feedback included:

 Impressive leverage of $20 million start-up grant with small staff

 Continue improving racial equity in Rental Assistance Pilot and plan 
carefully for end of subsidy

 Seek user input from affordable housing seekers using Doorway 

 Raise awareness of successes of Pilot Programs with the 
legislature, media and public

BAHFA Advisory Committee Feedback
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 Module 4 (Regional Housing Programs)
 Incorporate feedback on proposed set of 

pilots to wind down given current resource 
constraints 

 Clarify resource needs for proposed 
programs and activities to sustain during 
BAHFA’s next phase 

 Leverage evaluations to attract new funding 
partners to sustain and enhance ongoing 
programs

 BAHFA Strategic Planning
 Staff anticipate completing Strategic 

Planning in early 2026

Next Steps
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