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Housing Authority of the City of Laredo 
Regu lar Board of Commissioners Meeting 

lHA Board Room 
2000 San Francisco Ave. 

Laredo, Texas 78040 
Friday, September 13, 2019 

1:30 P.M. 

Minutes September 13, 2019 

1. CALL TO ORDER Chairman Ceballos called the meeting to order at 1:40 p.m. 

2. PLEDGE OF ALLEGIANCE Chairman Ceballos led them in the recital of the pledge. 

3. ROLL CALLAND DECLARATION OF QUORUM Chairman Ceballos asked Alma D. Mata, Executive 
Director, to do roll ca ll, so Ms. Mata proceeded with roll call and stated that there is a quorum. 
Chairman Ceballos mentioned that Commissioner Dr. Rod riguez will join them later during the 
meeting. 

Commissioners Present 
Jose l. Ceballos, Chairman 
Dr. Sergio Garza, Vice-Chairman 
Dr. Marisela Rodriguez, Commissioner 
Ani ta Guerra, Commiss ioner 

Staff Present 
Alma D. Mata, Executive Director 
Juan Mendive, Planning & Systems Administrator 
Christy Ramos, Administrative Assistant 
Leticia Sosa, Office Clerk 
Jess ica Martinez, Program Coordinator 
Valeria Cabello, Project Specific Manager 
Jennifer Barrientos, Director of Finance 
Alina Rios, Property Manager 
Alfonso Trevino Jr. , Project Specific Manager 
Maria Hernandez, Procurement Officer 
Melissa Ortiz, Director of Sect ion 8 
Bulmaro Cruz, Project Specific Manager 
Martin Chaires, Project SpeCific Manager 
Roberto Pena, IT Director 
Doug Po neck, Attorney 

Others Present 
Rosa Lilia Rios, Cen tral Res ident Council President 

4. CHAIRMAN'S COMMENTS 

Commissioners Absent 



Chairman Ceballos stated that there were no comments. 

5. CITIZENS COMMENTS 

This is the opportunity for visitors and guests to address the Board of Commissioners on any 
issue. The Board may not discuss any presented issue, nor may any action be taken on any issues 
at the time. There will be a 3-minute limitation per speaker. (Texas Attorney General Opinion
JC·0169) 

Chairman Ceballos stated that there were no comment s. 

6. DISCLOSURE OF CONFLICTS OF INTEREST 

No comments. 

7. APPROVAL OF MINUTES 

A. Approval of M inutes for Board of Commissioners meeting on April 12, 2019. 

B. Approval of min utes for Board of Commissioners meeting on May 17, 2019. 

C. Approval of Minutes for Board of Commissioners meeting on August 3, 2019. 

D. Approval of Minutes for Board of Commissioners meeting on August 23, 2019. 

Chairman Ceballos mentioned, for the record, that Commiss ioner Dr. Rodriguez 
had just joined them for the meeting. 

Chairman Ceballos moved to approve the minutes as presented. 
Vice-Chairman Dr. Garza seconded the motion. 
Motion passed unanimously. 

Chairman Ceballos stated, for the record, that t hey are adopting minutes for t he 
Commissioners meetings held on April 12, 2019, May 17, 2019, August 3, 2019 
and August 23, 2019. 

8. PRESENTATION BY CENTRAL RESIDENT COUNCIL 

Rosie Rios, Central Resident Council President, stated that everything looks good at the 
di fferent Councils. Chairman Ceballos informed M s. Rios that M s. M ata met w ith Mr. M endive 
and M s. Martinez to review the project for the BiblioTech at l ozano. Ms. M ata mentioned t hat 
they met to present the project for the renovation at l ozano and met wit h the ( ouncil t here in 
reference to the activit ies they have and the use of the facil ities in regards to the use of the 
kitchen to make sure all of that is taken into considerat ion while they continue with the 
renovation and also mentioned th at they plan to start the project w ithin a month and informed 
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that it has not been published for bids yet. Ms. Rios mentioned that the furniture they have in 
all the Kids Ca fe is worn out and she was wondering if they need to wait for the renovations for 
the BiblioTech to look into it or if they would consider that earlier due to some incidents that 
have happened to some children that have experienced cuts on their legs due to the bad 
condit ion of the desks. Ms. Mata mentioned that she wi ll meet wi th M s. Jessica Martinez to 
evaluate the cond ition of the desks in order to take care of whatever might be necessary. 
Chairman Ceballos mentioned that the order they will follow with the construction of BiblioTech 
after Lozano they will continue with Russe ll Terrace and after that it wi ll be Carlos Richter and 
then Colonia Guadalupe and mentioned that they will look at the type of furniture they will 
consider for Bibliotech. Ms. Rios stated that it would be good in order to prevent the chi ldren 
from gett ing hurt. Ms. Mata mentioned that they will fo llow up in regards to the desks. 

9. STANDING REPORTS AND PRESENTATIONS INo Action to be taken on these items) 

A. Executive Director's Report 

Ms. Mata mentioned that in regards to staff development they continue with the 
trainings avai lable and she provided information as to the staff that have taken 
the opportunity to continue with their tra ining and stated that M s. Ortiz in Section 
8 took her executive management training and they are wait ing on the results, 
hoping they w ill be favorable. Ms. Mata stated that they have management 
positons vacant and ment ioned that they have an item to discuss in executive 
session, but they con tinue to have the Human Resources Manager position, the 
Director of Housing Management and the Director of Community and Economic 
Development and that they are expecting to fill the Procurement Specialist 
position in the coming week. Chai rman Ceballos stated that he had visited with 
Mr. Mendive to set an alignment for the inspectors so that the Project Managers 
track and then the inspector track because there are so many different 
inspections; they have Section 8 HQS, the UPCS and the REAC, so that everybody 
that is being trained be cross trained, so that they ca n serve when needed and for 
the Project Manager to have a list of project management trainings that leads 
people to the PMC, the Project Manager Certifi ca tion; a credential that allows 
them to grow both internally or externally in the community, so they w ill 
eventually see those tracks formu lated. M s. M ata stated that t hey also have a 
Master Training Plan for all the positions to be delivered to the Board the coming 
month. 

Ms. Mata mentioned that at Casa Verde they have five pre· leased units wh ich 
they do not coun t them as vacant because they are pending to move in and at 
River Bank Village they have eight vacancies and t wo are current ly being pre· 
leased and stated that she has implemented a monthly site visit to those 
properties when they receive their financials information which she received the 
day before the meeting, so she wi ll schedule a visit and w ill inquire about the 
vacancies at that time and stated that they should have a waiting list there as 
welL 
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In regards to the BiblioTech numbers M s. Mata mentioned that the registered 
users are 582 and the educational curricu lum registered users are at 272; they 
also saw an increase in attendance when school started and they kicked off the 
tutoring services as we ll and they continue to work with the staff at Bibliotech 
and TAM IU tutors. 

Chairman Ceballos congratulated the BiblioTech team for getting to 800 followers 
and likes because it was not too long ago they were at a coup le hundreds. M s. 
Mata mentioned that she also wanted to congratula te them and stated that they 
reached the one-year mark for BiblioTech in August and commemorated by 
having week- long activities. Chairman Ceballos asked about the grants. Vice
Chairman Dr. Garza asked if they cou ld e-mail them the events in reference to 
BiblioTech. Ms. Mata responded that they w ill provide th e Commissioners w ith a 
calendar. 

Ms. Mata informed the Board about the grants they have been applying and 
mentioned that a grant that was submitted September 5, 2019 for mainstream 
vouchers which are Section 8 vouchers that are des ignated for non-eld erly, 
disabled individuals and sa id that they are seeking 50 additional vouchers and 
they are pending on HUD for their release and also mentioned that they 
submitted an application on August 23, 2019 fo r continuum of care program, 
requesting funding in the amount of $221,176 for rapid rehousing initiatives and 
they anticipate learning the results of that submission by September 25, 2019. 
Ms. Mata mentioned that Mr. Mendive has been leading the initiative on any 
grants that have been submitted and in reference to the rapid rehousing she 
mentioned that they will be assigning specific units and working wi th landlords to 
house people that are homeless and pushing the rapid rehousing supported for 
transitional housing. Chairman Ceballos asked if it will go up to 18 months. 

M s. Mendive mentioned that it will go up to 18 months and stated that there is a 
leeway to go up to 24 months and sa id that they allocated for up to 12 families 
throughout the life of the program at the capacity of eight families at a time and 
sa id that t hey asked for $221K and there will be a match contribution that they 
w ill need to provide which will be 25% which they got f rom In-kind service 
agencies, Bethany House, Scan, Workforce and NeighborWorks of laredo. He 
mentioned that the Texas Homeless Network applies for th e grant t o HUD, the 
deadl ine being September 30, 2019, and they wi ll score all the project s in the 
State of Texas before sending them to HUD, so they w ill get that score and the 
ranking they will be in and then they will fi nd out what fund ing they w ill get and 
they will still need to get funded from HU D and mentioned that they list the 
project s by priori ty, depending on the different needs. M r. Mendive mentioned 
that he has very good communication with Texas Homeless Network and said 
that , personally, he has had very good communication w ith them and they invited 
him to be part of the strategic plan committee because they had seen him 
invo lved wi th the CDC project and that they saw he had applied for a Board 
position, but he was not able to serve in their Boa rd because they already had 
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three appoin tees from Laredo and they cannot have more than two and the third 
person is grandfathered in. Ms. Mata mentioned that the third grant they 
submitted an applicat ion for was in June 28, 2019 which was the D. D. Hachar 
Charitable Trust requesting funds that wi ll go towards the BiblioTech Initiative 
and M s. Mata ment ioned that she is pleased to announce that due to Mr. 
Mendive's hard work in leading the submission and wi th the assistance of Valeria 
Cabello, Jennifer Barrientos and Jessica Martinez they were awarded $30K 
towards the BiblioTech and mentioned that they hope to have favorable results 
on the other grants. 

Ms. Mata informed the Board that they had a RAD application that was submitted 
for the Conversion of AMP 5 which is Meadow Acres and South Laredo which has 
been discontinued and mentioned that currently HUD has a push to convert 
properties to RAD, so they feel that it is more convenient for the Agency to remain 
as a Public Housing entity and in the time being receiving Capita l Fund for 
improvements and they wi ll have opportunities later to convert the property to 
RAD. Chairman Ceballos asked if this was happening while they have 13 
vacancies. Ms. Mata mentioned that they receive quarterly reports regarding 
income discrepancies, so they take action when they see there might be 
fraudu lent activity happening; therefore, they have vacated units based on that 
and they also had some criminal activity and have been following up on them and 
have taken action on those as we ll wh ich created an increase in turn over. 

Mr. Mendive mentioned that they will notice a note at the bottom on the 
dashboard and said that reporting at the end of the month there were 13 
vacancies and by September 6, 2019, they were down to 6 vacancies; therefore, 
he made that note because it was a significant change, so he would like to credit 
the Property Manager for making sure they fill those units. Chairman Ceballos 
mentioned that they appreciate it and that they know they have had some 
incidents of criminal activity that has been reported and he would understand 
that they have turn over units and would want them to have turn over because 
of that . 

Ms. Mata presented in regards to the work orders and mentioned that they will 
notice that at AMP 3, Ana Maria Lozano and Carlos Richter, there is still a high 
number of work orders that are open which were generated from the REAC 
inspection, so they met with that team and are working on getting it reso lved as 
quickly as possib le and added that some of the work orders are extensive because 
when they did the inspections to the units they found that it required out of the 
normal repairs, so they are working on getting those fi xed. Vice-Chairman Dr. 
Garza asked what the reason was for it happening. Ms. Mata stated that they are 
required to inspect the units once a year and they have tenants that have not 
reported repairs that are needed in their units and now that they implemented 
the home visits which should be a way to improve in that regard and actually have 
the home visit and if the tenant is not reporting repa irs that are needed, it would 
be the opportunity to visit the unit and make the repairs that they fee l are 
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needed. Chairman Ceballos asked which project Ms. Mata was talking about. M s. 
Mata re sponded that it was Ana Maria Lozano and Carlos Ricther. Chairman 
Ceballos asked if the Board knows about the HUD REAC score. Ms. Mata 
responded that they did not and mentioned that they had a REAC inspection and 
they had a score of 74 that they are disputing because it w as a unit t hat was 
inspected that was not on the list the inspector has, however, it is reflecting on 
thei r score and stated that they are disputing it to ensure the appropriate score. 
Chairman Ceballos asked Ms. Mata if they had begun to address having the work 
orders near the inspection date. M s. Mata confi rmed and informed that they 
have met wi th a couple of the properties and stated that they are now being 
required to function under REAC standards at all times because that is the 
requirement they have and mentioned that the REAC rules have changed as to 
now notifying them 14 days prior t o them coming to do the inspection, so they 
want to make sure that they get ahead of that and be prepared for any REAC 
inspection at any time, so in coordination w ith Mr. Herrera, the Facilities 
Coordinator, they are beginn ing to address those issues. Chairman Ceballos 
asked that when REAC comes to do the inspections they give t hem roughly a t wo
week notice, so the Manager, staff and maintenance expect who might get 
se lected based on who was checked last and usually what happens is that once 
they get the not ice it is actually too late to fix th ings, so Chairman Ceballos 
recommended Ms. Mata to assemble a team and dedicate $10K to potentially 
ra ise the score from a 70 to 80 or above which he knows is a lot of money, but is 
worth the money, so it would be important that they be ready to assist the team 
so that they do not get a mark that wi ll stay forever and stated that they went 
from 84 to 74 and lost 10 point s. M s. Mata mentioned that it would also affect 
how often they do a REAC inspection for the property because if they get 79 or 
below they inspect every year and if they get 80 to 89 they wi ll inspect every two 
years and anybody scoring between 90 to 100 would be inspected every three 
years 

Vice-Chairman Dr. Garza asked if they had gone to the w rong unit. M s. Mata 
confirmed and stated that there was a defici ency in that unit and it was corrected. 
Vice-Chairman Dr. Garza asked if the deficiency was there because the tenant did 
not report it, and wondered if the tenants would get charged for those repairs. 
Ms. Mata sta ted that there are certain repairs that get charged; some are tenant 
cost. Commissioner M s. Guerra asked about the type of the deficiency. Ms. Mata 
responded that it was an electrica l outlet that was improperly installed, but it was 
something that was done by the tenant. M s. Alina Rios, Project Manager for 
Colonia Guadalupe, stated that she was present during the inspection and 
mentioned that the inspector had selected unit 3 and they went into unit 95, so 
what that particular t enant did was that he insta lled a dryer hookup w ithout any 
authori zation, so the outlet with 210 electrical power was missing the cap on top, 
so that was what tri ggered them losing 8 to 9 points. Chairman Ceballos asked if 
they realized they were going into a different unit. Ms. Rios stated that they did 
not realize it. Chai rman Ceballos mentioned that everybody had missed that 
detail. Ms. Rios confirmed and stated that it was what had happened and sa id 
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that they are trying to reverse that. Vice-Chairman Dr. Garza asked if the units 
were numbered. Ms. Rios mentioned that they are on the back of the unit and 
stated that the Manager had all the keys to the units that were se lected and M s. 
Rios mentioned that she did not know why they had that key in the first place and 
then they went into the correct unit and that unit was actually fin e. Chairman 
Ceballos mentioned that maybe it was meant for them to see that deficiency 
because it was a health hazard and stated that he just wanted the Board to be 
informed . Ms. Mata mentioned that they are taking steps to correct it and they 
are also having pre-inspections ahead of the REAC; having a third party coming to 
do the inspections to see how they will score ahead of the REAC inspection and 
in case there are some deficiencies found they wou ld be able to handle them 
before. 

Vice-Chairman Dr. Garza asked in reference to the case of the dryer, who would 
pay for it, if it wou ld be the people living in that unit or if Housing would upgrade 
it. Ms. Rios mentioned that they needed to ca ll an electrician for proper repair 
and got billed and stated that she did not recall the amount, but they billed the 
tenant for the repair. 

Chairman Ceballos recommended that in those situat ions, they conduct a hearing 
and tenants besides being billed for it, it wou ld also come in as a lease vio lation 
and they would document it because somebody could get seriously hurt if they 
mess up w ith the 220/210 electrica l power; they could have really injured 
themselves. Vice-Chairman Dr. Garza mentioned that maybe they could consider 
payment arrangements in cases when tenants could not afford the repairs in 
order to avoid those situations. Chairman Ceballos stated that to him it was a 
lease violation because if they cause a short and it burns the property. Vice
Chairman Dr. Garza mentioned that it could burn a bui lding down. Commissioner 
Ms. Guerra stated that when the tenants lease, they will have an orientation by 
Property Managers and asked how often the tenants wou ld get reminded 
because it always help to have that continuous reminder. Ms. Mata mentioned 
that they have an ann ual re-inspection and re-examination; they have re-exams 
done by the Property Manager which is done individually w ith the tenants. 

Chairman Ceballos mentioned in Section 8 they could get terminated with a 
simi lar situation and asked Ms. Ortiz, Section 8 Director, if she would be a landlord 
if she would evict and Chairman Ceballos mentioned that In reference to 
Asherton, he wan ted to inform the Board that he was contacted the day before, 
and as they know there is a cooperat ive agreement w ith the City of Asherton to 
manage their Sect ion 8 and Public Housing units which they have been doing for 
over 12 years or longer and stated that they see the 9 vacancies on page 4 and 
sa id that they have room to grow; they have 32 vouchers and are currently using 
nine and for a variety of reasons the demand has been down, there does not seem 
to be an interest in folks leasing and receiving the assistance and added that he 
got a ca ll from one of the non-profit housing providers, Community Service 
Agency, CSA, who mentioned they have 5 vacancies and they only have like 16 
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units. Chairman Ceballos also mentioned that a Commissioner that uses the 
Housing Authority was asking to get in touch with Chairman Ceballos, so he 
informed that he is going to visit with them next week to figure out how they 
would deal with the underutilization in Asherton, whether they would do project 
based and go back to the City of Asherton and consider putting them into a 
project as opposed to vouchers and mentioned that t hey also need to probably 
do a better job at marketing in Carrizo and other places. Vice-Chai rman Dr. Garza 
mentioned that it is a small town and nobody is dying to go live in Asherton. 
Chairman Ceballos asked Ms. Barrientos if they were breaking even in Asherton 
w ith 9 vacancies. Ms. Barrientos responded that they are barely making it. 

Chai rman Ceballos mentioned that they had asked for a marketing plan before 
and stated that they need to go ahead and do it, try it and do a 90-day or four
month marketing program and see what they can generate and added that the 
fact that the organization has vacancies tell s him that it is not what they are doing 
t hat is not working, but it is the community there. Vice-Chairman Dr. Garza 
confirmed that it is a small town. Chairman Ceballos mentioned that they have 
been here before, that the Mayor of Asherton had been here before and 
mentioned that they have a local government body and have an agreement w ith 
them just like Zapata and the units belong to them, so Chairman Ceballos 
mentioned that they will work w ith them and report back and added that his 
experience is that they are very agreeable people and very easy to work wi th . Ms. 
Mata mentioned that she had conversations with the Executive Director at 
Carrizo and they seem to be under leased as well and also mentioned that they 
did a little bit of marketing push about two months ago through Facebook 
advertising and also visited community service agencies in Carrizo and Asherton 
for information and she spoke with the Director at Carrizo, but they do not have 
people using up their vouchers. Chairman Ceballos mentioned that there are 
other solutions that are probably more lega l to expand beyond Asherton and 
stated again that the vouchers belong to them not to Laredo Housing; they have 
been absorbing them like in Zapata and mentioned that if people want to live in 
Carri zo, maybe they could seek an operating agreement with the County so that 
they can serve them at least in the area they are work ing and mentioned that it 
might come back; that he is not necessarily proposing it, but they have to find 
so lu tions. 

B. Unaudited Financia ls for the month of July 2019 

Jennifer Barri entos, Director of Finance, made a power point presentation to the 
Board on the unaudited Financia ls for July 2019 for COCC, AMP 1, AMP 3, AMP 4, 
AMP 5 and stated that as they know AMP 2 used to be Russe ll Terrace, but is no 
longer AMP 2 any more in case they would wonder why AMP 2 is not there, so 
she presented the revenues and the profits and stated that their funds and 
programs have a profit . Chairman Ceba llos asked about AMP 6 and M s. 
Barrientos responded that AMP 6 is Asherton. She also presented Section 8 and 
Farm l abor and stated that Section 8 is due to have fund s, $3M that are coming 
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in from HUD and it was year to date because each month they send about $700K 
for HAP expenditures. Chairman Ceballos mentioned that last year they had a 
bonus at the end. Ms. Barrientos confirmed and presented Farm labor revenues 
and expenditures and said that they have a positive. She also presented the 
highlights compared to the revenues budgeted for th is fiscal year from April 
through March 2020 and showed the actuals spent up to July, 2019 and the 
percentage they are at and then the annual budget expenses and stated that th ey 
are current ly at one percent. Ms. Barrientos ment ioned that they have a new 
slide for the benefi ts and sa laries savings they had for each program and the 
savings they had up to July in the amount of $285,989 which is due to employee 
turnover vacant positions and mentioned that they w ill see a change to it in 
August and then proceeded with the PFC's, the laredo Housing Facilities 
Corporation, Russell Terrace, the Bernal Sunrise Court s and the Tiny Homes, the 
revenues and expenses and laredo Housing Opportunities Corporation which is 
River Bank and Casa Verde and laredo Housing Development Corporat ion, which 
is the Balcones O'kane Apartments. 

M s. Barrientos also presented on the 2016 CFP Grant and stated that they were 
granted $1,387,114 and have expended $711,312 as of July 31, 2019 and still have 
$625,802 remaining which is the working category they reported to HUD and 
sta ted that they had the management improvement, administration, any fees and 
cost, site improvements, structure, dwell ing equipment and non-dwell ing 
equipment and for 2017 they also have re location cost and RAD investment 
activities and stated that the budget tota l for that grant is $1,380,645 and th ey 
expended $210,916 and mentioned that grant had just started; therefore, it is a 
little low on the expenditure part . Commiss ioner Ms. Guerra asked how long they 
have to utilize it. Ms. Barrientos responded that they have four years and stated 
t hat the remaining balance is $1,169,729; then, she presented the 2018 CFP grant 
which is $1,691,481 and have expended $206,163 with a balance of $1,485,318. 
Chairman Ceba llos asked who has been working the environmenta l clearances. 
M s. Barrientos responded that they had Mr. Reyes working on it for the past two 
grant s, 2017 & 2018, and are currently working on the 2019 which they barely 
brought to the Board to get approved, so they started with the environmental 
process and once it is completed they send it to HUD for approval, so once they 
approve it they can start using the grant. Chairman Ceballos asked how much 
they could move between line items before Board approval. Ms. Barrientos 
responded that it is more than 25%. Chairman Ceballos mentioned that 
significant amendment if 25% or above. Ms. Barrientos mentioned that she w ill 
be sending the information to Chairman Ceballos. Chairman Ceballos mentioned 
that Bulmaro used to know. Bulmaro Cruz, Project Specific Manager, mentioned 
that it is 25% and stated that it needs to be in the 5-year plan. 

Chairman Ceballos mentioned that he liked the power presentation and that it 
was faster. M s. Barrientos stated that there was more detail in the packet. 
Chairman Ceballos asked if they still had enough money for architects. M s. 
Barrientos responded that they still do and that it is for the AMP's and the 
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project s; they cannot use it for Tiny Homes or for Balcones, but they would be 
able t o use it for BiblioTech. 

C. Status on FY 2018-2019 Audit 

Chairman Ceballos asked M s. Barrientos for the status on the audit . M s. 
Barrientos mentioned that it is doing good and they will be coming in October to 
start working on the final audit to present to the Board. Ms. Mata mentioned 
that they have included in the packet a breakdown of the process to get to the 
final report and informed that they have already completed t he Compliance 
Review on June 17-28 and currently they are working on the dat a collection 
section and will have the on site visit for the Audit review on the 21st - 2Sth of 
October and they expect a draft Audit report on the 22nd of November to review 
ahead of the December meeting. Chairman Ceballos asked who the lead is for 
the Audit. Ms. Barrientos responded that it is Rene Gonzales and then asked who 
the on sit e is and Ms. Barrientos mentioned that it is Jason Hyde. Com missioner 
Ms. Guerra asked in reference to the percentage, if it was the amount of data 
t hey collected. Ms. Barri entos responded that they send a list of the information 
they require to submit before they come for the visit, so that they could start 
ca lculating the numbers. Commissioner Ms. Guerra asked if they look at it onsite. 
Ms. Barrientos responded that they share an e-mail system w ith them, which is 
like a drop box and they upload the documents so that they may see them and 
they go over any information, but she does not know their process to complete 
the Audit, but they send a list and then M s. Barrientos sends it to the drop box 
and then they start looking at that information. Commissioner Ms. Guerra asked 
if when they put 75% of general document, it is that they have done 75%. M s. 
Barrientos stated that if they had four items that they were required to submit 
and they are pending one, it means that they have done 75% and would be 
pending to do one. Ms. Mata mentioned to clarify that on the ones that say 0%, 
it means one document that needs to be forwarded to t hem. In reference to the 
fo rmat Comm issioner Ms. Guerra recommended to state it as 1 of 4 because as it 
is, it looks like they have not done anything, so M s. Barrientos stated that they 
w ill change it for the next Boa rd meeting. Chairman Ceballos thanked M s. 
Barri entos for her presentation. 

D. Status on implementation of Community Safety and Security (Peace Officer) 
Program 

Ms. M ata mentioned that she provided information in the packets and some of it 
is confidential information that they will consider in executive sess ion and stated 
that effective September 12, 2019 they finalized 7 contracts w ith off-duty Police 
Offi cers to provide security services related to the Community Safety and Security 
Program and they wil l begin thi s project at Colonia Guadalupe and they will be 
patrolling 3 days out of the week in four-hour shifts; two of those shifts w ill be in 
the evening manned by one officer and one of those shifts w ill be overnight hours 
which w ill requ ire two officers for a total of 16-hours a week that they will be 
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patro lling. Commissioner Ms. Guerra asked if it wi ll be just in Colonia Guadalupe 
or throughout the colonias. Ms. Mata mentioned that they w ill focus on Colonia 
Guadalupe at the incept ion of it, but if they would be requ ired to have 
surveillance or any kind of patrol at another property they can request that as 
we ll. Commissioner Ms. Guerra asked if most of the issues or challenges had been 
at Colonia Guadalupe. M s. Mata con firmed and mentioned that there has been 
an increase in Colonia Guadalupe, so they want to target Colonia Guadalupe first 
and stated that the agreement wil l also allow them to receive documentation 
from the Police Department regarding statistics which w ill help t hem better gauge 
where they w ill have them spend their time depending on the level of activity in 
the properties. Chairman Cebal los asked where they will be located because 
they had ta lked about a place where residents know where they w ill be able to 
find them. Ms. Mata responded t hat the unit wi ll be kept at the Police 
Department and stated that she and Ab raham Martinez will look at the faciliti es 
to see what is best and stated that she wou ld wan t t o give them access to the 
Conference building and they just need to look at the security settings because 
Robert has a very nice security system in that building. Commissioner M s. Guerra 
asked if there was any particular reason for considering that bui ld ing. M s. Mata 
responded tha t it is because it has access to a computer system and they cou ld 
submit their daily reports and mentioned that they had also looked at the option 
of issuing a laptop or an IPad, so they can do the electronic submitting. 
Commissioner Ms. Guerra stated that she thinks it would help the residents feel 
more secure if it would be more attached to the residents, someth ing like a 
community room because she would not expect anybody to break in the 
Conference/Board room building. M s. Mata mentioned that they will actually be 
patrolling and also that there is a Community Hall which is in the same area and 
stated that they wi ll look at it . Chairman Ceballos asked if they would provide 
monthly statistics. Ms. Mata confirmed and mentioned that it would be stati stics 
rega rding all the properties and also about officers that are dispatched to the 
properties and missed ca lls that are recorded and t hen sta tisti cs on the program 
on issues t hey encountered and sa id that they have identified about 9 units of 
interest which was provided in the packet to the Commissioners. Chairm an 
Ceballos stated that it was not urgent, but asked if they cou ld brand the program 
with in the next 90 days. Ms. Mata responded that they have started 
conversat ions with graphic designer Sergio Puente who is working on very basic 
design and stated tha t she together with Jessica Martinez have given him a little 
bit of background on what the program is going to enta il and they are pending to 
see his first draft to provide some guidance. 

E. Sta tus and progress of ongoing construction project s. 

Ms. Mata stated that they had included progre ss reports on all the current 
projects in the Commissioners packets and mentioned that they have attached 
the traits that are taking place at the projects and their com pletion percentage 
and informed that at the Russe ll Terrace Revitalization project they are at 58% 
complete and they also included pictures of the current work being conducted 
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there and also mentioned that they have started working on the final phase of 
the project. Chairman Ceballos asked if it was with framing. Ms. Mata responded 
that the Project Managers had informed that they are pouring today. Chairman 
Ceballos asked Bulmaro Cruz to provide some information. Mr. Cruz mentioned 
that the concrete was poured the day before and the framing is set up to start 
Monday. Chairman Ceballos stated that they have a weekly meeting on Mondays 
at 8:30 a.m. and he has made several of the meetings which are mostly to 
generate decisions and assistance and stated that the relocation team, for the 
most part, settled in because most of the relocation that needed to happen has 
happened and now it is the the labor force teams because they have gaps because 
they go do other jobs, so what they have done is that almost everybody that is 
involved with Ru ssell Terrace is to negotiate with the contractor for them to 
release some traits so that they can pick them as the Housing Authority and keep 
them on the job and stated that Ms. Mata has been negotiating directly w ith one 
of the major subcontractors and from then on it w ill just be the matter of keepi ng 
on task and added that they will have weather days, so it will just be the matter 
of keeping at a pace that they can get it done. 

Cha irman Ceballos asked if there was anything that was needed from the Board 
to facilitate their job and added that they already know part of the answer, but 
he would like the Board to engage. Vice-Chairman Dr. Garza asked if there was 
consensus about them working with each other because people with different 
att itudes can be hard at times. Mr. Cruz mentioned that they started using the 
plan grade and sa id that Mr. Ceballos will be receiving and invitation soon and 
mentioned that he uploaded the blueprints the day before and that along with 
Alexis Chaires, they are interchanging ideas on how it will work with the team and 
said that it would facilitate communication between the team because they have 
had gaps in communication in the past that have caused delays. Chairman 
Ceballos mentioned that he and Ms. Mata appointed Mr. Cruz and Mr. Chaires 
capta ins to do research and identify the software and the software they picked 
out of seven will keep the pictures, documents, communication between team 
members and they can add the subcontractors and it is something they think 
Housing Authority can grow into and most importantly make them all 
accountable as to where the gaps are and if they are looking for a picture in the 
porta l and do not know who has it, the particular program id's pictures, they will 
not even have to file it, when they go to the location it will show that there is a 
picture in file and everybody on the team should be able to see it and added that 
they are going to be in the business of building, so they might as well get digitized. 
Mr. Cruz mentioned that the onsite training is scheduled for September 23,2019. 

Chairman Ceballos asked if there is anything that the Board should be aware of 
or that needs support. Ms. Mata mentioned that there is an action item related 
to Russe ll Terrace and informed that the target is to have the project completed 
and delivered by January 31, 2020 and stated that they seem to be on target w ith 
the changes they made and is just asking for the continued support they have 
been receiving. 
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Chairman Ceballos mentioned that the Bernal project is a little bit behind 
schedule, 88% percent complete. Ms. Mata confi rmed that t hey are a little 
behind schedule and stated that they had hoped to have it completed today and 
informed that most of the work pending is sit e work and added that t he Project 
Manager is Alfonso Trevino and they also have a Consultant working as well w ith 
that project. M s. Mata stated that they anticipate having it com pleted no later 
than two weeks from today and at that point t hey would be able to establish a 
date for the ceremony. Chairman Ceballos stated that they w ill not establish a 
date until it is completed and mentioned that usually a 2 X day notice for people 
to join in the ceremony should be sufficient, so they need to be done with th e 
project. Com missioner Ms. Guerra asked if t hey have a time frame. Chai rman 
Ceballos mentioned that it has t o be in October and sta ted that he w anted that 
project to be a model that others ca n follow and mentioned that not only him, 
but a bunch of th em are looking at the details and if they choose to compete 
nationally for that model and stated that what he means is compete in the 
industry that is going make it rea listi c fo r it to be repl icat ed, but if it is not 
replicab le, then they did not achieve their goal, so he mentioned that t hey are 
looking at everything and stated that he thinks all of them are going to be pleased 
with the quality. 

Ms. Mata mentioned that the last project is l os Balcones Apartments which is the 
project they received funding through CDBG fund and they have a deadline to 
complete it by April, 2020, so they will be grouping to focus on the plan of action 
and stated that they have learned through the other t wo projects they just 
discussed that they had some management issues to address and moving forward 
the will continue wi th the work to be done at l os Balcones to ensure they do not 
have the delays they have encountered. Chairman Ceballos mentioned that they 
are model programs and mentioned that they are not going to find any other 
organization doing that kind of work and sa id that when they are putting student s 
in a transitional housing it rea lly needs to be done to as high as poss ible quality 
given the resources, so they will assem ble the ri ght t eam and stated that t hey 
have until April t o make it as per the Cit y requirements, so they will get there and 
it be around the time for Ru sse ll Terrace too and added that they are all great 
projects. Ms. Mata mentioned that they have already started some of the work 
and are at about 29% complete in the front building and have done the mo ld and 
mildew remediation and have started the demotion of the interior of the building 
and have done some framing work to insta ll windows because that property had 
like wall-size windows which are being reduced and they have done some roofing 
as well. 

Chairman Ceballos mentioned that the goal was to assem ble t he project 
management t eams that could take on those unique project s beca use the private 
sector is not rea lly building much in the Inner City and he thought if t hey 
assembled the right t eam with the right qualities that could generate efficiencies, 
they could keep doing it at the small sca le and still thinks that they should make 

13 



every attempt to assemble their t eams and stated that the minute they put it up 
for bids it will be like a 25% mark up and most non-profits do not do those 
projects, they just skip them and that is why those projects do not get done and 
sa id that they have to get efficient on the management side and improve their 
quality and stated that Russe ll Terrace was very hard to improve t he quality 
because it had the relocation on top of it, not anymore, but for a long time they 
cou ld not create efficiencies because they only had one or two units vacant and 
they did not have the rest, but some of these other programs are new 
construction or vaca nt and they should be able to assemble st rong teams that 
have the ski lls t o push through the project s. 

Chairman Ceballos mentioned that they will be building BiblioTech, so the next 
one they did not take it in house which he wished they would have; it is going to 
be bided out; they will see a general contractor and then they will see the cost 
because t hey do not build for what they built, so the sooner they get their teams 
efficient, the better it will be for the organ ization because if they step back and 
put everything out to bid, instead of bui lding at $90 or $100 per sq . ft . they will 
be building at $130 or $140 per sq. ft . and then they will probably say that they 
can not afford to do it and not do the project which is where non-profits typica lly 
are because they do not want to do the difficult project s. Commiss ioner Ms. 
Guerra mentioned that they keep it safe because it is challenging. 

Chairman Ceballos stated that BiblioTech will go out and they w il l go through a 
process to get an internal kind of bid and they wi ll see where it is going to land 
and stated that there are very few contractors that can do anything over 300K or 
400k and there is probably three or four and then they add the bond and they 
eliminate two that maybe do not want to deal with it and then, they are left with 
two and mentioned that he had asked M s. M ata to have the updates on the 
projects until they get don e, at least with Russe ll Terrace. 

M s. Mata mentioned that in the past they brought items regarding the Master 
Plan for the administrative facilities and stated that they are focusing on those 
projects and they are still look ing at the Master Plan overall and hopefully within 
the next few months they can get some work started and sa id that they opened 
up a litt le bit of the space in the Finance Department in the Administrative 
Building and they are going to continue to open up some spaces while they get to 
that project in its enti rety. Chairman Ceballos recommended Commiss ioners to 
wa lk around Jennifer Barrientos area and stated that they had opened up 
windows in between the offices and stated that he th inks is great and kind of 
builds cohesion and team and that kind of layout helps a lot in building a team 
and stated that he got to see it last week. M s. Mata mentioned that it is the first 
thing they took on, but they hope to continue throughout the whole floor. 

Chai rman Ceballos mentioned that there is a rela tive ly good size warehouse at 
Carlos Richter that he thinks they should study to see if they can tie in the trades 
with the College if they decide they want to cont inue doing tiny homes and added 
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10. ACTION ITEM 

that he talked with Alfonso Trevino in regards to making that area like a hub, for 
the micro housing training because right now it is just storage and mentioned that 
about two years ago they switched from keeping things in storage to ordering just 
in time, so he stated it is something they need to keep in mind and sa id that it is 
a good size and has two levels where they can set up trainings and other things. 
Commissioner Dr. Rodriguez mentioned that it would be something they w ill be 
open because they are considering to expand the practicum onsite locations 
because the studen ts learn more, not just by knowing the theory, but knowing 
the practical because it is very important to learn by doing it. 

A. Discuss ion and possible act ion to authorize the Executive Director to execute a 
modification agreement with BBVA Compass to extend the Russell Terrace 
Revitalization loan conversion date to March 21, 2020 and adopt Resolution 
No. 19-R-13. 

Chairman Ceballos mentioned that it is the extension they have been working on with 
the bank since last year which gives the final date of March 21, 2020 so they need to 
fini sh construction ahead of that day and asked if there were any quest ions. Ms. Mata 
informed that the original conversion date was September 21, 2019 and said that the 
term sheet allows them for a six - month extension and stated that March 21, 2020 will 
be the end of the extension, so they have to pitch construction by the end of January 
to allow two months for cloSing. Commissioner Ms. Guerra asked if they cou ld get 
another si x-month extension. Chairman Ceballos stated that it usually comes at a cost 
and added that this is the first time the team, Mr. Cruz and Mr. Chaires, hear about the 
March date because they had told them January 31; it would be matter of them dealing 
with the bank and Chairman Ceballos thinks they will say to see where they would be 
bya certain date and come back and mentioned that it took them six months' worth of 
wa iting on progress. Ms. Mata mention ed that the last time they met with the bank 
was in May. Commissioner M s. Guerra asked if they wou ld want to approach them in 
December or January. Chairman Ceballos mention ed that he t hinks M s. Mata should 
make a ca ll informally and see what they hear back. Vice-Chairman Dr. Garza asked if 
with the new program Bulmaro Cruz is working now kind of alleviates everything and 
hopefully it will speed up things. 

Chairman Ceballos mentioned that he could va lidate that the construct ion process is 
much better and faster and mentioned that they now got some quality, good 
contractors that he thinks they will be competing for the January date, but they do not 
want to learn in December that they need another extra 30 days, so Chairman Ceballos 
stated, for the record that they need to ca ll and then do it forma lly and mentioned that 
the bank had a practice of reaching out to him directly in the past and that they are 
probably aware of it and he thinks is fine and stated that he is not ready to ask for an 
extension and that they are not asking the Board to do it, but they should know that it 
is a poss ibility. Ms. Mata mentioned that she w ill make the ca ll but does not anticipate 
it and stated that the team has been made aware that the expectation is to deliver by 
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the end of January and stated that they are on track to do it. Chairman Ceballos asked 
Ms. Mendive if they are on board to do it. Chairman Ceballos mentioned that one of 
the improvements that has been critical is having the staff that is ca lled crew and also 
mentioned that it is a tough meeting at 8:30 in the morning on Mondays, but it has been 
showing its fruits and said that he has not been there all the time, but there is a 1 X 
page of to do's list , a summary of working it ems and if something comes up, they put 
it on. 

Chairman Ceballos moved to approve Item lOA. 
Commissioner Dr. Rodriguez seconded the motion. 
Motion passed unanimously. 

8. Discussion and possible action to award Request for Proposa ls (RFP) No. LHA2019-
0801-1 Unarmed Security Guard Services and au thori ze the Executive Director to 
fina lize negotiations and contract with se lected firm. 

Chairman Ceballos asked if there was a recommendation. Ms. Mata mentioned that 
t hey are recommend ing to negotiate with Securitas and provided score information to 
the Board and mentioned that Securitas scored 92 and informed that they will see that 
Vets Securing scored higher, however, when they considered the pricing and the fact 
that Securitas has a local office was taken in consideration. Chairman Ceballos asked 
how they determined cost and what kind of size of a contract they were looking at. M s. 
Mata responded that they w ill have somebody man Senior Home after hours, outside 
of the regu lar operating hours, and then they wi ll have security for the construction 
project. Commissioner Ms. Guerra asked about the rate. Ms. M ata responded that the 
rate for Securitas is $15.55 and Vets Securing America is $17.24. Commissioner M s. 
Guerra mentioned that Securitas was less even though scored less. Ms. Mata confirmed 
and stated that they have a local office and they offer the same amount of report that 
they wi ll get from the other. Vice-Chairman Dr. Garza asked how Vets Securing America 
had outscored Securitas. Ms. M ata responded that it is all based on th e submission and 
that they have a committee that is put together to do the evaluation of all the submitted 
packets and it is based on what they submit and also there is a scoring category. Ms. 
Barrientos stated that they can get a maximum of 10 points understanding the 
requirements of the proposal and then 20 points for technical approach which is how 
they would do the quality and th e work plan of the security and the services and 20 
points for technical capabi lities, the equipment, person nel and materials that w ill be in 
the management plan, another 20 points awarded for experience, patrolling and 
security services and 10 points fo r overall quality and professional appearance on the 
submittal. Chairman Ceballos asked if there were any points for veterans or minorities. 
Ms. Barrientos ment ioned that it wou ld be fo r Section 3, so if they claim Section 3 there 
is, but not if they did not . Chairman Ceballos asked if any of them claimed it. Ms. 
Barrientos responded that they did not. Commissioner Ms. Guerra asked to make sure 
that if somebody wou ld get sick they wi ll send somebody else. Ms. Barrientos 
confirmed and stated that it would be negotiated wi th whoever gets awarded in the 
final contract. Chairman Ceballos asked jf she cou ld confirm if the Vets claimed Section 
3. Ms. Barrientos checked and stated that they did not check off veteran and Chairman 
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Ceballos stated that maybe it was just a name and asked if there were any more 
questions, comments or a motion . 

Vice-Chairman Dr. Garza moved to award proposal RFP No. lHA 2019-0801-1 
Unarmed Security Guard Services and authorize the Executive Director to finalize 
negotiat ions with Securitas. 
Chairman Ceballos seconded the motion. 
Motion passed unanimously. 

C. Discussion and possible act ion to consider rat ificat ion of the sa le of refrigerators for the 
Russell Terrace Revital ization Project for the Russell Terrace Revitalization Project. 

Jennifer Barrientos presented to the Board who stated that on June 20 & 23, 2019 they 
published a newspaper ad for the sale of refri gerators for t he Russell Terrace 
revitalization program and are bringing for ratificat ion from the Board for 23 
refrigerators they so ld altogether. Chai rm an Ceba llos mentioned that he asked them 
for clarification in reference to the new policy they are working on and stated that it 
kind offalls in a grayish area that although they are under $500.00 each which does not 
necessarily trigger Board approval, but as bu lk, they are all the same unit and he 
thought it wou ld be important for the Board to be aware that all of t hem were so ld and 
essentia lly they met the policy, but they were all so ld in bulk, so they just need to be 
aware, fo r the record , that they were sold that way. Chairman Ceba llos stated that 
when they amend the policy it will be much clearer, so if they decide to write it up that 
if in bulk will equal more than a certa in amount that they wou ld need to come to the 
Board as $5,000.00. Chairman Ceballos stated that he asked Ms. Barrientos for 
everybody's sake to record it as being disclosed and that is exact ly what she is doing. 
M s. Barrientos provided information as to who the refrigerators were so ld to and who 
had submitted proposals, and they were Gerardo Ga llegos, Ramon Gallegos and Luis 
Guevara. Commissioner Guerra asked if it was advertised. Ms. Barr ientos responded 
that it was advertised in the newspaper twice. M s. Barrientos showed them the bids 
and said that they were numbered individua lly according to how it was published in the 
newspaper and the persons went to see the refrigerators at Russe ll Terrace because it 
was open to the publ ic, so they bided on the refrigerators they were interested in . 

Chairman Ceballos moved to ratify the sale which was done in accordance to the 
policies. 
Commissioner Ms. Guerra seconded the motion. 
Motion passed unanimously. 

D. Discuss ion and possib le action to adopt Resolution No. 19-R-14 pu rsuant to Board 
Action taken August 3, 2019 authorizing the By-laws amendment for the laredo 
Housing Facilit ies Corporation, Laredo Housing Opportunities Corporation and l aredo 
Housing Development Corporation to reflect the fisca l year closing date of March 3Pt. 
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Chairman Ceballos ment ioned that they voted on the item at the last meeting, but they 
did not have the reso lution as part of the mot ion; therefore, Ms. Mata brought it back 
with t he resolution to be able to make those changes. 

Commissioner Dr. Rodriguez moved to approved Item 100. 
Vice-Chairman Dr. Garza seconded the motion. 
Motion passed unanimously. 

E. Discussion and Poss ible act ion re lated to the evaluat ion of staff and f illing of 
management positions. This item may be discussed in executive sess ion, pursuant t o 
Sect ion 551.74 (personnel matters). 

Chairman Ceballos mentioned that th is item relates to turnover in positions and stated 
that he w ants to have a conversat ion that involves f illing those positions and also 
discuss ing the staff and other things re lated to fi lling positions on a timely basis, so that 
fo lks that are performing do not get overstrained because they are support ing other 
jobs and also mentioned that he does not think that they will be making any changes to 
the organizat ional chart behind closed doors or coming back, it wi ll be about some 
performance and there wi ll be executive session discussion w ith the Director regarding 
f illing key positions and they w ill also discuss in execut ive session the Community Safety 
and Security Program and matters related to it that are considered private. 

Chairman Ceballos moved to go into executive session. 
Commissioner Ms. Guerra seconded the motion. 
Motion passed unanimously. 

11. EXECUTIVE CLOSED SESSION IN ACCORDANCE WITH THE TE XAS GOVERNMENT CODE 

The Board of Commiss ioners for the Housing Authority of the City of laredo reserve the ri ght 
to adjourn into Execu t ive Session at any time during the course of this meeting to discuss any 
of the matters listed on the posted agenda, above, as authori zed by the Texas Government 
Code, including Sections 551.071 (consu ltation with attorneys), 551.072 (deliberat ions about 
real property), 55 1.073 (deliberations about gifts and donations). 551.074 (person nel matters), 
551.076 (deliberations about security devices), and 551.086 (econom ic development). 

Chairm an Ceballos ca lled the Board of Commissioners, Attorney Mr. Poneck, Alm a Mata, and 
possibly Jennifer Barri entos and Juan Mendive into executive session . 

The Board went into executive sess ion at 2:57 p.m. 

The Board reconvened from executive session at 4:20 p.m . 

12. ACTION ON ANY CLOSED ITEM 
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Chairman Ceballos stated that there was no action taken in executive session. 

Chairman Ceballos asked Ms. Mata for her recommendation in reference to Item lOE, M s. Mata 
mentioned that she was recommending Diana Cruz for the Hu man Resource Manager posit ion. 

Chairman Ceballos moved to accept the recommendation as presented to hire Diana Cruz at 
the request of the Director. 
Vice-Chairman Or. Garza and Commissioner Dr. Rodriguez seconded the motion. 

Motion passed unanimously. 

13. ADJOURNMENT 

Chairman Ceballos moved to adjourn. 
Commissioner Dr. Rodriguez seconded the motion. 
Motion passed unanimously. 

Meeting adjourned at 4:22 p.m. 

Jos L Ceballos, Board Chairman Alma D. Mata, Executive Director 
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