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Chicago’s Public 
Development Model 
approach

• Mixed-income, public development 
approach

• Seeded with $135M revolving capital from a 
major bond sale

• Status: “building the plane while taxiing to 
the runway”
• No projects yet, by EOY
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Chicago context

• Population: 2.7M

• Land area: 228 square miles

• Housing units: 1.1M

• 120,000 unit affordable housing 
gap (as of 2022)

• Chicago is an independent 
Housing Finance Agency with a 
local LIHTC allowance
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How does Chicago’s GSH fit in?

“Right off the menu”

1. Mixed income (70/30 split or 
better)

2. Internal cross-subsidization

3. Partnerships with experienced 
developers

4. Revolving fund takes out 
expensive private equity

5. Preferred senior debt 
decreases cost

”Secret Sauce”

6. Independent NFP: The 
“Residential Investment 
Corporation”

7. Public ownership as both critical 
and new for us

8. Focus on permanent affordability 

9. Focus on sustainability and 
climate action

10. Partnerships with IHDA and CHA
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$$
Maintenance + 
Management

Savings: Equity

Savings: Debt

Net Operating 
Income (NOI)

Mortgage 
Payment

IHDA

Operating 
Expenses

Developer Compensation

$$$$
Rent

$$

3. Rental subsidies allow 
less rent to be paid by 
tenants to create deep 

affordability

1. GSH Revolving Loan Fund 
Replaces Equity

Possible 
Mezzanine Debt

Green Social Housing: Unit-Based Rental Subsidies

CHA PBV

2. Access to Lower-Cost Debt

Impact Investor

Co-Developer + RIC

+ RIC

Design credit: 

Invest Chattanooga



How GSH Financing Works

Typical

 Market-rate 
Capital Stack

Green Social Housing

Senior debt (55-75%)

Equity investor (15-25%)

Developer equity (5-20%)

Construction Permanent

Construction loan – private 
debt, volume cap, or 
FFB/Risk Share (70%)

Residential 
Investment 

Fund 
(20-25%)

Developer/

City/land 
equity 
(5-15%)

Permanent loan – private 
debt, volume cap, or 

FFB/Risk Share (70-90%)

Developer/City/land 
equity (5-15%)

Possible mezz debt (0-20%)Investor 

equity 

(20% 

returns)

Private 

bank 

debt 

(7%-15% 

interest)

GSH RLF

(2-5%+ 

returns)

Low-cost 

debt (~5% 

interest)



Establishment process to date
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Looking ahead

1. First board meeting

2. Official incorporation

3. Request for Information

4. Staffing up

5. Project procurement

6. Underwriting

7. Council approval (project by project)

8. Build!
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How will the RIC Identify Projects?

1.Stalled market-rate projects. RIC can 
re-start proposed market-rate projects 
as mixed-income, especially in a 
difficult lending environment.

2.Requests for Qualifications. RIC can 
release an RFQ for development 
partners. RFQs could be open-ended 
or focus on high-potential city-owned 
lots.

3.Acquisition and Rehab. RIC can 
acquire and redevelop existing 
buildings.



Challenges & lessons learned

• Risk mitigation and legal structure

• Board structure

• Political challenges

• GSH can be many things, but it 
cannot be all the things

• Seek sage counsel
• Center for Public Enterprise

• Work with, borrow from, and iterate 
on the work of peers

• Call on passionate & strong leaders
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Thank you!
Matt Stern

Matt.stern@cityofchicago.org
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