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Introduction  
 
Simply, the objective of the Two-Year Tool (TYT) is to analyze a PHAôs utilization situation, which includes running 

basic leasing and spending scenarios to better inform decisions going forward in an effort to optimize the program.  The 

guidance that follows is a detailed explanation of the use of this tool.  There are many variables that affect a PHAôs HCV 

program, some outside of a PHAôs control and some that can be impacted by policy and operations; variables including 

Congressional funding, cost per unit trends, the rate at which participants leave the program (i.e. the attrition rate), and the 

rate at which vouchers are successfully leased (including both overall success and time-to-success).  As such, many of the 

steps in this guide require judgment, as determining the value of projection variables can be subjective. 
 

The key to a useful projection is consideration of these variables, and with that consideration, informed decisions can be 

made. 

 

There are two sections specific to HUD and one specific to PHAs; these sections are labelled as such. 

 

We encourage you to visit the HCV Tools Site, found here, as well as the bite-size training videos, found here. 

  

https://www.hud.gov/program_offices/public_indian_housing/programs/hcv/Tools
https://www.hud.gov/sites/dfiles/PIH/documents/PHA-TYT-HCVTrainingVideos.xlsx
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HUD-Specific (Part I)  

Process 
 

The goal of the TYT is to facilitate a conversation with the PHA, in order to help in developing an informed strategy, for 

both the current and the following year, regarding voucher issuances, costs, and other decisions, in order to run an optimal 

and stable Housing Choice Voucher (HCV) program, to the extent allowable.  The TYT allows for a straight-forward 

analysis using all of these variables beginning with the Monthly Utilization Report and ending with a conversation with 

the PHA.   

 

You are encouraged to share forecasts with the PHA to facilitate your discussion with them, but be careful to label and/or 

characterize the TYT as ñdraftò or ñfor discussion onlyò.  HUD does not dictate, nor require, a PHA to follow a specific 

leasing scenario.  To restate, PHAs make the final decisions, and HUD does not specify the number of vouchers a PHA 

should issue or lease. 

 

 

Utilization 
Report

ÅThe Monthly Utilization Report serves as the "launching pad" for the Two-Year Tool.  The 
most current version can be found on the Optimization SharePoint site.

ÅType the 5-character PHA Code in the noted box (or, in the case of a combination PHA, enter 
both PHA Codes in the two noted boxes), then click the "Open Two-Year Tool" Button.

ÅThis report contains a great deal of other information that the user can access by noting the 
additional tabs at the bottom of the workbook.

Two-Year 
Tool

ÅValidate information (e.g. RNP, cash and investments, success rate variables, EOP rate, time 
from issuance to lease-up, PUC, etc.)

ÅExperiment with different leasing scenarios, as well as other variable scenarios (e.g. proration, 
offset) to determine the best options for a PHA.

PHA 
Conversation

ÅShare spreadsheet with the PHA; discuss PHA's variables.

ÅDiscuss a PHA's leasing plan; demonstrate the leasing scenarios in the TYT.

ÅOn what key assumptions is the PHA basing its leasing plans?

ÅNote the PHA's decisions or plans, correct and note any new information from the PHA.

InfoPath 
Input

ÅUpload the required information from the TYT to InfoPath after reading through the QA check 
on the "IP Input and QA Check " tab of the TYT.

ÅNote the result of the conversation with the PHA; discuss the PHA's plans and assumptions.
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PHA-Specific 
 

Settings 
 
This workbook makes use of Visual Basic for Applications (VBA), a programming language used for many Microsoft 

Office applications.  As the ñrunningò of certain types of code creates security concerns, Microsoft sets up much of its 

Office Suite to default to a higher security level.  In order for Tool to operate, one must change a few settings before 

opening the Tool.  It is important to note, you may want to reset your settings after using the Two-Year Tool.  Here is a 

little video to assist in this process. 

 

(NOTE 1:  Settings are particular to users; some or all of these steps may not be required by users.)   

(NOTE 2:  PHA users can now create TYTs with pre-populated TYT data with the instructions found here.) 

 

The images below may vary slightly depending on your version of Office, but the substance of the changes should remain 

the same.  Below are the steps, with images, to allow the Tool to run appropriately. 

 

1) Open a blank workbook in Microsoft Excel. 

2) Go to File Ą Options   

3) Then Trust Center Ą Trust Center Settings 

 

 
 

4) There are two main settings to uncheck ï one within ñProtected Viewò and one within ñMacro Settingsò.  In 

ñProtected Viewò, please uncheck ñEnable Protected View for files originating from the Internetò. 

 

 

https://youtu.be/8bb35PGQ-ms
https://portal.hud.gov/hudportal/documents/huddoc?id=tyt_pst_overview.pdf
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5) In ñMacro Settingsò, please check ñEnable all macros...ò. 

 

 
 

6) Lƴ ά!ŎǘƛǾŜ· {ŜǘǘƛƴƎǎέΣ ǇƭŜŀǎŜ ŎƘŜŎƪ ά9ƴŀōƭŜ ŀƭƭ ŎƻƴǘǊƻƭǎΧέΦ 

 

7) Close Microsoft Excel and open the Two-Year Tool. 
8) AgainΣ ōŀǎŜŘ ȅƻǳǊ IƻǳǎƛƴƎ !ǳǘƘƻǊƛǘȅΩǎ L¢ ǇƻƭƛŎȅΣ ȅƻǳ may want to revert the above changes in security setting 

after using the Two-Year Tool. 
9) Any issues whatsoever, feel free to contact Patrick at patrick.j.hatch@hud.gov. 
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Monthly Utilization Report  
 
For HUD users, the most recent version of the Monthly Utilization Report can be found on the here.  For PHA Users, the 

most recent version of the Monthly Utilization Report can be found here.  The Monthly Utilization Report serves as the 

ñlaunching padò for the Two-Year Tool; in other words, it is the source of the data that is moved into the TYT.  The report 

contains updated VMS and PIC data.  Upon opening the Monthly Utilization Report, an analyst will see below. 

 

For the vast majority of tools, you will first enter the 

five character PHA Code (e.g. MA002), into the 

yellow box denoted as such.  Second, hit enter and you 

will see the applicable information for the selected PHA 

populate.  Third, after making sure no other TYTs are 

open, select the blue ñOpen Two-Year Toolò button.  

This will open and populate the Two-Year Tool for the 

selected PHA.  To note, if an analyst is exploring the 

effects of a possible transfer of one PHAôs program to 

another, you will note the ñTransfer PHA Selectionò just 

below.  Enter the receiving and divesting PHAs.  The 

two PHAs information will be combined, and an analyst 

will be able to run a Two-Year Tool for a combined 

PHA. 

 

*  For HUD users, this report contains lots of data, outside even of what is moved over into the Two-Year Tool.  Please 

note the additional tabs at the bottom.  This information can also prove useful in determining the details of certain TYT 

numbers. 

 

** For both HUD and PHA users, when you click ñOpen Two-Year Toolò, 

you will be asked a few things.  The first section, ñDefault Variable 

Adjustmentsò (applies only to HUD) asks about carrying forward some of the 

changes made in prior tools.  Select the variable(s) you would like to use in 

the TYT.   

 

An analyst is also asked if the Two-Year Tool should be generated with PBV 

attrition being offset (as these units should be filled upon vacancy).  

Offsetting attrition will occur in the leasing chart, Column G.  The default 

option is to offset. 

 

Additionally, the user is asked if the Tool should automatically trend the PUC 

based on past PUC movement (must have a strong, positive correlation to 

trend).  The default is to trend. 

 

Finally, there is also an option to say that the user is in the FMC.  If that box 

is selected, the Two-Year Tool will open on the ñAdditional Disbursementò 

tab.  

 

 
  

https://hudgov.sharepoint.com/sites/PIH2/HCV/UtilizationReports/Forms/AllItems.aspx?viewid=2e664fb6-dc56-440b-8405-9e21dcf6f65d&id=%2Fsites%2FPIH2%2FHCV%2FUtilizationReports%2FCurrent
https://www.hud.gov/program_offices/public_indian_housing/programs/hcv/Tools
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Two-Year Tool Detailed Steps 

Two-Year Tool  Variable Sections  
 
After clicking the ñOpen Two-Year Toolò button in the Utilization Report, the TYT will open.  Broadly speaking, the 

cells in yellow are editable by the analyst ï they can be updated, changed, or zeroed out.  The other cells are locked and 

are populated from the Utilization Report, or are formula-driven. 

 

This report will walk through the primary sections; please see the blank tool below. 
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#1 ɀ Beginning Year Reserves 

 

The tool is populated with the HUD-established CYE HHR (see reconciliation enclosure), the HUD-estimated Excess 

Cash, the PHA-Held Cash as 12/31 of the prior year (from VMS), the HUD-Reconciled HHR, and the VMS-reported 

prior calendar year-end (CYE) RNP (Restricted Net Position ïformerly Net Restricted Assets). 

 

For purposes of budget authority, the tool uses the cash-supported year-end reserves (total reserves).  It starts with the 

HUD-Held Reserves, adjusts for any PHA-Held Reserves (referred to as ñExcess Cashò) ï as calculated by the Financial 

Management Division (FMD), to come to a total reserve (HUD-Reconciled) number.  This number is then subjected to a 

cap of the cash available at the PHA to support the FMC-calculated ñExcess Cashò.  Finally, a floor is put in place to 

assure the PHA does not start the year with reserves below $0.   

 

In the example below, the PHA started with HUD-Held Reserves of almost $5.4 million.  The FMD calculated an under 

disbursement (PHA spent more money than was disbursed) for the prior year of $3.1 million.  This $3.1M, for prior year 

expenses, will be disbursed from the HUD-Held reserves to make the PHA ñwholeò for last year, thus lowering the 

amount available to spend this year.  This, then, allows the tool to use the budget authority in reserves available for 

current year expenses.  Were the ñExcess Cashò to have been positive, and the cash lower, the tool would automatically 

use the lower of the two to assure the PHA has the cash in place to pay projected expenses. 

 

Finally, the bottom box shows a comparison of ñExcess Cashò to PHA-Reported prior year RNP.  These two numbers 

(remember, ñExcess Cashò is, essentially, the FMDôs calculation of a PHAôs end of year reserves) should be quite close.  

Please investigate differences through discussions between the Financial Management Center (FMC) and the PHA. 
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#2 ɀ Updated VMS information  

 
An analyst should retrieve and input the most current VMS information into 

the TYT.  This includes current year unit months leased (UMLs) and 

current year housing assistance payments (HAP) expense.  This information 

is entered into the ñACTUAL Leased Unitsò and ñACTUAL HAPò 

columns, in the corresponding month.  The TYT includes a tool that will do 

this, after retrieving the Data Collection Report (DCR) from VMS, 

automatically.  Please see ñAccess Additional Toolsò. 

 

 

 

 

 

 

The third piece of information to gather from VMS is 

vouchers on the street ï found online ñNew vouchers 

issued but not under HAP contracts as of the last day 

of the monthò which goes into Column F of the TYT.  

In lieu of data on the amount of vouchers issued each 

month by the PHA, an analyst can use the total 

vouchers on the street from the single, most recent 

month.  This may be replaced with historic actual 

vouchers issued if available. However, when using 

vouchers on the street, we only use them for the most 

recent month, with no data input for prior months, 

otherwise we would be double counting.  Enter this 

number in the most recent month of the ñVouchers 

issued, or projected to be issuedò column. 

 
 

 

 

 

 

The bottom of the TYT contains a ñGraphsò button that will allow the user to choose from a few key graphs.  Also, there 

is a comment box at the bottom of the tool that states key considerations to consider when updating and analyzing a tool, 

including information on RNP and SPVs.  (In the case the PHA has a PBV or RAD program, a ñPBV.RADò tab will 

appear showing historical information related to the PHAôs PBV and/or RAD program, including information from VMS, 

PIC, and other HUD systems.) 
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#3 ɀ Leasing Rate Variables 
 
Success Rate 
 
The success rate (Cell K5) is the percent of issued vouchers 

that are successfully leased (and not returned to the PHA).  

For example, if a PHA issues 10 vouchers and 7 are leased-

up with 3 coming back to the PHA, the PHAôs success rate is 

70 percent (7/10).  The default success rate used in the tool is 

70 percent, but should be updated with the actual PHAôs rate 

where available.  This can be obtained from the PHA; 

additionally, the TYT provides a tool that allows for an 

analyst to track issuances and lease-ups to determine an 

actual success rate.  Please see ñAccess Additional Toolsò. 

 
Annual Turnover Rate (Attrition Rate)  
 
The annual turnover rate (Cell M5) is the percent of the 

program that turns over each year.  For example, if a PHA 

has annual average units leased of 100, with a total of 10 end 

of participations (EOPs) for the year, the attrition rate is 10 

percent.   

 

The default attrition rate used in the Tool (Cell M5) is a 

staggered 12-month snapshot of EOPs, then compared to 

UMLs to generate an attrition rate.  The information found 

below (Cell M6) is information as of the end of the prior 

month.   

 

The amount of time it takes a PHA to perform the work of 

entering 50058 EOPs in PIC varies, in some cases taking a month or more.  So, this staggered snapshot likely gives PHAs 

enough time to input all EOPs; for example, data for the 12 months ended 12/31/2017 would be pulled at the end of 

March 2018, or later.  However, that data is older and may not capture any major EOP trend movements (though those are 

not frequent).  So, the tool has two numbers ï one likely complete, though delayed; the other, potentially incomplete, but 

current.  In many cases, the numbers are close.  In other others, it may warrant a conversation with the PHA to determine 

the best number to use in the Tool.  Comparing the data is the key here.  Of course, 

 

Of course, if some other information is known that would cause the going-forward EOP rate to differ from these historical 

numbers, the Tool should use whatever rate is most likely to reflect attrition going forward.  

 
Time from Issuance to HAP Effective Date 
 
The time from issuance to HAP effective date (Cells K8-K12) is the speed at which vouchers issued are leased.  Using the 

number from the success rate example above, say of the 7 that lease up, 2 lease up in the first 30 days, 1 in the 31-60 day 

range, and 4 in the 60 to 90 day range, then 28.5 percent would be in the ñ% Leased in 30 daysò cell (2/7), 14.3 percent in 

the ñ% percent leased in 30 to 60 daysò box (1/7), etc.  As with the success rate, this information is pre-populated with 

default variables.  The TYT provides a tool that allows for an analyst to better determine a PHAôs actual rates; please see 

ñAccess Additional Toolsò.  The information used here is only to estimate the speed at which vouchers lease up; for 

example, vouchers may lease up at varying times during the month but be put into the same 30-day group.  This will 

inexactly measure some HAP costs, but it will provide a decent estimate overall. 

 

Estimated Inflation  
 
This box does not allow for user input.  It is populated when HUD receives inflation numbers from PD&R.  Absent that, 

the default rate is 100%.  Individual PHA inflation factors can make a large difference during the planning process.  
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#4 ɀ Per Unit Cost (PUC)  
 

Per Unit Cost is the amount each voucher costs the PHA, on average, per month.  The 

Two-Year Tool populates with actuals, where available, and then uses the last known 

actual going forward.  In some cases, the last actual may contain an aberration that isnôt 

reflective of future months PUC.  In many cases, PUCs are trending in one direction.  As a 

result, in all cases an analyst should review this information and determine what 

modifications to make to the ñManual PUC Overrideò column.   

 
The TYT contains a tab entitled ñPUC.RB Analysisò that allows an analyst to examine the 

PUC and rent burden trends.  This tab, as seen below, contains a chart showing three-

month rolling averages, the month-to-month change, and a graph showing a PUC trend 

line.  This information should be used to inform an analyst when adjusting PUCs in the 

ñOverrideò column.  There is a drop-down that allows a user to automatically transfer the 

projected three-month rolling average and linear trends to the Projection Analysis Tab.  

PLEASE EXERCISE CAUTION when using this option, as the projection, carried 

forward, is using data that may include aberrations, etc. that are not indicative of future 

trends.  The tab also contains a chart showing rent burden over time, as well as a chart 

looking at a unit-weighted two-bedroom FMR over time. 

 

Some key questions to consider: 

 

¶ Is the most current monthôs PUC indicative of cost trends, or is it an aberration? 

¶ Does the three-month rolling average significantly differ from the last actual? 

¶ Does the graph indicate a trend that using the last actual would omit? 

¶ Do the graphs indicate a need to address rent burden by examining payment/subsidy standards? 

 

 
 

In cases where PHAs made significant prior period adjustments (going back and changing prior VMS-reported months) 

that arenôt picked up in the Monthly Utilization Report, the TYT contains a tool that allows for the quick input of updated 

prior year UMLs and HAP.  Please see ñAccess Additional Toolsò. 

 

Finally, there is a button ñMaterial New Units at a Material New PUCò, that allows a user to incorporate newly funded 

vouchers that are, in size and/or PUC, enough different from the program-wide PUC to sway the overall average. 
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#5 ɀ Budget Authority  
 
The TYT allows for an analyst to run scenarios using different Years 2 and 3 HAP prorations (Cells H6 and H7) and 

Admin Fees percentages (Cells H11 and H12), as well as different Years 2 and 3 Offset numbers (Cells H8 and H9).   

 

A proration of HAP Funds and/or Admin Fees means a PHA is eligible for $XX dollars, but because Congress 

appropriated an amount less than eligibility, the amount needs to be reduced to match the available dollars.   

 

HUD has established, in prior years, a position of determining "excess" reserves based on size (<250 units, 12%; 250-499 

units, 6%; >=500 units, 4%).  HUD then determines the amount of funds needed from the offset (for such objectives as 

raising the proration, supplementing the shortfall pot, etc.).  Then, from this "eligible for offset excess reserve" pot of 

funds, HUD determines the percentage needed to attain the number needed for offset.   

 

In other words, HUD determines a % of the "excess" reserve pot that is needed.  This number is populated based on 

information from prior years and best-known information to date.  In 2016 and 2017, HUD used a 14% and 16%, 

respectively, cut for "excess" reserves. 

 

HUD, also, has a history of protecting certain categories from offset.  Please see, for example, the 2018 funding notice.  

This tool takes into account the PHA size thresholds (see above discussion) and VASH full leasing reserve protection (just 

for the offset in Year 2). 

 

While the TYT provides much of the 

other information shown on the left, 

these cells are available for adjustment 

based on information not contained in 

the Monthly Utilization Report.  

Notably, if a PHA receives an allocation 

of tenant protection vouchers during the 

year, ACC units and funding are awarded 

and need to be reflected in the TYT.  

This can be done via the ñNew ACC 

Unitsò tool found in the ñAccess 

Additional Toolsò button.  

 

 

  












